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Abstract 
 

 

Although M&A’s have the greatest probability of failure in organizations, the major 

reasons for this outcome is the integration process. M&As have been a popular strategy 

for accessing new markets, introducing new products, expanding their knowledge base 

and enhancing competitive advantage. In this study, we explore a case of technology 

acquisition, and we propose a theoretical framework based on literature that identifies 

phases in post-acquisition process. The process involves three stages: knowledge 

absorption, operational phase and commercial phase that is explored and evaluated with 

the empirical data of the case study. Then, thematic analysis was utilized in this study 

to identify common themes related to the role of acquisition. The related functions and 

benefits were grouped under acquisition roles. Since the case study was a successful 

acquisition, it was easy to figure out the roles and dimensions of integration from it. 

Both the methods contribute in addressing, the necessary phases that need to be 

organized with integration and deriving different functionalities to achieve common 

goals. Finally, we present a discussion and bring out the relationships that emerged 

from this study from different themes and have been mapped to stages in the post-

acquisition process, resulting in outcomes from each role. Thus, this study puts an 

emphasis on the range of factors that create value from successful technological 

acquisition and conclude as post-acquisition process with integration elements is the 

initial pivotal position for the consequences. 

Keywords: post-acquisition, knowledge absorption, value creation, synergy, 

integration, technological distance 
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Thesis Layout 

 

In this section, a brief summary of the chapters in this thesis is presented. This is done 

in order to provide a better overview and familiarize with the further parts in this thesis.  

 In Chapter 1: Introduction  

In this chapter, introduction to the background, problem discussion and research 

purpose is discussed. This led to a presentation of the purpose of this research study, 

explains the motivations for undertaking the research, as well as our contribution.  

 In Chapter 2: Theoretical Framework   

We have presented a conceptual framework based upon the purpose in relation to the 

stated research question. In “Literature review” section, most of the theories related to 

factors that influence post-acquisition process have been described. Based on the 

theoretical perspectives, a framework has been introduced on all the parameters and 

relationship that flows in the system or process. Moreover, we presented the 

“Acquisition” as a strategy to foster value creation and link it to the analytical 

framework.  

 In Chapter 3: Methodology  

We will present how the research has to be designed together with explanations of the 

methodological choices to be executed. This section includes data collection and unit 

of analysis. The chapter also will contain trustworthiness, scope of access, and ethical 

aspects. Finally, in the “methodology” chapter, a description of the research methods 

that were followed in this study will be represented. 

 In Chapter 4: Case Description 

This chapter is structured for describing the technology profiles of both companies 

under study   

In Chapter 5: Empirical Findings 

We will present the findings from the collected data.  

 In Chapter 6: Analysis & Discussion 

We will elaborate upon the earlier presented empirical data. Analysing the data and 

connect it to literature. This chapter will be concluded with a discussion. 

In Chapter 7: Conclusions   

We summarize the essence of this research study with theoretical and managerial 

implications. Finally, this thesis will be ended by sharing our suggestions for further 

research.  
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1.0 Introduction  
  

For the purpose of this study, some simple definitions will be presented. Starting with 

the term “merge” is when the intention is to integrate two relatively equal entities into 

a new organization, whereas term “acquisition” reflects the takeover of a target firm by 

a leading firm (Marks & Mirvis, 2015). The term can be defined in different ways, still 

the overarching goal behind mergers and acquisitions is same; which is to create long-

term value, obtain a larger market share and achieve greater efficiency. 

 

Mergers and acquisitions involve over one trillion US dollars changing hands 

worldwide, increasing from 4,066 deals valued at USD 378,9 billion in 1988 to 

approximately 30,000 deals valued in excess of USD 3 trillion at the peak in the year 

2000 (Accenture, 2002). Approximately 17,000 deals with a value exceeding USD 1 

trillion were executed in 2003 (Hough et al., 2007). The numbers of M&A’s are 

growing again and will continue to need research attention to improve the success rate 

of the integration processes. The very latest numbers obtained lists the global M&A 

activities totalling USD 1,2 trillion for the first half of 2010 (Outtz, 2010). 

 

Considering the reasoning behind M&A generally given is that two separate companies 

together create more value compared to being on an individual stand. With the 

objectives of wealth maximization, achieving synergy for lower cost of capital, 

improving firm’s performance and accelerate growth, reaching economies of scale, 

maintaining diversification for higher growth products or markets, increasing market 

share, positioning by giving broader market access, achieving innovation by having 

technological change, companies keep evaluating different opportunities through the 

route of merger or acquisition. In addition to the above reasons that firms would use 

mergers and acquisitions as strategic tool for flourishing their business. Currently, firms 

acting in present dynamic environment are faced with dealing with perpetual 

technological advancement, market globalization, and stiff global competition. It is 

obvious that mergers and acquisitions have become one of the most important strategies 

that firms could adopt in the new millennium (Hitt et al., 2001). 
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But why is this strategic tool is chosen for study? Why does corporate restructuring 

through an M&A activity become a weapon in the stiff arena which push on a company 

to use for corporate advancement and score high return of shareholder's wealth? (Joshi 

et al., 2013). It is argued that M&A provides quick access to sustainable growth and 

new emerging markets, linked with a potential increase in revenues, making M&A an 

attractive route for expansion (Cartwright & Schoenberg, 2006). Conceivably a strong 

route for firms to take when looking to grow, but why do so many prestigious firms fail 

with the implementation of mergers and acquisitions? Did they fail to achieve strong 

integration? Did they acquire a technology, or process which does not fit in their 

product or technology architecture? For this reason, we decided to study HMS 

Industrial Networks AB Company to learn more about this company, to show the 

success of M&A strategy, their activities and other corporate events that influenced 

which company they decided to acquire? What has to be acquired which will create 

value, and generate money? And how the acquirer (HMS Networks AB) managed to 

make the acquisition happen, to upscale their innovation levels. All of these activities 

will be covered in more detail later in this research study. 

 

As stated above, the scope of this thesis was to conduct exploratory research in HMS 

Industrial Networks AB Company’s merge and acquisition strategy. The main reason 

behind our selection is because the company has acquisition experience to complement 

their business and emphasis on organic growth. In this research study, we explored 

post-acquisition process and different aspects related to the role of acquisition on 

technological innovation of the company. Also, explored how did the company had 

successfully thrived to enrich their product portfolio, creating new business 

opportunities (Lysek, 2019), and expanding into new markets by the acquisition of new 

technology. The key managerial aspects of acquirer are human resources, key employee 

retention, evolution of corporate culture, and many more that are considered as central 

core of successful managerial practices. The latter has influenced the position of HMS 

Networks AB on the map of industrial networks. Now, HMS Networks AB is termed 

to be one of the most profitable firms in Sweden seeking for long-term prosperous 

future in the businesses of industrial networks. 
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HMS Industrial Networks AB 

HMS Industrial networks AB in Halmstad, Sweden was founded in the year of 1988 

based on the thesis project at Halmstad University. The company is positioned as a 

leading communications technology supplier worldwide. The organization's initial 

business to develop paper measurement technology is later extended to consulting and 

hardware manufacturing, which later led to the industrial communication sector. The 

ground-breaking Anybus module challenged the conventional way of connecting 

automotive devices and it was a success from its first release since 1995. Anybus was 

soon installed in three General Motors plants, paving the way for new clients. This 

made the company understand that both technical and geographical expansion makes 

sense to invest. The strategy was to develop a recurring technology that would enable 

the firm to remain on the market for more than 5-10 years. Anybus' launch was a point 

of realization that "multi-connectivity" was their strong business. This led the company 

to industrial communication and to the invention of the Anybus gateway, which is still 

the main product of the business today. 

History of Acquisition 

A certain degree of growth can be achieved through the targeted acquisition of 

businesses which will be a valuable supplement to the organic growth strategy of the 

Figure 1: Acquisition history of HMS Company 
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business. HMS Networks AB, is the Parent Company which has acquired several 

subsidiaries focused on acquiring industrial communication companies. 

The Figure (1) shows the timeline history of acquisitions performed by HMS Networks 

AB, we can see that over a decade around 6 acquisition deals are successfully closed 

by the company to acquire products or technology from various companies. For 

example, in 1997, HMS Company has acquired 51 percent of Intellicom and 100 

percent of the remaining share in 2010. Intellicom had communication solutions for 

remote management of industrial devices, and this acquisition gave the possibility to 

add further value to the customers of their products. Thus, the company had expanded 

its business in 2013 with the acquisition of German IXXAT Automation GmbH, 

extending their business to include machine communication, safety and automotive. On 

5 February 2016 HMS Company acquired EWON SA, Belgium. EWON provides 

networking products and services for remote access to industrial systems and 

controllers (PLC), systems for data processing and software focused on the cloud. The 

acquisition of the Belgian EWON SA was an important strategic move that made it 

possible for HMS to deliver a complete portfolio in the growing field of remote control 

and remote monitoring called “Remote Solutions”. In 2016, HMS Company purchased 

the Spanish firm “Intesis Software S.L.” at the end of the second quarter. Intesis' strong 

market position in systems management software and building automation is an 

addition to existing HMS product. Intesis' product range covers advanced solutions and 

communication products in the field of building automation. The knowledge of Intesis 

in the field of building automation and their well-established solutions in this market 

segment is a valuable addition to the strategy for the company’s development. 

Beck IPC Profile 

HMS management was exploiting for new opportunities of growth, on July 17, 2018 

HMS Company signed an agreement with the German company Beck IPC GmbH to 

buy 100 per cent of the shares (HMS Annual Report, 2019). Beck IPC GmbH is a 

leading provider of technology and solutions for embedded control and industrial 

machine-to-machine (M2M) communication, including solutions for the Industrial 

Internet of Things (IIoT). The company is headquartered in Wetzlar, Germany. It was 

founded and owned by Thomas and Bettina Schumacher in 1992. The company’s 
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IPC@CHIP technology forms the core of Beck IPC’s product range. Beck’s offerings 

also include the comprehensive (com.tom) edge gateway series with the associated 

cloud portal. The cloud portal provides all elements needed to easily set up an industrial 

IoT application, where the (com.tom) cloud platform manages all inbound and 

outbound data, including all configuration and security aspects. Currently, around 30 

employees are operating in Wetzler office after acquisition. The technology of Beck 

IPC was the targeted platform by the acquirer to implement in its products which would 

strengthen the acquirer in industrial IoT. 

The different acquisition of HMS Networks AB has brought exploration and 

exploitation of combined firm added value to their business development. The 

acquisition strategy enhanced their consumer product offerings. The value proposition 

for HMS products offers industrial connectivity and helps customers create new 

revenue opportunities by collecting industry-level data (Lysek, 2018). 

1.1 Background 

According to the dissertation from Lysek (2019), it focuses on balancing between 

exploring new possibilities and exploiting old certainties to establish development. 

Therefore, balance between exploration of future opportunities and exploitation of 

current opportunities is required, i.e. innovative firms typically achieve this balanced 

approach between two development extremes (O’Reilly & Tushman, 2004). This may 

be achieved by acquisitions it can be a way to unlock entrepreneurial activity within a 

business (et al., 2007). The firms that survive the initial formation phase, during which 

knowledge, competence development and exploration are crucial, appear to begin to 

encourage the utilization and fine-tuning of existing routines and practices in 

organizations (Chirico & Salvato, 2008). So, to measure how M&As work, the concept 

of looking at HMS acquisition came into view. Why does two firms want to become 

one? Synergy has often been cited as one of the prime reasons behind decisions on 

acquisitions (Walter & Barney, 1990). Synergy-based mergers and acquisitions arise 

when there is the expectation that the combined value of both firms would be greater 

than that of both individual companies (Seth et al., 2002). The acquired business of 

Beck IPC contributed 20 million to net sales during the acquisition year and order 

intake by 33 million SEK (HMS Annual Report, 2019). In this scenario, the advantage 
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from combining operations, marketing efforts, research, development or costs provides 

greater benefits in terms of operating performance, market strength or even profits than 

two independent organisations (Bradley et al., 1988). It may come from many sources, 

such as operating economies of scale, increased market leverage, convergence of 

technological or tacit expertise, preferential financial-market treatment of larger firms, 

risk diversification, etc. (Salter & Weinhold, 1978). However, we have to quantify the 

idea of synergy in a holistic manner by developing novel measures of similarity and 

complementarity between the acquirer and the potential target in product markets and 

in R&D activities. 

While internal R&D can help foster innovation and growth, building a healthy market 

share and R&D pipeline takes a significant amount of time. Sherman & Badillo (2011) 

further suggests that in spite of their variations, the similarity between the two concepts 

is based on the core idea that two or more organizations become united "under the same 

roof" with the goal of the business or financial synergy. According to the final 

acquisition analysis of HMS, the acquired net assets and goodwill is related to expected 

synergies with existing operations. However, each M&A is distinguished by unique 

finance, culture and strategy particulars, largely depending on what the underlying 

transaction is (Sherman & Badillo, 2011). Indeed, numerous sources of literature have 

concentrated on exploring the concept that M&A can contribute to the external 

knowledge acquisition process of the companies and improve their innovative 

capabilities (de Man & Duysters, 2005). Technical know-how is gained through long-

term exposure and experience with technology, usually it is difficult to transmit from 

one person to another, which is also difficult to transmit from one organization to 

another (Larsson et al., 1998).  Cloodt et al. (2006) discusses the idea of influencing 

the innovative success of the acquirer companies after the M&A process; the 

incorporation of the acquired external knowledge base is significant because it has 

positive effects on the efficiency of acquiring companies in innovation. Wang & 

Ahmed (2007) note that “an organization's overall innovative ability to market new 

products or opening up new markets is through the combination of strategic focus and 

innovative behaviours and processes”. The value created from M&A is highly 

dependent upon the integration operation (Marks & Mirvis, 2015). Business unit 

integration into one system appears to be highly complex, and can be disrupted if poorly 
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handled (Beer, 2009). Consequently, the integrations created through M&A are seen as 

major organizational changes that make them both complex and challenging to achieve 

effectively (Clayton M. Christensen, 2011). 

 

1.2 Problematization 

  

We would like to begin this section with short, but valuable quote in the context of 

acquisition: 

“There is a risk of re-inventing the wheel” 

― Maria Linnér, (HMS Annual Report, 2019) 

The above quote is said by Global Platform Manager at HMS Networks AB, “Maria 

Linnér”. It refers to the question whether it is wise to invest in developing and knowing 

how the product/project is invented, or pursue the direction of market flow by focusing 

on internal competencies to develop that product/project with unique value that 

differentiate you from other competitors. A new investment often means the upside 

potential of high profits but, on the other hand, there is a risk that bad investment will 

be made and a lot of money will be lost. Over the last few decades, M&A has increased 

in frequency as globalization forced companies to look for alternative means of growth 

(Daly et al., 2004). This boom was followed by a funnelling of more than $1.7 trillion 

into M&A industry in the United States during 2017 (Kim & Roumeliotis, 2014). 

Deloitte (2015) analysed M&A trends in their 2015 quarterly report, which indicated 

M&A activity in 2015 increased by nearly 25% over 2014 numbers. The amount of 

capital invested in M&As indicated that these transactions have become increasingly 

relevant in the business community; however, research has also shown that M&As have 

failed at alarming levels despite such changes (Waldman & Javidan, 2009). 

Although the research on failure rates varied, estimates indicated over 65% of M&As 

failed to achieve their goals, which resulted in financial and productivity losses (Marks 

& Mirvis, 2015). Harding & Rouse (2007) further suggested 53% of firms experienced 

a decrease in overall company market value as a result of M&A. The greatest 

probability for failure of M&As occurred during the integration process (Weber & 
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Drori, 2011). According to Gomes et al. (2013), the high failure rate of M&As are effect 

of acquiring firm’s: 1) lack of integration, which can result in misunderstandings from 

the acquired firm on how the acquiring firm operates, or culture clashes respectively; 

2) tendency to pay a lot, which can lead to difficulties in achieving satisfactory returns; 

3) management approach and decision-making process during the implementation 

phase. This was especially problematic as established M&A goals often relied heavily 

upon the integration process, as the organizations aimed to consolidate operations to 

reduce redundancy, capitalize on synergies, expand market share, and ultimately 

increase value (Venema, 2015). Despite the importance of the integration process, 

integration processes were often inadequately executed, demonstrating disconnects 

between those driving the overall business strategy and execution on the part of the 

middle managers and frontline employees (Zollo & Singh, 2004). 

The research was clear that high levels of uncertainty negatively impacted 

organizational effectiveness and productivity (Jack et al., 2013). Thus, integration 

processes will continue to be undermined by employees until a better understanding of 

uncertainty emerges (Mann, 2011). Both Waldman & Javidan (2009) and Weber & 

Drori (2011) suggested more comprehensive data are needed to clearly understand how 

to more effectively manage an M&A integration process. Simply stated, with over 65% 

of companies failing to properly integrate and realize present expectations, new 

understandings need to pave the way for more sound and predictable business activity 

(Marks & Mirvis, 2015). 

Furthermore, several studies are established in the field of M&A concerning about the 

outcomes of M&A process and how to make a successful deal. Gomes et al. (2013) 

highlight that M&A phases have critical success factors, which can be crucial towards 

achieving better outcomes. However, according to Ahuja & Katila (2001), motives for 

an acquisition can be technological reasons, to expand distribution channels, new 

market entry or to create financial synergies. In contrast, Chung et al. (2000) argue that 

the motives affecting M&A are resource complementarities, and similar business 

environment. With this quick preview, it shows that many factors have to be considered 

during the different M&A phases in order to achieve a higher rate of a successful M&A 

outcome. The post M&A phase integration strategy is one of the most critical factors 

toward a successful M&A (Gomes et al., 2013). When integrating with the strategic 
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partner it is important to choose the integration strategy on the base of what value the 

acquiring company wants to capture. Lack of integration can be a reason for an M&A 

failure (Gomes et al., 2013). 

Lastly, taking on the scenario of an acquisition we will analyse the measures which are 

taken in the acquisition process by acquirer. With this it is our ambition to extend the 

analysis in the thesis and to analyse the impact of acquisition strategy on acquirer 

through creating value, synergy, and integration between both acquirer "HMS 

Networks AB" and acquired "Beck IPC GmbH" for the post-stage after the acquisition. 

Through this case, this thesis will encourage the efforts to enrich the literature on what 

concerns the possible impact that a merger and acquisition can carry effects on 

corporate relations among acquirer and acquired companies, corporate culture that 

create the organizational atmosphere that pervades the way people work, and achieve 

sustainable integration that lead to harmonic synergy. 

 

1.3 Research Purpose 

 

We would like to begin this section by an inspiring quote of motivation and 

hard work towards achieving goals:  

“The problem, often not discovered until late in life, is that when you look 

for things like love, meaning, and motivation in life, it means they are 

sitting behind a tree or under a rock. The most successful people in life 

understand that they create their own love in life and develop their own 

motivation.”   

― Neil deGrasse Tyson   

From our position as authors of this thesis, it is worthy to utilize the above inspiring 

quote and explain the main motivation behind writing this thesis. Beginning by 

defining “Motivation”, Motivation is the central point in the process of learning. 

Wlodkowski (2000) proposed that motivation defines a mechanism that (a) arouses an 

urge to examine behaviour, or (b) contributes to the collection or preferential use of a 

particular behaviour. In addition, Maliqi & Borincaj-Cruss (2015) claimed that student 

motivation addressed the student's desires to participate in the learning process, as well 
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as the reasons or goals underlying academic involvement. Thus, it explained our 

position as master degree motivated students participate in research activity for finding 

answers about the acquisition phenomena. On the other hands, other motivated students 

participate in the research activity only to receive a reward or to avoid punishment to 

the activity itself. Grades are the prominent example of the reward. 

The purpose of this research study is to explore the post-acquisition process and analyse 

its results to address the acquisition role. The exploration also focuses on what are the 

value creation factors achieved after performing this potential acquisition. The 

exploration is within the context of the IIoT (Industrial Internet of Things) networks. 

The post integration is the most challenging process when it comes to acquisition. 

Consequently, firms try to establish efficient and effective management activities and 

resources with a main goal to achieve a collection of unified organizational objectives 

(Savovic, 2012). The research seeks to expand the information base in the field of how 

businesses handled the acquisition by managing the accumulation of expertise, 

enhancing the acquisition experience with successful integration where the outcomes 

appear as value creation factors spread all over the formation, operational, and 

commercialization levels. The value creation factors are new knowledge, expanding 

the sales, increasing the revenues. The latter explanation will be discussed in chapter 5 

and 6 thoroughly based on level-segmented analysis of the dimensions leading to 

successful integration, and linking the relationship from these levels in order to reach 

the outcomes that create value in technological acquisition. 

The terms “integration” and “synergy” is one of the key concepts in this thesis, where 

integration implies a blending of business units delivering outcomes by working in 

harmonic way and, synergy which is achieved by combining innovation capabilities 

and knowledge utilization (Ma & Liu, 2017). Though M&A is one of the most popular 

ways to succeed, some of the studies examined this subject indicate that the failure rate 

of mergers and acquisitions is somewhere between 70% and 90% (Clayton M. 

Christensen, 2011). Whereas other studies say that the acquisition process fails at an 

average rate of 50% (Savovic, 2012). The primary reason for these significant failure 

rates is the performance of post-acquisition integration process. 

With this regard, we take the case of Swedish successful company with high rates of 

turn-over in industrial (Hardware and software) communication sector and examine 
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how it is extending organization capabilities through technological acquisition strategy. 

This thesis is constructed to develop knowledge and understanding of how the strategy 

of acquisition is practiced to expand in emerging markets. Therefore, evaluating the 

efficiency and structure of the company after acquisition ensures an optimum level of 

synergies and integration within the organization. The findings of this research could 

be very useful for companies demonstrating post-acquisition process to improve 

innovativeness, provide clear understanding of post-acquisition process outcomes, and 

the effects of behaviour on the efficiency of interfirm networks with technological 

acquisition. 

Thus, we planned to achieve this goal by answering the following two research 

questions: 

1. How did the acquired company (HMS) handle the post-acquisition process and 

address different roles in technological acquisition? 

2. What are the different outcomes from technological acquisitions which create 

value? 

The above questions will be explored by an in-depth single case study of the acquisition 

role on different organization levels such as; knowledge gain, changing the structure 

by creating dependency of units, and value creation through diversification of product 

portfolio. 
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2.0 Literature Review  
  

This literature review is carried out to provide an in-depth knowledge on studying the 

post-acquisition integration of “Acquired Companies” by “Parent Company”. This 

theoretical approach acts as a base on which further research can be built. An important 

segment of the acquisition-related research is focused on two key factors that is 

“integration” and “synergy”. In this chapter of thesis, the main is to conduct research 

to enhance the deeper meaning and understanding about the M&A business 

environment. Therefore, we choose to position ourselves in the content analysis to 

interpretative side, in order to know the meaning of the data collected by interviews. 

Hence, the aim of this thesis is to further contribute to and explore existing M&A 

research to find out M&A outcome. 

  

The aim of this section is to build a logical framework to this thesis that can be used 

later on in the empirical part of the thesis. The theoretical part of this thesis will begin 

with a comprehensive research of post-acquisition integration. It is important to bring 

this research section for a clear overview of the importance of integration process that 

hinder firms to achieve synergy after the-acquisition process. The research section will 

explore the impact of acquisition on the acquired firm, and presenting what measures 

are required to develop synergies between different business units generating combined 

value for its shareholders. Then, the research section will shed highlights on the 

significance and implications of knowledge in the process by creating aggregation to 

create R&D capacity within the organization. Eventually, the research section narrows 

down to the conclusion with the success factors obtained from organized process and 

present how the acquired company manages to obtain R&D capabilities in order to 

create value to the organization. 

2.1 Synergy and Integration  

  

(Larsson & Finkelstein, 1999) define integration as the degree of interaction and 

coordination between the two companies involved in the processes of mergers or 

acquisitions, and stress that it has great importance in realizing potential synergies. 
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Because poorly implemented interaction and coordination will not lead to achieving 

joint benefits. The potential of the strategic combination is not realized automatically, 

and that the degree of synergy realization depends on how such a new organization is 

managed after the acquisition is completed.(Larsson & Finkelstein, 1999) The process 

of integration requires a degree of change in both companies in order to create a 

combined company which reflects the key competences and the leading practices of 

both companies (Ellis & Lamont, 2004). According to (Savovic, 2012), the key 

successful drivers in integration are: of synergy to be achieved, speed, degree of 

integration, point of departure for integration work, composition of an integration team, 

approach to key decisions, degree of communication and management of changes. In 

order for an organization to effectively execute the post-acquisition integration process 

, it is important to develop a clear vision for the new entity and prepare specifics from 

the outset, define the sources of interest and the means of its adoption, recognize the 

importance of strategic leadership that will help to enforce these required changes and 

transfer the competencies of the new company toward achieving a maximum profit and 

growth (Lin et al., 2016). Meanwhile, Hitt et al. (2012) argued that some firms carefully 

select targets to ensure complementary resources and capabilities and integrate the two 

businesses in ways that enhance the synergy between them. A number of scientific 

workers and experts attempted to answer the importance for the success of post-

acquisition integration which are as following. 

 

The integration process is described as a two-dimensional process; on the one hand you 

got “task integration”, which is the operational part and realization of synergies. On the 

other hand, you got “human integration”, which consists of the cultural aspect and 

creating positive attitudes towards the integration among the employees (Birkinshaw et 

al., 2000). By analysing figure (2), the means to develop competences and promote 

innovation on external resources, such as knowledge, is by acquiring technology-based 

companies (Bannert & Tschirky, 2004). Technology acquisitions (often represented in 

scientific literature as acquisitions of small, technology-based firms by large, existing 

firms) made it possible for larger firms to integrate technical capabilities into their own 

resource bases, a significant external source of innovation streams (Puranam et al., 
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2005). Figure 2 presented below shows the integration of the technology with 

Birkinshaw's integration management model. 

  

  
Figure 2: Customized Integration Management of (Birkinshaw, et al., 2000) 

 

Studies of M&A are less concerned with profitability, but there is a perspective on how 

to gain value or losses through an integrated integration process. The term synergy 

realization is widely used in the literature, but poorly defined. One short definition 

obtained explains it as; transfer of capabilities or resource sharing (Stahl & Voigt, 

2008). 

  

Companies enter into M&A transactions for many different reasons aforementioned in 

the previous paragraph. Some decisions are plausible and others are not. In the case 

where a company enters into an M&A transaction and synergies are apparent between 

the two companies there is high potential that value will be created through the M&A 

(Petitt & Ferris, 2013). Therefore, companies should only pursue an M&A strategy if 

the value of the acquirer and the target company is greater if they operate as a single 

firm rather than individual ones maximizing shareholder wealth for both parties 

(Titman et al., 1995). 

 

2.2 Knowledge Absorption 

The success of knowledge transfer depends on firm’s absorptive capacity, it is the 

ability to recognize the value of new knowledge, assimilate, and apply to commercial 

ends (Schilling, 2016). Knowledge spill overs for a company are largely affected by 
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potential incoming information, which is determined by its absorptive capacity to 

utilize or exploit the knowledge. Therefore, it argues that the dynamic growth of a 

cluster depends on its absorptive capacity and diffuse it to the intra-cluster knowledge 

system. Ahuja & Katila (2001) in their study argued that, the acquisition has an impact 

on post-acquisition performance seen in different perspectives. Firstly, acquisition is 

considered as important from the perspective of organizational learning and innovation, 

and helps us understand how organizations absorb and use external knowledge. In 

continuity, A firm’s innovativeness is an outcome of increases in its knowledge base 

(Ahuja & Katila, 2001). While a firm’s knowledge base can upgrade through a series 

of knowledge-enhancing investments over time, firms can also upgrade their 

knowledge through acquiring of external knowledge bases (Ahuja & Katila, 2001). 

Increased proximity, however, is likely to reduce learning opportunities, gain new 

information and develop potential absorptive capacity to assimilate and assess 

subsequent opportunities in the technology fields of the aim (Ahuja & Katila, 2001). 

However, (Lei & Hitt, 1995) argued that internal development of a firm’s “absorptive 

capacity” (or ability to learn from a multitude of sources) is a more effective mechanism 

to develop new skills and capabilities than relying on external agents or sources. 

Absorptive capacity builds on the premise that firms with high absorptive capacities 

will have the tendency to exploit acquired knowledge in order to find the maximum 

utilization of this knowledge (Datta & Roumani, 2015). Hence, the proper utilization 

will be reflected on knowledge integration to have expanded products portfolio. 

Additionally, the utilization of this knowledge will open the door to fast launch of new 

products and services, and fast-to-market deployment where that leads for better 

innovative performance (Datta & Roumani, 2015). 

Continue to consider the organizational learning and absorption of new skills and 

capabilities depend heavily on firm-specific characteristics and embedded knowledge 

that cannot be bought and integrated into the firm to develop long-term competitiveness 

(Lei & Hitt, 1995). Seddon et al. (2010) remark on the importance of knowledge 

transfers and knowledge integration as prerequisites to successful business 

acquisitions. In fact, given that ‘knowing how IT relates to the firm’s strategic 

capabilities could provide an effective advantage to business’ (Bhatt, 2000), absorptive 

capacity of the information acquired will rely on a close alignment between the business 
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needs and the technical solution (Markus, 2001). Lawson & Samson (2001) defined 

innovation capability as “the ability to transform expertise and ideas continuously into 

new products, processes and structures for the benefit of the business and its 

stakeholders”. 

2.3 R&D Capability 

  

The increasing scope of knowledge needed to remain competitive has made M&As a 

prominent strategy for acquiring new knowledge and capabilities (Uhlenbruck et al., 

2006). Rapid technological change and increasing knowledge intensity have made firm 

innovation an important source of value creation in many industries (Hitt et al., 2012). 

While acquisitions can be a source of external innovation, research has shown that 

acquisitions can also have a negative effect on R&D expenditures (Lei & Hitt, 1995). 

Acquisitions may cause a cultural shock or cause key inventors to dissatisfy due to 

changes in the work environment. Because of their willingness to provide good 

benefits, skilled developers are also drawn to smaller organisations. Such engineers are 

likely to leave before their company is fully integrated into the acquirer, which would 

critically undermine the product development capacity of the target firm (Zenger, 

1994). As a result, key R&D personnel may decide to leave the firm, causing severe 

and costly technological gaps (D. Ernst & Halevy, 2000). In addition, Nelson & Winter 

(2002) suggested that the firm’s ability to perform R&D is derived from a tacit 

knowledge base that requires continued investment and internal development. 

 

2.4 Innovation through Acquisition  

  

Since the most significant source of innovation does not come from individual 

organizations, collaborative networks are most valuable (Schilling, 2016). Acquisitions 

of small technology firms, in particular, are an important source of innovation for 

established firms in high technology industries (McEvily et al., 2003). The positive 

effect on innovation is, in part, based on absorptive capacity; the more similar the two 

firms’ technological knowledge, the more quickly the acquired firm's knowledge can 

be assimilated and commercially exploited (Cohen & Levinthal, 1990). However, too 

much similarity reduces the acquirer's opportunities for learning (Lei & Hitt, 1995). For 
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example, Ahuja & Katila (2001) examined the influence of technical acquisitions on 

the subsequent performance of innovation in the chemical industry, and found that 

acquiring and targeting firm knowledge bases have a curvilinear effect on innovation 

production. While acquisitions remain a popular growth strategy, the role of 

acquisitions in performing innovation has been ambivalent. On the one hand, importing 

external knowledge through acquisitions not only increases a firm’s absorptive capacity 

and core competencies (Leonard, 1998) but also helps establish a continued source of 

innovation performance (Keeble et al., 1999).On the other hand, it is argued that 

acquisitions are a ‘placebo’ for innovation performance (Jensen, 1988) and worse, a 

source of detriment (Harrison et al., 1991), attrition (H. Ernst & Vitt, 2001), and/or 

distraction (Hoskisson & Hitt, 1990). While firms can choose one of many options, 

namely strategic alliances, mergers, or acquisitions, acquisitions seem the preferred 

mode for securing knowledge (Ranaweera & Prabhu, 2003), primarily because 

acquisitions are the only formal contract where the acquiring firm owns the knowledge 

and can leverage it to the best of its ability. 

  

2.5 Value Creation  

  

According to De Silva et al. (2018), firms’ ability to explore, acquire, retain, integrate 

and exploit knowledge, is central to firm value creation. Hitt et al. (2012) stated that 

M&A deals are likely to create value when they are made by developed acquisition 

capabilities through learning from previous M&As. Nevertheless, managing 

knowledge effectively for sustainable value generation is a complex process since it 

requires the adoption of human capital associated knowledge-based practices, 

recognized as crucial for collaborative innovation success (Gassmann et al., 2010). 

Thus, the successful delivery of the intermediation process requires the effective 

adoption of knowledge-based practices, through which internal value is generated. 

Even though there is extensive research on investigating how to manage knowledge 

effectively in collaborative arrangements to manage knowledge and extract value (Kale 

et al., 2001). Whereas, value creation for acquiring firms in the existing mergers and 

acquisitions thorough value synergies creation from broader perspectives might be hard 

to measure as the value of technology transfer and market penetration have been 

implicitly created (Chandera & Widjojo, 2012). Another source of value is based on 
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the transfer of strategic logic for change management in the acquired company. Frankel, 

(2005) argued that negotiations of acquired company to acquire target company shall 

exhibit financial disclosures, and show valuable resources of their fundamental 

business. Frankel, (2005) classify it under being visible or in open relation between 

acquirer and target company. In return, being in this mode of relation will contribute 

with low levels of risks to the acquisition success. Ease of integration is another key 

term. Hitt et al. (2012) argued that businesses are frequently willing to pay a substantial 

price, well above the market value, to purchase the target firm's shares in the hope of 

discovering the synergies. Although synergy development is the specified motive for 

charging high premiums (Hitt et al., 2001), there are additional reasons why acquiring 

firms pay the target firms substantial premiums. One of those reasons is desire to 

acquire more advanced technology firms. A new management team brings an improved 

competitive position of such a company, thus contributing to an increase in its income 

(Campbell & Faulkner, 2003). Savovic (2012) also says that, “value is created after an 

acquisition” and that – if post-acquisition activities are well-managed - the probability 

of a successful acquisition is increased. In order for the acquiring firm to capitalize 

knowledge acquisitions, organizations must ‘revisit their systems to bring them into 

alignment with the business needs’ (Mehta & Hirschheim, 2004). A study shows that 

successful managers or acquirers appear to take on a series of acquisitions and 

demonstrate sustained output suggested by the cumulative abnormal return that can 

exceed 0.80 percent around the announcement date (Clergeau et al., 2006). By viewing 

M&A as a core competency and proactively strengthening internal capabilities, 

organizations can reduce risk, increase the speed and value of their transactions and 

create competitive advantage. In recent times, traditional indicators of innovation 

capability (R&D spending, and patents) do not offer a better explanation of innovation 

behaviour of firms. As Iammarino et al. (2008) put it, R&D is only a good measure of 

certain technological innovations. In conclusion, in technological acquisition, the value 

of planning the knowledge transfer, managing R&D operations and the outcomes from 

it is viewed as a post-acquisition process. 

 

 



Page | 19  
 

2.6 Technological Distance  

The current global market is dense with firms having the need to acquire new 

technology and gaining new capabilities existing with other firms (Chattopadhyay & 

Hsu, 2016). This need can be performed through technological acquisitions is often 

driven by firms motivations to be as leading innovative firm, and achieve 

entrepreneurial status. Technological distance (opposite to technological proximity) is 

used frequently is the measurement of knowledge spill-over (Stellner, 2015), and how 

firms after acquisition tends to have unrelated technology. 

Some firms are searching for an area to be a distant-knowledge firm to reach optimal 

innovation outcomes after the acquisition (Chattopadhyay & Hsu, 2016), in order to 

diversify their innovation outcomes due to having wide range of knowledge elements 

when being in distant (Ahuja & Katila, 2001). By exploring the newly acquired 

technology, will leads to have degree of novelty in innovation to produce valuable 

products (Ahuja & Lampert, 2001). On the other hand, Being in proximity-knowledge 

space, allowing the firm to have cost reduction in research and exploring the 

knowledge, hence they have the ability to select the appropriate knowledge elements, 

resulting in reduction of the diversity of outcomes (Chattopadhyay & Hsu, 2016). In 

conclusion, being either in proximity or distant space to have necessity of technology-

acquiring firms have to decide to pursue their future goals to expand their knowledge 

base (Chattopadhyay & Hsu, 2016). By proper assigning of management and 

coordination tools to deal with acquired knowledge resources, consequently leads to 

have successful transformation of the acquired knowledge into innovation (Datta & 

Roumani, 2015). 

2.7 Theoretical Framework and Experimentation  

The theoretical framework is designed by examining and bringing relationship with 

various concepts from literature and the case study analysis is chosen to justify our 

connections with concepts. The framework was derived after our comprehensive 

reading and understanding of different literatures in the field of post-acquisition 

management and impact of mergers and acquisition. To address our research question 

on how to manage the post-acquisition process in technological acquisition, an 

integrated framework is required to combine different concepts together to bind it as a 
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complete process. This framework represents the outcome of our understanding of 

different aspects of theory by creating a well-connected relationship between them. The 

linkage of the aspects enabled us to have a goal-oriented structure to support the 

findings of our research. 

Figure (3) shows the process of adaptation in which the acquiring company and the 

acquired company perform a transfer of competences and work on achieving 

acquisition goals. When an adequate atmosphere is created, the acquiring company can 

focus on the phase of transferring competences. The goal of this phase is to use 

synergies in order to create value expected from the transaction (Very & Schweiger, 

2003). 

  

Figure 3: Theoretical framework that relates key concepts in technological acquisition 
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3.0 Methodology 
 

The methodological structure for the current research is discussed in this section. The 

methodology strategy adopted were outlined in two spectrums. The first spectrum of 

methodological choice was based on the Research Onion model Saunders (2009) and 

selective layers were chosen for creating theoretical framework from existing 

literatures. The second spectrum consists of qualitative data analysis assisted by 

computer software “Nvivo Plus 12”, which provides us as researcher to strengthen the 

evaluation, interpretation and explanation of social phenomena within the selected 

research context. 

 

3.1 Methodological Choice 

3.1.1 Research Process 

Research process is a multi-stage process which includes series of stages such as 

formulating and clarifying a topic, reviewing the literature, designing the research, 

collecting data, analysing data and writing up. In most cases, the research does not 

follow a structured flow rather it’s an iterative approach. However, these processes also 

need to be revisited from time to time to ensure that the required intermediate measures 

for the later stages are considered (Saunders, 2009). 

In order to have more insights about this topic, we performed a systematic literature 

review study to acquire knowledge from theories. The following procedure – as 

illustrated in figure (4) - is followed to search papers and extract information which 

can be divided into three phases; (1) Identification (2) Filtering and assessment for the 

quality (3) Writing up the review. In first phase, aim and purpose of literature review 

has to be clearly identified and then list of keywords is prepared based on the decision. 

In second phase, search query string has to be framed according to: Keyword* AND 

Figure 4: Literature Review Development Process 



Page | 22  
 

(LIMIT-TO (EXACTSRCTITLE, "Research Policy") and the query should be 

searched in Scopus and Science direct databases. To achieve the above-mentioned level 

of high quality and novelty, only articles from journals with a ranking of ‘2’ or higher 

in the ranking is selected. The main focus was to find as much as articles as possible 

related to the research question and different keywords dictated us to move on an 

appropriate direction. 

  

3.1.2 Research Approach  

  

The research approach is of a qualitative nature. Rynes & Gephart (2004) deduce that 

qualitative research in management studies makes it possible to produce an 

interpretation of real-life events and to preserve their connection with the context and 

also with the original significance given by actors and the setting. The qualitative 

research seeks to investigate the driving force of a phenomenon and its meaning (Tracy, 

2012). According to (Wacker, 1998), qualitative research provides useful resources, 

knowledge and data on topics to be explored.  For this paper, a case study strategy is 

used. Kumar (2011), a qualitative study approach, a case may be a group, a subgroup, 

an occurrence, an entity, an organization, etc.; also, case studies are very valuable when 

the researcher wants to understand, react, explore an unknown area and also have a 

holistic understanding of the phenomenon, group, industry or a particular situation, as 

a result of which this research approach has a high relevance. A case study is often a 

form study that explores the experiments carried out in other organizations in a specific 

setting and uses them to solve a problem or to explain the phenomenon and aims to 

create additional knowledge (Sekaran & Bougie, 2009).  Considering the paper's 

purpose, we find it fitting to use the case study as our research strategy and address the 

research question. As described in the introduction section, the qualitative research 

approach is conducted in HMS Networks AB Company. Since, qualitative approach 

views reality as a socially constructed entity that is needed for understanding the 

problem, interviews are conducted with actors of the company who were involved after 

and in acquisition. In our case study, HMS Company is chosen to identify key 

components of post-acquisition and likely to relate those components together that 

leads to synergy in organization.  And thus, to answer the research question, achieving 
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the purpose of this study and cover triangulation with observation from case-study and 

connect literature, it is required to have a deep understanding of the current 

organizational setting that occurred post acquisition. The classification of the research 

purpose is explanatory where the emphasis is studying the post-acquisition scenario, in 

order to understand the relationship between variables, characteristic of an explanatory 

study (Saunders, 2009). Finally, in this research study, data collection method is used 

(Saunders, 2009) to collect information to achieve the purpose behind this study, and 

answer the created research question. 

  

3.1.3 Research Strategy  

  

A case study is conducted to fulfil the aim of the thesis-to examine and evaluate the 

complexities of post-acquisition, and to understand how post-acquisition process are 

taken care in real time. The research question raised in this study is of an exploratory 

nature and case study is useful in finding out "what is going on; seeking new insights; 

asking questions and analysing phenomena in a new perspective" (Robson, 2002). 

Taking into account the characteristics of case study research (e.g. time constraint, 

availability of resources), the interview process in the case firm is customized. Because 

of above reasons, a semi-structured interview (Saunders, 2009) was more relevant for 

this case study research. Consequently, this approach is deemed important and fitting 

for this research, keeping in mind that this is an exploratory analysis in which the author 

seeks to understand the acquisition experience of the organization, how it manages the 

post-acquisition process and also recognizes the difficulties they faced in achieving the 

same goals and objectives. Due to time constraints a single case study was chosen as a 

research choice as it “focuses on understanding the dynamics present within particular 

settings”. (Eisenhardt, 1989)  

 

Moreover, exploratory study is adopted to gain preliminary understanding, in-depth 

information and more understanding about the case chosen for the study. In this study, 

the research phase began by looking for knowledge about the important role of 

technological acquisitions in value creation, and how the acquirer succeeded in 

bringing the acquisition to success. The searching process was performed through 

searching information from the websites of both companies under study, annual reports, 
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and other useful business-related documents. Furthermore, the information is also 

gathered from semi-structured interviews. Thus, we have selected exploration study 

which represent an inductive approach to reveal the importance in the phenomena under 

study, and provide logic reasoning of questions of “What” and “Why” since deductive 

method alone will never disclose new ideas and insights. Finally, in our perspective we 

found that whatever the reason pertains behind our selection, the main aim of 

exploration under the inductive approach is to generate new concepts and empirical 

generalizations. Thus, our selection of research to be as exploratory case study is in line 

with the argument of (Stebbins, 2001) stating that social science exploration is 

positivistic, in which its researchers are more likely to work in the field of discovery of 

ideas and observations to enrich the existing social science theories. In conclusion, we 

believe that selecting the exploratory inductive approach over deductive approach is 

related to two reasons. Firstly, we found that exploratory approach is most appropriate 

for the qualitative nature of our study to answer the research questions, provide high-

quality and trustworthy findings. Secondly, selection of exploration because we have 

little knowledge about the company, acquisition process, or context that we want to 

examine but nevertheless we have reason to believe it consist of dimensions worth 

discovering and present valuable contribution. 

3.1.3.1 Motivation behind choosing HMS as a case company  

The reason why HMS Industrial Networks AB was chosen is because they involved in 

M&A’s and adopted the acquisition strategy as a move to strengthen their networks, 

and expand to new markets. We also had seminars about the structure of the 

organization and its business units during our study program. After that, we were 

checking on recent annual report of the company, and found that they were successful 

in recent acquisition in-terms of net sales and order intakes of their products. So, we 

were interested in learning how the organization handled the post-acquisition process 

and made it a success. Furthermore, the information about the launched new HMS 

HUB cloud service platform, built on a technology which was the result of acquisition 

is also one of the dimensions how the company have the ability to launch the products 

from their portfolio fast-to-market after the acquisition made. Finally, another motive 

measure behind choosing HMS Networks AB in our study is how was knowledge 

transfer, coordination and communication processes, and care attention to human 
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resources between the acquired and acquirer. The above statements were the major 

stepping stones that paved the way for this thesis work. 

3.2 Data Collection  

  

For this study, the data collected is mainly qualitative and consist of primary data and 

secondary data. In the purposes of this study, primary data was collected first-hand 

(Bryman & Bell, 2007), and secondary data were obtained from external sources. 

Several steps have been processed from both sources of data collection to create a 

strong database that will support the information, evaluation and useful results to be 

obtained. This will be discussed in more detail in sub-sections below. 

  

3.2.1 Primary data  

  

Primary data is the collection of real time data obtained through a semi-structured face-

to-face interview as it provides an in-depth answer as well as insight into the research 

problem. Later due to worldwide pandemic, the method is changed and becomes 

through online using digital platform of “Zoom”. The semi-structured interviews are 

conducted to obtain answers from industry experts about the post-acquisition process. 

The interviews are carefully organized and documented so as to produce accurate and 

reliable data (Saunders, 2009). A brief introduction and interview questions are given 

to the participant beforehand so that they could well prepare for the interview. Then the 

participant received an invitation to attend online meeting through “Zoom”. Structured 

informal interviews were conducted throughout the entire research project. The initial 

design of data collection is to conduct interviews with employees from both the HMS 

Company, and Beck IPC Company. A detailed explanation of our awareness of bias 

existence and the method that has been used to minimize bias in our research is 

provided in section 3.5.5. In spite of the previous limitation, the data collection process 

proceeded by conducting interview with the actor, who was engaged with the 

acquisition process of Beck IPC GmbH Company with HMS Company. The manager 

was very cooperative, responsive, provided us detailed and useful information to 

continue the research. The conversation has been recorded for the next step of 

transcribing the information. Hence, this study primarily uses semi-structured 
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interviews as a major source for primary data collection. Additionally, the semi-

structured interview design provides the interviewee more space to develop insights 

and opinions on the asked questions; the questions are asked open-ended and 

encourages elaboration from the participant. A summary of interviews, and the 

participant is shown in below table (1). 

 

Interviewee Designation Communication Frequency Duration 

Maria Linnér Global Platforms 

Team Manager -HMS 

Networks AB, 

Halmstad 

Kick-Off Meeting, 

In-Person 

 40 mins 

Maria Linnér Global Platforms 

Team Manager -HMS 

Networks AB, 

Halmstad 

Online Zoom 

Meeting 

3 times 3 hours 10 

minutes 

(in total) 

Table 1: Primary Data 

With above table, the first meeting was held with participant of “HMS Networks AB” 

an employee of acquirer, Maria Linnér, who was involved in the post-acquisition 

integration process. This meeting was dedicated to set the path of our research study, 

by focusing on what topic to concentrate on while discussing thoroughly about the 

general acquisition journey of HMS Networks AB, and gained outcomes historically. 

In addition, during the meeting, we had discussed about the research plan by deciding 

through which method the data will be collected; such as interview questions, or survey 

questionnaire, and the selection of senior staff employed by either “HMS Networks 

AB” company, or “Beck IPC” to conduct interviews with them. By reaching the end of 

the face-to-face meeting, we got to know how to start the data collection by choosing 

interviewing employees’ through structured questions targeted to the selected topic in 

acquisition context. The length of the meeting was around 40 minutes. 

Later, on March due to pandemic situation, the company announced to start work-from-

home working scheme, which prevented us to meet any employee. Thus, the next three 

interviews scheduled to be online through “Zoom”. The themes of the three interviews 

were underlined in three pillars: background information about the acquisition history, 

merging organizational cultures and communication during the integration process, and 

role of acquisition on creation of several factors that participated in value creation after 

the acquisition. The length of the interviews varied from 55 minutes to 75 minutes. 



Page | 27  
 

In order to prepare for the second interview, the participant contacted by email sending 

the invitation to join the interview through “Zoom”. The interview questions have been 

forwarded to participant beforehand in order to allow the participant to prepare her 

thoughts and opinions. The second interview was focusing on the topics of motivation 

of HMS to perform the acquisition, starting of knowledge absorption, and how to 

achieve integration through caring of acquired human resources such as talented staff, 

and smooth knowledge transfer of acquired technology.  Few days later, we repeated 

the same procedure of communication with the participant to invite her to join the third 

interview. The third interview was outlined on the topics of how the acquisition played 

a role of changing the organization structure by making BU’s working independently, 

value creation through acquisition, starting of knowledge sharing and accumulation, 

and how to achieve synergy through building collaboration, and shared vision with 

acquired partner.  Finally, with same procedure of inviting the participant to attend the 

interviews, the fourth interview was conducted, and was outlined on the topics of role 

of acquisition on creating value, how HMS Company has handled the post-acquisition 

process, challenges and risks company faced during the acquisition. 

Undoubtedly, the above described interviews were the main source of primary data 

collected from the participant who have extensive information about the acquisition 

process, how is it evolved, and how HMS Company managed to handle it effectively 

to enable smooth transition of Beck IPC to be within the organizational structure. This 

source of data that collected can help us to address the research questions established 

in section 1.3. Accordingly, answering the research questions provided us with useful 

knowledge to achieve the results of this study and to generate findings to understand 

how acquirer handled the acquisition process in order to succeed in creating value from 

the acquisition of new technology, and to benefit from the knowledge absorbed by Beck 

IPC in order to enable them to produce a variety of products and deploy on the market 

more faster. Thus, the rich product portfolio guarantee to have expanded base of 

customers, which in return open new markets for more sales, consequently more 

revenues. 

To summarize the discussion, an effective semi-structured interview is best fit for data 

collection part that provides us with the necessary data to know about the phenomena 
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of acquisition role on value creation, and knowledge accumulation for HMS Company, 

hence answering the established research questions. Finally, multiple interviews at 

different occasions provided us greater opportunities to gather and learn from 

participant’s experiences, interactions with her insights and observations while 

working with other employees at different departments. The nature of the research topic 

itself opened the door to increase the number of interviews in order to have a substantial 

amount of data which can be analysed to get our contribution by answering the research 

questions, and achieving the purpose of this study. 

Conceptually, the desired to meet rigour and trustworthiness, thick, rich data is 

important. Bearing in mind, that the participant is the holders of knowledge in the area 

we intend to explore. Operationally, the research design to have multiple interviewing 

is a function of a combination of responses which means that we have almost covered 

the most. Similarly, grounded theory is utilized in this study, it is considered as efficient 

even by having a handful of interviews. Thematic analysis which involves synthesizing 

data and sorting them into recognizable general categories to have meaningful 

conclusions. Thus, we argue that three interviews suffice for us when our aim to discern 

themes concerning common views and experiences about the phenomena under study. 

Three interviews helped us to generate themes and supported us for development of 

conceptual analysis of the data to have conclusions that can answers to the research 

questions. 

3.2.2 Secondary data  

  

The secondary data were obtained from the website of HMS Industrial Networks, 

consisting of annual reports, financial reports and webpages. In particular, annual 

reports and quarterly reports from 2018-2019 are used since the company planned for 

acquisitions to complement their business in the first quarter of 2018. The collected 

data was subsequently organized in relation to questions and subjects, to promote the 

study of the collected content, and to provide a sense of context. This data is used as 

complementary data to support our primary data, and was reviewed and evaluated in 

the analysis and discussion section. 
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While conducting either qualitative or quantitative research, each one of them has its 

own strengths, and limitations depending on the nature of the research, and context. 

Secondary data is required to play a supportive role in enhancing the overall collected 

data to enhance the strength of research with primary data. Secondary data is considered 

less expensive, since it is already existing around us, and performed by researchers, 

analysts, or managers to make it available through different resources; such as: online 

magazines, annual reports, financial magazines or newspapers, or scientific articles. 

This data helped us to build a comprehensive case description described in chapter 4, 

in order to develop complete description of technological profiles of both the acquirer, 

and the acquired company. Moreover, the influence of secondary data to our research 

study is to have more contribution in the amount of information and data collected to 

support our findings.  

 

3.3 Methodology of Qualitative Data Analysis Using NVivo  

  

Before starting explaining the method adopted in this research, it is essential to explain 

the strategy of coding which has been utilized prior to execute the thematic analysis 

using NVivo 12 Plus. 

 

3.3.1 Reflection of Using NVivo  

In our research study, we have adopted a tool for organizing and managing data 

collected through interviews, NVivo software offers an intuitive qualitative data 

analysis experience which helped us to uncover deeper research insights. To develop 

meaningful explanations from the collected data, grounded theory approach for 

analysis was adopted. Thus, we decided to use NVivo software in the analysis part 

which could also allow us to code the interview transcripts. The software was used for 

organizing and interpreting the data into thematic representations. We have used the 

software to classify, sort, and arrange information from textual interviews. The use of 

this software allowed the consolidation and transformation of multiple interviews into 

comprehensive answers to each interview question and later across the entire interview 

script to develop answers to the research questions. The study involved grouping 
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relevant data and coding categories to form the basis for theme development to assist 

in uncovering themes and patterns, as well as to develop meaningful conclusions. 

NVivo software helped in organizing data and provide a structure for creation of codes 

and identification of emerging themes. The software made us more creative in the 

analysis process. The manual data analysis is quite burdensome and involves lot of 

script-pasting, whereas the use of NVivo provides space for easy data organization and 

creation of themes without copy-paste data. The strength of this software lies in its 

features such as character-based coding, rich text capabilities and multimedia functions 

that are crucial for qualitative data management. Moreover, NVivo software has its 

high compatibility to research designs, where it works well with wide range of 

qualitative research designs such as grounded theory. 

In addition to efficient coding, the program also provides us with capabilities which 

made data retrieval easier. It helped in linking paragraphs from one data source to 

another paragraph of the same or different data source and ease in retrieval. In NVivo 

there was no loss of data unlike manual where transcripts can easily be lost, misplaced 

or damaged. Imported data was in one database which made all the information easy 

to access. It also helped in improving the accuracy of the qualitative analysis and 

assisted in running queries to identify common words and codes that would create a 

basis for the coding and thematic creation. In addition, the software provided us with 

feature to support our argumentation by grasping what is significant from participant-

inspired codes by always placing the codes into quotation marks. Therefore, the 

capability of linking between themes to find correlation and retrieved the factors that 

scaled with different values from (0 to 20) and contributed in role of acquisition. This 

feature of visualization added value to our contribution, and helped us to add 

dimensions to the case study of exploring the acquisition. This will be discussed in 

details in section 5.2. 

3.3.2 Coding Strategy 

According to Yin (1994), qualitative research analysis in case studies begins by 

reviewing the research question and by predicting the data analysis on the central 

question. The qualitative data analysis in this study began after the researcher 
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transcribed the data from the audio files to text. The researcher verified the transcripts 

for accuracy by providing each participant the opportunity to review the transcribed 

interview and make changes. All transcripts were returned to the researcher, and no 

changes were made. 

A system for analysis associated with the qualitative method is known as coding (Yin, 

2011). Coding is a process that requires reducing data into significant labels to explore, 

compare, and categorize (Richards, 1999). Thematic Analysis was used to guide the 

data analysis. Thematic Analysis is the arrangement of data into similar categories and 

sub-categories, or themes and subthemes (Braun & Clarke, 2006). Thematic Analysis 

is a six-step process during which the researcher moves from small coded pieces of 

information to broader themes. The coding process allowed the researcher to arrange 

this information so that it formed a meaningful picture (Richards, 1999). After the 

researcher identified and outlined patterns, themes were developed through a general 

interpretation of the data. 

NVivo coding is appropriate for most of qualitative studies, in the beginning qualitative 

researchers learn how to code data, and studies to prioritize and honour the participant's 

perspective. NVivo coding is one of the methods to employ during grounded theory's 

initial coding. As soon as the data is collected, the crucial step that we followed that 

information is processed and the detailed notes are transcribed. These notes included: 

observations or highlights from the interview, time/date details, and relevant 

information to be collected for the topic. We followed the rule that we should start 

emphasizing on qualitative data analysis as soon as we start collecting the first patch 

of information. The moment we gathered the first patch of data, we started reviewing 

the data and mentally processing it for themes or patterns which have been exhibited. 

We managed to do this early so that we will be focused on these patterns and themes 

as they appear in subsequent data collected. While reading interview transcripts that 

feature participant voice, we attuned ourselves to words and phrases that seem to call 

for bolding, underlining, highlighting, or vocal emphasis if spoken aloud. Their 

salience may be attributed to such features as impacting nouns, action verbs, evocative 

word choices, clever or ironic phrases, etc. NVivo “Codes” helped us to provide us 

knowledge on whether we have gathered what is significant" to the participant, may 
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help "crystallize and condense” meanings of participant-inspired codes by placing the 

codes into quotation marks. 

3.3.2.1 Importance of Coding 

 

The importance of coding comes from the aggregation of coding work of transcripts in 

order to develop an understanding of how the codes work together to inform theory 

about a broader question. The coding allows us to move from dense textual level to 

categorical framework level to support the theoretical interventions in our study. 

Generally, coding is considered as main stage of data interpretation process. The way 

of transferring transcript text to codes in order to generate common themes to build 

relationships between common codes. These relationships helped us to draw 

connections between common codes to be as entry to identify the main role of 

acquisition in creating value, synergy and integration. Furthermore, during data 

analysis we engaged in searching for multiple relationships behind the data, 

categorizing and finding themes from categories. Finally, themes will lead us to gain 

analytical insights to develop rich meaning of data in order to achieve the study purpose 

and answering the research questions.  

Advantage Limitation 

The ease of data entry into computer Coarsening of data 

Data consumes less disk space, and 

less memory to process 

The researcher has to know the 

codes, to avoid slowing down the 

data entry 

Validation is easier to be applied to 

improve accuracy 

Incorrect entry of data, will lead to 

complicated codes 

Coded data can be secured, if others 

have access since they don’t know 

the meaning. 

Possibility of run out of code 

combination 

Table 2: Advantages and limitations of coding process 

Even though it is considered as time consuming process, however it plays a significant 

role in data analysis process which is the entry to empirical results. By referring to table 

(2) where it presents the advantages and limitations of coding process, we can conclude 

that the importance of coding is to help in identifying themes and patterns from 
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interview transcript, and also to minimize the collected data overload with the aid of 

computer software such as NVivo. 

3.3.3 NVivo 12 Methodology  

The data analysis was done using NVivo 12 Plus which is a qualitative data analysis 

program. This software is a great way of handling data in bulk and allows you to code 

and identify various themes occurring in the data with ease. This software is ideal in 

the organization of data into themes and subthemes, it is very efficient and makes it 

easier to retrieve data. It has two main menus which are the document and the node 

browsers respectively. It enables one to work and create different types of documents 

as one need and you can search documents and nodes in your projects as well. 

We would like to present a general summary of the thematic analysis performed in this 

research study. First of all, the kick-off step is to run the thematic analysis by NVivo 

12 Plus, to determine thematic categories that will assist in achieving the research 

purpose and aim. From these results, we then build the foundation of the data analysis 

section and further enhance the written sections of the thesis to ensure integrity, 

cohesion, and coherence. This includes, determining the initial fields based on having 

either free nodes (with no Hierarch), tree nodes (with either Parent nodes of generalized 

categories or Child nodes of specific subcategories) or cases (for the demographic 

information. Then we coded the transcripts based on the specific word tree we 

developed. 

Next, we determined those nodes that will describe the connection between the inferred 

comments from the interview answers which will express those correlations and 

relationships and the overall coded words. After that, we examined the collected nodes 

(matrices) to determine results from the matrix coding query. The outcomes provided 

us with created models from the queried data, as well as the creation of charts and 

allowing us to export this data based on four separate summaries; project, source, node, 

and relationship. This allows for a rich and robust means of results that will be drafted 

into the results section. 

The attribute summary will also be performed on the final summary so that we can 

determine the accuracy of the data required to clarify the trustworthiness of data, 
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dependability, and credibility. The data extracted will be used to develop the section 

required on our results, and, of course, ensuring that the results are all aligned with the 

rest of our study. Finally, NVivo 12 Plus helped us with our qualitative data analysis to 

process systematically be it pure qualitative or case study applying logical techniques 

to describe and illustrate, condense and recap, and evaluate data to ensure that case 

study data having integrity, accurate and appropriate analysis of research findings. 

After the brief summary of thematic analysis methodology, description of importing 

transcribed and codified information from interviews will be presented below 

illustrated with few software interfaces screenshots. 

  

 

Figure 5: Importing data in NVivo 12 Plus 

The interview data which was in .docx, format was imported into the software. With 

relation to figure 5 above, imported file is stored in the ‘file' folder which is indicated 

as 2. Number 3 shows the imported data under interview transcripts which is done by 

clicking on the "import" and indicated as 1. Thus, it shows how the data was imported. 

The source document was opened by double clicking on it, and the interview transcripts 

are displayed on the right-hand side of the NVivo window as shown in Figure 6, with 

the node’s column in the middle and the menu column on the extreme left of the 

window. We read through the response data to get a feel of the themes that arose then 
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came up with the most appropriate title for the nodes that represented the themes. For 

example, Role of Merge and Acquisition on HMS Company. In this case, the title “Role 

of Merge and Acquisition on HMS Company” was chosen as a theme and “Acquisition 

as a Growth Strategy” as a sub theme and placed as a node to represent the excerpts 

that showed the “Acquisition as a Growth Strategy”. Reading through the data, sub-

themes such as “Diversification of products and Services”, “Gaining Competitive 

Advantages”, and “Increasing Market Share” was identified and categorized as child 

nodes. 

  

 
Figure 6: Columns of menu, nodes and data 

After that, we highlighted and dragged excerpts falling in the various themes identified 

and dropped them into the relevant nodes which represent the theme which is shown 

in figure 7. 
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Figure 7: Excerpt ready for dragging and dropping into the relevant node 

The coded data were placed in various folders to better assist with the reoccurring 

themes across the multiple areas. Thus, makes it easier for the researcher to identify the 

different views from different participant groups. 

 

Figure 8: Parent and child nodes 
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Overall, NVivo software shows the data have been coded, the proportion for each node 

or theme and other essential aspects are considered in the process of analysis which is 

illustrated in Figure 8. 

 

3.4 Unit of Analysis 

The first step in deciding how we will analyse the data is to define a unit of analysis 

(Trochim, 2006). The unit of analysis representing the answer to the “who” or the 

“what” that we are analysing for this research study. In many studies, the unit of 

analysis could be an individual student, a group, or even an entire context. Whatever 

the unit of analysis, the researcher will make coding decisions based on various 

variables of the content, including length, complexity, manifest meanings, and latent 

meanings based on such nebulous variables. Deciding on the unit of analysis is a very 

important decision as it directs both the coding process and the creation of codes. From 

our position as researchers, being able to find the right balance between not being too 

imprecise leading to erroneous categorization and interpretation of the data, and not 

being too precise leading to missing important contextual information and may require 

more time and cost (Milne & Adler, 1999). 

HMS Networks AB intended to acquire Beck IPC and after the acquisition, the three 

different stages of post-acquisition process are categorized and contributed for 

achieving different types of role of acquisition which resulted to create value to 

acquirer. Therefore, we can define our unit of analysis for this study in the following 

way: 

1. Exploring the process of post-acquisition 

2. Categorizing the role of acquisition in HMS Company, and 

3. Considering various topics for successful integration (planning of M&A, 

communication, task integration, and cultural issues) 

From the above points, we derived the factors that created value from acquisition to 

HMS Company. Our main focus was with the impact that emerged on company 

operations after the acquisition process. 
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Successful integration after acquisition leads to have synergy, which start to appear in 

organizational levels which starts with three phases of post-acquisition process. The 

formation and knowledge level which is have outcomes on company due to factors of 

acquiring talented staff, and gaining knowledge by acquiring R&D department of 

acquired company. Operational level which have outcomes on company structure and 

hierarchy resulted in having independent business units with designated managers. 

Lastly, the commercial level which have outcomes on company expansion to new 

markets, and diversification of products portfolio. Hence, within this study, we choose 

acquisition adopted by HMS management, which involves different activities results in 

outcomes projected on the three organizational levels described above. This is further 

discussed in details in section 5.1. The comprehensive knowledge, talented staff, and 

extensive knowledge of R&D department of Beck IPC are absorbed by HMS Company 

in order to provide complementing technologies and enhancing their existing products 

portfolio together be able to offer attractive solutions within IIoT sector, and 

developing a worldwide sales networks which ensure a global market reach. 

3.5 Trustworthiness of the Research Findings  

 

Qualitative researchers in pursuit of a trustworthy study, are seeking to construct their 

study in a manner to achieve a criterion of measuring by ensuring trustworthiness. 

Despite of availability of many measures can be utilized to evaluate the qualitative 

research findings, for accuracy through a variety of means (Shenton, 2004). The 

trustworthiness of this research is evaluated using the suggestions given by Bryman 

(2008) and (Shenton, 2004). The quality indicators to assess the trustworthiness of a 

qualitative study by categorizing it into sub-categories: credibility, dependability, and 

confirmability. Those evaluation categories are often viewed as the primary standards 

for judging research findings. 

3.5.1 Reliability 

This thesis consists of qualitative data gathered through interviews as a primary source, 

and historical, financial, and corporate-related information in the field of innovation 

management and IoT industry, as a secondary source. The information gathered is from 
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reliable resources; such as trusted business management analytical reports, and both 

HMS Networks AB and Beck IPC websites. 

3.5.2 Generalisability 

Generalizability is to show how our innovation management and business management 

colleagues may benefit from this study when preparing to either perform their research 

study focused on any company, or to be motivated by the analytical factors and the 

results of our study to exploit in their work. It can also direct which strength factors to 

concentrate upon when studying in the scope of M&A. This research can also be 

viewed as a starting point for other studies that could be carried out to improve the 

cycle of information and understanding in technical acquisition, as well as the impact 

of the technical distance factor on multiple organizational levels. Finally, this work 

gives other researchers possibilities that will be pursued in the future. 

3.5.3 Credibility  

 

Credibility is the most critical aspect or criterion in establishing trustworthiness in 

qualitative research. Credibility essentially asks the researcher to link the research 

study’s findings with reality to demonstrate the truth of the research study’s findings. 

Credibility in qualitative research examines the precision and veracity of the data or 

the researcher’s perceptions and views, and the explanation and depiction of that 

information by the researcher (Grover and Vriens, 2006). Researchers improve the 

credibility of their inquiry by elucidation of their involvements as researchers and 

confirming the study outcomes with the participants (Cope, 2014). According to 

Shenton (2004), the credibility of a research can be enhanced in many ways; by using 

identical research processes as previous studies, acquiring knowledge of the case 

company before the research, and to make sure that the interviewees are willing 

participants so that they feel secure to discuss the research topics in detail. In this 

qualitative case study, data were obtained during one on one interviews, audio 

recordings, and annual reports. 

 

In this research study, it can be argued that the interviewee is one of the key decision 

makers and possess extensive knowledge and practice in technical integration and held 
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a position as Global Platform Manager within the HMS Company. In addition, the 

credibility is augmented by gaining information from different sources in different 

forms and using two different research methods adopted in this study (usually the 

research onion and thematic methods of analysis). This approach compares the results 

of two different methods, to determine the extent to which they produce the same 

results. 

3.5.4 Confirmability and Dependability 

The confirmability of quantitative methods in qualitative study is equivalent to 

objectivity (Miles & Huberman, 1994).  Qualitative researchers are not able to detect 

to the degree that quantitative researchers do; thus, qualitative researchers should make 

every effort to achieve confirmability (Weber, 2013). Miles and Huberman, Huberman, 

and Huberman (1994) recommend that to ensure confirmability, researchers document 

the procedures, check and recheck the data and ensure the finding is grounded in the 

data. An audit trail is when a qualitative researcher outlines the data collection process, 

data analysis and data interpretation process. In this study, we have used the audit trail 

by: recording each step of the data collection process, writing down our thoughts in 

coding process, providing a step-wise procedure of how we used the software, 

explaining what the thematic analysis mean, and writing how the software helped us to 

provide useful contribution to our study. In addition, this study included interview 

conversations in audio recording, creating verbatim transcriptions and taking accurate 

and detailed notes. We have also provided the participant with a copy of the interview 

transcripts to verify the accuracy of the transcription to ensure additional 

confirmability. 

3.5.5 Strategies and techniques for bias minimisation 

In research, bias occurs when introduced into research design, data collection, and 

analysis phases of research by selecting or encouraging one outcome or answer over 

others. Bias can occur at any phase of research, including research design or data 

collection, as well as in the process of data analysis. In this research study, some degree 

of bias is nearly existed. We identified two possible sources of bias in this study. Firstly, 

the bias which appeared during the research design process by hindering access to 

Acquired Company's expected staff, thereby restricting interviews with Acquirer 
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Company personnel. Second, the participant bias which occur when people might 

change their answers to direct questions to make a good impression. 

Such types of bias clearly affect the impartiality of the study and greatly reduces the 

value of the results. In this research study, we managed to reduce those bias resources 

to minimal levels to achieve rigorous levels, and build trustworthiness in our study 

results. According to Maxwell (2005), “The selection of data that fits the existing 

theory or perceptions and the selection of data that stand out for the researcher are two 

major threats to the validity of the qualitative conclusions”. Based on this, the 

researcher needs to be aware of the possibility of research bias in the qualitative 

analysis. This is an important way of treatment to avoid any potential bias that may 

occur, and alter the credibility of the gathered information. In addition, we managed to 

be as objective as possible especially due to the interpretive philosophy when drawing 

conclusions after all the findings are accumulated. Secondly, the interviews are 

structured with single-choice of participant that will be considered as source of bias but 

our justification for this selection has been described earlier in section 3.2.1. Even 

though we have the limitation of single interviewee from acquirer side, however the 

outcomes of the study are either confirming the existing theory in M&A context or 

contradicting but the obtained results are aligned to the research purpose and question. 

Furthermore, to minimize participant bias threats, we constructed the interview 

questions as open-ended questions that allow the communication to pass more freely, 

by not forcing a limited set of responses. The final source of bias that deserves 

mentioning is the data interpretation phase, which is managed by having both authors 

of this study to code the data and avoid single perspective by having peer review of the 

coding to be aligned with the empirical findings. And the use of multiple sources of 

data, such as secondary data, has contributed to a decrease in the bias that might occur. 

In summary, we followed the methods and techniques for improving the research's 

validity, the use of evidence of the respondent, and attention to reflexivity. Respondent 

validation consist of sharing the data interpretations with the participant at end of data 

collection process. Moreover, reflexivity is describing how to reflect the theories from 

journals with data analysis and focusing on the ability to be unbiased. 
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3.6 Research Ethics  

  

According to Saunders et al. (2009), ethics is “the code of behaviour which direct your 

conduct in respect of the rights of those who become the subject of your work or are 

affected by it”. Saunders et al., (2009) then explain how “the general ethical issue here 

is that the research design should not subject those you are researching to 

embarrassment, harm or any other material disadvantage”. This ethical area will be 

addressed by initial contact with the potential research parties via email. This email 

provided each research party the overview of the research, a set of research questions 

and finally the goals of the study. With all areas of the study presented to the potential 

participants each were given the option to accept or decline the offer to participate. 

Throughout this area of ethics, the researcher has been very careful in the manner of 

how the interviewee was approached and that they each were provided with as much 

information as possible prior to being questioned. Bryman & Bell (2007), acknowledge 

this approach “that prospective research participants should be given as much 

information as might be needed to make an informed decision about whether or not 

they wish to participate in a study”. Once consent is given the researcher fully 

understands that the interviewees’ participation is voluntary and they can opt out at any 

stage. As this study will use in-depth interviews as a means of collecting primary data 

the researcher fully understands that confidentiality is paramount and any highly 

personal information will be protected. In addition there is potentially material non-

public information that could be inadvertently given which is important to neither use 

or present so as to maintain an ethical and to counter this as aforementioned the 

participant will have a detailed knowledge of the topic, potential questions asked and 

the researcher will take great care in dealing sensitively with any potential ethical issues 

that could arise. As According to Bryman & Bell (2007), “Ethical issues arise at a 

variety of stages in business and management research”. Therefore, during this research 

topic ethical issues were at the forefront of all research and were given sincere 

consideration. Given the nature of the Industrial Networks industry, confidentiality 

from the researcher is imperative and confidential information if attained will not be 

disclosed. 
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4.0 Case Description  
 

HMS Networks AB, is the Parent Company which has acquired several subsidiaries 

over the last decade to strengthen their competencies. The history timeline of acquired 

companies is shown below in Figure 9. 

 
Figure 9: HMS Company Acquisition History 

  

The above are combined with development centre of HMS Group while the other 

subsidiaries are responsible for sales, marketing and support in their respective 

geographic markets. The company consistently aims to achieve the long-term goal of 

20/20, which means sales growth of 20 per cent and organic growth of 20 per cent. The 

significant portion of achieving the organic growth goal is acquisitions. This implies 

that HMS Networks AB is actively looking for new opportunities when it comes to 

acquiring smaller technology firms (HMS Annual Report, 2017). 

 

In this thesis, we focused on the recent acquisition of HMS Company. In April 2019, 

HMS Company acquired 74.9% of the shares in WEBfactory GmbH. Since it is not a 

complete acquisition and is not covered under HMS Organization structure, we focused 

on Beck IPC acquisition. The agreement underlines privileges to HMS Industrial 

Networks Company that has acquired all shares in the German company Beck IPC 

GmbH located in Wetzlar, Germany (HMS & Beck-IPC Press Release, 2018). 

 

4.1 The Case Study of HMS and Beck IPC Acquisition 

 

The acquirer investigated some new interesting acquisitions to complement their 

business in first quarter of 2018. An agreement was signed for the acquisition of 100 

% of the shares in the German company Beck IPC GmbH on July 17, 2018. Acquisition 

is a step for strengthening HMS Network’s in Industrial Internet of Things (IIoT). 
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Integration work with Beck IPC is focused on coordinating technology platforms to 

strengthen Industrial IoT (IIoT). Beck IPC is a leading technology provider in the 

embedded communications market, with solutions for embedded control, machine-to-

machine communication and variety of cloud portals (HMS Annual Report, 2019). The 

perception of key personnel from both the firms on this acquisition is as follows. 

 

"The knowledge, hardware and software 

products of Beck IPC for IIoT are 

important components for strengthening 

our strategy within IIoT, especially 

within the embedded offering" - Staffan 

Dahlstrom, CEO of HMS Networks AB 

“Thanks to our complementary 

technology, we can deliver innovative, 

cutting-edge solutions within IIoT, and 

the global marketing network of HMS 

will ensure global business scope" - 

Thomas Schumacher, Managing 

Director of Beck IPC 

 

4.2 Technology profiles of participated M&A companies 

In this section, we would like to describe about the acquirer (HMS Networks AB) who 

was actively searching for external technology acquisition so acquired Beck IPC to 

update and expand their technology base. Thus, bringing out the profiles of both the 

company to confirm on technological acquisition. This description will guide us to 

construct a model of “Technology Product Distance” in order to verify if both the 

acquirer and acquired companies have related technology profiles, or far in technology 

from each other. The “Technology Product Distance” will be discussed in next section 

of 4.3. 

4.2.1 The profiles of BECK IPC 

By starting with acquired Company, Beck IPC’s portfolio includes comprehensive 

range of gateways associated with cloud portals which are targeting IIoT applications 

to connect and process automation. While the base technology of IPC@CHIP® is the 

core of Beck IPC’s product. It offers a compact embedded programmable platform 

solution in the form factor of a chip, enabling to create IIoT solutions with reduced 
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development efforts and fast time to market (HMS & Beck-IPC Press Release, 2018). 

The technological profile of Beck IPC is shown in Figure 10 below. 

4.2.2 History of BECK IPC and HMS Networks AB in Technological Profiles 

The below table (2) shows a summary of key facts and figures between both companies, 

the acquirer (HMS Networks AB), and the acquired (Beck IPC). 

   

Company HMS Industrial Networks AB Beck IPC 

Business 

Scope 

Products and solutions for industrial 

communication and the Industrial 

Internet of Things, IIoT. 

Edge gateways, embedded 

controllers, and cloud platforms for 

IIoT applications, targeting factory 

and process automation, and 

manages all inbound and outbound 

data, including all configuration 

and security aspects. 

   

Vision To be the leader in making industrial 

devices and systems communicate – 

for a more productive and 

sustainable world. 

To provide the world with flexible 

communication interfaces, the real 

time operating features and the 

unbeatable time to market effect. 

   

Brands: Anybus, Ewon, Intesis, Ixxat, Beck 

IPC, WEBFactory 

Tom.com, Beck CHIP 

   

Operations 

in: 

16 countries 1 country (Germany) 

   

Distributors: In more than 50 countries  

Figure 10: Beck IPC Product Portfolio 
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Employees: Around 600 Around 31 

   

Revenue 

(2019)  

144 M EUR (1,519 M SEK) 10 M EUR (104 M SEK) 

Table 3: HMS Industrial Networks and Beck IPC: Facts and figures 

By successful acquisition of Beck IPC, their product and service portfolio complement 

the existing Anybus®, IXXAT® and eWON® solutions, and strengthens HMS 

position as a leading supplier of communication solutions for industrial applications. 

After the integration work with Beck IPC, HMS expanded and focus on coordinating 

technology platforms to strengthen offerings to Industrial IoT (IIoT). The software 

technology of Beck IPC is integrated with hardware platform of HMS Company in 

order to bring compliments to their available product. The technology and knowledge 

of the Beck team is the key ingredient for all the business units (Anybus, Ewon, Intesis 

and Ixxat) product development projects. For example, after the acquisition of Beck 

IPC, HMS Hub the solution of Beck was implemented with Anybus system of HMS 

Company for industrial data connectivity. The Anybus Edge solution along with HMS 

Hub closes the gap between the factory floor and the cloud, making it simple and safe 

for industrial businesses to realize the Industrial Internet of Things. The data from 

Anybus Edge Gateways flows through HMS Hub to and from the IoT software 

applications. Below is a summary of product portfolio of Beck IPC showing product 

segments marketed and sold under acquirer’s brand name. 

HMS Hub is based upon technology from Beck IPC, and this IIoT platform is now 

developed further by teams in Halmstad, Sweden and Wetzlar, Germany. This 

acquisition resulted in consolidated goodwill in the form of customer relations and 

technology platforms. Hence, the Beck IPC acquisition has brought below 

technological features into HMS Company. 

 Fast and scalable networking on the real time edge, in the cloud or on premise. 

 Full data monitoring and protection, management of devices with stable updates 

during the lifetime of the program. 

 Using the Kolibri Protocol and the API, integration into 3rd party clouds and 

enterprise systems is made easy. 

 Access to live data instantly 24/7 through the HMS Hub Portal. 
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Next to focus on the acquirer business segment and its market share contribution, Figure 

(10) below shows the variety of industrial segment market share that contributes to 

gross market growth. The industrial networks share for the first quarter of 2020 shows 

that there is an increase market share for Industrial Ethernet product segment by 

contributing to 64% of total HMS products share (59% last year). On the other hand, 

there is a Fieldbuses declined to 30% (35% last year). The leading networks Ethernet/IP 

and PROFINET share first place at 17% each. Wireless technologies stay stable at 6% 

market share. Based on chart shown in figure 11, it shows that HMS Company is 

focusing on new installed products within factory automation globally. Because 

Ethernet products are having the major market share contribution. However, due to 

pandemic situation, the company found that majority of orders are growing from 

Industrial Ethernet segment, and it continues to drive industrial connectivity in 

factories. We refer to below quote from Anders Hansson: 

“We expect the industrial network market to grow steadily during the 

coming years, but due to the unique Corona virus situation which is now 

affecting the general business conditions globally. So, only focusing on 

market shares this year, we see that Industrial Ethernet continues to drive 

industrial connectivity in factories” 

-Anders Hansson, Chief Marketing Officer at HMS Networks AB 

Figure 11: HMS Industrial Networks Market Share, Annual report, March 2020 



Page | 48  
 

This is clear that in order to meet the global demand of factories to be running, by 

enabling industrial hardware to get connected to IoT software. 

4.3 Technology Product Distance 

 

First of all, we will bring a brief introduction about technology distance between firms. 

Technological distance is a hot topic in the innovation management context, which led 

to be studied extensively by researchers. In simple words, it can be referred to the 

distance between the technological portfolio, and the technological focus of distinct 

entities; such as countries, industries, or firms (Chattopadhyay & Hsu, 2016). 

Technological distance is inevitably connected to the concepts related to knowledge 

such as R&D spill-overs, and absorptive capacity. Acquisition is considered as a way 

to quickly accessing other firm’s knowledge, increasing the organizational learning 

level, and embed the acquired firm's skill and talents in order to broaden their 

technological base. After the acquisition, sometimes acquirers tends to retain parts of 

acquired firms’ technologies that are unique in order to expand their existing 

knowledge base with new technologies (Stellner, 2015). 

Technological distance also describes the amount of knowledge spill-over from one 

company to another due to any mode of partnership; such as alliance, merge, or 

acquisition. Large firms – such as HMS Networks AB – have the financial, and 

knowledge capabilities to turn any creative idea through their commercialization 

process can hit in the market. HMS Company with many business units operating 

around the globe, having skilled and talented workforces has diffused the knowledge 

across the functions of the organization, and made that knowledge as valuable asset to 

them.  Sometimes, small firms – Beck IPC in our study - in partnership with large firms 

– HMS Networks AB in our study - sense the pressure of internal competition, hence 

they tend to focus on enhancing the amount of R&D focus. In addition, R&D is 

classified as source of knowledge dissemination within the organization. Related to this 

fact, it is suggested that organizations or firms with a business focus on products 

commercialization they have downstream technology. However, organizations like 

academic research institutes focusing on research only have upstream path of 

technology (S. Wang & Zhao, 2018). According to S. Wang & Zhao (2018); Stellner 
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(2015); Chattopadhyay & Hsu, (2016), we can classify HMS as one of those firms 

specialized in products commercialization to market. Both businesses work in the same 

upstream R&D direction with the potential to combine the information acquired in the 

reserves between both firms with different complementary assets to generate a wide 

variety of products, resulting in a diversification of the product portfolio. In conclusion, 

acquisition of Beck IPC is considered as technological proximity with related level of 

technology. 

Finally, the technology distance between two firms can be assessed through identifying 

the distance between their patent portfolio, or the distance between the R&D 

expenditures. Hence, there are several empirical studies covering the topic how to 

measure the technology distance which is not discussed in this research study. 

However, we have developed a detailed knowledge of understanding of the concept of 

the acquisition of technologically-distant firms presented in section 5.1.1.1 under 

knowledge formation phase. 

4.4 Organization Structure at HMS 

 

By referring to Figure 12, which represent the organization chart of HMS Company 

(HMS Annual Report, 2019), HMS has separate R&D teams for the Anybus, IXAAT, 

Ewon, Intesis business units (BU’s). Each business unit work on their own. Global 

platform is a team that is collaborating with all other business units. A small Global 

platforms team was organized and now it has been grown bigger after the Beck IPC 

acquisition where they were focusing on creating a new platform. The main motive to 

study the recent acquisition of Beck IPC Company is, the global platforms is more 

collaborative with every business of organization. In the organization chart diagram, 

blue highlights are the different business units (AnyBus, IXAAT, eWon, Intesis) of 

organization. The orange highlight is the global platforms team that delivers and 

interacts with business units and the red area is the market units (MU’s) which is the 

sales department of organization where they are divided globally like Asia, America, 
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Europe and they are selling products from each of the business units which is the blue 

highlights. 

From organization chart shown in figure 12, we concluded that, it is up to business units 

to deliver new kind of products into the market, in order to do this, they have to discuss 

with sales team. The big difference is BU’s are making products for the end customer 

and global platforms team are making platform for BU’s. So, MU’s will have 

interaction with BU’s but not with global platforms team. The structure of HMS 

Company has not been changed after acquisition, there was global platforms 

department where Beck IPC R&D team is integrated. In addition, Beck IPC had a small 

production unit which have been centralized and moved to Halmstad production unit. 

The sales team and the staff working in administration, marketing in Beck IPC left 

directly after the acquisition. All the sales activities that were part of Beck IPC are 

integrated into HMS Company. Regarding the know-how when it comes to R&D and 

technology matters, the know-how of sales and marketing has been transferred to 

different market units of HMS Company. Sales department all over in Europe and other 

regions got the information about Beck product and started selling. There are more 

actors between the product managers from business units (BU’s) and global platforms. 

Each product owner (PO) is responsible to prioritize the product backlog and are 

working with close relation with both internal and external stakeholders. 

Figure 12: HMS Organization Chart, 2019 
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5.0 Empirical Findings 
 

This chapter analyses the theoretical framework in Figure 13, evaluates the concepts, 

and provides a picture of the correlations from data collection. The findings sections 

are classified as phases of post-acquisition process, roles of acquisition and system 

approach for successful integration through experiential learning and in the following 

chapter we will go into more depth on the relationships. 

5.1 Theoretical Framework Findings 

The theoretical framework is tested with data collection under three different phases 

which are discussed in below subsection. 

5.1.1 Formation of Knowledge 

The importance of planning the knowledge transfer in post-acquisition phase is 

considered as a process in M&As. Zhang & Stening (2013) agree with Haspeslagh & 

Jemison (1994) and  describe the post-acquisition phase as a process that enables 

substantive interaction between the employees of the organizations concerned, in which 

Figure 13: Theoretical framework that relates key concepts of acquisition 
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they learn to collaborate with each other in order to allow the transfer of information, 

skills and capabilities. Due to close collaboration between developer’s post-acquisition, 

knowledge sharing was smoother and HMS Company had used different tools to align 

knowledge and processes together. It was different kinds of knowledge that has to be 

shared, one thing is technical part with how to continue to develop with technology that 

Beck had and other knowledge sharing like production and supply like how to produce 

certain product technically with respect to layout and label. The acquired firm tried to 

bring all the information to be diffused with acquired company, but recipient side of 

acquirer wasn’t clear. So, there was a tacit understanding. Few employees had some 

prior knowledge since HMS Company had some part of Beck IPC product, there was 

knowledge from product managers and management. From development point of view, 

absorption of knowledge went very well, because it had clear process like how to learn 

from each other and they worked very closely. The knowledge sharing process can be 

done only by bringing close collaboration between two firm employees, so they started 

working together. Workshops were organized to discuss about technology on both the 

sides, what the acquirer had and in Beck IPC. The knowledge sharing was also tracked 

by Jira tool. In the first month after acquisition, a kick-off meeting in Halmstad was 

arranged to meet up together. By this kind of interaction, more knowledge was 

established and it was exchanged and decided to merge certain things. Both technical 

part and personal part are important to get to know each other and continued working 

efficiently. Many workshops, visits between Wetzler and Halmstad, meetings with the 

whole team, and technical sessions were arranged. Lot of time and effort was excreted 

into this kind of activities post-acquisition. Most of the employees were positive to the 

acquisition and in-line with HMS strategies. Employees were curious on what acquired 

company could deliver to acquirer. In summary, we brought the following quote to 

present the value of knowledge and talented staff that targeted by acquired as their 

strength to create value through acquisition: 

    “Knowledge is a treasure, but practice is the key to it”  

- Lao Tzu  
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From the interviews it was made clear practically that, after acquisition the important 

perspective of knowledge sharing and the success of knowledge transfer depends on 

firm’s absorptive capacity and the ability to recognize the value of new knowledge, 

assimilate, and apply to commercial ends (Schilling, 2016). In the next section, we will 

present the role of technology distance dimension in knowledge accumulation and 

formation of wide knowledge base that will serve as source of innovative ideas and 

development of existing products.  

5.1.1.1 Technology distance role in knowledge formation 

The skills and knowledge gained by the human resources of Beck IPC have great value 

to HMS Company and considered as one of the reasons behind the acquisition. The 

skilled employees are the way of knowledge spill and exchange between both 

companies. Beck IPC Company is relatively considered from the proximal context and 

field of expertise of HMS Company. Proximal acquisition has brought knowledgeable 

resources to complement the existing competence instead of diversifying the 

knowledge spectrum from distant acquisition. The latter will have adverse effect on the 

integration between employees of both companies; thus, will cause distraction on the 

R&D activities and product development process where the team of HMS Company 

are busy with. Positively the proximal acquisition established a smooth flow of 

information channel between both teams to enhance the knowledge integration which 

at the end will lead to positive innovation outcomes. 

Based on above finding, proximal acquisition relative to distant acquisition created 

collaborative productivity networks within the integrated assembly of both HMS 

Company and Beck IPC. The higher productivity encourages both teams to higher 

creativity lead to development of new products which open new markets for HMS 

Company to expand market footprint and increase revenues. In spite of technological 

distant acquisition, the human resources from various functional backgrounds will be 

available for acquirer and thus the amount of expertise will increase. However, we 

argue that technological distant acquisition will create differences between both teams; 

thus, adversely affecting the knowledge integration to be more challenging. In the case 

of HMS Company acquisition, teams are engaged in homogenous relationship with 

Beck IPC teams by having a shared purpose and agree on the aim to focus on scaling 

the R&D activities to have new products or upgrade existing products to be ready for 
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commercialization. Finally, we concluded that the acquisition of technically proximal 

companies brings managerial attention to building shared relations between teams that 

promote post-acquisition partnerships that will reflect on innovation outcomes. 

5.1.2 Operational or Management Improvement  

R&D department is considered as operational team in HMS Company where the 

knowledge is stabilized after the above phase, where the integrated team is more likely 

to have in-line with goals and visions of the company. And according to Savovic 

(2012), the key positive factors in integration are degree of integration, approach to key 

decisions, degree of communication and operational management. Where the company 

focussed on the process of getting everyone involved to participate towards the same 

goal and work towards the new goals that global platform team has aligned the 

processes together after acquisition. The core competence of platform technology is 

acquired from Beck IPC where R&D team was the key player. The acquired company 

had a well-structured gateway that had an architecture designed as a platform which 

was easy to integrate in HMS Company with the prior knowledge on the future 

implementation as the same. With the previous phase, organization was able to merge 

features from both acquired and acquirer that were needed. The different business units 

(BU’s) were looking at the competitors and trying to make new products. In general, 

the responsibility was from different business units to decide what products they want 

to develop by combining with platforms. The product managers of different business 

units were responsible to do this, so discussed with global platform team to make sure 

that the platform has the features that they need in this product. If any of the features 

had to be added then it was added to user stories in backlog and then global platform 

team will prioritize. HMS Company is constantly working on doing minor 

improvements on their products and enhance or add features. This is the main way that 

the acquirer is working, which is classified as incremental innovation. Organization 

works on combi-innovation that is taking one technology and mixing it with another 

technology to have something new. This situation was explained by the participant as 

follows: 



Page | 55  
 

  “We don’t do radical innovation; we are basically focusing on 

incremental innovation.” 

5.1.3 Commercial growth for Value Creation 

The third phase is the commercial growth to create value, which is seen in sales 

department of HMS Company. A significant percentage of success of the acquisition 

deal will end up under the umbrella of value creation for the acquirer (Frankel, 2005). 

The acquisition of Beck IPC happened for creating value in business and to integrate 

its technology into other platforms. The acquired company had ready to sell products 

which the acquirer company was able to deploy in market. Which means that the 

acquirer entered new markets with the support of the new partner. As a result, both 

companies’ combined their fused competencies in strong relation which allow them to 

diversifying the products range by having rich product portfolio. Hence, granted for 

them to expand to new markets by increasing the sales, and gain competitive advantage 

among other competitors. The biggest effect is the fast way of working through 

platforms, and also getting new products into HMS portfolio. The gateway that the 

acquired company was selling is called “Quantum gateway”, then branded to “Anybus 

H” as new brand name under HMS Company. The acquirer got a new product to sell it 

to the market fast. This was the short-term benefit, and the long term was to develop a 

platform to change the way of working of their existing products. Therefore in 2019 

first quarter, HMS Company launched “HMS HUB” cloud solution which is based on 

the technology of the acquisition of Beck IPC. As the market is more competitive, the 

higher is the risk of failure, so companies are pushed to keep innovating to ensure their 

survival. In our perspective, we argue that a combination of M&A and continuation to 

innovate new products within the company is important. It is known from interviews 

that; this is the way HMS management group are working to be competitive to create 

value for their organization. 

5.2 Role of Acquisition 

 

The findings have established that merging and acquisition has played a major role on 

the wellbeing of HMS Company. The acquisition of Beck IPC has complemented HMS 

Company to create value in terms of technology, faster introduction of products to the 
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market and increased revenues. The outcomes of NVivo software analysis has helped 

us to identify the role of acquisition in HMS Company and the below figure is 

generated based on the analysis. The analysis starts with figure 14, the roles of 

acquisition are categorized and we scaled those factors to discuss on each role. The 

underlying scaling criterion was to organize the location of each role that contributed 

to the acquired company in terms of technical acquisition. 

 

Figure 14: Role of Acquisition in HMS Company 

From the above chart the acquisition's main impact was assessed and scaled from 0 to 

20 to calculate the proportion of acquisition role. Obtaining talented workers and 

additional skills was calculated as 20 which stands as the highest obtained value among 

the roles and it was evident that HMS Company was targeting the knowledge and the 

technology. How did HMS Company manage to retain Beck's key employees? The 

answer is “trust” that HMS management built in their employees, and the employees 

of Beck IPC. To convey a clear message to them, that they are the valuable assets of 

organization. Their knowledge and competencies are primary consideration for 

creating values in technological industry. 

The next role which has a score of 15, is adopting acquisition as growth strategy. From 

this factor, we can understand that the acquirer was focusing on not to re-invent the 

wheel. Instead, they focused to adopt the strategy of introducing the wheel in the market 

that assures dominant position among competitors. This strategy has set out to pave the 

way within the IoT industry for the HMS Company into the future. As an entity, HMS 

Company found acquisition as one of the organic growth strategies. Both of these 

functions have resulted in secure activity at safe levels, ensuring long-term survival. 
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The main vision of HMS management is to achieve by organizing their company 

operations, productions processes, and sales & marketing activities in order to reach a 

stage of having a sustainable growth value. The more detailed analysis on each role are 

discussed in the following subsections. 

5.2.1 Obtaining Talented Staff and additional skills 

HMS management treated Beck IPC as an important acquisition in terms of technology 

and technical skills for their business. HMS Company decided to utilize the technology 

from Beck IPC for creating future platform. The solution that Beck IPC had with cloud 

technology was well designed as a platform and it was the scope of global platforms 

team of HMS. So, Beck IPC was integrated with global platforms team of HMS 

Organization. The integration of hardware technology with cloud as one concept, 

impressed HMS Company to acquire and implement the key technology with HMS 

products. The success hinges on employee knowledge, which often is the case in high 

technology integrations. The sharing of knowledge is an important process in post-

acquisition where the transformation of tacit knowledge has to be shared across to 

create value for the future of organization. Thornton & Nardi (1975) describes the 

dynamics of role acquisition in technical-instrumental aspects comprising of 

knowledge and skills needed to perform the tasks, and the communicative-ideological 

aspects, attitudes, values and ideals related to the performance of the technical tasks. 

Likewise, the importance is given to skills and knowledge by conducting workshops to 

transfer knowledge and discuss more deeply about technology. The knowledge sharing 

was done and monitored through a tool called Jira. 

The retention of key personnel is the most required decision for future success in 

technological acquisition. Therefore, when acquisition happened, the HMS 

management’s intention was to retain Beck IPC employees. The strategy was to retain 

all developers and they were part of the global platforms team. HMS strategy clearly 

implies by our participant quote as stating that: 

“Actually, we gained a really skilled developers, a lot of valuable 

knowledge in the field of cloud development, and knowledge in product 

development. I think these are the real benefits including human and 

knowledge reserve that we gained,”  
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According our participant, there were only few persons in administration and sales who 

got information that they could not stay in the company for long-term. The strategy set 

by HMS management was to keep long-term with developers that is R&D 

functionality. The sales and production departments were merged and no longer part 

of Beck IPC. Employees from Beck IPC were skilled in software development which 

led to gaining talented workers with additional skills added values to human resources. 

5.2.3 Acquisition as a Growth Strategy  

This is the second role of acquisition where growth is considered for the business 

expansion. HMS Company actively strives to achieve the long-term goal of 20/20, 

which means 20% growth in revenue and 20% in organic growth. They are constantly 

searching for new opportunities, when it comes to acquiring smaller technology firms. 

In Germany Beck IPC was a small company with 30 employees. HMS Company has 

grown with five acquisitions till 2018 and key employees were also acquired. In 2010, 

HMS Company had about 200 employees worldwide, in 2017 there are around 500 

employees and in 2018, there were 592 employees. (HMS Annual Report, 2019) (HMS 

Annual Report, 2017) 

The synergies in acquisition can be found both in the technology and market side. Hitt 

et al (2012) reported that certain organizations are deliberately choosing strategies to 

ensure complementary resources and skills and combining the two businesses in ways 

that maximize their synergy. Which is in relation to HMS Firm, where organization 

aims for strong technology companies that operate according to the motto “Connecting 

Devices” (HMS Annual Report, 2019) and maximize their efficiency. Their plans to 

boost through organic growth, and consolidate its position by continuously developing 

its product and service portfolio. Selective acquisitions may also be made if they 

represent a beneficial contribution to HMS’s technology and product portfolio. (HMS 

Annual Report, 2019). They were trying to work with platforms for several years, 

acquisition on technology brought in and gave a good start for the progress. The 

development of an already existing platform did not have a start to building from 

scratch. When it comes to the market growth rate, HMS Company considers the 

following two expectations as important benchmarks: first target is on annual growth 

and second target is Internet of Things industry which will expand by about 20 percent 
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each year over the next five years. (HMS Annual Report, 2019). The participant said 

some departments in the organization were small and had grown after the acquisition 

of Beck IPC, which is reported as: 

“We already had a small platform department before in HMS that now 

has been grown bigger when we had acquired Beck IPC.” 

5.2.3 Gaining Competitive Advantages 

HMS Company has edged its business rivals through the introduction of new products 

from Beck IPC. The acquisition brought benefit over competitors is the third scaled 

position by offering consumers greater value. The participant reported that acquisition 

helped the company to make IoT industry more competitive by introducing new 

products. The company first targeted the branding of products under HMS portfolio as 

"Anybus H" for short-term benefit immediately after acquisition and started selling on 

the market. Then progressed for the long-term benefit which was the strengthening of 

HMS platform and integrating the technologies together across their products. There 

was incremental innovation which involved using existing technology and new 

technology from the acquired company to create better products than those of 

competitors. This role found in line with the finding of Uhlenbruck et al. (2006) as 

stating that M&As have thus become a common strategy for doubling the levels of 

knowledge needed to stay competitive. An evidence to the previous from the 

Participant by stating that: 

“The different business units are looking at the competitors we have and 

try to make new products which will make us to stay a step ahead from 

our competitors.” 

The participant added that after acquisition, the company was doing improvements on 

existing products by bringing more features. The merge had created a new platform 

which enabled creation of different kind of products thus staying ahead of its business 

rivals which was expressed by the participant as: 
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“By having this as platform, makes it possible to create different kind of 

IOT products, which will make us very strong in the market.” 

5.2.4 Increasing Market Share 

The comparison of annual report has shown that HMS market share has increased after 

acquisition. The participant used phrase such as, “a new market for the new products” 

to show that HMS market was increasing. Products from Beck IPC were branded and 

sold under HMS organization portfolio. Increase in products led to an increase in 

market share. These new products opened new markets for HMS Company globally. 

The Participant stated in the interview that the company merged to reach market faster 

with new products, which stated as: 

“It had ready sell products which HMS put in market and also ready to 

create market to increases sales in this product.” 

 

According to Wang & Zajac (2007), “motives and effects of mergers and acquisitions 

was noted as market power can help companies compete more effectively”. The 

Participant added that products made by Beck IPC had been taken up by HMS’s sales 

team in all countries they were present. Beck IPC being a small company, did not have 

the ability to reach many countries. 

“Beck IPC was small company; they did not have so much capacity to 

reach in so many countries in world.  Now regional markets have 

increased for these products” 

- noted from the Participant. 

Therefore, the big motive behind Acquisition of Beck IPC is regarding penetration into 

new markets and increasing the market share. 
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5.2.5 Diversification of Products and Services 

The fifth role of acquisition at HMS Company is the extension of original market with 

the acquired product. The sales activities that were part of Beck IPC are now integrated 

into the acquirer’s sales team. The organization's sales department is the market units 

(MU's) that are distributed worldwide including Asia, America, and Europe and were 

selling goods. After the acquisition, the products of Beck IPC reached these market 

units and delivered new kind of products to the global market. Products were taken by 

sales team and reached all the market units to be marketed through their existing 

channels. Additionally, with the help of new acquired technology enabled HMS 

Company to establish a ground support for new generation or versions of products to 

be added to their portfolio which in return considered as diversification strategy for 

portfolio enrichment. Technology that is available after acquisition also guides the 

acquirer to pursue their path of incremental innovation and expand the customer’s 

networks globally. Moreover, the acquired products, which open the way to meet 

customer demands and increase in variety, are the reason of gaining new network of 

customers, and expanding to new emerging markets. Therefore, the results are related 

to example cited by Frankel (2005) that large diversified portfolio is achieved through 

long-term contracts. The participant added that the technology they acquired from Beck 

IPC fitted well in the HMS portfolio and termed as a good strategic fit and potential 

synergies which is stated by interviewee as: 

“I would say that the technology that we acquire from Beck IPC was a 

very good fit into the HMS portfolio. I would say that, it was 1+1=3.” 

5.2.6 Independence of Business Units 

Once a deal becomes live, resources will be needed to accomplish the task for variety 

of roles in relevant business units (Frankel, 2005). HMS Company operates its acquired 

companies as independent business units which is the final role that is undertaken. 

Instead of rushing to integrate businesses they acquired, the organization has allowed 

their acquisitions to continue operating independently. By referring to organization 

chart, it is shown that each acquisitions are working independent. The participant also 

confirmed and said: 
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“Each business units working on their own.” 

The intention was to keep everyone in its position, even not to change anything within 

the whole company. This demonstrates that each unit made its own decisions and there 

had been no change of ownership. The participant also added that each business unit 

had its own management team which made independent decisions. From this analysis, 

organization has implemented what is best and utilized its resources and capabilities to 

achieve its goals. 
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5.3 System Approach for Successful Integration 

To establish an overview of findings which can be expanded below for more 

illustration, the main picture of findings by referring to (Weber & Fried, 2011) indeed 

provides more focus on the integration itself and not just single elements linked to 

integration, such as learning mechanisms, plans, or similar to achieve combined goals. 

This is also something that came to mind when reading all the articles. Articles very 

often only cover one or two small areas of integration and not the entire process. 

 
Figure 15: A systems approach to successful mergers and acquisitions (DiGeorgio, 2003, p. 260) 

As illustrated in Figure 15, it became evident during the introduction of this research 

that various topics has to be covered for systematic approach for integration in 

acquisition; planning of M&A (DiGeorgio, 2002; Knilans, 2009), communication 

(Marks & Mirvis, 2015), task integration (Proft, 2014), and cultural issues (Schweiger 

& Goulet, 2005). 
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5.3.1 Planning of M&A 

 

Management of acquirer decided to utilize the technology of Beck IPC and had decided 

to include in its future platform team. They were trying to work with platforms for 

several years and acquisition on this technology brought a good start. What is platform? 

The platform is the complete product with hardware, firmware, and a cloud which 

means that it is a platform for the whole IoT concept by bringing data from the industry 

level, then transmitting the data to the gateway, then sending it to the cloud where the 

customer can use the data. By having this kind of platform, it makes possible to create 

different kind of IOT products which will make the company to be strong in the market. 

All resources worked in the Beck were part of acquisition. The strategy was that all 

developers were part of the global platforms. The strategy was to keep long-term with 

developers that is R&D functionality. The sales and production were merged in HMS 

sales team. Apart from development team, there was not much collaboration, there was 

just hand over. This shows that the acquirer wanted to use the technology from the 

acquired company and share it across other business units and expand its business. So, 

it was positioned in global platform team and therefore HMS management decided that, 

R&D team will be the major contributor on this technology and source of knowledge 

which can create value to the organization. 

5.3.2 Communication 

During the initial M&A process a lot of uncertainty aroused and if this was not 

addressed properly, then it could have led to disaster in the upcoming integration 

process. Scholars argue about the influence of communication factor in different 

perspectives. It is imminent that a communication strategy is created and involves a 

two-way communication process. Since communication between machines and 

industrial systems has always been in HMS’s backbone, the management found often 

meeting the employees of acquired company (Beck IPC) and convey relaxing messages 

about their career and future positions. The feelings of optimism will soon spread when 

senior management meet and encourage entire Beck IPC team. By considering the 

impact of mergers and acquisitions on employees and developing Beck IPC employee 

engagement strategy, the higher management of HMS Company were focused on all 

aspects. However, they provided attention to the human resource dimension - especially 
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the R&D Department- and listen to the emotional needs of Beck IPC staff. Furthermore, 

the messages by CEO and higher management had an influence by reinforcing the CEO 

messages in order to engage Beck IPC employees during and after the acquisition 

process. On a more practical level of communication was by visiting and conducting 

meeting, or by online meeting as the powerful tool in ensuring consistent and timely 

information. 

 

5.3.3 Task Integration 

According to participant, the task integration of various teams was handled very well 

within global platforms team. Weekly meetings are organized with global management 

and other business units to synchronize on the work that is progressing in each team 

and if there are some new things that pops up which has to be handled is taken care. It 

is the responsibility of the product owner that the work is handled in a good way and 

they have morning meeting for short 15 mins of walk through to monitor the task which 

includes what was done yesterday, what are plans for today and certain problem are 

discussed. The tasks are monitored in a digital way by teams using task management 

tool called Jira where product owner prioritize all the user stories and requirements and 

back log were maintained. Each developer works by marking the task progress. By this 

way, HMS Company was able to achieve integration among the teams and individuals 

on monitoring and integrating the task. From the operation efficiency perspective, the 

technology that was acquired from Beck IPC was a very good fit into the HMS 

portfolio. And interviewee said that, it was 1+1=3, which can be a synergy for the 

organization. The relevant technology acquisition has some proximity to feasible 

knowledge transfer process and integration. Participant confirmed that the acquisition 

made was based due to relevant technology strategizing that it will fit for their future 

portfolio and other acquisition were also related with technology and IoT industry. 

5.3.4 Culture 

In Germany, Beck IPC was a small company and had informal way of working. It had 

not been big difference for HMS Company in culture. It is probably more related and 

dependent on persons. It is less culture challenges that was expected. There is difference 

in Swedish and German culture, its formal in German and little bit informal in Sweden 

in interviewee perspective. There is difference in management style also: In Sweden, it 
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is a consistent way that everyone is joining in when the decision has to be taken. And 

in Germany, its manager who is the deciding person and everyone is not involved. Each 

acquisition had different story. There was not much challenges found in Beck. In other 

acquisition, the culture was different, like they were more protective about their product 

and it took long time to be a part of HMS family. 

“I think HMS has learnt from different acquisition. It can be different 

corporate cultures.”  

– said the participant. 
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6.0 Analysis and Discussion 
 

In our findings section, we have three level of analysis: stages in post-acquisition 

process, role of acquisition and dimensions for successful integration. In the analysis 

part, our contribution is to bring out the relationship from these levels and find out the 

outcomes that create value in technological acquisition. 

 

 

 

 

 

 

 

 

 

 

 

 

From Figure 16, Level 1 is the exploration of three phases of process which must be 

first performed, we were interested to construct a theoretical framework with the help 

of literature and get an understanding of how the whole process was initiated after 

acquisitions which is Level 1 analysis. As defined by Zhao and Anand (2009), 

knowledge transfer is a multi-level process and thus it represents a combination of 

transferring both individual and collective knowledge. With the help of theoretical 

framework, the post-acquisition process is a classified as three-layered process and 

their relationships are connected in the findings section. The initial phase in 

technology-based companies’ starts from the formation of knowledge from acquired 

company goes as an output to operational phase. Moreover, acquisitions could really 

improve technology firm's ability by enhancing their absorptive capacity, or the ability 

to recognize, assimilate and apply new information to drive innovation (Cohen & 

Levinthal, 1990). 

Level 1 

Phases in post-

acquisition 

process 

Level 2 
Dimensions of 

successful 

integration 

 

Contributing levels to evaluate 

organizational actions  

Level 3 

Role of 

acquisition  

 

Figure 16: Level of Analysis 



Page | 68  
 

The operational phase performs the development activities like finding out the 

technological gaps, combining technologies of firms and resulting in innovations either 

in the form of radical or incremental. Organizations need to choose between 

concentrating on short or long-term targets, and look for new information locally or 

distally (Katila and Ahuja, 2002). However, as empirical evidence indicates, post-

acquisition exploration of integrated R&D team closes technological gaps with 

integrates skills and enable to operate according to targets. Mostly R&D resources are 

often used in pursuit of either explorative or exploitative (Garcia et al., 2003). With the 

increasing rapidity of technological change and the dispersion of knowledge in most 

industrial settings, R&D has become an extremely important investment for survival 

and prosperity (Chan et al., 1990). 

To see the potentials in the final phase, the company has to take care of above phases 

where the organization's target from the acquisition can be achieved. For example, a 

long history of technology research indicates that new, creative outputs frequently 

emerge from the recombination of established information elements into new syntheses 

(Henderson and Clark, 1990; Kogut and Zander, 1992;). Increasing knowledge 

intensity is an important source of value creation in many industries (Hitt et al., 2012). 

The value is generated, if post-acquisition activities are well handled, therefore 

increasing the possibility of a successful acquisition (Savovic, 2012). This case 

indicated that management operations handled in this acquisition are well handled to 

mitigate the adverse external factors and has created value to the organization. Hence, 

the post-acquisition process has to be taken care with integration elements when 

practiced. 

The second level of analysis is the dimensions of integration elements which is 

measured from in this positive case study. According to Al-Laham et al. (2010), 

acquisition experience leads to an improved process of integration of acquisitions, 

which will also enhance their knowledge transfer and integration capabilities. In this 

case, the company had prior experience of how to manage the post-acquisition process, 

it has had a positive impact. And the following elements that is practiced for integration 

in acquisition are: M&A planning, proper communication, task integration and cultural 

coordination is considered from our findings. Moreover, Integration teams, meetings 

https://www-sciencedirect-com.ezproxy.bib.hh.se/science/article/pii/S0166497214000546#bib65
https://www-sciencedirect-com.ezproxy.bib.hh.se/science/article/pii/S0166497214000546#bib39
https://www-sciencedirect-com.ezproxy.bib.hh.se/science/article/pii/S0166497214000546#bib21
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within and between the two R&D units and comprehensive face-to-face interaction are 

integral parts of the process in which the merging units learn about each other's 

technologies and processes. However, the company attempted to handle the process 

with the help of software tools and few meetings happened initially with human 

interactions and later they managed with communication tools. 

To achieve the combined goals, Level 2 elements has to be incorporated with Level 1 

and should be taken care with best practices of integration topics. Thornton & Nardi 

(1975) defines roles as set of expectations. The research suggests that adjustment of 

functional activities is dependent on the degree of what is conveyed and perceived 

(Thornton & Nardi, 1975). Each phase of level 1 analysis is discussed in terms of the 

variety of concepts, relationships and forms of expectations. Each role appears to 

represent the degree of interaction between the phases and dimensions of successful 

integration elements in post-acquisition process. Both the levels together will 

contribute to address, how we acquire the skills and combined benefits that allow us to 

function in organization environment is evaluated in Level 3 analysis. The formulation 

of roles makes it possible to examine variations in different types of roles from 

technological acquisition with different scale factors. The emphasis is placed clearly 

on the ways in which situations are imposed to fit their roles and on how they can be 

adjusted to match the organizational needs. Thus, the results from all the three levels 

of analysis are interconnected to contribute results from technological acquisition. 

6.1 Relating and reporting all the results from analysis 

More detailed research is performed from the empirical results, and the relationship 

between them is discussed. In the analysis diagram below, the various themes emerging 

within this study were mapped to processes, functions at the organization level, and 

consequence variables. The diagram is focused mainly on the results, where it is 

categorized as two-folds. First, the outcomes from the stages of acquisition and second 

is the outcome from role of acquisition. The resultant factors are listed out from these 

outputs. In technical acquisition, the post-acquisition process is the initial pivotal 

position for the consequences. Each phase contributes to address single or multiple 

roles. 
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The well-articulated value creation factors from technological acquisition are derived 

from theories and combined to form a goal-oriented analytical framework. This 

framework is discussed further below, as shown in the above figure (17). For example, 

the first phase (formation of knowledge) facilitates in the production of first role 

(obtaining talented staff and additional skills) to the organization. Whereas the 

operational phase to function, planning and integration are the key factors that leads to 

the role 1 (obtaining talented staff and additional skills) and role 2 (Independent 

business units) in the organization. The third phase (commercial growth) addresses all 

the other roles that contributes to the growth of the organization. 

 

The second fold of analysis, starts from the roles of acquisition and the outcomes from 

each role. Each role acts as the key drivers and resulted in outcomes that generated 

value from technological acquisition. The role 1 (obtaining talented staff and additional 

skills) brings values such as new technology, new skill and talented staff to the 

organization. The key employee retention has a positive relationship between the two 

Figure 17: Relating all the results from post-acquisition process 
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companies in terms of knowledge transfer (Castro and Neira, 2005). This analysis also 

shows retention of key employees is more important in technological acquisition for 

the improvement as well as progress, since they are the source of knowledge. The role 

2 (Independent business units) continue operating independently in the organization 

after acquisition and engaging acquired company employees to work with them and 

not changing any positions creates new division and expansion of organization. When 

they continue to operate independently, the ownership under them will be managed and 

operations will be performed well. When organization considers acquisition as growth 

strategy (role 3), development from combination results in new products. Increasing 

market share role has given advantage to the acquired company where new products 

are scoped in new and existing markets and amounted for increase in sales. The 

diversification of products and services created opportunities for global reach. The last 

role (Gaining Competitive Advantages) from merged. To sum up, this case study shows 

that it is important to combine theories as a process and activities with best practices to 

establish positive factors that are important for an M&A with optimal technology 

distance. 

 

6.2 Challenges in Technological Acquisition 

 

Even though it was a deemed successful acquisition with strategic advantages, it could 

not have occurred without difficulties. Teerikangas and Joseph (2012) acknowledge the 

major challenges experienced in the post-acquisition phase and suggest that it should 

be perceived as a process with a combination of different activities, which are 

interrelated to each other. 

During the analysis, challenges in technological acquisition are noticed and has to be 

considered which are highlighted below. 

 No prior knowledge about the technology will lead to issues on operating 

products and more time spent in knowledge transfer. 

 Acquisition involves transfer of various products and services from acquired 

company. If recipient side on who takes up responsibility is not clearly defined, 

then it might lead to confusion, quality of products can reduce and it might slow 

down transition process. 
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 Different countries will have different standards. More professional aspects 

related to certification has to be considered. So, challenges will be seen with the 

products that has to be sold after acquisition. 

 Difference in management style, cultural coordination, improper 

communication are general challenges. 
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7.0 Conclusion 

The aim of the study is to explore the post-acquisition process of the real-time 

experienced company with successful integration factors being practiced in order to 

evaluate set of expectation from technological acquisition. To prove the theoretical 

framework of the post-acquisition process, the authors conducted a case study on a 

company (HMS Networks AB) with conceptualization to demonstrate the process of 

adaptation in which the acquiring company and the acquired company perform a 

transfer of competencies and work together to achieve acquisition goals. The 

acquisition found itself following a simple direction by considering dimensions of 

integration elements. 

Additionally, the use of thematic analysis has helped to define the various functions in 

the acquisition process and scaled them to tackle the functionality at the organizational 

level. The above unit of thinking has established a united relationship and resulted in 

factors that generate value in technological acquisition. Finally, challenges faced by 

acquirer during transition and adoption of technology from acquiring firm are figured 

out. This leads to a conclusion that, for whatever reason mergers and acquisitions occur, 

it's vital that expectation from acquisition will have some difficulties that has to be dealt 

along the adoption process. 

Furthermore, another interesting finding in our study concerning the drivers of 

acquisition is captured. Scholars argue that acquisition deals vary from one another 

depending on the final outcome obtained. Namely, (Ahuja & Katila, 2001) argue that 

acquisition diverge by having different goals in relation to the outcomes of the M&A. 

According to Ahuja and Katila (2001), in order to extend sales networks and enter new 

emerging markets, motivations for an acquisition can be for technical reasons; hence, 

the revenues can be significantly boosted, that means synergies will be achieved after 

successful integration. Chung et al. (2000), on the other hand, argue that the motives 

that affect M&A deals are resource complementarities, and similar business 

environment. Our study findings have reached a conclusion confirming the argument 

of Ahuja and Katila (2001) with respect to technology acquisition drivers that the 

knowledge formation stage begins as an initial driver in technology acquisition. 

Similarly, our study findings are also in accordance with the argument of 
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(Chattopadhyay & Hsu, 2016) technological-proximal acquisition develop effective 

knowledge integration, and concentrate the energy and efforts of both firms by having  

common ties allowing for faster exchange of ideas, and higher creative engagement 

with R&D activities. 

In contrary, our study findings are falsifying the argument of Chung et al. (2000) that 

acquiring a company with technologically-distant firms will increase the amount of 

expertise available to the acquirer. We argue that technologically-distant acquisition 

affecting the knowledge integration to be more challenging leaving both teams in 

distracted relationship with the absence of common ties. 

Our research has shown that most of the attributes might fit and could be considered in 

technological acquisition and can create great impact at acquirer firm. As authors of 

this research study, we believe that this study provides the necessary theoretical 

instruments for making decisions in the post-acquisition process to implement their 

strategies in order to reach a safe side of successful integration. Communication is a 

powerful tool if not properly handled, it may lead to disaster in the integration process. 

In this sense, the integration model that we present in our research study serves as a 

framework that firms can use. One of the essential elements of integration in this 

research for the technological acquisition process is the communication strategy. 

However, communication after the acquisition is to keep uncertainties away where one 

of the main concerns is to retain key employees for further development. To conserve 

knowledge, the feelings of optimism should be spread to acquired employees to bring 

a comprehensive link between acquisition, innovation and value creation, where 

knowledge is a key feature in a technology focused acquisition scenario. For instance, 

Gomes et al. (2013) have concluded that communication during the integration process 

is critical element for achieving successful integration, which is in line with our 

findings in this research study. 

Finally, our contributions in analytical sections could be utilized to help researchers in 

the context of innovation management focusing on technological acquisitions, further 

understand the post-acquisition process, and how to properly handle it by 

understanding the three analytical levels. Through the findings of this research study, 

we can conclude that; for any company seeking a successful acquisition, it would be 
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profitable to consider the acquisition process as one unit with all its factors affecting 

whether it will be successful or not, then to analyse and assess each of the factors with 

our diagrams in order to achieve prosperity in the acquisition. Nevertheless, as argued 

by numerous authors, this area of research relatively saturated. Therefore, we still urge 

practitioners and scholars in this field to build upon our findings in their future research, 

perhaps by exploring other elements that have an influence on value creation. 

7.1 Limitations and Future Research  

While we do consider the findings provided in this report to be trustworthy, a number 

of methodological and theoretical constraints have been identified. One of which 

concerns the limited number of the interviews due to current global pandemic situation. 

It prevents us from conducting face-to-face interviews with other key employees who 

participated or supervised the acquisition process of Beck IPC. Another concern that 

limited number of acquired firms participated in the study which consists of only one 

acquiring firm (HMS Networks AB) and one target (Beck IPC). Moreover, it is also 

important to note that our sample selection was confined to organizations in the IoT 

industry, which prevented us from providing helpful contribution surrounding 

information technology (IT) and industrial networks sector in cross-industry M&A 

contexts. 

Another constraint worth mentioning involves the shortage of key personnel to 

interview, especially from acquired firm (Beck IPC) which has required us to limit the 

scope of our study in several areas. First of all, there was symmetry between both 

acquiring organizations regarding the gathering of data; given the difficulty of 

establishing contact with other employees due to higher management instructions of 

HMS Networks AB, a majority of our data collection stemmed from ongoing 

communication with HMS personnel. This resulted in somewhat of shortage of 

collected information injected to our analyses, due to the larger amount of knowledge 

concerning integration activities exist in the case of Beck IPC. 

Finally, throughout this qualitative study, one of the threats that kept us mindful is the 

potential of research bias. In addition, the selection of interviews can locate us in bias 

zone. However, the justification for this selection is practical and aligned to the research 
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purpose. We, as authors of this study, tried to be as objective as much as possible 

especially due to the interpretive nature when drawing conclusions after all the findings 

are accumulated. 

In future, it would be relevant to investigate empirically about the technological 

distance between HMS Networks AB, and other acquired companies. In details, to 

investigate whether a company like HMS Networks AB applies the technological 

distance term by increasing it from geographical neighbours (partners). This study 

could reveal how HMS Company has multi-locational operations with diverse 

knowledge base across locations, can integrate this knowledge with strong internal 

linkages. In addition to this study, further research could extend this study, and focus 

on analysing the effect of acquisition on all acquired companies (EWON, Anybus, 

Intellicom, WEBFactory, IXXAT, and Intesis). 
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Appendix  
 

Interview #1 Questions 

1. When we checked Annual reports of HMS, Beck IPC acquisition is successful 

so far. Were you involved in this activity? If yes, can you explain the changes 

that happened? 

2. Did you feel whether Beck IPC acquisition activity fit with company strategy? 

3. What do you consider as the important starting point for acquired 

company (HMS) to put in action after acquisition? 

 

4. Whether human resources (employees) were also acquired from Beck IPC? 

5. Based on your experience, what specific strategies did HMS implement after 

Acquisition process over acquired company employees (ex: human resources 

integration)? 

6. How was the collaboration among HMS employees and newly acquired 

employees? Can you provide us more insights? 

7. Do you have R&D department in your Organization? How is it positioned 

within organization and how is the interaction with newly acquired Beck IPC? 

8. How was the knowledge sharing process after acquisition? Was it adaptable 

from Beck IPC? 

9. Did HMS employees have prior knowledge on technology of Beck IPC? How 

did HMS employees manage to adapt the knowledge? 

10. In 2019, Q1 launched HMS HUB cloud solution, based on a technology which 

is the result of the acquisition of Beck IPC. How was the technology identified? 

Is this radical or incremental innovation? 

11. During the acquisition phase, what are the challenges and risks encountered by 

HMS? And what are the mitigation plans adopted to overcome those risks?  
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12. What are the key competencies that motivated HMS to acquire a technology-

based firm such as Beck IPC?  

13. Explain in which way do Beck IPC transfer knowledge to the HMS Company? 

14. Are there any problems faced by HMS post-acquisition during smooth 

knowledge transfer?  

15. Has there been any change in the internal processes after the acquisition (such 

as employee transfer from Beck IPC to HMS)?  

16. Were there any disagreements occurred in the process? 

17. How did HMS employees react to the new acquisition of Beck IPC? 

18. Since the acquired company is German-based, did you experience any obstacles 

during the negotiations?  

19. Does Beck IPC still considered as German-based or fully integrated into HMS 

in Sweden?  

20. What effect would the takeover have on HMS, from your perspective? 

Interview #2 Questions 

21. Beck IPC acquisition was to create value to HMS. What was the perspective of 

the HMS? Whether to acquire for creating value in business or to integrate this 

technology into other platforms? 

22. How is the structure of the development team? Is there any role like business 

analyst to gather requirements? If No, how are the features of the product 

enhanced? 

1. How was the task integration process? How is the global platform organized? 

Was it similar to other BU’s?   

2. How is the task integration process across cross borders? What are the 

difficulties faced when some of the resources are in Germany? 

 

3. Do u have hardware and software team separately? Can you give overall picture 

on how IOT product development works? 
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4. What type of interaction will be there between developer and sales team? Who 

are required actors for development team that is from requirements gathering 

to delivery? 

 

5. How is this process of knowledge sharing in development team handled can u 

explain step-wise? Could you please explain in detail on the tool that was used 

to align knowledge? 

 

6. Does Cultural distance can be the cause of confusion, distress and even hostility 

between merging parties? i.e. some scholars (Stahl & Voigt, 2008) believe that 

cultural differences between firms going through an M&A could create major 

complications in integration. Have you seen this phenomenon in Beck IPC 

acquisition? 

 

7. In the study of Mantravadi & Reddy (2008), they concluded in their study that 

post-acquisition performance of acquiring firms in different industries resulted 

in slight deviations in operating performance. On the other hand, another author 

projected that mergers in a related industry give better abnormal return than that 

of mergers in unrelated industries. And some studies concluded that 

Diversification is a valuable strategy for companies and can be achieved by 

cross-border mergers and acquisitions (Seth, 1990), in terms of expanding the 

business by spreading its activities geographically. Based on above, have you 

seen diversification, achievement in operation efficiency, and accomplishment 

in economies of scale? 

 

8. Does the structure of HMS have been changed post-acquisition of Beck IPC? 

If yes, is minor or major change? 

 

9. Competition is considered as driver to increases the demand of competing 

companies, which makes more innovative companies more attractive to the 

consumers. Where you can see HMS among their competitors? 
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10. The more competitive is the market, the higher is the risk of failure, so 

companies are pushed to keep innovating to ensure their survival. What are the 

measures that HMS are doing to ensure their survival in the market? Does the 

M&A strategy is enough to secure that? 

  

11. Have there been activities to build trust and collaboration between both 

organizations, to reach a common understanding or a shared vision? (E.g. 

meetings or workshops, visits to the other business premises, external advisors, 

etc.)? 

 

12. In terms of Integration, Was the retention of key personnel a topic in the course 

of the acquisition? If yes, what measures were taken to achieve this and how 

was the success rate? 

 

13. Does HMS have access to Technological know-how (product, process, 

packaging); Commercial know-how (marketing, distribution, purchasing) of 

Beck IPC? 

 

14. In terms of knowledge transfer Dissemination, is there anything which prevents 

Beck IPC from exchanging information with HMS?  

 

Interview #3 Questions  

1. Where you involved in any other acquisition of HMS? If yes, can you tell us 

some difference that you can list down that is apart from Beck?  Why 

acquisitions been successful?  

2. Do you feel that relevant technology acquisition has some proximity (nearness) 

to feasible knowledge transfer process and integration of acquired firm? 

3. Will only product owner have complete knowledge of entire product? So, PM 

and PO are expected to have technical knowledge and management skills. 
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4. We noticed HMS organization chart 2017, there was global platform team 

before Beck acquisition. Why was Beck integrated into this global platform 

after acquisition?  

 

5. Do you know about WEBfactory acquisition? Since it is web-based software 

solutions, it can be used in most of the business units. So, is this combined into 

global platform in any of the 4 Kanban teams? 

 

6. Scholar define corporate culture as “a coordination mechanism in situations 

with multiple equilibrium and it is also a way to deal with unforeseen 

contingencies. One of the biggest challenges that faced by managers in post-

M&A is the examination of factors that affect organizational culture (Ismail & 

Baki, 2017). Have you noticed challenges led to unsuccessful cultural 

integration? 

 

7. According to Scott & Jaffe (1988), the biggest challenge comes after the M&A 

is a change of workplace. Giving importance on the human side of the change 

like guiding and supporting the employees during the process of Acquisition. 

Human resource matters can reduce mistakes that are made during an M&A 

process (Schuler & Jackson, 2001). Does HMS managers (Acquisition team) 

give attention to the human resource side which requires much more energy and 

effort than many managers probably think? 

 

8. To what extent do you think that the recent Acquisition (Beck IPC) caused HMS 

to expand their network and entering new markets? 

 

9. According to Wang & Zajac (2007) study, stating that “motives and effects of 

mergers and acquisitions was noted as market power can help companies 

compete more effectively”. Do you think that the big motive behind Acquisition 

of Beck IPC is regarding increased market share and penetration into new 

markets? Or could be developing a strategy of allowing HMS to exploit new 

markets, acquire a new business line, and spread risk? 
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10. Can you see Potential synergies obtained by Acquisition of Beck IPC relate 

strongly to the concept behind economies of scale with the result of becoming 

more cost efficient and profitable? Or get access to the production lines and 

process in Germany? Or Beck IPC can provide new ground-breaking 

technology that expand HMS’ current portfolio? 

 

11. What Synergy did HMS achieve by acquiring Beck IPC? By having two models 

of IT governance, either the regions serve as a mean to gather reports to the 

Group which is in control of the IT, or the regions have the responsibility of IT 

and report what they have decided to the Group. 

 

12. If the IT governance model would be Group-led, there is a risk that the decisions 

made would not suit all regions. In a strong regional IT governance model the 

Nordic region would dissolve most of the country-specific teams and form 

Nordic-level teams. This will increase cost savings and synergy effects a lot. 

How you can describe Corporate Governance within HMS? 

 

13. How much has Beck IPC affected the process of Acquisition? 

 

14. What are the benefits that Beck IPC gained from the Acquisition by HMS? 

 

15. How is the ideas implementation process go through? How is changed after the 

acquisition? Does the development of new products change after the 

acquisition? 

 

16. What are the outstanding achievements (Technology Platform) gained after the 

acquisition? 

 

17. Does HMS employees have knowledge about cloud platform, or they have the 

knowledge earlier? 
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18. It is different between cloud platforms from Intellicom and Beck IPC. After 

acquisition, would the employees have adopted to the new technology in the 

current Beck IPC cloud platform? 

 

19. Do you think that the acquisition of Beck IPC is highly valued to shareholders 

of HMS? 


