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Abstract 
Title: Challenges in Acquisitions within the Manufacturing Industry-From a Learning 
Perspective 
Course: Master thesis in Innovation of Management and Business Development 
Authors: Ahmed Ismail and Johan Karlsson 
Tutor: Jonas Rundquist 
Keywords: Dynamic capabilities, knowledge management, resources, acquisition, challenges 
Problem statement: How do the learning processes affect firms within the manufacturing 
industry to overcome challenges in acquisitions? 
Purpose: The purpose of this study is to investigate how the learning processes affect managers 
in the manufacturing industry to be able to reconfigure their bundle of resources and manage the 
knowledge in and between the acquired company and the parent company to overcome 
challenges in the acquisition process. 
Theoretical Framework: The theoretical framework is based on two main concepts which are 
dynamic capabilities and knowledge management. At the end of this chapter, the authors have 
created a conceptual model linking the concepts together with an emphasis on the learning 
processes 
Methodology: To be able to fulfill the purpose of this thesis, a qualitative approach was chosen 
where four interviews were conducted with managers in two manufacturing companies that have 
entered new markets recently through acquisition. 
Findings and Conclusion: The conclusion of the study shows that all of the concepts are 
essential when making an acquisition within the manufacturing industry. The study showed that 
the learning is an essential element in the acquisition cases since companies need to learn and 
gain knowledge in order for them to handle the newly acquired resources and to benefit from the 
synergies that can arise. It was also found that the knowledge creation is an ongoing process with 
no closure which over time creates deeper and more powerful knowledge that can lead to 
competitive advantages. 
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 Abbreviations 

  
DC - Dynamic Capabilities 
  
KM - Knowledge Management 
  
TK – Tacit knowledge 
  
EK – Explicit knowledge 
  
RBV - Resource-based view 
  
SME - Small and medium sized enterprise 
  
MNE - Multinational enterprise 
  
B1 - Managing director 
  
B2 - Site Manager 
  
A2 - Plant Manager 
  
A1 - Owner 
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1. Introduction 
In this chapter the background of the problem will be presented followed by a discussion of the 
subject. Furthermore, the research question and purpose of the study will be presented. Finally, 
the central concepts and the delimitations will be presented. 

1.1 Background 

Since the globalization and the competitiveness specifically in Europe, mergers and acquisition 
have become a well-used way for firms to achieve growth in the manufacturing industry 
(Capron, 1999). Acquisition is a way for companies to enter a new market or to gain resources 
which is a crucial strategic challenge they have to deal with (Capron, 1999; Ekeledo & 
Sivakumar, 2004; Lee & Lieberman, 2010). . The acquisition can also be delimited to a business 
unit that is already established (Lee & Lieberman, 2010). How the firm chooses to deal with 
these challenges can have significant consequences on their competitiveness on the market 
(Ekeledo & Sivakumar, 2004).  Acquisition can also be a way for firms to gain experiences of a 
market effectively (Ekeledo & Sivakumar, 2004). It can also be a way for a firm to reduce its 
cost by gaining economies of scale but also to better utilize their competencies and resources 
(Barney, 1991; Capron, 1999; Prahalad & Hamel, 1990).  Different markets are characterized by 
different issues, which can create challenges such as product distribution and supply chain 
management that companies needs to overcome (Egan & Ovanessoff, 2011). The acquisition 
process which includes the choice of new market and product is much dependent on how related 
the existing products is to the ones of the firm that is intended to be acquired (Lee & Lieberman, 
2010). 
Challenges in acquiring a firm could be uncertainties in demand, material supply, competition, 
market trends and new product technology in the new environment (Singh & Oberoi, 2013; 
Vassolo & Anand, 2008). The management in the company should be aware of this in order to be 
able to overcome these challenges (Egan & Ovanessoff, 2011; Lee & Lieberman, 2010).  The 
resources of a firm play an important role in the acquisition process and may have an impact on 
the success of the market entry and the establishment of the new production and product 
portfolio (Helfat & Lieberman, 2002; Lakshman, 2011).  The involvement of the personnel in the 
acquisition of a new firm or business unit can affect the success or failure of the firm (Lakshman, 
2011). New market entry is generally divided into internal growth or acquisition (Helfat & 
Lieberman, 2002).  The involvement of the personnel is even more important if the market entry 
is through acquisition, which then requires involvement from both sides (Helfat & Lieberman, 
2002; Lakshman, 2011). The focus in this paper will be on the acquisition and the challenges in 
that process and not the internal growth which is also a way to enter new markets and gain new 
capabilities. In order to transfer the tacit knowledge, a two-way information flow is required, 
which includes routines regarding efficient manufacturing of the new products, personnel, 
management and other operational capabilities (Lakshman, 2011; Teece & Al-Aali, 2013).  
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Knowledge transfer plays an essential role especially in multiunit organizational form, 
globalization and inter-organizational relationships such as mergers and acquisitions (Argote & 
Miron-Spektor, 2011). 
  
The resource based view (RBV) theory was developed to show how to create competitive 
advantage and to understand the resources, which are needed to build sustainable competitive 
advantage (Barney, 1991; Green & Brown, 1997; Prahalad & Hamel, 1990). There has been an 
interest of understanding the link between the different resources a firm possess and their 
competitive advantages (Barney, 1991; Green & Brown, 1997; Prahalad & Hamel, 1990). The 
sustained competitive advantage means that a company has created value for the market which 
the competitors can’t duplicate (Barney, 1991; Wernerfelt, 1995). By utilizing the resources 
which are physical, capital, human capital and organizational, a company can achieve growth 
and innovation (Barney, 1991; Green & Brown, 1997; Prahalad & Hamel, 1990). There are four 
indicators of firm´s resources that can generate sustained competitive advantage which are value, 
rareness, inimitability and non-substitutable (Barney, 1991; Wernerfelt, 1995). By implementing 
a potential indicator of the RBV, companies can generate new value to the market which 
competitors can’t duplicate (Barney, 1991; Wernerfelt, 1995). The resource based perspective 
focuses on the internal view of the company which can provide data for the formulation of the 
strategy (Barney, 1991; Newbert, 2007; Porter, 1979). The basic assumptions of the RBV are 
that organizations are heterogeneous and that it could sustain over time (Ambrosini & Bowman, 
2009; Helfat & Raubitschek, 2000). However, the Resource based view has been criticized for 
being static, which means that the model can’t fully be applicable in a rapid changing market 
(Ambrosini & Bowman, 2009). 
  
During the last years the manufacturing industry has been characterized by high degree of 
change due to uncertainty in the environmental dynamism (Singh & Oberoi, 2013; Yang & Li, 
2011). This turbulent change in the environment has forced companies to deal with the rapid 
changes in technology, customer demands and uncertainty in the supply of materials (Singh & 
Oberoi, 2013; Yang & Li, 2011).  As markets becomes more dynamic, companies not only need 
valuable resources but dynamic capabilities to reconfigure their existing bundle of resources to 
be able to cope with the dynamic markets (Teece et al., 1997). The dynamic capabilities can also 
help managers to enable the flexibilities within the organization (Aaker & Macarenhas, 1984; 
Eisenhardt & Martin, 2000). 

1.2  Discussion 
”It is important to bear in mind, however, that capability building and change do not require 
dynamic capabilities” (Helfat and Peteraf, 2003, p.1004). It´s of importance to understand and 
define what capabilities are and how it differs from dynamic capability (Teece & Al-Aali, 2013).   
Dynamic capabilities differs from capabilities in a sense that dynamic capabilities are future 
oriented compared to capabilities which focuses on competing today (Ambrosini & Bowman, 

2 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

2009). Capabilities are used by companies to produce and sell products or services in a static 
way (Teece & Al-Aali, 2013). All the operational activities such as planning and coordinating 
within the organization are also seen as capabilities (Teece & Al-Aali, 2013). This means that 
capabilities are static if there is no dynamism to alter the capabilities (Ambrosini & Bowman, 
2009). It´s of importance to understand that dynamic capability is not a resource but rather a 
process that can affect the company´s resources (Ambrosini & Bowman, 2009). This means that 
capabilities can´t generate long run competitive advantage in markets which are characterized by 
continuous change (Teece & Al-Aali, 2013).  Dynamic can be interpreted differently depending 
on different papers (Ambrosini & Bowman, 2009). It could relate to changes in the environment 
or to capabilities that are dynamic which could change themselves over a period of time 
(Ambrosini & Bowman, 2009). However, dynamic could also refer to “change in the resource 
base, to the renewal of resources (Ambrosini & Bowman, 2009, p. 35). The theories of KM can 
help to understand what knowledge in the firm that leads to the set of capabilities which can 
create competitive advantages (Caloghirou et al., 2004). 
  
In the research of management, knowledge management and learning processes emerged as a 
crucial managerial and organizational issue (Bagla-Gokalp, 2008). Learning processes can be 
seen as a process that underlies dynamic capabilities, which can be based on the identification of 
new business opportunities (Easterby-Smith & Prietow, 2008).  On the other hand, the learning 
process can also be seen as guidance for the development of dynamic capabilities (Easterby-
Smith & Prietow, 2008; Eisenhardt & Martin, 2000). 
Knowledge management “focuses on providing solutions to managers to create, retain, transfer 
and use an enterprise’s explicit and tacit knowledge” ( Easterby- Smith & Prietow, 2008, p. 
235). The critic that has been drawn to knowledge management is the fact that it neglects the 
tacit knowledge which is potentially more interesting regarding competitive advantage 
(Easterby- Smith & Prietow, 2008). The attention on the technical side of the knowledge 
management has also been criticized because this has led to neglecting complex issues such as 
social factors (Easterby- Smith & Prietow, 2008).  During the last decades attention has been 
drawn to the concept of knowledge management since knowledge is seen as one of the most 
valuable resources that can provide sustainable competitive advantage (Nonaka, 1991; Nonaka & 
Toyama, 2003; Nunes, Annasingh, Eaglestone & Wakefield, 2006; Caloghirou, Kastelli & 
Tsakanikas, 2004; Teece & Al-Aali, 2013). In today´s dynamic markets, the ability to create, 
diffuse and utilize knowledge has become prerequisite to be able to be competitive (Nunes et al., 
2006; Sandhawalia & Dalcher, 2010). Large Multinational companies such as Honda, HP and 
Ford have been using KM to understand and foresee the needs of the markets, and to create or 
enter new markets mostly through acquisition (Nonaka, 1991; Nunes et al., 2006). KM can also 
be used to improve the strategic advantages and the organizational success of the firm (Nonaka, 
1991; Nonaka & Toyama, 2003; Sandhawalia & Dalcher, 2010). Knowledge can be considered 
an asset in terms of relationships, know-how and experiences (Bagla-Gokalp, 2008).   
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The research field of dynamic capabilities is still at an early stage empirically and is still 
relatively new (Teece, 2012). According to Ambrosini and Bowman (2009) the field of dynamic 
capabilities needs to be developed further and to be put in different contexts to see if there are 
patterns to be found across industries. Furthermore, dynamic capabilities should be integrated 
with complementary fields such as knowledge management for future research to be able to fully 
understand dynamic capabilities (Ambrosini & Bowman, 2009). “The dynamic capabilities 
framework in strategic management provides this final piece of the puzzle. Knowledge must be 
combined with good strategy and strong dynamic capabilities to capture value” (Teece & Al-
Aali, 2013, p. 25). 
  
The paper aims to study how firms in the manufacturing industry combine dynamic capabilities 
and knowledge management to utilize their resources after acquiring a new company or business 
units. There are different theories in the literature of strategy about why companies choose to 
make acquisitions and the two main types of theories are “value-maximizing strategy” and 
“managerial theories” (Capron, 1999). Easterby-Smith & Prietow (2008, p.46) argue that 
“…knowledge management enabled dynamic capabilities which are antecedents of specific 
operational/ functional competences which in turn have a significant effect on business 
performance” (Easterby- Smith & Prietow, 2008, p. 246) A company needs entrepreneurial 
managers to be able to possess dynamic capabilities since entrepreneurship is about finding new 
business opportunities but also exploit these opportunities (Teece, 2012). It´s the top 
management team that has the final decision regarding the resources, their impact on the 
dynamic capability shouldn’t be neglected (Ambrosini & Bowman, 2009). 
  
Based on these statements, this paper will have a top-down perspective on how firms can 
overcome challenges to gain success regarding the acquisition. There have been large-samples 
studies made during the 80´s and 90´s in the field of acquisition strategy that mainly focus on the 
motives of the acquisitions and examines the performance of the target and acquired firms (e.g., 
Seth, 1990b; Singh and Montgomery, 1987; Lubatkin, 1987 as cited in Capron, 1999). By 
investigating these studies it was found that there were many unsolved challenges and issues that 
need further studies (Capron, 1999), as they did not use theories of “dynamic capabilities” and 
“knowledge management” which this study intends to do. A lack of research has been found in 
the acquisition process within the manufacturing industry regarding the success of the parent-
companies acquisition and the accompanying challenges (Capron, 1999; Danneels, 2011; Helfat 
et al., 2007; Helfat & Lieberman, 2002; Lakshman, 2011; Lee & Lieberman, 2010; Roberts, 
2007; Rumelt, 2011; Shi et al. 2012; Starr & MacMillan, 1990). Earlier studies have either 
focused on dynamic capabilities from a resource perspective (Ambrosini et al., 2009; Helfat & 
Peteraf, 2003) or managerial perspective (Adner & Helfat, 2003; Ambrosini & Bowman, 2009; 
Helfat et al., 2007; Teece et al., 1997), knowledge management from a resource-based 
perspective (Chuang, 2004; Sandhawalia & Dalcher, 2010) or from a learning perspective 
(Argote & Miron-Spektor, 2011; Garvin, 1998; Haslinda & Sarinah, 2009; Inkpen, 1998) while 
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some articles have combined the concepts of dynamic capabilities and knowledge management 
on a conceptual level (Easterby-Smith & Prieto, 2008; Nonaka et al., 2000). Neither of the 
articles above have had acquisition in the manufacturing industry in focus, which is the gap that 
this paper attempt to contribute to by combining the concepts of dynamic capabilities and 
knowledge management (Capron, 1999; Dingha et al., 2013; Ekelodo & Sivakumar, 2004; Helfat 
& Lieberman, 2002; Lakshman, 2011; Lee & Lieberman, 2010; Shi et al., 2002). In the light of 
the identified gaps in earlier studies, lack of investigation of the problems related to acquisitions 
due to the companies interest to expand their resources and enter new markets by using this 
approach (Capron, 1999; Ekeledo & Sivakumar, 2004; Lee & Lieberman, 2010). Furthermore, 
acquisition is a common way for companies to enter a new market or to gain resources which 
create issues and challenges that need to be further explored.  This shows that the problem needs 
to be addressed in the field of research   the presented research gap leads to the following 
research questions that are addressed to contribute with a new perspective in the field of 
acquisitions: 
 
Since the globalization and the competitiveness specifically in Europe, mergers and acquisition 
have become a well-used way for firms to achieve growth in the manufacturing industry 
(Capron, 1999). Acquisition is a way to for companies to enter a new market or to gain resources 
which is a crucial strategic challenge they have to deal with (Capron, 1999; Ekeledo & 
Sivakumar, 2004; Lee & Lieberman, 2010). . The acquisition can also be delimited to a business 
unit that is already established (Lee & Lieberman, 2010). How the firm chooses to deal with 
these challenges can have significant consequences on their competitiveness on the market 
(Ekeledo & Sivakumar, 2004).  Acquisition can also be a way for firms to gain experiences of a 
market effectively (Ekeledo & Sivakumar, 2004). It can also be a way for a firm to reduce its 
cost by gaining economies of scale but also to better utilize their competencies and resources 
(Barney, 1991; Capron, 1999; Prahalad & Hamel, 1990). 

1.3   Research question 

●   How do the learning processes affect firms within the manufacturing industry to overcome 
challenges in acquisitions? 

1.4 Purpose 
The purpose of the study was to investigate how the learning processes affect managers in the 
manufacturing industry to be able to reconfigure their bundle of resources and manage the 
knowledge in and between the acquired company and the parent company to overcome 
challenges in the acquisition process. In order to fulfill this purpose, a conceptual framework will 
be used for the analysis, which is based on the concepts of dynamic capabilities and knowledge 
management from a learning perspective. The study will be conducted through qualitative 
interviews with top managers in two manufacturing companies that recently have entered new 
markets through acquisition. This paper aims to contribute to the existing body of knowledge by 
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combining dynamic capabilities and knowledge management from learning processes in the field 
of acquisition in the manufacturing industry 
 
  

1.5 Delimitations 
  
The study is delimited to the manufacturing industry since we found that there are challenges 
that companies need to overcome in cases of acquisitions of firms. Furthermore, the focus of the 
study was on top managers and owners since they possess most information regarding the 
acquisition process. The owners are the ones who take the final call regarding the acquisition and 
in many cases also the one that spots the opportunity to acquire a new firm based on information 
from their networks. 

1.6 Keywords 
●         Resource- ” A resource refers to an asset or input to production (tangible or intangible) 

that an organization owns, controls, or has access to” (Helfat & Peteraf, 2003, p. 999). It 
may also refer to “a useful or valuable possession or quality of a country, organization, 
or person” (Cambridge dictionary, 2014) 

  
●        Capabilities- “The firms capacity to deploy resources for a desired end result” (Helfat & 

Lieberman, 2002, p. 725). It may also refer to “the power or ability to do something” 
(Cambridge dictionary, 2014) 

  
●    Acquisition- The term refers to the acquisition by one corporation of another entire 

corporation or of a certain business area from an ongoing corporation (Capron, 1999) 

1.7 Disposition 
  

Chapter 1: A presentation of the background of the problem is treated along with the 
Discussion. Furthermore, the research question, purpose, keywords and delimitation are 
presented. 
  
Chapter 2: A literature review of previous studies is presented. The theoretical framework is 
Presented which focus on Dynamic Capabilities and Knowledge Management to understand their 
significance for new market entrants firms. In the end of the 
Chapter a conceptual framework has been conducted that shows how the theories are 
Connected. 
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Chapter 3: In the methodology chapter the choices along the whole process for the thesis 
regarding the methodology and how it affected the paper by choices of specific approaches are 
presented. 
  
Chapter 4: The cases and respondents that are used as primary data are presented in this chapter. 
  
Chapter 5: The empirical data is presented along with quotes which were of interest for the 
Study. 
  
Chapter 6: The analysis is treated and connection is made between the empirical findings and the 
theoretical framework. The outcome will be discussed and a model of the outcome will be 
illustrated. 
  
Chapter 7: In this final chapter the results of the study will be presented along with the answer 
of the research question. Furthermore, the implications and suggestions for future research will 
be presented. 
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2. Theoretical framework 
In this chapter previous research in the field of dynamic capabilities and knowledge 
management will be presented in the literature review. Followed by the literature review, the 
theoretical framework will be treated which will be the basis for the study. The theoretical 
framework contains dynamic capability and knowledge management which will be the two 
concepts that support the main theoretical perspective learning processes. An explanation of 
how the theories are connected concludes this chapter.  

2.1 Acquisition 
Both researchers and managers have struggled a long time to try getting an understanding of why 
some companies become successful while others can’t face the changes in the industry 
(Danneels, 2010). In order for them to adjust to the changes in the environment, the company 
need to renew or to make changes in the organization (Danneels, 2010; Laursen & Salter, 2006). 
There are different ways to achieve success which can be by entering new markets (Danneels, 
2010). There are different ways to enter a market that can for instance be through acquisition. 
The acquisition may be a strategic obstacle for a company since they need to learn how to deal 
with the gained resources (Ekeledo & Sivakumar, 2004; Lee & Lieberman, 2010). The way of 
dealing with the obstacles may have an impact on the company’s´ market position and their 
competitiveness. 
The question of why some firms are able to change their resources in order to overcome 
challenges in the environment has been discussed under the notion of “dynamic capabilities” 
(Danneels, 2010; Laursen & Salter, 2006). The ability to reconfigure the organizational resources 
in a dynamic environment is what dynamic capability refers to (Teece et al., 1997; 2012). 
  
According to Teece et al. (1997) the theory of dynamic capability points out that some firms 
flourish in changing environment because they have the ability to reconfigure their resources, 
which can be achieved by creating, acquiring or releasing a set of resources (Eisenhardt & 
Martin, 2000; Teece, 2012). According to Rumelt (2011) dynamic capabilities can help a firm to 
gain a better position for making the right products and targeting the right markets. This is 
crucial for a firm if they intend to stay competitive in the future by addressing the consumer 
needs in times of rapid technological changes. Furthermore, dynamic capabilities can be a tool 
for the top management to help develop and realign assets that is required in some presumptions 
about the markets (Teece, 2012). Success requires strong dynamic capabilities especially when a 
firm needs to enter a market or release a new product line (Teece, 2012). 
  
There can be different reasons for a company to acquire another one, which can be for their 
resource expansion, or to gain knowledge and experience of a new market effectively (Ekeledo 
& Sivakumar, 2004). Different markets are characterized by different issues, which can create 
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challenges such as product distribution and supply chain management that companies needs to 
overcome (Egan & Ovanessoff, 2011). 
The acquisition process which includes the choice of new market and product is much dependent 
on how related the existing products is to the ones of the firm that is intended to be acquired (Lee 
& Lieberman, 2010). The acquired information about management skills, production and the 
competencies of employees is derived from the parent company (Bagla-Gokalp, 2008; Laursen 
& Salter, 2006). The power distance between the parent company and the acquired company but 
also the relationship between the top management and the plant manager in the acquired 
company might play an important role in the implementation of new methods and knowledge 
(Bagla-Gokalp, 2008). Technological learning is not a big issue compared to managerial learning 
since humans may resist changing their behavior and competencies according to someone they 
consider an outsider with a legitimacy that is not accepted (Bagla-Gokalp, 2008). 

2.1.1 Challenges  
A challenge for the acquiring firm is to create new value through utilization of the resources in 
the acquired firm by finding synergies in costs and revenues (Capron, 1999; Laursen & Salter, 
2006). The synergic effects can be exploited in an acquisition when the value creation of the 
mother company increases as an effect of the combination with the newly acquired firm  
(Capron, 1999; Laursen & Salter, 2006). One the main challenges managers need to deal with in 
developed countries is to increase the knowledge and service among workers (Holden, 2002). 
These types of challenges will determine how competitive the company will become on the 
market (Holden, 2002). In today’s business economy companies may face different challenges 
such as learning from the new market they are exposed to or entering and how to benefit from 
the new market knowledge (Holden, 2002; Laursen & Salter, 2006).  The dynamic environment 
requires a sharing of knowledge within the company but also with its stakeholders (Holden, 
2002; Laursen & Salter, 2006). The changing environment creates different challenges for firms 
to reach their goals, which require them to continuously updating their capabilities such as 
routines and other resources (Vassolo & Anand, 2008). 
  
Since markets are uncertain and competitive today, the dynamic capabilities are often externally 
oriented including acquisitions and different alliances (Vassolo & Anand, 2008). 
Challenges in acquiring a firm could be uncertainties in demand, material supply, competition, 
market trends and new product technology in the new environment (Singh & Oberoi, 2013; 
Vassolo & Anand, 2008).  The management in the company should be aware of this in order to 
be able to overcome these challenges (Egan & Ovanessoff, 2011; Laursen & Salter, 2006; Lee & 
Lieberman, 2010).  The resources of a firm play an important role in the acquisition process and 
may have an impact on the success of the market entry and the establishment of the new 
production and product portfolio (Helfat & Lieberman, 2002; Lakshman, 2011; Laursen & 
Salter, 2006).  The involvement of the personnel in the acquisition of a new firm or business unit 
can affect the success or failure of the firm (Lakshman, 2011). New market entry is generally 
divided into internal growth or acquisition (Helfat & Lieberman, 2002).  The involvement of the 
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personnel is even more important if the market entry is through acquisition, which then requires 
involvement from both sides (Helfat & Lieberman, 2002; Lakshman, 2011). 

2.2 Learning processes 
Companies entering new markets face new problems and uncertainties, which they need to 
reduce (Bagla-Gokalp, 2008; Singh & Oberoi, 2013). Since companies and individuals are often 
using standard procedures and solutions to face new problems, they need to learn and gain 
knowledge of the new market (Bagla-Gokalp, 2008; Teece et al., 1997). This learning and new 
knowledge they have acquired can over time be incorporate in the routines of the organization 
(Bagla-Gokalp, 2008; Singh & Oberoi, 2013; Teece et al., 1997). The international management 
has evolved as an activity during the past 4 decades into an activity that is based on a more 
interactive global networking, team-working and learning processes (Easterby-Smith & Prieto, 
2008; Holden, 2002). Managers today have shifted from being specialized on certain areas to a 
broader focus to be able to manage projects, human resources and other issues (Grant 1996b; 
Holden, 2002). This means that the new era of management emphasizes knowledge as an 
essential tool to deal with challenges firms’ faces (Grant, 1996a; Holden, 2002). 
  
Firms’ network can play a vital role in the learning processes since it can create pathways to key 
resources such as human resources, financing, special knowledge and competencies (Feldman. 
2004; Holden, 2002). This means that a firm with strong network can gain knowledge and 
capabilities that is required for the organization in order to sustain their performance (Feldman, 
2004; Holden, 2002). The information channels of the company may affect the company more 
extensively in terms of power and information flow than money and other utilities (Holden, 
2002). Networking can in fact be seen as a knowledge sharing activity that means that it can 
support the learning processes (Easterby-Smith & Prieto, 2008; Holden, 2002). The learning 
processes are achieved by socio interactive communication, which may support the mission, 
goals and strategy of the company (Holden, 2002).  “A learning organization has been defined as 
one which is skilled at creating, acquiring, and transferring knowledge, and at modifying its 
behavior to reflect new knowledge and insights” (Garvin, 1998, p. 51). Practically this means 
that the company can acquire and exploit knowledge from any source, since knowledge is “the 
one source of sustained competitive advantage” (Nonaka, 1991). The learning organization now 
becomes a knowledge creating organization with higher communication skills at both inter-
organizational and inter-personal levels (Holden, 2002). 
In cases of manufacturing companies, there might be two types of developing knowledge and 
learning which are organizational and technological (Bagla-Gokalp, 2008; Laursen & Salter, 
2006). The technological knowledge may be handled by the engineers and the operating core 
who should try to learn by cooperating and communicating with each other (Bagla-Gokalp, 
2008). Another way of developing knowledge is through interaction with the external 
environment to acquire skills, know- how and new knowledge (Bagla-Gokalp, 2008; Teece et al., 
1997).The second perspective of learning processes is a challenge for the top management since 
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their responsibility is to create structure in the organization and the methods that will be used in 
production (Bagla-Gokalp, 2008; Chuang, 2004; Van den Brink, 2003). 
  
One of the main issues in learning processes which leads to new structures is the resistance from 
managers and employees who might not believe in these new adopted methods (Bagla-Gokalp, 
2008). It’s of importance that knowledge is shared and transferred when it comes to acquisitions 
(Argote & Miron-Spektor, 2011; Grant, 1996a; Laursen & Salter, 2006). When information is 
shared, companies should ensure that information and knowledge don’t get lost and that the 
information is stored in some way in the company (Argote & Miron-Spektor, 2011; Grant, 
1996a). Since humans can’t acquire and store infinite amount of knowledge, organizations need 
to specialize their employees in certain types of knowledge (Grant, 1996a; Laursen & Salter, 
2006; Teece, 2012). This means that humans that tries to gain knowledge about too many areas 
which exceeds their capacity, will end up in almost nothing (Grant, 1996a; Teece, 2012). In 
manufacturing companies, knowledge is required to create value and to increase productivity 
(Grant, 1996a; Laursen & Salter, 2006; Teece, 2012). This means that the machine that is used in 
the production is actually derived from knowledge and the output is dependent on the knowledge 
of the operational core that handles the machines (Grant, 1996a; Teece, 2012). To acquire 
knowledge from the external environment requires a higher degree of specialization than the 
application of knowledge (Grant, 1996a; Laursen & Salter, 2006; Teece, 2012). 

2.3 Resource based perspective 
The portfolio of different resources possessed by a firm creates competitive advantage (Barney, 
1991: Greene & Brown, 1997). By using these resources a firm can reach different levels of 
growth and innovation (Greene & Brown, 1997). According to Barney (1991) understanding the 
link between firm resources and sustained competitive advantage has become an important 
research field in the strategic management. There are four indicators of the potential of firm 
resources that can generate sustained competitive advantage which are value, rareness, 
imitability and sustainability (Barney, 1991).  The firm resources that can create sustained 
competitive advantages are physical capital resources, human capital resources and 
organizational resources (Barney, 1991). By combining these resources a firm can create 
sustained competitive advantages that other firms in the industry don´t have (Barney, 1991). 
According to Singh and Oberoi (2013) resource management and market dynamism are vital 
factors to DC. This since business opportunities that comes from dynamic markets requires DC 
which is derived from the renewal of firms’ resources (Singh & Oberoi, 2013; Teece et al., 
2007). 

2.4 Dynamic Capabilities 

 Teece (2012, p. 1395) defines dynamic capabilities as follows: 
“Dynamic capabilities are higher-level competences that determine the firm’s ability to 
integrate, build, and reconfigure internal and external resources/competences to 
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address, and possibly shape, rapidly changing business environments”. 
  
DC determines the interaction between a company’s resources and how they can be reconfigured 
to match the requirements and opportunities in the company’s environment (Teece et al., 1997; 
Teece, 2012). It is actually in the routines rather than the resources that the DC resides (Easterby- 
Smith & Prietow, 2008). DC can be explained as activities and adjustments in three different 
clusters which are identification (sensing), mobilization (seizing) and continued renewal 
(transforming). The identification focuses on how a company can spot and assess an opportunity 
and the mobilization focuses on how well the resources are reconfigured to capture the value 
deriving from the business opportunity (Easterby-Smith & Prieto, 2008; Teece, 2012).  These 
activities must be executed effectively if the company should be able to continuously deal with 
the changes in markets and technologies (Easterby-Smith & Prieto, 2008; Eisenhardt & Martin, 
2000; Teece, 2012). 
  
DC differs from ordinary capabilities since they are more strategic oriented (Teece, 2012). 
Ordinary capabilities can be helpful on a static market; however, in rapid changing markets DC 
is needed to enable companies to position itself to making the right products and to target the 
required market (Easterby-Smith & Prieto, 2008; Teece, 2012). DC can be seen as a helpful tool 
for companies to realign assets to fit the new market (Teece, 2012). 
  
Rumelt (2011) explains “ …dynamic capabilities are ‘strategic’ and distinct from ordinary 
capabilities. Firms can maintain and extend competitive advantage by layering dynamic 
capabilities on top of ordinary capabilities” 
  
According to Teece (2012, p. 1396) “Capabilities change over time”. They are not built just on 
individual skills but rather on the collective learning that is derived from the history of the 
employees’ co-operation and how familiar the employees are with their company´s assets 
(Teece, 2012). This is of importance since an organization should not be dependent on single 
individuals but rather on the underlying routines of the organization (Teece, 2012). In dynamic 
markets where the competition is fierce, organizations should develop new capabilities that 
enable the firm to learn from both internal and external resources, knowledge and other factors 
that could provide leverage on the market (Singh & Oberoi, 2013; Teece, 2012). 

2.4.1 Organization 
Firms entering new markets require strong DC to be able to transform their resources to fit the 
new market and its environment (Teece & Al-Aali, 2013). The changes in the organization or the 
environment may need a reconfiguration and renewal of the company´s resources and routines 
(Zahra, Sapienza & Davidsson, 2006). This transformation includes adjustment of the product 
lines they are offering (Teece & Al-Aali, 2013).  The internal structure of the organization will 
also need a transformation that enables information sharing which means that the employees 
needs to be involved in the acquisition process  (Lakshman, 2011; Teece & Al-Aali, 2013). 

12 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

  
Organizations require valuable resources and capabilities but also dynamic capabilities which 
allows them to reconfigure the resources in order to react to the fierce competition in the market 
(Singh & Oberoi, 2013; Teece et al, 1997). The organization gains flexibility at a strategic level 
through these reconfigurations of their resources and capabilities (Dinga et al., 2013; Eisenhardt 
& Martin, 2000; Singh & Oberoi, 2013). The enhanced strategic flexibility is an important tool 
for the organization since it provides the organization with an ability to develop new products 
and respond to threats and changes in the market quickly (Singh & Oberoi, 2013). In order for 
the strategic flexibility to be a useful tool, managers must make an appropriate interaction 
between the resources to be able to make the right decisions regarding investments in projects 
and new markets (Singh & Oberoi, 2013). 
  
Organizations may function as a tool for storing knowledge in their procedures, rules and 
policies (Grant, 1996a). From the organization and its members, the employees can learn and 
accumulate the stored knowledge in different forms over time (Grant, 1996a; Gratton & Ghoshal, 
2005). The organizational and employees process of learning will turn into history from which 
routines are derived that will guide their way of behaving (Grant, 1996a; Gratton & Ghoshal, 
2005). 

2.4.2 Human Resources 
Humans or employees can form groups within an organization based on either tasks and 
activities or culture (Chuang, 2004; Holden, 2002; Van den Brink, 2003). These groups can be 
different business units in a company or different departments with a geographic or specialized 
distance (Feldman, 2004). The routines in the organization will create different networks for the 
employees who will shape the relationships between the different business departments (Chuang, 
2004; Feldman, 2004; Holden, 2002; Van den Brink, 2003). The networks that are built will 
serve as different kinds of resources which will either help to improve or inhibit the knowledge 
sharing and communications between the departments (Chuang, 2004; Feldman, 2004; Holden, 
2002; Laursen & Salter, 2006; Van den Brink, 2003). The structure of the organization 
determines how flexible the human resource are, which means that the flat organizations may 
increase the knowledge sharing and commitment to the culture of the firm (Singh & Oberoi, 
2013). The structure of the networks within the organization will be determinant for the 
information flow between and within the different departments (Feldman, 2004). 
  
Human resources takes in consideration the relationships, trust and information among the 
employees but also with the managers (Feldman, 2004). The quality and performance of the 
employees is dependent on these factors which means that they affect how people work together 
(Feldman, 2004; Teece, 2012). The trust between different departments can be based on 
emotions and also information which can arise from teamwork (Feldman, 2004). 
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The production in manufacturing companies needs human resources that possess different types 
of knowledge in order for them to coordinate effectively (Grant, 1996a; Nietoa & Quevedo, 
2005; Teece et al., 2012). This means that companies that manufactures goods requires 
employees with different specialization and skills that can be integrated in the production in 
order for them to survive harsh conditions and fierce competition (Grant, 1996a; Nietoa & 
Quevedo, 2005; Teece et al., 2012). The efficiency of acquiring knowledge lies in the 
specialization in certain areas of knowledge which is possessed by the employees (Grant, 1996b; 
Nietoa & Quevedo, 2005; Teece et al., 2012). On the contrary, the utilization of knowledge in 
the production lies in the interaction of the different specialized employees that together make 
the manufacturing more efficient (Grant, 1996b; Nietoa & Quevedo, 2005; Teece et al., 2012). 
When bringing together these different humans with diversified knowledge, innovation can arise 
in the production which can both be the result on the utilization of this new knowledge or from 
the reconfiguration of existing knowledge (Grant, 1996b; Nietoa & Quevedo, 2005; Teece et al., 
2012). The capability to create new combinations of the existing skills and knowledge possessed 
by the employees, can develop an ability for the firm to exploit their underlying potential in the 
production which Kogut and Zander (1992, p. 391) defines as “combinative capabilities”. In the 
production of firms, it is essential to integrate different specialized knowledge to be able to 
increase the value-creating capacity of the firm (Grant, 1996b; Laursen & Salter, 2006). 

2.4.3 Routines 
Dynamic capabilities can be split into two different routines: 

●    Routines regarding the performance individual tasks 
●      Routines that coordinate the individual tasks 

The meaning of coordinating tasks suggests that dynamic capabilities are about how individuals 
and teams manage to coordinate their efforts to enhance the organizational effectiveness (Felin & 
Foss, 2009; Helfat & Peteraf, 2003). By routines in an organization covers different factors such 
as rules, procedures, strategies and technologies which form the way the organization operates 
(Grant, 1996a; Felin & Foss, 2009). The routines involved rules and directives which help to 
coordinate schedules, forecasts, policies and information and communication systems (Grant, 
1996a). The rules may also be considered a regulator for the employees’ interaction with each 
other (Grant, 1996a; Felin & Foss, 2009). Routines also helps the organization to lower the costs 
for the communication between specialized employees, managers and the rest of the employees 
who are not specialist or are working in other areas and departments (Grant, 1996a). 
Routines have traditionally been seen as inhibitors for firms’ ability to be flexible and creative 
(Argote & Miron-Spektor, 2011). In recent years, routines in companies have been in focus since 
it has been shown that routines actually can assist companies in changing environments (Argote 
& Miron-Spektor, 2011; Felin & Foss, 2009). Furthermore, it has been shown that a company´s 
routine can stimulate to both creativity and innovation (Argote & Miron-Spektor, 2011). 
The routine in the organization that guides the behavior of the employees is derived from the 
accumulated knowledge that has been acquired over time from the employees (Grant, 1996a). 
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The ability to integrate routines from the acquired and acquiring company is an example of a 
dynamic capability since it´s of importance that the companies learn to work as one (Zollo & 
Winter, 2002). The routines of the organization are required for the adaptation of dynamic 
capabilities since the market conditions are always changing (Vassolo & Anand, 2008). The 
dynamic capabilities underlie the organizational and strategic routines which are used as a tool 
by the management to reconfigure the resources to generate new value for the company 
(Eisenhardt & Martin, 2000; Helfat et al., 2007; Vassolo & Anand, 2008).  Basically, the 
dynamic capabilities are inherent in the routines of the organization that helps the company to 
reconfigure its resources (Salvato & Rerup, 2011; Vassolo & Anand, 2008; Zollo & Winter, 
2002). In order for the firm to change and develop their routines to avert market failures, they 
might use external exchanges such as acquisition and alliances which are both considered as 
dynamic capabilities (Salvato & Rerup, 2011; Vassolo & Anand, 2008).  The acquisition and 
alliances can be seen as an integration of new capabilities that will bring new routines to the 
company that may extend their boundaries and resources which may create new business 
opportunities and markets (Vassolo & Anand, 2008). To be able to find these business 
opportunities and markets, companies need to search and explore new technologies and markets 
to gain new capabilities (Vassolo & Anand, 2008). 

2.4.4 Culture 
Organizational culture is important to take into consideration to understand how it affects the 
firm and the communication between the employees and the external environment (Usunier & 
Lee, 2013). Different departments and business areas of a company may have different cultures 
which may have a critical influence on the interaction and learning between people in the 
organization (Ajmal & Koskinen, 2008; Usunier & Lee, 2013). Culture can be defined as “the 
ideas, customs, and social behavior of a particular people or society” (Oxford Dictionary, 2014). 
This means that the people within an organization or a department and how they behave is an 
indicator for culture (Usunier & Lee, 2013). The culture can be limited to certain groups, 
departments or business units who may affect their way to deal with different challenges and 
situations (Ajmal & Koskinen, 2008; Usunier & Lee, 2013). It may require from the employees 
to change their behavior to cooperate with other groups within an organization in order for them 
to reach their goal or task that the management require (Ajmal & Koskinen, 2008; Laursen & 
Salter, 2006; Usunier & Lee, 2013). The culture can also be on operational level which means 
that when employees from different business units can co-operate on certain activities to take 
advantage of their experiences they have internalized from different parts of the organization 
(Usunier & Lee, 2013). The management needs to have knowledge about the cultures of different 
departments of the firm to be able to guide the employees since their understanding could be a 
determinant factor for the success of the business (Ajmal & Koskinen, 2008; Usunier & Lee, 
2013). The lack of understanding can actually cost a lot for the company since resources will be 
used to face challenge inside the company instead of focusing on the market challenges (Nietoa 
& Quevedo, 2005; Usunier & Lee, 2013). This type of issues can be both time consuming and 
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costly for the firm and they might lose the focus on the important aspects of the business as a 
result of the suppression by the internal issues such as the communication (Nietoa & Quevedo, 
2005; Usunier & Lee, 2013). To overcome this kind of challenges the management need to 
analyze the new market and culture already from the start which will make it easier to solve the 
issues and conflict that may arise (Holden, 2002). The communication and networking is 
facilitated by the learning processes which is characterized as a social interactive activity that 
supports the missions, goals and strategies of the organization (Holden, 2002; Nietoa & 
Quevedo, 2005). The culture in the organization may emphasize the knowledge acquisition and 
utilization but also the exploitation of new knowledge and communication of new information 
(Holden, 2002; Nietoa & Quevedo, 2005). It is also of importance to encourage the employees to 
take independent actions in to make them feel as a part of the organizational culture and the 
responsibility to add value in it (Holden, 2002). A challenge for the management is to adapt the 
new knowledge into the culture that will affect the behavior of the employees (Ajmal & 
Koskinen, 2008; Holden, 2002; Nietoa & Quevedo, 2005). The culture is also essential when it 
comes to learning processes and the storing, sharing and integration of this new knowledge 
(Holden, 2002; Laursen & Salter, 2006; Nietoa & Quevedo, 2005). 

2.5 Knowledge Management 
The KM perspective of the firm views the firm and the human beings as knowledge creating 
entities which can through utilization of knowledge act as sources for the creation of competitive 
advantage (Nonaka, 1991; Prahalad & hamel, 1990). The knowledge management perspective is 
developed based on the resource-based view (Barney, 1991). The KM perspective does also take 
the resources into consideration and how they are utilized and combined to serve as knowledge 
for the firm (Grant, 1996b). 
The view of a human being is regarded as a dynamic being in the knowledge management 
literature (Nonaka, Toyama & Nagata, 2000). The market and the firm are also seen as a 
dynamic entity that continuously interacts with the environment (Nonaka et al., 2000). The KM 
view includes both internal and external aspects of companies (Nonaka et al., 2000).  Knowledge 
management is defined as “focuses on providing solutions to managers to create, retain, transfer 
and use an enterprise’s explicit and tacit knowledge” ( Easterby- Smith & Prietow, 2008, p. 
235). Relevant knowledge is essential in order to compete in a dynamic market and to able to 
find new business opportunities and to exploit new markets, which requires investments in the 
development of the management in the company (Nunes, et al., 2006; Sandhawalia & Dalcher, 
2010). There are many definitions in the literature for Knowledge and sometimes misunderstood 
or confused with information (Wilson, 2002). Knowledge is defined as: “. . . understanding of or 
information about a subject which has been obtained by experience or study, and which is either 
in a person’s mind or possessed by people generally” (Cambridge dictionary, 2014). Knowledge 
can be seen as a core resource and capability, which is required to create a product or service e.g. 
technological knowledge and knowledge of customer needs (Helfat & Lieberman, 2002). 

16 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

2.5.1 The Concept of “Ba” 
The concept of “Ba” was introduced in Japan and means “place” if it´s translate to English 
(Nonaka & Konno, 1998). This place or the original concept “Ba” refers to a shared place where 
relationships can emerge, which can be: 

·   Physical, e.g. office, lobby in the working place 
·   Virtual, e.g. phone calls, e-mails, forums on the intra/internet 
·   Mental, e.g. shared experiences, ideas, ideals 
·   Any combination of the examples mentioned above (Nonaka & Konno, 1998). 

As seen above ba is to some extent about the interaction between humans but what makes ba 
different from ordinary interactions is that ba provides a platform for knowledge creation and for 
the advancement of individual and collective knowledge through the different shared places 
(Nonaka & Konno, 1998). Thus, ba is seen as the shared place, which serves as a base for 
knowledge creation (Nonaka & Konno, 1998). The theory of knowledge creation in 
organizations assumes that individuals and organizations can grow together in the process 
knowledge creation (Inkpen, 1998; Nonaka et al., 2000). In the concept of ba, the organization is 
considered a place “ba” which may be seen as a combination of the different factors that is 
considered as shared places (Nonaka & Konno, 1998), where individuals can develop their 
knowledge through self-development (Nonaka et al., 2000). These processes result in an 
extension of the employees boundaries which affects the rest of employees and the organizations 
itself (Inkpen, 1998; Nonaka et al., 2000). In an organization with several departments, the 
knowledge creation requires the employees to overcome the boundaries between the departments 
in order to create a shared place (ba) where synergic knowledge creation take place (Inkpen, 
1998; Nonaka & Konno, 1998; Nonaka et al., 2000). On the other hand, the result of this 
interaction can be zero if it tends to be negatively (Nonaka et al., 2000).  
  
Knowledge can be divided into two kinds which are explicit and tacit knowledge (Nonaka & 
Konno, 1998; Nonaka et al., 2000; Van Gils & Zwart, 2004). 
“Explicit knowledge can be expressed in words and numbers and shared in form of data, 
scientific formulae, specifications, manuals, and the like” (Nonaka & Konno, 1998, p. 42). The 
explicit knowledge can therefore easily be shared between individuals, both formally and 
systematically since its objective and rational knowledge (Inkpen, 1998; Nonaka & Konno, 
1998; Nonaka et al., 2000; Van Gils & Zwart, 2004). Tacit knowledge is more subjective and 
harder to formulize which makes it difficult to communicate or share with other humans (Nonaka 
& Konno, 1998; Nonaka et al., 2000; Van Gils & Zwart, 2004). Examples of tacit knowledge can 
be personal beliefs, perspective, mental models, ideas and ideals (Nonaka et al., 2000). 
According to Nonaka and Konno (1998), tacit knowledge is deeply rooted in the actions and 
experiences of the human being as well as in the values and emotions that they internalize. In 
order to be able to transfer tacit knowledge, an exchange between key personnel and the systems 
that support them is required and therefore difficult to implement (Mehrabani & Shajari, 2012; 
Nonaka et al., 2000). In order to acquire or gain tacit knowledge, companies can employ new 
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people from the market that is considered to have tacit knowledge embodied in them (Mehrabani 
& Shajari, 2012; Nonaka et al., 2000). The interaction between tacit and explicit knowledge can 
lead to new knowledge creation as illustrated in figure 2.1 (The SECI model). 
  
The model of SECI that is illustrated in figure 2.1 (The SECI Model, p. 23) shows the continuous 
process of the conversion between tacit and explicit knowledge (Inkpen, 1998; Nonaka et al., 
2009). The concept of ba is a component from the SECI process in which knowledge is shared, 
created and utilized in “shared” places (Inkpen, 1998; Nonaka & Takeuchi, 1995; Nonaka et al., 
2009). Even though each phase in the SECI model can create knowledge independently, the 
knowledge creation processes in the organization can only occur when all the phases are 
managed and interacted dynamically (Haslinda & Sarinah, 2009; Nonaka & Takeuchi, 1995). 
This knowledge creation process is illustrated as a spiral in the model which starts from the 
individual level where individuals interact through the relations and networks in the 
organization. The process continuous to collective level and finally reaches the organizational 
level which creates a spiraling effect of knowledge creation and organizational learning 
(Haslinda & Sarinah, 2009; Nonaka & Takeuchi, 1995). 

 
Figure 2.1 The SECI Model (Nonaka 1991;1994; Nonaka & Konno, 1998; Nonaka et al., 2000; 

Nonaka & Toyama, 2003) 
  

Knowledge 
flow 

Proces (four phases) Examples of 
activities 

Tacit to Tacit Socialization: TK is shared among 
humans). The term socialization is used 
since TK is shared through joint 
activities rather than explaining certain 
phenomena’s through instructions. This 

For instance, an 
apprentice who will learn 
the TK from his mentor 
is an example of the 
socialization process 
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means that TK in the socialization 
process is gathered through interactions 
just like an interaction between 
customer and supplier (Haslinda & 
Sarinah, 2009; Nonaka & Konno, 
1998). 

(Nonaka et al., 2000). 

Tacit to 
Explicit 

Externalization: TK is “translated” 
into EK where knowledge can be shared 
among others. This means that the TK 
in the externalization process becomes a 
basis for new knowledge to grow 
(Haslinda & Sarinah, 2009; Nonaka et 
al., 2000). 
  

For instance, an 
employee that has been 
working in the 
production for several 
years have seen some 
improvements that can be 
made and then articulate 
this TK into EK and 
share it among the other 
employees (Nonaka et 
al., 2000). 

Explicit to 
Explicit 

Combination: EK is transferred to a 
more systematic knowledge, which 
means that the EK turns to become new 
knowledge. The new knowledge is then 
shared and spread among the employees 
(Haslinda & Sarinah, 2009; Nonaka et 
al., 2000). 
  

For instance, when a 
controller in a company 
gathers information from 
the organization and uses 
the information in a 
financial report, it has 
now become new 
knowledge since the 
information have been 
collected from different 
sources in the 
organization (Nonaka et 
al., 2000). 

  

  
Explicit to 
Tacit 

  
Internalization: explicit knowledge is 
shared in the organization and each 
individual converts the information into 
tacit knowledge. The internalization 
process is connected to “learning by 

  
An example is that a 
trainee reads the 
organizations manuals 
and documents and out of 
the reading develops tacit 
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doing” which means that each 
individual by training and exercising the 
new knowledge learns how to utilize the 
new knowledge in their work. When the 
employees have internalized the new 
knowledge as a part of TK, it will 
become an asset for the company). The 
new information tends to spiral, which 
means that the employees share their 
new knowledge in the socialization 
process, and could over time become 
new knowledge (Haslinda & Sarinah, 
2009; Nonaka et al., 2000). 

knowledge (Nonaka et 
al., 2000). 

Figure 2.2 Knowledge creation table (Nonaka & Konno, 1998; Nonaka et al, 2000) 
  
According to Nonaka and Toyama (2003), the SECI process and the concept of BA can be used 
to explain the dynamic process of knowledge creation and utilization. The knowledge creation is 
considered to be a logical process by Nonaka and Toyama (2003) and this process derives from 
the different interactions between individuals, organization and the dynamic environment in 
which they operate. This process is however complex and need further understanding especially 
in the matter of how the organization benefit from the knowledge (Nonaka & Toyama, 2003). In 
this paper the knowledge creation is considered to be a process of knowledge conversion which 
is adopted from Nonaka and Toyama (2003). The process of knowledge creation is considered 
by Nonaka and Toyama (2003) to exceed old boundaries of existing knowledge within 
individuals, groups and organizations by acquiring new knowledge. The process is illustrated 
above in figure 2.1 and explained in figure 2.2 and the upcoming heading. 

2.5.1 Knowledge creation 
The capability to create new knowledge and utilize existing knowledge is considered one of the 
most important sources to achieve sustainable competitive advantage (Grant, 1996; Mehrabani & 
Shajari, 2012; Nonaka, 1991; Nonaka & Toyama, 2003). This makes it important to understand 
the process in which knowledge is derived and utilized (Mehrabani & Shajari, 2012; Nonaka & 
Toyama, 2003).   The process of knowledge creation in this paper is built and adopted from 
Nonaka (1991;1998) which is divided into four different phases as illustrated in figure 2.2 
(Nonaka 1991;1994; Nonaka & Konno, 1998; Nonaka et al., 2000; Nonaka & Toyama, 2003). 
The four different phases in this process of knowledge creation is characterized by different 
activities that will in the end of cycle lead to new, deeper and more powerful knowledge in the 
organization (Nonaka, 1991; Van Gils & Zwart, 2004).  
The knowledge creation is not only a process in which the organization gains knowledge but 
rather the individuals, groups, departments etc. that acquire and utilize knowledge (Mehrabani & 
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Shajari, 2012; Nonaka & Toyama, 2003; Nonaka et al., 2009; Van Gils & Zwart, 2004). The 
knowledge creation can be seen as a dynamic and interactive process in which knowledge is 
synthesized from the interaction between individuals/organization and environment (Mehrabani 
& Shajari, 2012; Nonaka & Toyama, 2003; Nonaka et al., 2009; Van Gils & Zwart, 2004). Both 
the interaction with the environment and the actions taken by the organization is what create and 
develop knowledge through the converting process of tacit and explicit knowledge as illustrated 
in figure 2.2 (Mehrabani & Shajari, 2012; Nonaka & Toyama, 2003; Nonaka et al., 2009). 
  
  
  
  
  

2.6 Conceptual framework 

. 
Figure 2.3 Own Processing 

According to Lee and Lieberman (2010) acquisition is mainly done since the acquirer want to 
change the way in which they create and coordinate resources. It has been shown that 
acquisitions can be used as a way for the acquirer to change its resources or utilize the acquired 
resources to enter a new market or launch new products (Lee & Lieberman, 2010). Companies 
can have different reasons for making an acquisition, which can be for their resource expansion, 
or to gain knowledge and experience of a new market effectively (Ekeledo & Sivakumar, 2004). 
Companies can use acquisitions to fill a gap in their resources which allows the company to 
extend its resource base (Lee & Lieberman, 2010). The changes of resources including routines, 
culture and human capital have a central element, which are the learning processes in the firm 
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(Teece et al. 2007). The learning process is of great importance when firms intend to perform 
tasks differently, which may enable the company to achieve different types of success such as 
exploiting new production opportunities or gain higher business performance (Teece et al. 2007). 
The arrows in the figure represent the changes in a factor in the model which in turn affects the 
other factors. 
The “learning processes” is illustrated as a circle unlike the remaining factors in the model which 
are illustrated as gears. This since the “learning processes” is the central element in the model 
which the study intends to address in order to fulfill the purpose. The learning process facilitate 
the dynamic capabilities which includes the changes in culture,  routines, organization and 
human resources but are also affected by the  reconfiguration and changes in the resources of the 
company. 
  
Knowledge management could be used as a tool for helping managers to identify, develop and 
leverage knowledge in businesses (Alavi and Leidner, 2001). This can be connected to dynamic 
capabilities, which need managers who develop and monitor the capabilities in order to become 
successful in a certain context (Helfat & Peteraf, 2003). It´s of importance to understand that 
dynamic capability is not a resource but rather a process that can affect the company´s resources 
(Ambrosini & Bowman, 2009). The figure also shows that knowledge management enables 
dynamic capabilities that are antecedents of specific operational/ functional competences which 
in turn have a significant effect on business performance (Easterby- Smith & Prietow, 2008). The 
square of dots illustrates the separating line between the market/environment and the company 
which also means that it illustrates the challenges which the company needs to overcome in order 
to achieve success in the acquisition. Different markets are characterized by different issues, 
which mean that a company may face different challenges dependent on what market they are 
operating in (Egan & Ovanessoff, 2011). In today’s business economy companies may face 
different challenges such as learning from the new market they are exposed to or entering and 
how to benefit from the new market knowledge (Holden, 2002; Laursen & Salter, 2006). The 
dynamic market as illustrated in the model is characterized by the changing environment which 
represents the different industries that the companies operate in (Egan & Ovanessoff, 
2011;Vassolo & Anand, 2008). The dynamic market necessitates a renewal or a reconfiguration 
of the company’s resources and capabilities in order to adjust to the changes in the environment 
(Danneels, 2010; Laursen & Salter, 2006; Vassolo & Anand, 2008). The use of gears as an 
illustration for the relationship between the factors “dynamic capabilities” and “knowledge 
management” has nothing to do with the mechanical process in machines but rather to show that 
a change in one gear leads to a change in the other gear.  
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3. Methodology 
In this chapter the approach of the study will be presented followed by an explanation of how the 
primary and secondary data have been collected. The ethical issues and the trustworthiness of 
the paper will be finally discussed. 

3.1 Research approach 
In order to answer the research question, an appropriate research approach has to be chosen. 
The deductive approach is used in this paper since we need to expand our knowledge in the 
research field that the paper aims to study (Bryman & Bell, 2011).The deductive approach will 
allow us to build a theoretical basis that we can base our interview guide on (Bryman & Bell, 
2011). The deductive approach is used when the researcher intend to identify and develop a 
theoretical framework which will be tested with the empirical data which is what is going happen 
in this study (Saunders, 2009).  We have collected data from scientific articles regarding how 
dynamic capabilities, knowledge management and entrepreneurial managers are connected and 
how they may lead to success in the acquisition process. The research field of dynamic 
capabilities is mostly on a conceptual level which means that there are opportunities to make 
empirical studies to get a deeper insight and to understand the link between entrepreneurial 
activities, knowledge management and dynamic capabilities (Teece, 2012). That was necessary 
since we needed to develop the theoretical framework and get the appropriate knowledge to 
fulfill the purpose of the paper, which means that the deductive approach is used. 

3.2 Research strategy 
According to Yin (2003) there are five research strategies that can be applied in research 
which are experiment, survey, archival analysis, history and case study. Since we want to get 
an insight in the chosen field by conducting personal interviews, the case study was the most 
Appropriate choice. A case study is appropriate for the research since the aim is to get a deeper 
understanding for specific phenomena (Bryman & Bell, 2011). The most appropriate approach to 
understanding a company´s resources is to conduct it qualitatively through a case study since the 
process that are connected to the resources might be complex (Ambrosini and Bowman, 2009; 
Teece, 2012). Studies in the field of dynamic capability are dominated by quantitative 
approaches and that’s why qualitative research is needed to obtain rich data (Ambrosini and 
Bowman, 2009; Teece, 2012). The top management team has the final call in companies and 
that’s why they play an important role of dynamic capability (Ambrosini and Bowman, 2009).  
It’s of importance to reconsider the contextual change of a firm because if the context change 
and the dynamic capabilities don’t, the company could lose effectiveness (Ambrosini and 
Bowman, 2009). By conducting the study through case studies, we can get more insight in the 
decision making process of the management team which will provide the paper with rich 
empirical data for the analysis. Case studies are useful when seeking in-depth understanding 
which provides the study with a basis for us to develop and generate new perspectives and 

23 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

insights of the phenomena (Bagla-Gokalp, 2008). In this paper, two cases were chosen to be 
studied in depth by focusing on challenges in the acquisition process within the manufacturing 
industry. This was intended to finalize through personal interviews with two top managers from 
each case. Furthermore, one of the cases was chosen based on the success of their acquisitions 
while the second was chosen since they were in the startup process where they have to face a lot 
of challenges. By making these choices, we gained the possibilities to compare and investigate 
two acquisition cases. This type of case strategy is mainly used when unique or extreme cases 
are found (Saunders et al., 2009). According to Bryman and Bell (2011) choosing a few cases to 
investigate, it becomes easier for the researcher to get more information easier out of these cases 
since the researcher gets more time to investigate in the collected data which provides the study 
with higher credibility. There are disadvantages though with having this type of research strategy 
and that is the difficulties with generalizing the results from the cases. Even though we are aware 
of the generalizing problem with the chosen research strategy, it was a necessary choice since it 
allowed us to gain relevant and detailed information for this paper. 

3.3 Research method 
The choice of research method is dependent on what type of data the researcher wants to collect, 
which can be quantitative, qualitative or a mixed method (Bryman & Bell,2011). Making a study 
in the research field of acquisitions of firms is challenging since they tend to be dependent on 
complex history of companies (Helfat & Adner, 2003; Teece, 2012). To be able to explore and 
understand the acquisitions process of firms in the manufacturing industry from a learning 
perspective, the author found that the qualitative method was more appropriate by to be able to 
answer the research question and to correctly address the research gap. This was conducted 
through in-depth interviews with top managers in two manufacturing companies that recently 
have acquired companies which mean that they possess the necessary information for the aim of 
the study. The choice of conducting a study through a qualitative research method rather from a 
quantitative provides the researchers with subjective interpretation of the phenomena in contrast 
to the quantitative which will provide data that can be measured and quantified by using 
statistical tools (Bryman & Bell, 2011). The concepts of “dynamic capabilities” and” knowledge 
management” are mostly on a conceptual level which means that there are opportunities to make 
empirical studies to get  deeper insights and to understand the link between the concepts in field 
of acquisitions (Teece, 2012).  
  
By adapting a qualitative method we can get a deeper understanding of how the respondents 
perceive the acquisition process from a learning perspective. Furthermore, by going in-depth we 
can get a picture of how managers utilize their resources when entering a new market through 
acquisitions. To understand this phenomena we need to see it through the respondents 
perspective which is the why we chose the qualitative research method (Brinkmann & Kvale, 
2009). To be able to ask follow-up questions and to see the reaction from the respondents during 
the interviews, we need to get closely involved with the respondents (Bryman & Bell, 2011).  
This will provide the research higher trustworthiness since we can genuinely understand the 

24 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

phenomena through the respondents’ eyes (Bryman & Bell, 2011). In the quantitative method, 
the researcher is distant and not involved with the subject which means that we can´t get the 
respondents actual meaning (Bryman & Bell, 2011).  

3.4 Data collection 

3.4.1 Primary data 

In this paper, the primary data is based  on four interviews from companies operating in the 
manufacturing industry. We chose to make two interviews in each company which was with the 
CEO and the plant manager in both cases. One of the companies is operating in food packaging 
industry in the European market while the other is operating in Swedish concrete industry. Since 
the aim of the study is to get an understand of how the learning process affect the knowledge 
management and dynamic capabilities to overcome challenges in the acquisition process, we 
chose to conduct the interviews face-to-face. According to Bryman and Bell (2011) face-to-face 
interviews give the researchers a more personal contact which may make it easier to 
understand how the respondents perceive the challenges in the acquisition process. However, 
this type of interviews can have consequences on the answers given by the respondents, more 
specifically giving the researcher answers that they think pleases the interviewers. While making 
the interviews we had this in mind and try to not interrupt or lead the respondents in a certain 
way. The face-to-face interview had advantages for our aim since there were many open 
questions which would not have been easy to answer over different communications tools such 
as phones, Skype etc. 
  
The question that is used in the interview guide is based on semi-structured questions where 
the respondents have the ability to answer without influences from the interviewers (Bryman & 
Bell, 2011). The interview guide that was used has topics which was predetermined and under 
each topic related to the different concepts in the theoretical framework. Since the interview 
guide is in line with our theory, we got freer rein to investigate and ask questions of each of the 
topics. It became obvious for us after the interviews that more open questions were preferred by 
the interviewees since they all were owners and top managers who was used to speak freely. 
The flexible structure of our interview guide allowed us to make the interviews more open to not 
miss any important information for this study. All the interviews took approximately 50 minutes 
each which was decided by the respondents. The effect of this was that we had to be well 
prepared and to choose the right questions to make the best out of the time we got. 
  
The choices of place for the interviews are of importance according to Denscombe (2009) since 
the environment should be quiet and convenient for private interactions. The interviewees 
should feel comfortable in the place were interviews are conducted which was why we chose to 
proceed with the interviews in each of the interviewees offices. Not only the place are of 
importance but also the behavior of the interviewer can have an impact on the outcome 
(Bryman & Bell, 2011). We always try to inform the respondents about the purpose of the study 
and how we will go through the whole process by first of all show our respect and gratefulness 
for their participation. We tried to have a respectful interaction by trying to memorize most of our 
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questions in order for us to keep eye contact during the interview. Furthermore, we decided to 
make every other interview while one of us took notes which later on were shown to be a good 
strategy. We also did this since we both wanted to feel engaged in the whole process of 
conducting this study. 

3.4.2 Secondary data 

Primary and secondary data were collected in the study. Primary data is gathered for specific 
aims (Miles & Huberman, 1994). Secondary data is collected from previous studies in the 
field of acquisition, DC, KM and entrepreneurship such as books, articles and dissertations. In 
order to proceed with our research question, we started to read books and previous research in 
the chosen topic which is according to Backman (2008) essential for developing a research 
question. After doing a literature review and got more insights in the research field of 
acquisition, we developed the research question and the concepts for the theoretical framework. 
After developing the concepts that are of importance for the topic, we started to search for data. 
The concepts we found interesting from our literature review was dynamic capabilities and 
knowledge management since they were found of importance for the acquisition process. 
  
The scientific articles were gathered from the databases Web of Science, Google Scholar, 
Emeralds, Jstor and Hulda which is the search engine in Halmstad University. We have been 
using scientific 
articles which were chosen on the criteria of how many times they have been cited, how old they 
are and how applicable they are for the topic of the paper. The books that were used were found 
in Halmstad University library and online Google books. We always have in mind to find articles 
from the frontiers of research and according to the other criteria’s since it makes the study more 
up-to-date. The theoretical framework has high credibility since most data is strengthen by using 
studies from the frontiers of research. When collecting the information we used different 
combination of keywords such as acquisition, entry mode, exploitation, exploration, knowledge 
management, RBV, resources, capabilities, dynamic capabilities, entrepreneurs, entrepreneurial 
managers and resource integration. 

3.5 Selection 
The two cases were chosen based on several criteria which were decided by the interest of the 
researchers, to fit the purpose of the study and to contribute the research within the context of 
manufacturing. After the research gap was identified, the search for suitable cases began which 
lead us to our own networks of companies operating in the manufacturing industry that is called 
convenience sample by Bryman and Bell (2011). This type of method saved us time and made us 
more secure that we will get the possibility to collect the empirical data we need for the paper. 
The downside of choosing companies we are familiar with is that we may have preconceptions 
of how they operate and what problems they may have. Since the aim is to investigate how 
companies deal with challenges regarding acquisitions of other companies operating within the 
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same industry, but not necessarily with similar products and markets to increase the performance 
of the whole group, we chose to conduct two case studies to be able to compare and find what 
factors are important for the success of the acquisition. To understand of how to make a 
successful acquisition and develop the business through the new market and products by 
reconfiguring the bundle of resources they possess, a certain sample of companies was required. 
This led us to the decision of making a two case study where we compare one case of successful 
acquisition with another which has not yet fully overcome the challenges and adversities. 
The choice of  conducting the cases within the manufacturing industry is based on the fact that 
knowledge and organization are the driving forces of production companies and the managerial 
perspective of this is of importance (Kakabadse et al., 2003). Knowledge management could be 
used as a tool for helping managers to identify, develop and leverage knowledge in businesses 
(Alavi and Leidner, 2001). This can be connected to dynamic capabilities, which need managers 
who develop and monitor the capabilities in order to become successful in a certain context  
which is in this paper the manufacturing industry (Helfat & Peteraf, 2003). It´According to Yin 
(2011), a case selection can be based on both similarities and differences. This will require a 
cross-case analysis to find the patterns between the cases which can help us to better understand 
the challenges and how to overcome these which will make the conclusion more elaborate. 
The selected cases had both acquired companies that had production facility which makes the 
comparison easier since they may both face challenges in the production and not only market 
related problems.  To be able to get information about the challenges inside the production and 
the market related issues we chose to interview both the owners which possess most of the 
information about the acquisition itself. Furthermore, we needed information from inside the new 
acquired production facility which is why we chose to interview the plant/site managers. This 
selection gave us to perspectives of the phenomena which mean that we could be more critical to 
the findings and see both similarities and differences in the received information between the 
respondents (Yin, 2011). 

Respondents 

  
B1 is the managing director and owner of Packaging GMBH. B1 has approximately 40 years’ 
experience from the food packaging industry and has acquired several companies throughout 
the years. His experience regarding acquisition can´t be neglected and this was one of the 
reason why B1 was chosen as a respondent. By interview a person with previous experience 
from acquisition we knew that we would get detailed explanations on what challenges are of 
interest and how to overcome this. 
  

  
B2 is the site manager at the newly acquired company in the Group of Packaging GMBH. B2 
has a master degree in management and has a background as a management consultant. B2 is 
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the person who has the main responsibility for the factory and has full insight in the 
production. We found it of interest of choosing B2 as a respondent because he is involved in 
the production on a daily basis and knows every step of the production process. 
  

  
A1 is the owner of Concrete AB and is a member of the board. A1 has approximately 35 
years of experience from the manufacturing industry and he has played an important part in 
acquisitions that Concrete AB has done. Since A1 is the owner, it was important to interview 
him because he is the one who finance and takes the final call if an acquisition should be done 
or not. By interviewing A1, we have the ability to get a fully input from the owners and top 
management point of view. This is of importance since A1 together with the board has the 
final decision if an investment should be done or not. 
  

  
A2 is the plant manager on the factory that Concrete AB has acquired. A2 has 40 years’ 
experience of the market and was a key person both under and after the acquisition. A2 has 
full responsibility for the factory and is one of the reasons for the high effectiveness and 
profitability. We found it of interest of interviewing A2 since he is a key person for Concrete 
AB in their acquisition of the new factory. 

3.6 Operationalization 
Since a research question can be interpreted differently based on what preferences the 
respondents have, the collected data may not be comparable which will have a negative impact 
on the findings of the study (Bryman & Bell, 2011). In order to avoid this risk, we decided to 
operationalize our concepts to make them comparable or as Jacobsen (2002) describe as 
measurable. The operationalization helped us to improve the interview guide by making the 
concepts from the theoretical framework more concrete since knowledge management dynamic 
capabilities may be seen as abstract phenomena. To be able to make this, we had to search for 
concrete indications that the interview guide was based on. The structure of the interview guide 
was primarily based on the theoretical framework but was changed after the first interview since 
we noticed that we got the answers for questions that were apart from what discussed during that 
moment of the interview as discussed in chapter. 

3.7 Data analysis 
When we had conducted the interview which was based on our interview guide, we decided to 
transcribe the data immediately after the interviews in order to make sure that important 
information didn’t get lost. This is in line with Denscombe (2009) who claims that a transcription 
should be done as soon as possible after the interview. After the transcription was done, our next 
step was to systematize the material which means that the most relevant data was sorted out. 
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The empirical data followed the same structure as the theoretical framework. However, when 
analyzing the data, it was inevitable not to change the structure. This was done since we couldn’t 
get the respondent to answer the questions one at a time. We noticed during our first interview 
that the respondent wanted to talk freer about the challenges during the acquisition process which 
showed that semi-structured interview were relevant to use while interviewing this respondent. 
We faced the same issues during the interview with the other respondents and we noticed that 
semi-structured interviews were the most appropriate way when discussing challenges during 
acquisitions with our chosen respondents. Some quotes from the respondents were written down 
and used in the analysis to highlight important parts. After transcribing the empirical data we 
started to make within-case analysis to find patterns of the collected data, this was necessary to 
see if the respondents had the same interpretations of the phenomena. In both cases the answers 
was cross-checked and the authors couldn’t find any significant differences that were of interest. 
Although, it was noticed that the owners in both cases gave more exhaustive answers regarding 
the acquisitions process while the site managers provided more data regarding the challenges in 
the operational, culture and the human resources. An explanation for this can be that the site 
managers work more closely to the operational core while the owners deals the transaction 
process, networks of the company and strategic issues.  As the authors could noticed was that all 
respondents had relatively much information regarding the market they had entered. In the 
analysis, the two cases were analyzed in contrast to each other to find patterns that could be used 
in the conclusion. Furthermore, patterns were found in the empirical data through a comparison 
of the interviews which made it possible to find similarities and differences that was later on 
analyzed. After that, the authors started to make an analysis of it by using the theoretical 
framework and connecting them. 

3.8 Trustworthiness 
  
Since our study is of qualitative characteristic we are aware of the fact that the respondents affect 
the trustworthiness of the study. By conducting the interview face to face, we decided to take 
turns on asking questions since it’s hard to keep eye contact while writing down the answers.  
We decided to conduct the interview in a place where the respondents felt comfortable since 
there is a possibility that the circumstances can affect the respondents (Jacobsen, 2002). We are 
aware of the fact that the respondents could be affected by our presence and the way we behave 
which is another reason for conducting the interviews in a place where the respondents feel 
comfortable and relaxed. After the acceptance from the respondents, we chose to record the 
interviews to be able to check that our notes were consistent with the interviewees’ actual 
meaning. When choosing to record the interviews the researcher must be aware of the fact that 
there can be technical problem with the equipment which can lead to loss of data. We chose to 
take notes during the interviews to assure that no relevant information would get missed out if 
some technical issues would occur. 
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Before starting the interview we announced that the respondents and the companies had the 
possibility to be anonymous. The companies and respondents who have participated in this study 
are fictive. This made it easier for us to be critical to the empirical data since we knew that the 
information we received by the respondents couldn’t get available for any competitors. This is in 
line with the Gray (2004) who claims that it’s important that the respondents feel that they aren’t 
risking anything by giving certain answers. The study also gains higher dependability when 
possible important information that may be sensitive for the interviewees is not excluded in the 
paper. Since the study is based on four interviews, there is a problem by generalizing the study to 
other companies who dealt with challenges when acquiring a company. This will also affect the 
trustworthiness of the study. To avoid the disadvantages of having two cases with only four 
interviews, the authors cross-checked the answers they got to assure that the empirical data is 
robust and trustworthy. Furthermore, annual reports of both cases were investigated to assure 
that the data was reliable while making the analysis. Since the aim of the paper wasn’t to 
generalize the findings, the authors still had this in mind to make sure that the outcome is 
trustworthy. According to Denscombe (2000) case studies using a qualitative approach can 
actually be generalized to some extent based on the similarities that can be found between the 
findings of this paper and on the category that the readers intend to generalize to. In this case it is 
the acquisition process and the faced challenges in the manufacturing industry that can be of 
interest to generalize. By using more than one source for each statement, we make sure that the 
theoretical framework is trustworthy and that more than one scholar agrees on the matter of the 
statements.  

3.9 Ethical issues 
Before conducting the interviews, a brief explanation of the purpose of the thesis was presented 
which according to Yin (2011) is of importance regarding the ethical issues. We also explained 
the process of the interview and they were also informed about how long the interview would 
take approximately. Furthermore, the respondents were asked if it was possible to record the 
interviews. We explained for the respondents that the recorded data will only be used by us to 
make sure that we didn’t miss relevant information. 
All respondent who has participated in this thesis are anonymous and their names are fictive. 
Since we are studying challenges in the acquisition process, there might sensitive information 
that the companies don’t want to be available for their competitors. The challenges can also be 
interpreted negatively from the employees’ point of view which is another perspective on why 
the companies are anonymous.  Information we receives from the interviews are not supposed to 
be public since the information is a valuable resource for the companies in terms of challenges in 
acquisitions. Before agreeing on a date for the interviews, we sent emails to our contacts in both 
companies who forwarded the information to the respondents. The information in the emails 
contained information about the aim of the study and how the interviews would be conducted. 
We assured that no sensitive information would be shared or published.  
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4. Empirical data 
In this chapter the two companies that will be used as empirical data will be presented follow by 
a brief presentation of the respondents. One of the companies is a Swedish SME operating in the 
manufacturing while the other is a multinational company operating in the manufacturing 
industry. Furthermore, the empirical data will be presented. The presentation of data will follow 
the same structure as the theoretical framework and parts that the authors’ find of importance is 
highlighted as quotations. This chapter will be the basis for the upcoming analysis. 

4.1 Case Description 
 Concrete AB is a family owned company within the concrete industry and was founded for 
approximately 100 years ago. Concrete AB delivers concrete to warehouses, schools, housings 
and their concrete is used in several other contexts. Over the years Concrete AB has developed 
and has today over 200 employees and turnover for approximately 500 MSEK. The base product 
of Concrete AB is prefabricated concrete. Moreover the company also mounts their products and 
not just produces. The company has several business areas within the concrete industry. Concrete 
AB has their own logistics that includes trucks and concrete pumps. 
During the last decade, Concrete AB has entered several new markets by acquiring other 
companies but also through organic growth. Concrete AB has invested heavily in their facilities 
and concrete plants which allowed them to exploit new and existing markets. The company has 
acquired five new firms in the past decade. Each of these firms is operating in different segments 
but still in the concrete industry. The different businesses units are not located at headquarter but 
are spread across Sweden. 
Packaging GMBH is a multinational firm with headquarter in Germany. They are operating in 
the manufacturing industry and specifically in packaging. They have several facilities with 
different business areas and markets. The new factory that has been acquired is specialized in 
more advance food packaging products. 
 
In this chapter, abbreviations will be used for both cases and for the respondents in order to make 
it easier for the reader to follow. The respondents of Concrete AB will be named A1 and A2, 
where A1 is the owner and member of the board and A2 is the plant manager for the acquired 
firm. The respondents of Packaging GMBH will be named B1 and B2, where B1 is the owner 
and managing director while B2 is the site manager for the newly acquired factory.   

4.2 The acquisition and challenges 
According to B2, the company faced major challenges during the acquisition process since the 
acquired company went bankrupt. The consequence of the bankruptcy led to challenges such as 
short transaction process since there were a lot of stakeholders involved say B2. The information 
that was presented to us had lack of reliable data which was quite a challenge says B2. The new 
factory had lack of accounting and support for it which is why the new management team had to 
go through a lot of accounting records to make sure that everything was in accordance to what 
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we expected and claimed. According to B2, it was necessary and very important to be able to 
calculate and estimate the right price for the new factory. 
  
“A challenge that we have been working on since the start is how we will use the old employees 
together with the new more skilled personnel” (B2, personal communication, March 14th, 2014). 
  
After the acquisition, more challenges were found since we now have access to everything 
concerning the factory says B2. According to B2, challenges that we are dealing with on a daily 
basis is the high rate of machine breakdowns, low quality of the products,  poor level of 
professional education of employees. 
  
“The customers lost their trust in the company because the last year was unreliable which is a 
major problem for us to win them back” (B2, Personal communication, March 14th , 2014). 
  
According to B1, the first step before acquiring the company was to think about the concept and 
what we are aiming to do in the future. The factory was not acquired to leave just like it is but to 
make a part of the group to complement the other factories says B1. The aim for this acquisition 
was to move from more basic products to more advanced ones but also to have geographic 
advantage since we have many customers in the European market says B1. In order to manage 
this we need the market and the knowledge about it, the know-how and money explains B1. 
Another question we had to deal with was how to make this acquisition with as little resources as 
possible says B1. In order for us to succeed in a modern country as Germany, it´s important right 
equipment to make the high quality products that the market demands which will make it 
possible for us to have a high price strategy claim B1. Now that we have acquired the factory and 
have new advanced equipment, we need to train our employees in order for them to use this 
advanced tools to make the concept work successfully claims B1. 
  
The A2 was not involved in the acquisition process but he was told that before the acquisition, 
the first challenge for the owners was to convince the company they had interest in that the 
mother company Concrete AB was good enough to run the operation and be sure that their 
intention was not to shut down the plant through the acquisition. After the previous owners 
where convinced and understood the good intention of Concrete AB, the next challenge for the 
board was to find an appropriate way of financing the acquisition narrates the A2. According to 
A2 the challenges after the acquisition was to keep the profit margins the acquired firm had, 
which were pretty good. 
A2 states that the former owners were aware of the fact that their factory was worth a lot and 
based on that demanded a high price for the factory. This was of course a challenge for Concrete 
since they did not want to put too much of their capital on the investment since it could create 
issues in their budget, says A2. Anyhow Concrete found a tax solution and started to deal with 
their next which was to find finance for the acquisition, states A2. According to A2, he was 
contacted by the CEO of Concrete AB directly after the acquisition and was asked if he wanted 
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and was able to manage the new factory. A2 says that he agreed to the CEOs´ proposition since 
he had a long experience of working with the company and wanted a new challenge in his career. 

4.3 Dynamic Capabilities 
The B2 claims that the acquisition brought them new resources such as new potential customers 
and new technology that are not operational at the moment. Furthermore, new machines were 
included in the purchase which are highly advanced in comparison to our other machines 
explains B2. We gain possibilities to enter new markets that require more advanced products that 
were not possible before this acquisition claims B2. According to B2, a capability that we now 
have is to have shorter process and distribution to the European market. The most important 
pillars are to get the machinery and equipment up running so the maintenance can be done, the 
training of the operative core and the sales force says B2. The new machines are quite similar to 
the ones we have in our other factories but still we need to think of a test phase in the beginning 
since it’s still a new technology even though its similar claims B2. We will serve both new and 
existing markets which will be found through former contacts but also through upcoming 
exhibitions such as the next one which is the largest one in Europe claims B2. The former 
contacts of the mother company´s and the CEO will be used as a network to reach new 
customers means B2. 
  
A2 says that he had to work together with the previous owners in a transition period of two years 
to able to manage the whole factory by himself. Under this period he acquired a lot of new 
knowledge, especially in their operation and production methods which he wasn’t used too, says 
A2. According to A2, the transition period was not determined to finish in two years but was 
rather ended because of a conflict between him and the former CEO who didn’t want to let go of 
the governance of the company since in his mind it was still his to claim and rule. This forced 
Concrete to get rid of the former owners forever and I got the full responsibility of the factory, 
from production, sales to budgeting and marketing, claims A2. According to A2, the knowledge 
he gained from the former owner was crucial for him since the factory had a different approach 
than he was used to. 
According to A1 the main challenges in the acquisition was to keep our profit margin but also to 
get the company to work as one. It took a while before we integrated the companies into one says 
A1. They had great experience and were very much respected in their field which was one of the 
reasons we bought the company claims A1. However, they did lack in team work and we got the 
impression that everyone was working for themselves says A1. According to A1, the main issue 
was that the salary was based on piecework which has its ups and downs. There are some 
business areas that could learn from them says A1. We learned a lot from their way of working 
since they were good at cutting costs and they have learned throughout the years to be effective 
explains A1. The competition has increased in the past few years which has led to  lower price in 
the industry explains A1. One of the reasons for this is that the supply is greater than the demand 
claims A1. According to A1, the skilled people have become more coveted on the market which 
has led to companies steal each other employees, including us. If you have the ability to 
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distinguish yourself from the competitors, you can charge higher price explains A1. If you then 
also can offer a total solution, even more money can be earned claims A1. 
  
 Market, customer and product development is very important and that you understand each part 
of this claims B1. According to B1, the organization must be trained to understand each part to 
be able to deliver a good total solution. The interaction between the different departments is 
crucial if to be successful claims B1. It was the same when be bought this factory, we needed 
different specialist to understand each part says B1. 

4.3.1 Organization 

It’s difficult for the organization to get used to the high quality standard that we are aiming to 
achieve says B2. According to B2, before everybody was focusing only on their area and now 
they have to think about the network across the different departments. It’s important that the 
employees from different departments knows and understand what is done and required from 
each other claims B2. For instance, the extruder must check the quality as well and not wait for 
the quality manager to perform the quality test means B2. This is necessary to be more efficient 
and to optimize the production which is a major change for the employees that were used to 
focus on only one specific task. 
  
“Everybody is quality assurance not just the people working with quality assurance” (B1, 
personal communication, 14th March, 2014). 
  
I wish I could delegate more responsibility to both managers and employees but it´s a matter of 
competence and qualifications which is why I currently can´t because the employees have not yet 
internalized the new way of working which is the high quality approach says B2.  
  
A2 says that he had to work together with the previous owners in a transition period of two years 
to able to manage the whole factory by himself. Under this period he acquired a lot of new 
knowledge, especially in their operation and production methods which he wasn’t used too, says 
A2. According to A2, the transition period was not determined to finish in two years but was 
rather ended because of a conflict between him and the former CEO who didn’t want to let go of 
the governance of the company since in his mind it was still his to claim and rule. This forced 
Concrete to get rid of the former owners forever and I got the full responsibility of the factory, 
from production, sales to budgeting and marketing, claims A2. According to A2, the knowledge 
he gained from the former owner was crucial for him since the factory had a different approach 
than he was used to. The decisions to make the acquisition was discussed and taken by the board 
of Concrete AB explains A1 and A2. We discussed it and of course we made some calculation as 
well to see what synergies could be achieved through the acquisition claims A1. According to 
A1, a couple of visits to the factory were done to get the feeling of the company. 
  

34 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

“We are now developing some platforms where we can share information between the different 
business areas”(A1, personal communication, 2nd of April, 2014). 
  
For instance, we have developed a program so everyone can see were our trucks are so they 
never runs without cargo says A1. According to A1, this is one of the actions we have taken to 
become more effective. 
Our company have a history of being too focused on production explains A1. This has become 
an issue and we now need to become more market and customer focused says A1. According to 
A1, they have hired a marketer that will try to developing the marketing to make new potential 
customer aware of the products. 
We have hired external sales manager in several of the business units since we need to get more 
focused on sales and not just production explains A1. Of course, it’s of importance to have good 
quality and be focused on production but without our customers it doesn’t matter how good we 
are in the production explains A1. 
  
According to B1, the investment process started from his network who informed about the 
factory. We visit the factory to see the potential and to see how good the machineries were says 
B1. Then we needed to calculate on how much we would invest in this factory and what prices 
that are reasonable claims B1. According to B1, a plan is need for the counteraction to ensure 
that the factory wouldn’t lose more money. The quality must not be neglected since we want to 
be associated with a company that deliver high quality and not like this factory used to be says 
B1. We need to change the awareness of the people working here, because unable to do so, they 
will continue to work as they always have done which is not good if we want to produce high 
quality products claims B1. We will hire external trainers who will help the people here to 
become more effective explains B1. Furthermore, B1 explains that each of the employees needs 
to work as one to be able to reach our goals. Because if they don’t feel that the company is 
friendly and that there is good teamwork they will not stay here for too long and maybe chose a 
competitor instead claims B1. 

4.3.2 Human Resources 

To enter the new market, we are developing a plan including the heads of all departments to get 
the former low quality approach to fit the new level of quality that will be serving the market 
says B2. The plan is to replace approximately 25 percent of the employees to more highly skilled 
personnel claims B2. It’s important to ensure a forum for communication, for key areas we have 
the warehouse, the planning and sales says B2. We have separate meetings twice a week where 
all heads of departments are attending, so on management level we need to have the exchange of 
knowledge that is cascaded to the employees later on claims B2. Once a month we have a 
meeting where all employees are gathered for a short overview of how we are managing the 
work says B2. We will have different specialized employees in the areas of finance, controlling, 
warehouse, insurance and quality means B2. According to B2, every department has a manager 
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and below that we have a team or shift leaders. We don’t want to have generalists or unskilled 
people, which mean that all employees need to be skilled and not only the shift leaders and 
managers say B2. We need to create a mindset in the employees that we are aiming to 
continuously develop our products to match the requirements from our customer and to always 
be in the frontline of product development says B2. 
  
We didn’t have much experience of the market before the acquisition says A1. However, we got 
very good co-workers when we acquired this company who had knowledge and experience of 
the market claims A1. It would have taken too much time and effort if would have started from 
scratch says A1. According to A1, it was of importance that the key persons wanted to be bought 
by us since they were one the main reasons why the company had so good profits. 
  
“After the acquisition, we had some difficulties since they didn’t feel a part of our group” (A1, 
personal communication, 2nd of April, 2014). 
  
 We didn’t want to change too much since we didn’t want to change a winning concept says A1. 
However, we had to make some changes to meet the market demands which were to deliver a 
complete concept to our customers so they didn’t have to choose one of our competitors. To deal 
with the issues, we made our personnel switch work task for a couple of weeks which made them 
feel more a part of our group claims A1. It´s important that we have transparence between the 
businesses units, which is easier said than done, explains A1. This is quite hard but when 
managing that, the employees can change information and knowledge which will increase the 
sales claims A1. We had to work to make them feel a part of us in which the communication was 
of importance says A1. This was even more important since we wanted to deliver a complete 
solution and this forced the different business units to work together explains A1. It´s quite 
conservative in our market and hard to make people change their perceptions and way of 
thinking explains A1. According to A1, this takes a long time to change. We have put together a 
group of people who will work with developing teamwork between the different departments 
explains A1. According to A1, this will benefit the whole company. 
Without having the right employees, the company can lose quality as well as customers explains 
B1. This will make the company stronger but without the right people, there is higher risk for 
failure says B1. The motivation of the employees is very important because it’s a prerequisite for 
doing a good job claims B1. 

4.3.3 Routines 

We will create rules and policies regarding the storage of knowledge and how different tasks will 
be performed claims B2. There will be detailed work instructions and rules of how every 
machine and product will be managed say B2. According to B2, the instructions will be 
developed by the head of departments of each specific area. The routines in the departments will 
be under the umbrella of the overall policy of the company but there will be specific rules for 
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each department says B2. The work instructions will be the main tool to create routines for the 
knowledge sharing in and between the different departments claims B2. According to B2, the 
learning instructions will include process with different steps such as the extruding process that 
have 15 steps which will require a lot of work to check that everything is correctly documented. 
The next step is to incorporate the learning and the outcome of this knowledge sharing until it 
becomes routines means B2. Some knowledge will come from specialized maintenances groups 
claims B2. New routines will be created but we will have a look at the old ones to, in order for 
use to see if we can use or improve some of the old ones say B2. 
  
“We are very bad at sharing knowledge between the different business units but we are working 
with this on a daily basis just like with the different platforms we are developing” (A1, personal 
communication, 2nd of April 2014). 
  
 It’s hard to make every business units aware of that we need to work together as one to be able 
to deliver a complete solution to our customers says A1.  According to A1, there have been times 
when we have lost money on products since there was lack of calculation on the projects. This 
failure happened because of lack of information sharing between the business units says A1. 
According to B1, it’s of importance to develop a platform were knowledge can be shared among 
the employees. This will make us less vulnerable if something happens in the production or if a 
key personnel chose to leave. 

4.3.4 Culture 

According to B2, the culture will be changed completely, to incorporate the way the employees 
are working and what will be expected of them from the management means B2. According to 
B2, the employees will have a more elevated and responsible role know then before but we will 
probably lose 25 percent of the people who are working here right now, because they can’t 
match the requirements from the management. The effect of the higher requirements will not fit 
all employees which will make people leave the company claims B2. 
  
“Culture is always hard to change which we have experienced by acquiring several companies 
throughout the years” (A1, personal communication, 2nd of April 2014). 
  
We have tried to implement our culture into the new company, however it´s easier said than done 
explains A1. According to A1, culture is one of the hardest challenges to overcome since it’s 
something that you just can’t change by implementing new rules. According to A2, his way of 
administrating and managing to factory lead to an increase in their profitability which made the 
factory the most profitable in the Group of Concrete with almost 25-30% in profit. A2 states that 
the good culture and routines together with minor changes in the management led to a high 
growth in the years after the acquisition. According to A2 the growth was also due to the new 
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market orientation of the company where they started to focus more on the sales and to gain new 
customers but also try to sell their products to existing customers of the Group of Concrete. 
  
Culture is very complicated since the people who been working here for a long time want to 
continue to work this way explains B1. We want to create a culture where the employees trust 
each other because this will affect the way they work says B1. Then there are some problem 
because of the different national culture says B1. According to B1, there will be some issues 
because the employees here in Germany aren’t that good at English and they are used to work in 
a certain way which isn’t that effective. 

4.4 Knowledge Management 
The new factory did actually not bring us any new knowledge but rather the knowledge was 
brought from us says B2. We have a high quality approach which the factory didn’t have before 
claims B2. B2 means that the factory didn’t even have any view of the calculation and costs of 
their operations which sometimes made them sell their products to prices under production costs. 
“Management methods, process knowledge, lean management knowledge; all these things are 
completely unknown to this factory” (B2, personal communication, 14th March, 2014) 
We have started to prepare and educate the whole work force to be able to understand and 
implement lean production and new more effective production processes says B2. In order for 
this to succeed we need to teach the former employees to become more professional and to adapt 
to the new methods claims B2. 

4.4.1 Knowledge Creation 

According to B2, they will document production mistakes since they want to store these mistakes 
in a list or a database to be able to later on analyze and follow up what went wrong and how to 
avoid such mistakes in the future. The purpose of making this list or database is to give 
production people a tool that they can use to compare the pictures of the failure process and what 
procedures they need to take to solve the problems says B2. This list or database will grow by 
time and the people in the production can look at the documents and compare if the same 
mistake has been done explains B2. We need to work a lot with exact concrete work instructions 
and checklists in order to make it a part of the employees’ life; this since we want and need them 
to have an opportunity to influence the work instructions and to be a part of the knowledge 
creation process says B2. When the employees are a part of the optimization process, the 
knowledge creation will evolve in the whole organization claims B2. 
  
It´s important that the right environment is created so that the employees can share their 
knowledge claims B1. According to A2 It´s the CEO of the company that is responsible for the 
necessary changes to the major extent. A2 claims that the management team is responsible to 
create an environment where it is possible to make changes but it´s the owners who takes the 
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final call. A2 says that if more people involved generate more ideas, which will lead to a better 
result after the acquisition. 

4.5 Learning processes 
Since we have new machineries in the factory that is unfamiliar for the new employees we will 
bring skilled external trainers that will teach the employees how to operate these machines 
claims B2.  
There will also be regular training and experience change between the different departments. 
Furthermore, there will be a knowledge sharing and exchange between our factories in Vietnam 
and Germany says B2. According to B2, there are information that can´t be articulated, which are 
soft things such as “How do customers behave”. B2 means that even things like this can be 
stored and shared in terms of recommendations and comments that are documented. When it 
comes to the working process in the production, there should be as little tacit knowledge as 
possible because everybody should know everything says B2. There should be as much 
information written down as possible since we can be hurt if some important employees decides 
to leave means B2. B2 claims that he believes that problem solving is not only based on 
experience but it could be written down for others to benefit from. To synthesize knowledge 
from the environment, you can group the environments in different packages such as suppliers, 
customers, friends, former colleagues which are all resources we need to tap to get knowledge 
says B2. We are working together with existing and potential customers to be able to understand 
the type of products they need and what quality they require to what price claims B2. According 
to B2, the knowledge collection is important for us to understand so we can produce the right 
products at right quality and price. To be a strong competitive company, we need to establish a 
good interaction between customers, trainers and suppliers which will then create a strong 
organization says B2. We try to benchmark our products with the competitors in order for us to 
prove to our customers that we have a high quality approach which reflects the price.     
The learning processes are a great challenge for us to overcome, especially since the employees 
here have lack of English skills and know-how says B1. That’s why we are going to invest a lot 
in external trainers that are going to teach the employees English, accounting, lean 
manufacturing claims B1. 
  
“The biggest challenge in this acquisition is to change the culture in the organization towards a 
more quality oriented culture where efficiency, productivity and quality are the measures for 
success” (B1, personal communication, 14th of March 2014). 
  
When I talk about quality, people often only think of product quality but here we want to change 
the mindset of the people to think of quality as a concept claims B1. One part is the 
organizational quality which means that we have satisfied customers, delivering on time and the 
service for the customers explains B1. By service I mean that when we get an inquiry, the 
customers get an answer within 24 hours but also be responsive to the ideas of the customers 
claims B1. According to B1, this is a major obstacle in this factory since it went bankrupt which 
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means that the culture is not right but there are still things that are good. However, the bad part 
of the culture exceeds the good parts which are why we need to change the mindset of the people 
without hurting them explains B1. The acquisition brought us both good and bad people, good 
equipment’s and an established facility says B1. Even though all the resources are under our 
command, we still need to set up everything and train the people to be able to make the operation 
fit our concept explains B1. 
  
Sometimes I have acquired companies just to keep the market share and not for the sake of the 
resources explain B1. A challenge we have to face while entering the market is to rebuild the 
trust to regain the lost reputation of the company and to make the customers aware of the new 
concept claims B1. According to B1, the former owners had major problems with their 
customers; outstanding invoices, poor quality and delivering failures which is unfortunately 
related to this factory. We must face this challenge by explaining to the customer that we are a 
different company now and complete different approach and concept which is a process that 
takes time to overcome claims B1. 
We will bring in trainers that will help to establish lean production system but still we need an 
interactive process where all the employees must take responsibility because the trainer’s can´t 
tell how everything is supposed to be done means B1. According to B1, the employees must 
engage in the implementation of different production systems since they have knowledge of the 
market and trainers don’t. In order to increase the efficiency and productivity, we must analyze 
every detail in the production lines which means that the whole process must be documented so 
the illogical parts of the process can be removed explains B1. For instance, 
  
“We have decreased the set up time of the printing machines from 8 hours to 45 minutes by 
analyzing every second of the process to removed all the unnecessary steps” (B1, personal 
communication, 14th of March 2014).  
  
The employees need to learn how to perform different tasks parallel to increase the efficiency 
claims B1. We will use both internal and external leaders because they have different 
experiences which could be used say B1. According to A1, it has been hard for him to delegate 
tasks but in the past few years he learned to do so. A1 explains that he now prefer to delegate 
then to do everything my himself since it’s important to involve the employees so that they feel 
that they are a part of the organization. Furthermore, A1 explains that he was fortunate to have 
skilled people during the acquisition because it´s impossible to monitor the whole process by 
yourself. 
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5. Analysis 
In this chapter the analysis will be presented by connecting the empirical data to the theoretical 
framework. The structure of this chapter follows the same heading as the theoretical framework 
and empirical data. 

5.1 The Acquisition and Challenges 
Both of the investigated companies have faced major challenges during and after their 
acquisition processes. Different companies may face different challenges based on the purpose of 
the acquisition (Capron, 1999; Holden, 2002; Vassolo & Anand, 2008).  According to B2 and B1 
of the packaging company, they have faced major challenges during the acquisition process since 
the acquired company went bankrupt before the transaction. This lead to challenges in the 
transaction process and in the data they received to help them make a decision regarding the 
acquisition. This is in line with Ekeledo & Sivakumar (2004) and Lee & Lieberman (2010) who 
claims that the acquisition may be a strategic obstacle since the company such as in this case 
need to learn how to deal with the new information about the resources. This also shows that the 
managerial learning is of importance when there is an intention to acquire a firm (Bagla-Gokalp, 
2008). The relationship between the top management and the plant manager in the acquired 
company plays an important role in gaining information and knowledge (Bagla-Gokalp, 2008). 
  
All the respondents emphasized the importance of having mutual trust with the top managers of 
the company they intend to acquire since they are the ones who possess the necessary 
information and knowledge about the financial, production and organizational situation of the 
company. In the case  of the packaging company, the first challenge they faced was to go 
through all the records and financial data which according to B2 was unreliable. According to 
B2, their management team had to go through a lot if accounting records to make an estimation 
of the price of the new factory, while Concrete also faced challenges in the initial process of their 
latest acquisition. The first challenge for Concrete was to convince the company they wanted to 
acquire that they have the ability to run the operation and that their intentions was to make it 
grow and not to shut it down. This shows that the acquisition may have different goals such as in 
this case entering a new market (Danneels, 2010; Ekeledo & Sivakumar, 2004; Lee & 
Lieberman, 2010). 
  
The next challenge of the board of Concrete AB was to find finance for the acquisition since they 
were already convinced that this acquisition would bring them positive outcomes such as an 
increase in their turnover, market share and synergic effects with their other companies in the 
Group. In order for them to overcome these challenges, they needed to go through and analyze 
their resources and how they can reconfigure and combine resources to overcome challenges 
since it may have an impact on their market position and competitiveness (Danneels, 2010; 
Teece et al. 1997; 2012). This is in line with figure 2.3 (The conceptual framework, p.27) that 
shows that the separating line between the market/environment and the company which also 
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means that it illustrates the challenges which the company needs to overcome in order to achieve 
success in the acquisition. Different markets are characterized by different issues, which mean 
that a company may face different challenges dependent on what market they are operating in 
(Egan & Ovanessoff, 2011). 
  
In the case of Packaging, the acquisition had a goal to move from producing basic products to 
more advance ones but also to gain competitive advantages in terms of strategic and geographic 
position since most of their customers are located in Europe while their factories are located in 
Vietnam. The B1 of Packaging explains that a company needs to build a concept for the possible 
acquisition in order for them to know what kind of machines and other resources the concept 
requires adding value to the whole group. Acquiring a company or launching new products on 
existing markets require a combination of already existing knowledge in the group with the 
newly acquired knowledge, which can lead to synergic effects in the value creation (Capron, 
1999; Laursen & Salter, 2006). This is a challenge that was emphasized by all  the respondents, 
which is in line with Capron (1999) and Laursen and Salter (2006) who claims that finding 
synergies in costs and revenues through the utilization of the new reconfiguration of resources 
can be achieved when overcoming this challenge.  
  
According to B1 the new concept Packaging has as a goal caused a demand for new more skilled 
personnel which led to a major challenge. The major challenge Packaging had to deal with in the 
acquisition process of the new factory was how to make the new skilled personnel and the old 
employees working together as one unit which according to Holden (2002) is one of the major 
challenges managers need to face in developed countries. As the business economy has become 
fierce, companies may face these kinds of challenges such as entering a new market which 
requires learning processes (Bagla-Gokalp, 2008; Holden, 2002; Teece et al., 1997). Packaging 
had to experience this through their acquisition in terms of unskilled labor, lack of accounting 
and major production issues. These issues and challenges have been dealt with on daily basis 
which was caused by the former owners and managers. Their competitiveness on the market 
decreased and their reputation got damaged explains B1. The cause can be by lack of new market 
knowledge which can decrease knowledge and service among employees (Holden, 2002).  The 
challenges in today’s dynamic environment requires a sharing of knowledge within the company 
but also with its stakeholders (Holden, 2002; Laursen & Salter, 2006). When acquiring a firm, 
there are many challenges that a company can face which can be uncertainties in demand, 
material supply, competition, market trends and new product technology in the new environment 
(Singh & Oberoi, 2013; Vassolo & Anand, 2008). Both companies operate in the manufacturing 
industry but in different markets, however both companies have faced challenges in the 
competition and the new product technology which are mentioned by Singh and Oberoi (2013) 
and Vassolo and Anand (2008). 
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According to the Managing director and owner of Packaging GMBH, the most important step in 
the acquisition process was to think about the concept and the goals of the acquired factory. The 
managing director continuous to explain that the factory was acquired to be a complementary 
part to the other factories of the group which also is described in the theory as a way for a firm to 
reduce its costs by gaining economies of scale but also to utilize their competencies and 
resources (Barney, 1991; Capron, 1999; Prahalad & Hamel, 1990). Since the aim of this 
acquisition was to move the company towards more advanced products, they needed the market, 
knowledge about it, the know-how and the capital states B1. According to B2 the acquisition 
may help the firms to gain experiences and knowledge of a market effectively, however they can 
be characterized by different challenges for the new company such as product distribution and 
supply chain management which is in line with Egan and Ovanessoff (2011) and Ekeledo and 
Sivakumar (2004). Since the acquisition process includes choice of a market to enter, the 
relatedness between the existing and new products is of importance (Lee & Lieberman, 2010). 
  
The management of Packaging are aware of this and that they need to learn from the new market 
they are entering and since it´s more dynamic and challenging, it´s required to create a 
knowledge sharing environment within the company and with their stakeholders (Holden, 2002). 
Since Packaging is aiming to establish a new product portfolio with new production methods to 
achieve their goals and success on the market, they need to involve most of the personnel in the 
acquisition process (Helfat & Lieberman, 2002; Lakshman, 2011). This is in line with figure 2.3 
(The conceptual framework, p.27) which shows that the success of the acquisition is dependent 
on the resources and on how the company utilize them  (Helfat & Lieberman, 2002; Lakshman, 
2011). This is illustrated by showing the reconfiguration of resources as a larger gear in figure 
2.3 (The conceptual framework, p.27).  

5.2 Learning processes 
Since Packaging GMBH have new machines in the factory, the management and the new 
employees  need to have certain skills to operate the machines explains B2. The site manager 
decided to bring skilled trainers to consult and teach the employees how to operate these 
machines which is in line with Bagla-Gokalp (2008) who claims that companies are often using 
standard procedures and solutions to try to overcome new challenges but they actually need to 
learn and gain knowledge of the new market and products. Besides the external trainers, there 
will be regular training and exchanges of experiences within the company. Furthermore, the 
knowledge sharing will not only be internally but also with our other factories in Vietnam and 
Germany explains B2. This is in line with Holden (2002) that the learning processes and the 
knowledge acquisition have become more connected to the interactive global networking and 
team-working. Both B1 and B2 believe in teamwork as a way to get knowledge by establishing a 
good interaction between the customers, the personnel and suppliers which will strengthen the 
organization (Holden, 2002). According to Argote and Miron-Spektor (2011) and Grant (1996a), 
the knowledge must be shared and transferred when acquiring a firm. Furthermore, the 
companies should make sure that the information and knowledge that is shared don’t get lost and 
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is stored within the company (Argote & Miron-Spektor, 2011; Grant, 1996a). According to B2, 
most of the knowledge can be stored and shared in terms of recommendations and comments that 
they document. Furthermore, he explains that only soft things such as customer’s behavior are 
information that can’t be articulated and stored. According to Holden (2002), the new era of 
managers perceive knowledge as an essential tool to help them overcome challenges the 
company may face. 
  
The network of the firm may play an important role in the learning process since it gives the 
ability to create pathways to crucial resources such as human resources, finance, special 
knowledge and competencies (Holden, 2002). The company can synthesize knowledge from its 
environment by splitting up the environment in different “packages” such as suppliers, 
customers, friends, former colleagues which all can provide useful knowledge claims B2. B2 
says that they have to work together with existing and potential customers to be able to 
understand what they are demanding and the required quality and price. This kind of knowledge 
is important since they need to understand what the right products are and how they should 
quality assure and set the price that match the concept of the company. According to Bagla-
Gokalp (2008) companies need to learn and gain knowledge of the new firm, products and 
market. As is in this case, the new knowledge and learning about the market and the products can 
over time be incorporated in the routines of the organization which the packaging company is 
aiming for since they want to use a new concept that will complement their group (Bagla-
Gokalp, 2008). 
  
The network can be seen as a strong knowledge sharing activity that supports the learning 
processes through the different information channels of the company which may affect the 
company in terms of power and information flow. Since Packaging GMBH have some trust 
issues because of the former owners and their way of making business. The B1 and B2 had to go 
to the existing customers and their network to explain that this acquisition has been made to 
change the factory from its roots and that they are aiming for a new concept which is more 
advanced products with high quality. To make sure that the company can prove to the customers 
that they now have a high quality approach, they benchmarked their products with their 
competitors in the market explains B1. Through socio-interactive communication, the missions, 
goals and strategy of the company can be supported by this kind of learning process (Holden, 
2002). 
  
“A learning organization has been defined as one which is skilled at creating, acquiring, and 
transferring knowledge, and at modifying its behavior to reflect new knowledge and insights” 
(Garvin, 1998 ,p. 51). The B1 states that the learning processes is a hugh challenge for the 
company to overcome especially since there are lack of English skills and the know-how among 
the employees. In order for us to have high quality approach, we need to invest a lot in educating 
the employees in areas such as English, accounting and lean manufacturing. According to B1, 
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the biggest challenge in this acquisition is to change the mentality and culture in the organization 
towards a more quality oriented approach where efficiency, productivity and quality are the ways 
for measuring our success. Furthermore, B1 explains that quality is not only referred to as 
product quality, it means a change of the mindset of the employees to make the quality as a 
concept. According to Nonaka (1991), the learning organization can acquire and exploit 
knowledge from any source since knowledge is a source of sustained competitive advantage. 
  
Another dimension of the concept is the organizational quality which B1 describes as having 
satisfied customers delivering products on time and good service for the customers. B1 proceeds 
by saying that service is  when the company gets an inquiry, the customers should get an answer 
within 24 hours but not forget to be aware and incorporate the ideas of the customers. This is 
also discussed by Holden (2002) who claims that the higher communication skills at both inter-
organizational and inter-personnel levels, the learning organization now becomes a knowledge 
creating organization. By listening to the customers and incorporating their ideas as B1 explains, 
it´s one type of developing knowledge which is described as Bagla-Gokalp (2008) as the 
interaction with the environment to acquire skills, know-how and new knowledge. The other 
type of knowledge development is the technological knowledge which may be handled by the 
engineers and the operating core that should learn by cooperating and communicating with each 
other (Bagla-Gokalp, 2008). 
  
The former owners of the acquired packaging factory had major problems with their customers, 
especially production related failures such as poor quality which of course needs a change 
explains B1. To be able to regain the trust of the customers, we must face this challenge to take a 
different approach and concept which is a process that may take time claims B1. The factory will 
establish lean production systems through external trainers but still there is a need for an 
interactive process where all employees must take responsibility. Furthermore, during the 
implementation of different production methods and systems, the employees must be engaged in 
the process since they have the knowledge of the market that is of importance for the external 
trainers. This is in line with Argote and Miron-Spektor (2011) and Grant (1996a) who claims that 
it’s of importance that knowledge is shared and transferred in the acquisition process. All the 
information from the production lines must be analyzed in detail in order to increase the 
efficiency and productivity which was at a poor level before the acquisition explains B1. This 
means that the whole production processes must be documented and stored since parts of the 
process that leads to an inefficient process can be spotted and removed. When this kind of 
information is shared, it’s of importance to make sure that the information and the knowledge 
don’t get lost by storing it in some way within the company (Argote & Miron-Spektor, 2011; 
Grant, 1996a). The B1 explains the situation further, the setup time for the printing machines 
have decreased from 8 hours to 45 minutes by analyzing every second of the process to remove 
all the unnecessary steps. This shows that second perspective of learning process is actually a 
challenge for the management since they are the ones creating the structure in the organization 
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and the production methods that will be applied (Bagla-Gokalp, 2008). One of the main issues in 
this challenge of learning process is the resistance from managers and employees who may not 
agree to adopt the new production methods. The issue will be discussed under the chapter 
“Human Resource”. 
  

5.3 Dynamic capabilities 

 Teece (2012, p. 1395) defines dynamic capabilities as follows: 
“Dynamic capabilities are higher-level competences that determine the firm’s ability to 
Integrate, build, and reconfigure internal and external resources/competences to 
address, and possibly shape, rapidly changing business environments”. 
  
The B2 of Packaging explains that the acquisition brought them new resources in terms of new 
technology and potential customers. B2 explains further that this new machines are highly 
advanced in comparison to the other machines in their other factories. These machines create 
possibilities to enter new markets that require more advanced products than we could offer 
before the acquisition says B2. The acquisition of companies may be considered as dynamic 
capabilities since it can lead to an integration of new capabilities and resources which can create 
new business opportunities and access to new markets (Vassolo & Anand, 2008). These new 
business opportunities and markets can be found through the exploration and exploitation of new 
technologies in the acquired company (Teece, 2012; Vassolo & Anand, 2008). 
  
According to B1, the organization must be trained to understand every part of the market, 
customers and product development to be able to deliver a good total solution. The same issue 
was pointed out by A1 who claims that the company needs skilled employees to be able to 
distinguish themselves from competitors and to be able to offer a complete solution to the market 
which allows them to charge higher price. In competitive markets, dynamic capabilities help the 
company to position itself from the competitors by making the right products and to target the 
required market (Teece, 2012). This means that dynamic capabilities can be seen as a useful tool 
in that position process to realign the old and new assets to fit the existing and new market 
(Teece, 2012). 
  

5.3.1 Human Resources  
Human resources embrace factors such as relationships, trust and information among the 
employees and managers (Feldman, 2004). According to B1,  the acquisition brought them both 
good and bad employees, good equipment and an established facility. Even though the facility is 
established and all the resources are under our command, we as management team need to set up 
the whole factory and train the people to make them have the mindset that fits our operation and 
concept explains B1. Since humans can’t acquire and store infinite amount of knowledge, 
companies should have specialized employees in different fields of knowledge (Grant, 1996a). 
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This means that humans that try to exceed their capacity of knowledge will end up in almost 
nothing (Grant, 1996a). B1 have a slightly different opinion and he means that the employees 
need to learn how to perform different tasks parallel to increase the efficiency. To achieve this, 
leaders from inside and outside the company will help with their different experiences claims B1. 
Manufacturing companies need human resources that possess different types of knowledge in 
order to coordinate effectively in the production (Grant, 1996a). The specialized employees can 
integrate their skills in the production in harsh times when the market competition is fierce 
(Grant, 1996a) 
“A challenge that we have been working on since the start is how we will use the old employees 
together with the new more skilled personnel” (B2, personal communication, March 14th, 2014). 
How well the employees cooperate, will determine the quality and performance of the human 
resources (Feldman, 2004). 
  
Packaging GMBH have developed a plan for their human resources where the goal is to get all 
the departments to fit the new level of quality that is required to be able to serve the market 
explains B2. The plan includes an exchange of approximately 25 % of the human resources to 
become more skilled says B2. Employees in the production of manufacturing companies need to 
have different types of skills and knowledge to coordinate effectively (Grant, 1996a). If able to 
integrate the different skills in the production, companies are more likely to manage competition 
on the market (Grant, 1996b). Furthermore, having specialized employees leads to higher 
efficiency in the knowledge acquisition (Grant, 1996b) which is in line with figure 2.3 (The 
conceptual framework, p. 15) that shows that changes of resources such as human resource, have 
the learning processes as a central element to achieve success.  
  
All the respondents emphasize the importance of the communication between different 
departments and business units. In the case of Concrete AB, the transparency between their 
business units was discussed a pinpointed by both A1 and A2. A1 explains that the sales can 
increase if they manage the exchange of information and knowledge between the employees. 
According to A2, they had a challenge with the new employees, making them feel as a part of the 
group which also A1 highlighted by explaining that it was of importance since they wanted to 
deliver a complete solution to their customers. The communication between different 
departments and business areas may be dependent on the fact that they have different cultures 
(Usunier & Lee, 2013). The management should be aware of the cultures in the different 
departments in order for them to communicate with the employees since their understanding 
could be a determinant factor for the success of the company (Usunier & Lee, 2013). To improve 
the communication between the human resources working in different departments, routines can 
be a useful tool (Grant, 1996a). To increase the productivity, the diversified knowledge that lies 
in the different departments should be utilized through their interaction (Grant, 1996b). In the 
case of Concrete, A1 says that they are putting together a group of people who will work with 
developing the interaction and teamwork between the different departments which will benefit 
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the whole group. This is in line with Grant (1996b) who claims by bringing employees with 
diversified knowledge together, innovation can arise in the production which can be caused by 
the utilization of new knowledge or from reconfiguration existing knowledge (Grant, 1996b). In 
the case of Packaging, this is done through separate meetings which they have twice a week 
where all heads of departments are attending to exchange knowledge says B2. The outcome of 
this are later on cascaded to the employees explains B2. There is also a monthly meeting where 
all employees are gathered for a short briefing of the managerial work says B2. The information 
sharing within the company is emphasized by Lakshman  (2011) and Teece and Al-aali (2013) 
who argue that the internal structure of the organization need to be transformed to empower the 
information sharing between the employees during the acquisition process. 
  

5.3.2 Organization 
  
The organizational structure affects the flexibility of the human resources which means that the 
knowledge sharing and information flow in the organization and between the departments are 
determined by the structure of the organization and the networks within (Feldman, 2004; Singh 
& Oberoi, 2013). The new factory that Packaging acquired did not have any good or strong 
networks across the departments but every department were rather focusing on their area 
explains B2. B2 points out that it´s important to get the employees to understand what is done 
and required in each and every department to be able to achieve a high quality standard. B2 
continuous with an example by explaining that the extruders need to check the quality as well 
and not just wait for the quality manager to perform the quality test.“Everybody is quality 
assurance not just the people working with quality assurance” (B1, personal communication, 
14th March, 2014). The employees in the acquired factory were not used to focus on more than 
one specific task which means that it´s going to be a major change for them when we are going 
to optimize the production to fit our high quality approach explains B1. Firms need strong 
dynamic capabilities to be able to transform their resources to fit the new market and it´s 
environment (Teece & Al-Aali, 2013). Dynamic capabilities aren’t built on individual skills but 
rather on the collective learning which is derived from the co-operation of the employees and 
how familiar they are with the assets of the company (Teece, 2012). It is also mentioned by 
Teece (2012) that the organization shouldn’t be dependent on single individuals but rather on the 
underlying routines of the organization. Since the group of Concrete have acquired a couple of 
factories, we now have different business areas which is why we are developing platforms where 
the information can be shared says A1. A1 points out that their company has a history of being 
very production oriented which has become a challenge since they need to be more market and 
customer oriented. This is in line with Teece and Al-Aali (2013) who claims that acquisitions 
require dynamic capabilities to be able to transform the resources and make adjustments of the 
product lines. In dynamic markets that are characterized by fierce competition, organizations 
should develop their capabilities in order to enable the learning process from both internal and 
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external resources and knowledge which can provide leverage on the market (Singh & Oberoi, 
2013; Teece, 2012). Concrete AB have hired a marketer that will 
help them in developing  their marketing capabilities in order for them to create customer 
awareness of their products states A2. A1 explains that they have hired external sales manager 
for several business areas since they need to move their focus from production to the market and 
customers. The organization gains strategic flexibility through these kinds of reconfiguration of 
the resources and capabilities  (Dingha et al., 2013; Eisenhardt & Martin, 2000; Singh & Oberoi, 
2013). DC determines the interaction between a company’s resources and how they can be 
reconfigured to match the requirements and opportunities in the company’s environment (Teece, 
2012). It is actually in the routines rather than the resources that the DC resides (Easterby- Smith 
& Prietow, 2008). 
  

5.3.3 Routines 
  
In the case of Packaging GMBH, new routines will be created but the management will also take 
a look at the old ones in order to improve or use some of it explains B2. Furthermore, rules and 
policy’s regarding task performance and the knowledge storaging says B2. According to Helfat 
and Peteraf (2003) DC are about how individuals and teams manage to coordinate their effort to 
enhance the performance of the company through the routines of the organization. Routines 
regarding the performance of individual tasks is also a part of dynamic capabilities (Grant, 
1996a). According to B2, there will be detailed instructions and rules of how every machines and 
product should be managed which is in line with Grant (1996a) who claims that the routines 
covers different factors such as rules, procedures, strategies and technologies which shapes the 
organizations way of working. The routines include rules and directives which help the company 
in the coordination of schedules, forecasts, policies and communication systems (Grant, 1996a). 
The routines of each department will be under the umbrella of the overall policy of the company, 
although there will be some specific rules for each department claims B2. The main tool for 
creating routines for the knowledge sharing in and between different departments will be the 
work instructions says B2 which is in line with Grant (1996a) who claims that rules may be seen 
as a regulator for employees interaction with each other. After creating the instructions and 
checked that it´s correctly documented, the next step is to incorporate the learning outcome of 
this knowledge sharing until it becomes routines claims B2 which is in line with Bagla-Gokalp 
(2008) who claims that this learning and new knowledge they have acquired can over time be 
incorporated in the routines of the organization. This is also in line with figure 2.3 (The 
conceptual framework, p.27) which shows that the learning process is the key-element of making 
changes in the routines and facilitate the dynamic capabilities. 
  
According to A1, the different business units of Concrete AB have had lack of information and 
knowledge sharing which is an issue they are working on a daily basis. It´s a challenge to make 
each and every business unit aware of the fact that concrete need to work together as one to be 

49 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

able to deliver a complete solution to their customers explains A1. This is in line with Zollo and 
Winter (2002) who claims that companies need to learn to work as one by integrating the 
routines between the different parts of the company which is an example of DC. There have been 
times when Concrete AB has lost money on products since there were lack of calculations on the 
projects says A2. According to A1, this failure happened because of lack of information sharing 
between the business units. Companies can avoid market failures by changing or developing 
their routines through knowledge exchanges between different business areas which are 
considered as dynamic capabilities (Vassolo & Anand, 2008). Both the investigated companies 
are developing platforms where knowledge can be shared among the employees and between the 
different departments and business units. This can be explained as integration of new capabilities 
which will bring new routines to the organizations that may extend their boundaries to enable 
them to make changes in their resources (Vassolo & Anand, 2008).  

5.3.4 Culture 
  
The culture of organizations is important to have in mind when the company is trying to 
understand the effect of it on the communication between the employees and the external 
environment (Usunier & Lee, 2013). “Culture is always hard to change which we have 
experienced by acquiring several companies throughout the years” (A1, personal 
communication, 2nd of April 2014). Concrete have tried to implement their culture to the latest 
acquired company, however it´s easier said than done claims A1. Furthermore, A1 continuous to 
say that culture is one of the hardest challenges to overcome when acquiring a new company 
since it requires more than implementing new rules to change it. Different departments and 
business areas of a company may have different cultures which may have a critical influence on 
the interaction and learning between people in the organization (Usunier & Lee, 2013). 
  
According to B1, they want to create a culture in the newly acquired company where all 
employees trust each other since it will bring a better outcome. B1 explains further that it is very 
complicated since the old employees have been working in the same way for a long time and 
they resist the change. The problem of the way they are used to work is that it is ineffective 
which means that the company will probably lose 25 % of the old employees since they are not 
able to match the requirements from the management. According to Usunier and Lee (2013), the 
employees may need to change their behavior to be able to cooperate with other groups in the 
organization in order for them to reach the requirements of the management. On the contrary, the 
management also needs to have knowledge about the cultures of the different departments of the 
firm to be able to make the employees understand their goals and tasks since it could be 
determinant for the success of the company (Usunier & Lee, 2013). The culture in the 
organization may emphasize the knowledge acquisition, utilization of new knowledge, 
exploitation of new knowledge and the communication of new information (Holden, 2002). The 
organizational culture is also essential for the learning processes and storing, sharing and 
integration of new knowledge and information (Holden, 2002). This is in line with figure 2.3 
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(The conceptual framework, p.27) which shows that organizational culture is vital for the 
learning process but is also interdependent with knowledge management. Furthermore, the figure 
illustrates that changes and reconfiguration in the resources of the company affects the culture 
which is an element in dynamic capabilities. 

5.4 Knowledge Management 
Knowledge management could be used as a tool for helping managers to find solutions by 
identifying, developing and leverage knowledge but also to use the explicit and tacit knowledge 
in the business (Alavi & Leidner, 2001; Easterby- Smith & Prietow, 2008). 
All the respondents’ points out that they are continuously working on improving the information 
sharing between their employees and the different departments. This is in line with Nonaka 
(1991) and Prahalad and Hamel (1990) who explain the knowledge management from a 
perspective where the firm and the human beings are considered as knowledge creating entities 
which can trough the utilization of knowledge act as sources for the creation of competitive 
advantages. 
“We are now developing some platforms where we can share information between the different 
business areas”(A1, personal communication, 2nd of April, 2014). This can be referred to the 
concept of Ba which means the place where relationships can emerge (Nonaka & Konno, 1998). 
An example of this is how the acquisition process started in the case of Packaging which 
according to B1 started from his network where the information about the factory was provided. 
After the initial information was provided, the B1 explained that they visited the factory to see 
the potential and to ensure that the information he got was correct. This was necessary for the 
calculation and the plan of the investment in this acquisition. This can be connected to Ba where 
the network of B1 served as a base for the knowledge of the factory that was derived from shared 
places which can be: 

·   Physical, e.g. office, lobby in the working place 
·   Virtual, e.g. phone calls, e-mails, forums on the intra/internet 
·   Mental, e.g. shared experiences, ideas, ideals 
·   Any combination of the examples mentioned above (Nonaka & Konno, 1998). 

  
The network of B1 which in this case provided knowledge could be derived from the 
combination of the physical and virtual shared places (Nonaka & Konno, 1998). According to 
Holden (2002), the network can also play an essential role in the learning process since it can 
create pathways to internal and external resources such as human resources, financing, 
knowledge and competencies. This means that strong network can help managers to acquire 
knowledge and capabilities that is required to enter new market (Holden, 2002). Furthermore, 
networking can in fact be considered a knowledge sharing activity which could lead to better 
learning processes (Holden, 2002). “A learning organization has been defined as one which is 
skilled at creating, acquiring, and transferring knowledge, and at modifying its behavior to 
reflect new knowledge and insights” (Garvin, 1998 ,p. 51). According to A1, the decision to 
make the acquisition was based on calculation to see what synergies could be achieved which 
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required a couple of visits to the factory to get the necessary information. The B1 of Packaging 
did also emphasize the importance of visiting the factory they intended to acquire before making 
the acquisition to see the potential and to make calculation on the investment. 
  
According to A1, the management of Concrete didn’t have much experience of the market since 
their product was totally different before the acquisition even though they were operating in the 
same industry. The employees of the acquired company had knowledge and experience of the 
product and market which saved a lot of time and effort for Concrete explains A1. This is in line 
with Nunes et al. (2006) and Sandhawalia and Dalcher (2010) who claims that relevant 
knowledge is required to be able to exploit opportunities and the new market, which includes 
both internal and external aspects of the company (Nonaka et al., 2000). This is also illustrated in 
figure 2.3 (The conceptual framework, p.27) which shows that knowledge management can be 
used in the interaction between the firm and environment to leverage knowledge in the 
acquisition process (Nonaka & Toyama, 2003; Nonaka et al., 2009). 
  
According to A1, the group of Concrete has developed a computer program that is integrated in 
all their trucks and is connected to all the business areas. This is one of the actions we have taken 
to improve the knowledge sharing in the company states A1. This can be considered a virtual 
place which serves as a platform for knowledge creation and for the development of both 
individual and collective knowledge (Nonaka et al., 2000). According to B2, Packaging 
considers the communication between the key areas in the company of importance which is why 
they have ensured a forum for communication. B2 explains that the communication occurs in 
separate meetings twice a week where all the managers and head of departments are attending to 
exchange knowledge. This can be considered as physical shared place for the knowledge creation 
but can also be seen as a mental Ba since it´s a place where experience and ideas are shared 
(Nonaka & Konno, 1998). 
  
The interaction process, which characterize the knowledge creation and development, occurs 
through a converting process of tacit and explicit knowledge as illustrated in Figure 2.1 (The 
SECI Model, Nonaka 1991;1994; Nonaka & Konno, 1998; Nonaka et al., 2000; Nonaka & 
Toyama, 2003) and explained further in figure 2.2 (Knowledge creation table, Nonaka & Konno, 
1998; Nonaka et al, 2000). The four different phases in this process of knowledge creation is 
characterized by different activities that will in the end of cycle lead to new, deeper and more 
powerful knowledge in the organization (Nonaka, 1991). 
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Figure 2.1 (The SECI Model, p.23) 

According to B1, Packaging will bring in external trainers to the new factory to help them 
establish new lean production systems. Furthermore, B1 points out the importance of having an 
interactive process where all the employees take the responsibility since the trainers need their 
engagement to make them understand. This can be connected to the first phase in the SECI 
model where tacit knowledge is shared among humans through joint activities rather than 
through instructions which is why it´s entitled as socialization  (Nonaka 1991;1994; Nonaka & 
Konno, 1998; Nonaka et al., 2000; Nonaka & Toyama, 2003). According to A1, it´s of 
importance to involve the employees so that they feel as a part of the organization. A2 also states 
that the management is responsible to create an environment where ideas can be generated. A2 
explains that this responsibility is the CEOs to the major extent. An analysis of the production 
was made in order to document the whole process so the illogical part of it can be removed 
explains B1. This can be connected to the second phase and in the SECI model where tacit 
knowledge is “translated” into explicit knowledge. The externalization process creates an 
opportunity for new knowledge (Nonaka et al., 2000). 
  
“We have decreased the set up time of the printing machines from 8 hours to 45 minutes by 
analyzing every second of the process to remove all the unnecessary steps” (B1, personal 
communication, 14th of March 2014).  Since the knowledge is documented and can be shared in 
terms of data,  scientific formulae, specifications and manuals”, it has been turned into explicit 
knowledge (Nonaka & Konno, 1998). B2 explains that the documentation of the work 
instructions will increase the knowledge sharing in and between the different departments, which 
can create a shared place that is required for knowledge creation to grow (Nonaka & Konno, 
1998; Nonaka et al., 2000). A1 did also explain that they had some failures due to the lack of 
information sharing between the business units. Furthermore, A1 says that it´s a challenge to 
make every business unit aware of the fact that they need to cooperate in order to deliver a 
complete solution to the customers. 
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The next phase in the SECI model is the “combination” where explicit knowledge is transferred 
to a more systematic knowledge, which is a new explicit knowledge that can be spread among 
the employees (Nonaka et al., 2000). B2 explains that there will be exchange of information 
between the different departments and factories but still there is information that can’t be 
articulated, which are soft things such as customer behavior. B2 still notes that even soft things 
like this can be stored and shared in terms of recommendations and comments that are 
documented. This differs to some extent from theory, where the explicit knowledge is considered 
to be formal and systematic since its objective and rational knowledge  (Nonaka & Konno, 1998; 
Nonaka et al., 2000).    “We are very bad at sharing knowledge between the different business 
units but we are working with this on a daily basis just like with the different platforms we are 
developing” (A1, personal communication, 2nd of April 2014). This is in line with Nonaka et al. 
(2000) who explain that the combination phase is about collecting information from different 
sources in the organization in order to create new knowledge. 
  
The fourth phase is called “internalization” where explicit knowledge turns into tacit knowledge. 
The convertion from explicit to tacit knowledge happens when the formal and systematic 
knowledge is shared among the employees and each person utilizes the new knowledge in their 
work which can be connected to “learning by doing” (Nonaka et al., 2000). According to B1, the 
employees need to learn how to perform different tasks parallel based on the new knowledge to 
increase the efficiency, which is in line with Nonaka et al. (2000) who claims that when the 
employees have internalized the new knowledge as a part of tacit knowledge, it will become an 
asset. The new knowledge tends to spiral as illustrated in the SECI model which means that the 
employees share their new tacit knowledge in the “socialization phase” (Nonaka et al., 2000). 
The B1 states that the learning processes are a huge challenge for the company to overcome 
especially since there are lack of English skills and the know-how among the employees. In 
order for us to have high quality approach, we need to invest a lot in educating the employees in 
areas such as English, accounting and lean manufacturing. This is in line with Grant (1996a), 
Nonaka (1991) and Nonaka and Toyama (2003) who claims that it´s of importance to create a 
capability to create new knowledge and utilize existing knowledge to gain sustainable 
competitive advantage.  According to A1, it’s quite of a challenge to have the transparency 
between the business units that is required to be able to deliver a complete solution. The market 
that Concrete operates in is quite conservative which makes it hard to change the employees’ 
perceptions and way of thinking explains A2. This may have a connection to the history of the 
company and according to A1 have been to focus in production. This has become a challenge 
since the company needs to become more market and customer oriented says A1. 
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6. Conclusion 
In the final chapter of this thesis, the answer for the research question will be presented. 
Furthermore, a discussion regarding the result of the study will be presented together with a 
reflection. In the final part of the conclusion, suggestions for future research and implication of 
the study will be presented. 
  
The purpose of the study was to investigate how the learning processes affects managers in the 
manufacturing industry to be able to reconfigure their bundle of resources and manage the 
knowledge in and between the acquired company and the Mother company to overcome 
challenges in the acquisition process. This was done by studying the concepts of knowledge 
management and dynamic capabilities from a learning perspective. The research question that’s 
intended to be answered is: 

 How do the learning processes affect firms within the manufacturing industry to overcome 
challenges in acquisitions? 
  
The study shows that acquisitions within the manufacturing industry may require managerial 
learning since there may be new knowledge about the gained resources that need to be dealt with 
(Bagla-Gokalp, 2008; Ekeledo & Sivakumar, 2004; Lee & Lieberman, 2010). To be able to 
reconfigure the resources, the managers need to develop mutual trust with the top managers of 
the company they intend to acquire since they possess the necessary knowledge regarding the 
financial, production and organizational situation of the company. This new knowledge can be 
combined with existing knowledge in the company to achieve synergic effects in the value 
creation. The study shows that the learning processes of the management are of importance when 
entering a new market that is more dynamic and challenging. This is an indication of how 
important it is to create a knowledge sharing environment within the company as well as the 
group. 
  
The study shows that the learning processes are not only of importance for the managers but 
rather for all the employees and the whole group. It was found that companies within the 
manufacturing industry prefer to use external trainers with specialized skills in operating 
machines and consultants for the teambuilding. It has been shown that this type of learning is 
often used in acquisitions where the company try to gain knowledge of the new market and 
products in which they are entering. The learning processes are often connected to the resources 
that are gained from the acquisition such as machineries, human resources and customer base. 
The study shows that teamwork and networking is useful way to get knowledge through an 
interaction between the customers ,personnel and suppliers, which will also make the 
organization stronger. This is an indication of how important network is for the learning of the 
firm since it can create different pathways to resources that is crucial in the acquisition process. 
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Furthermore, networking can be seen as a strong knowledge sharing activity that enhances the 
learning processes through the power and information flow that arise from the network. 
  
It was found that the interaction with the environment and market during the acquisition process 
can help to acquire skills, know-how and new knowledge. It was found that the employees’ 
engagement in implementing new ways of running the operations are essential to overcome 
challenges in the acquisition within the manufacturing industry. A challenge that is derived from 
the learning processes is the resistance from both managers and employees who may resist 
adopting the new ways of running the operations. The study shows that it´s the management who 
creates the structure in the organization and determines the way the company is running which 
make the learning processes a challenge for the management team who operates in the 
manufacturing industry. It´s the management teams’ responsibility to make sure that the 
knowledge is shared among the employees and stored within the company in terms of documents 
and recommendations. 
  
The study shows that the learning process in companies are crucial in acquisition cases in the 
manufacturing industry since it requires knowledge to handle the new resources in terms of 
machineries, human resources, new technology and customers. The new resources that are 
gained through an acquisition may create possibilities for the company to enter new markets that 
weren’t possible before. This may be seen as dynamic capabilities since the acquisition can lead 
to an integration of new resources and capabilities which can create new business opportunities. 
It was shown that the companies needs to have an understanding of the market, customers and 
products together with skilled employees  to be able to benefit from the dynamic capabilities 
which will help them in their market positioning. The study shows that the cooperation between 
the human resources in the manufacturing industry is an important factor for the learning 
together with the integration of their skills and competencies. It was also shown that the 
communication between the different departments and business units are important to improve 
the quality of the human resources and increase their learning. 
  
The study shows that the structure of the organization determines the knowledge sharing and 
information flow between the different departments and business units. It was also shown that it 
affects the networks of the human resources which in turn affect the collective learning of the 
employees. This is an indication of how important dynamic capabilities are in acquisitions cases 
within the manufacturing industry since it determines the companies’ ability to reconfigure their 
resources and as it has been shown in the study, it´s an ongoing process with no closure. This 
means that the reconfiguration of the resources is continuous which is required in dynamic 
markets to be able to match the requirements of the market and exploit opportunities in the 
environment of the company. This shows that the dynamic capabilities actually reside in the 
routines rather of the resources of the firm. 
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It was shown that the learning and new knowledge the human resources have acquired can over 
time be incorporated in the routines of the organization through the creation of instruction and 
documentations of how the different machines and products should be managed. The study 
shows that managers can through the routines overcome challenges in the acquisitions by 
coordinating the efforts of the employees and management. The study shows that the culture of 
the organization is of importance to have in mind when acquiring a new company within the 
manufacturing industry since it had a critical role in the interaction and learning between people 
in the organization and the different factories of a group. It was also shown that the culture is one 
of the hardest challenges to overcome when making an acquisition since employees in 
manufacturing companies are oftently used to work in a certain way for a long time which can 
create a resistance to changes.   
 

6.1 Managerial Implications 
In this study several implications which can be beneficial for managers have been found, which 
will be presented. Creating instructions and documenting the different steps of how to manage 
the productions systems and the new market are important to be able to incorporate the learning 
outcome of the human resources until it becomes routines in order for the companies to be more 
efficient in managing situations that can arise from the accompanying challenges in acquisitions. 
Managers should have a plan for the human resources for their acquisitions which include how 
they will cooperate and integrate the different skills and competencies in their production and the 
other departments of the company which could be done by having more frequent meeting during 
the acquisition process. Managers should emphasize the culture of the organization to be able to 
handle the learning processes in cases of acquisitions which can be an outcome of the 
communication of the employees and the environment. 
  

6.2 Suggestions for future research 
  
Several theoretical implications have been found in this study which can be of interest for further 
research. The study has shown that the network of the managers and within the company plays 
an important role in the learning process since it can help managers to acquire knowledge and 
capabilities that are required in acquisition cases. A suggestion for further research is to focus on 
the relationship between the networks in the company and its effects on the learning processes. It 
can be of interest to investigate the importance of creating a knowledge sharing environment for 
the learning of the employees in acquisition cases of manufacturing companies both before and 
after the acquisition . 
  
 

57 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

 

References: 
  
Adner, R. & Helfat, C. E. (2003). Corporate effects and dynamic managerial capabilities. 
Strategic Management Journal. Vol. 24. Pp. 1011–25. 
  
Ajmal, M. M. & Koskinen, U. K. (2008). Knowledge Transfer in Project-Based Organizations: 
An Organizational Culture Perspective. Project Management Journal. Vol. 39 (1). Pp. 7-15. 
  
Ambrosini, V. & Bowman, C. (2009). “What are dynamic capabilities and are they a useful 
construct in strategic management?”. International Journal of Management Reviews. Vol. 11 (1). 
Pp. 29-49. 
  
Ambrosini, V., Bowman, C. & Collier, N. (2009). Dynamic capabilities: An exploration of how 
firms renew their resource base. British Journal of Management. Vol. 20 (1). Pp. 9-24. 
  
Argote, L. & Miron-Spektor, E. (2011). Organizational Learning: From Experience to 
Knowledge. Organization Science. Vol. 5 (10). Pp. 1123-1137. 
  
Bagla-Gokalp, L. (2008). Creating Knowledge in a High-Tech French B2E. No 2001-8, Working 
Papers, Laboratoire Orléanais de Gestion - université d'Orléans. 
  
Barney, J. (1991). Firm Resources and Sustained Competitive Advantage. Journal of 
Management. Vol. 17 (1). Pp 99-112. 
  
Barney, J. (2001). “Is the resource-based view a useful perspective for strategic management 
research?’, The Academy of Management Review. Vol. 26 (1). Pp. 41-56. 
  
Capron, L. (1999). The Long-term performance of horizontal acquisitions. Strategic 
Management Journal. Vol. 20. Pp. 987-1018. 
  
Caloghirou, Y. Kastelli, I. & Tsakanikas, A. (2004). “Internal capabilities and external 
knowledge sources: complements or substitutes for innovative performance?” Technovation. 
Vol. 24 (1). Pp. 29-39. 
  
Chuang, S. (2004). A resource-based perspective on knowledge 
management capability and competitive advantage: an empirical investigation, Expert Systems 
with Applications. Vol. 27. Pp. 459–465. 
  

 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

Danneels, E. (2011). Trying to become a different type of company: dynamic capability at Smith 
Corona. Strategic Management Journal. Vol. 32. Pp. 1–31. 
  
Denscombe, M. (2000). Forskningshandboken – för småskaliga forskningsprojekt inom 
samhällsvetenskaperna. Lund: Studentlitteratur. 
  
Dinga, H., Heb P., Wua, X. F. & Sun, Y. (2013) The impact of cooperation and competition on 
the performance of flexible decentralized manufacturing networks. International Journal of 
Computational Intelligence Systems. Vol. 6 (1). Pp. 174-185 
  
Garvin, D. A. (1998). Building a Learning Organization. Harvard Business Review. Vol. 96 ( 1). 
Pp. 47-80. 
  
Greene, P. G., & Brown, T.E. (1997). Resource needs and the dynamic capitalism typology. 
Journal of Business Venturing. Vol. 12. Pp. 161-173. 
  
Grant, R. M. (1996a). Toward a Knowledge-based Theory of the Firm. Strategic Management 
Journal. Vol. 17. Pp. 109-122. 
  
Grant, R. M. (1996b). Prospering in Dynamically-competitive Environments: Organizational 
Capability as Knowledge Integration. Organization Science. Vol. 7 (4). Pp. 375-387. 
  
Egan, H. & Ovanessoff, A. (2011) “Gearing up for  Growth—Five imperatives for success in 
emerging markets”. Accenture Research. Pp. 1-24 
  
Easterby-Smith, M. & Isabel M. Prietow, M. I. (2008). Dynamic Capabilities and Knowledge 
Management: an Integrative Role for Learning? British Journal of Management. Vol. 19. Pp.  
235–249. 
  
Eisenhardt, K. and Martin, J. (2000). Dynamic capabilities: what are they? Strategic 
Management Journal. Vol. 21. Pp. 1105–1121. 
  
Ekeledo, I., & Sivakumar, K. (2004). International market entry mode strategies of 
manufacturing firms and service firms. A resource-based perspective. International Marketing 
Review. Vol. 21 (1). Pp. 68-101. 
  
Feldman, S. M. (2004). Resources in Emerging Structures and Processes of Change. 
Organization Science. Vol. (5). Pp. 295-309. 
  

 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

Felin, A. T. & Foss, J. N. (2009). Organizational routines and capabilities: Historical drift and a 
course-correction toward microfoundations. Scandinavian Journal of Management. Vol 25. Pp. 
157-167. 
  
Gratton, L. & S. Ghoshal (2005). ‘Beyond best practice’, MIT Sloan Management Review. Vol. 
46 (3). Pp. 49–57. 
  
Haslinda, A., & Sarinah, A. (2009). A Review of Knowledge Management Models. The Journal 
of International Social Research. Vol. 2 (9). Pp.187-198. 
  
Helfat, C. E., & Raubitschek, R. S. (2000). Product sequencing: coeevolution of knowledge, 
capabilities and products. Strategic Management Journal. Vol, 21 (10). Pp. 178-195. 
  
Helfat, C., & Lieberman, M. B. (2002). The Birth of Capabilities: Market Entry and the 
importance of Prehistroy. Industrial and Corporate Change. Vol. 11(4). Pp. 725-760. 
  
Helfat, C. E. & Peteraf, M. A. (2003). The Dynamic Resource-Based View: Capability 
Lifecycles. Strategic Management Journal, Vol. 24 (10). Pp. 997–1010. 
  
Helfat, C. E., Finkelstein, S., Mitchell, W., Peteraf, M. A., Singh, H., Teece, D. J. and Winter, S. 
G. (2007). Dynamic Capabilities: Understanding Strategic Change in Organizations. Malden, 
MA: Blackwell. 
  
Holden, N. J. (2002). Cross-Cultural Management - A knowledgde management perspective. 
Pearson Education Ltd., Edinburgh Gate Harlow. 
  
Inkpen, A. (1998).  Learning, Knowledge Acquisition, and Strategic Alliances. European 
Management Journal. Vol. 16 (2). Pp. 223–229. 
  
Kakabadse, K. N. Kakabadse, A & Kouzmin, A. (2003). Reviewing the Knowledge Management 
Literature: Towards a Toxonomy. Journal of Knowledge Managment. Vol. 7 (4). Pp. 75-91 
  
Lakshman, C. (2011). Post-acquisition Cultural Integration in Mergers & Acquisitions: A 
Knowledge-based approach. Human Resource Management. Vol. 50 (5). Pp. 605-623. 
  
Laursen, K.,  &  Salter, A. (2006). Open for Innovation: The Role of Openness in Explaining 
Innovation Performance among U.K. Manufacturing Firms. Strategic Management Journal. Vol. 
27.  Pp. 131–150. 
  
Lee, G.K., & Lieberman, M.B. (2010). Acquisition Vs. Internal Development as Modes of 
Market Entry. Strategic Management Journal. Vol. 31. Pp. 140–158. 

 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

  
Mehrabani, S.E., & Shajari, M. (2012). Knowledge Management and Innovation Capacity.  
Journal of Management Research.  Vol. 4 (2). Pp. 164-177. 
  
Nieto, M. &  Quevedo, P. (2005). Absorptive capacity, technological opportunity, knowledge 
spillovers, and innovative effort. Technovation. Vol 25. Pp. 1141–1157 
  
Nonaka, I. (1991), “The knowledge-creating company”, Harvard Business Review. Pp. 96-104. 
  
Nonaka, I. (1994). A dynamic theory of organisational knowledge creation. Organisation 
Science. Vol. 5. Pp. 14–37. 
  
Nonaka, I., & Takeuchi, H. (1995). Knowledge-Creating Company: How Japanese Companies 
Create the Dynamics of Innovation. New York: Oxford University Press. 
  
Nonaka, I., & Konno, N. (1998). The concept of "ba": Building a foundation for knowledge 
creation. California Management Review. Vol. 40. (3). Pp. 40-54. 
  
Nonaka, I., Toyama, R., & Konno, N. (2000). SECI, Ba and Leadership: a United Model of 
Dynamic Knowledge Creation. Long Range Planning. Vol. 33. Pp. 5- 34. 
  
Nonaka, I., Toyama, R., & Nagata, A. (2000). A Firm as a Knowledge-Creating Entity: A New 
Perspective on the Theory of the Firm. Industrial and Corporate Change. Vol. 9 (1). Pp. 1-20. 
  
Nonaka, I., & Toyama, R. (2003). The knowledge-creating theory revisited: knowledge creation 
as a synthesizing process. Knowledge Management Research & Practice. Vol. 1. Pp. 2–10. 
  
Nonaka, I., Toyama, R., & Hirata, T. (2009). Managing Flow: A Process Theory of the  
Knowledge-Based Firm. Knowledge Management Research and Practice. Vol. 7. Pp. 113-115. 
  
Newbert, L. S. (2007). Empirical Research on the Resource-Based View of the Firm: An 
Assessment and Suggestions for Future Research Page. Strategic Management Journal. Vol. 28 
(2). Pp. 121-146. 
  
Nunes, B. M., Annansingh, F., Eaglestone, B., & Wakefield, R. (2006). Knowledge 
management issues in knowledge-intensive B2Es". Journal of Documentation. Vol 62(1). 
Pp. 101 –119. 
  
Porter, M. E. (1979). How competitive forces shape strategy. Harvard Business Review. Vol. 57 
(2). Pp.137-145. 
  

 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

Prahalad, C. K. & Hamel G. (1990). The core competence of the corporation. Harvard Business 
Review. Vol. 68 (3). Pp. 79-91. 
  
Roberts, J. (2007). The Modern Firm: Organizational Design for Performance and Growth. 
Oxford: Oxford University Press. 
  
Rumelt, R. P. (2011). Good Strategy, Bad Strategy: The Difference and Why it Matters. New 
York: Crown Business. 
  
Salvato, C. & Rerup, C. (2011). Beyond Collective Entities: Multilevel Research on 
Organizational Routines and Capabilities. Journal of Management. Vol. 37 (2). Pp. 468-490. 
  
Saunders, M. L., & Thornhill, A. (2009). Research methods for business students. 5th 
Ed. Essex: Pearson Education Limited. 
  
Sandhawalia, B. S., & Dalcher, D. (2010). Developing knowledge management 
Capabilities: a structured approach. Journal of Knowledge management. Vol.15 (2). Pp. 313-328. 
  
Singh, D., & Oberoi, J. S. (2013). An Empirical Investigation of Dynamic Capabilities in 
Managing Strategic Flexibility in Manufacturing Organization. Management Decision. Vol. 
51(7). Pp. 1442-1461. 
  
Shi, W., Sun, J., & Prescott, E. J. (2012). A Temporal Perspective of Merger and Acquisition and 
Strategic Alliance Initiatives: Review and Future Direction. Journal of Management. Vol. 38. 
Pp. 164-209. 
  
Starr, J.A., & MacMillan, I. (1990) Resource Cooptation via Social Contracting: Resource 
Acquisition Strategies for New Ventures. Strategic Management Journal. Vol. 11. Pp. 79-92. 
  
Teece, D. J., Pisano, G., & Shuen A. (1997). Dynamic capabilities and strategic management. 
Strategic Management Journal. Vol. 18 (7). Pp. 509–533. 
  
Teece, D.J. (2012). Dynamic Capabilities: Routines versus Entrepreneurial Action. Journal of 
Management Studies. Vol. 49. Pp. 1395-1411. 
  
Teece, David J.; Al-Aali, Abdulrahman Y. (2013) Knowledge, Entrepreneurship, and 
Capabilities: Revising the Theory of the MNE Universia Business Review, Vol. 40.  Pp. 18-32. 
  
Usunier, J. C., & Lee, J. A. (2013). Marketing across cultures. 5th ed., Pearson Education Ltd., 
Edinburgh Gate Harlow. 
  

 
 



 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

Van den Brink, P. (2003). ‘Social, organizational and technological conditions that enable 
knowledge sharing’, Doctoral thesis. Technische Universiteit Delft, Amsterdam. 
  
Van Gils, A., & Zwart, P. (2004). Knowledge Acquisition and Learning in Dutch and Belgian 
SMEs: The Role of Strategic Alliances. European Management Journal. Vol. 22 (6). Pp. 685–
692. 
  
Vassolo, S.R. & Anand, J. (2008). “An Examination of Dynamic Capabilities: Is Evolutionary 
Theory Underdetermined?”. Management Research. Vol. 6 (1). Pp. 47–62. 
  
Wernerfelt, B. (1995). The resource-based view of the firm: ten years after. Strategic 
Management Journal. Vol. 16 (3). Pp. 171-174. 
  
Wilson, T. D. (2002), “The nonsense of ‘knowledge management’”, Information Research. Vol. 
8 (1). Available at: http://InformationR.net/ir/8-1/paper144.html [Accessed 1st Feb 2014]. 
  
Yang, T., & Li, C. (2011), “Competence exploration and exploitation in new product 
development: the moderating effects of environmental dynamism and competitiveness”. 
Management Decision. Vol. 49 (9). Pp. 1444-1470. 
  
Zahra, S. A., Sapienza, H. J., & Davidsson, P. (2006). Entrepreneurship and dynamic 
capabilities: a review, model, and research agenda. Journal of Management Studies. Vol. 43 (4). 
Pp. 917–955. 
  
Zollo, M., & Winter, G. W. (2002). Deliberate Learning and the Evolution of Dynamic 
Capability. Organization Science. Vol. 13 (3). Pp. 339-351. 
  
Internet sources: 
Cambridge Dictionary (2014). Available at: http://dictionary.cambridge.org.html [Accessed 17th 
Feb 2014] 
  
Oxford Dictionary. (2014). Available at: http://www.Oxforddictionaries.com [Accessed 10th 
March 2014] 
  
Interviews: 
B1, Managing director and owner of Packaging GMBH. Personal interview 14th of March 2014. 
  
B2, Site manager and member of the board at Packaging GMBH. Personal interview 14th of 
March 2014. 
  

 
 

http://informationr.net/ir/8-1/paper144.html
http://informationr.net/ir/8-1/paper144.html
http://dictionary.cambridge.org.html/
http://dictionary.cambridge.org.html/
http://www.oxforddictionaries.com/
http://www.oxforddictionaries.com/


 
 
 

Challenges in Acquisitions of Firms within the Manufacturing Industry 
 

  

A1, Owner, member of the board and business manager at Concrete AB. Personal interview 2nd 
of April 2014. 
  
A2, Plant manager and business manager at Concrete AB. Personal interview 3rd of April 2014. 

 Appendix 1 

1.  What kind of challenges have you faced during the acquisition process? 

2.  What kind of resources have you gained from this acquisition? 

3.  What did you do to gain knowledge about the new market and factory? 

4.  Have you faced new challenges? 

5.  How did you manage the new knowledge in the new company to develop strategies to be 

competitive? 

6.   How will you managed the knowledge flow from the new employees? 

7.   How did you reconfigure your internal/external resources to enter the new market? 

8.  Now that you are offering new products, how will this affect the organization? 

9.  What actions will you need to take to gain flexibility to respond to the market? 

10.  Can you describe the investment process? 

11.  How will you create the rules and policies? (Knowledge creation, Storing, history) 

12.  How will you create routines in the different departments to be able to share knowledge? 

13.  How will you create teams to make them work successfully together? 

14.  Will you have different specialized employees and how will they interact? 

15.  Since you have new machineries in the factory, will there be some kind of training? 

16.  How will the specialized employees integrate to increase the capacity? 

17.  Will you create new routines in the factory or use the old ones? 

18.  How will you find new customers and markets? 

19.  How will the exploration of the new technology work? 

20.  How do you think the culture and experiences affect the employees? 

21.  To what extent, will you delegate different tasks? 

22.  How do you deal with the knowledge creation and transformation? 
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Appendix 2 

 Literature review 
  
In this literature review, previous studies about the different concepts and theories that were 
found relevant and interesting for the purpose and the outcome of this research will be presented. 
In this research the new market entry is seen with the characteristics of dynamic market, which is 
a linkage between the different concepts in the frame of references and will be explained more in 
the theoretical framework. The findings of each study in the literature review will be presented 
shortly. Furthermore, the purpose and the research methods/designs that were used to conduct 
the papers will be presented. 
  

Authors and study Purpose Findings Methodology 

Dynamic 
Capabilities and 
Knowledge 
Management: an 
Integrative Role for 
Learning (Easterby- 
Smith & Prietow, 
2008) 

To combine and 
overlap dynamic 
capabilities and 
knowledge 
management in order 
to examine the 
potential area for 
future research. 

Interrelationships 
between “DC” and 
“KM” and the relation 
is dependent on the 
market dynamism. The 
exploration and 
exploitation are 
common underlying 
factors for both DC 
and KM. 

Developed a 
conceptual 
framework as a 
basis for future 
research. 

What are dynamic 
capabilities and are 
they a useful 
construct in 
strategic 
management? 
(Ambrosini & 
Bowman, 2009). 

To synthesis the 
existing literature to 
create a deeper 
understanding of 
dynamic capabilities. 

Companies need to 
continuously renew its 
resources in line with 
the changes in the 
environment. This 
means that they need 
DC to create, integrate 
and reconfigure their 
resources. 

Reviewing as well 
as synthesizing of 
extant literature. 
Literature review 
on a conceptual 
level. 
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Dynamic 
Capabilities: What 
Are They?  
(Eisenhardt and 
Martin, 2000) 

To extend the 
understanding of 
DC to enhance the 
RBV. Examine how 
DC are influenced 
by market 
dynamism and 
their changes over 
time 

The traditional RBV 
have missed the locus 
of long- term 
competitive 
advantage in dynamic 
markets.  Instead the 
focus should lie in the 
resource 
configuration. 

Reframing the 
conceptualization 
of DC. 

Knowledge, 
Entrepreneurship, 
and Capabilities 
(Teece & Al-aali, 
2013) 

Create a framework 
by combing three 
concepts which are 
DC, KM  and 
entrepreneurship 
as a tool for MNE 

Concludes that 
entrepreneurial 
management, KM and 
strong DC are 
essential for MNEs 
performance. 

Operationalizatio
n and revision of 
previous research 
of MNEs 

An empirical 
investigation of 
dynamic 
capabilities in 
managing 
strategic flexibility 
in manufacturing 
organizations 
(Singh & Oberoi, 
2013) 

To evaluate the 
relative impact of 
DC on different 
dimensions of 
strategic flexibility 
in manufacturing 
industries 

DC has an impact on 
manufacturing 
companies at a 
strategic level. It was 
found that firms can 
compete and survive 
due to the 
exploitation of their 
existing resources. 

Quantitative 
surveys with 102 
manufacturing 
companies. 

Dynamic 
Capabilities: 
Routines versus 
Entrepreneurial 
Action (Teece, 
2012) 
  

Understand the 
role of managers, 
executives and 
routines in the DC 
framework. 

Routines and actions 
of top management 
are of importance to 
the DC framework 
since they are 
implementing the 
changes in 
companies. 

Used secondary 
data from 
interviews with 
IBM and Apple 
“Steve Jobs” 
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Knowledge 
management issues 
in knowledge-
intensive B2Es. 
(Nunes et al., 2006) 

  

Study of knowledge 
management 
understanding 
and usage in 
knowledge-intensive 
SMEs. 

SMEs that use KM for 
capturing, storing, 
sharing and 
disseminating 
knowledge can  
achieve greater 
innovation and 
productivity. 

Qualitative 
method with two 
cases in England 
that use 
Knowledge 
Management on a 
daily basis 

Table Appendix 2. Summary of the literature review. (Own processing) 
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