
ADVANCES IN MERGERS AND 
ACQUISITIONS



ADVANCES IN MERGERS  
AND ACQUISITIONS

Series Editors: �Sydney Finkelstein and  
Cary L. Cooper

Recent Volumes:

Volumes 1–2:	 Edited by Cary L. Cooper and Alan Gregory
Volumes 3–20:	 Edited by Sydney Finkelstein and Cary L. Cooper



ADVANCES IN MERGERS AND  
ACQUISITIONS  VOLUME 21

ADVANCES IN MERGERS 
AND ACQUISITIONS

EDITED BY

SYDNEY FINKELSTEIN
Tuck School of Business, USA

AND

CARY L. COOPER
Alliance Manchester Business School, UK

United Kingdom – North America – Japan  
India – Malaysia – China



Emerald Publishing Limited
Howard House, Wagon Lane, Bingley BD16 1WA, UK

First edition 2022

Copyright © 2022 Emerald Publishing Limited.

Reprints and permissions service
Contact: permissions@emeraldinsight.com

No part of this book may be reproduced, stored in a retrieval system, transmitted in 
any form or by any means electronic, mechanical, photocopying, recording or otherwise 
without either the prior written permission of the publisher or a licence permitting 
restricted copying issued in the UK by The Copyright Licensing Agency and in the USA 
by The Copyright Clearance Center. Any opinions expressed in the chapters are those 
of the authors. Whilst Emerald makes every effort to ensure the quality and accuracy of 
its content, Emerald makes no representation implied or otherwise, as to the chapters’ 
suitability and application and disclaims any warranties, express or implied, to their use.

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library

ISBN: 978-1-80071-724-4 (Print)
ISBN: 978-1-80071-723-7 (Online)
ISBN: 978-1-80071-725-1 (Epub)

ISSN: 1479-361X (Series)



v

CONTENTS

About the Series Editors� vii

About the Contributors� ix

Introduction
Sydney Finkelstein and Cary L. Cooper� xiii

Chapter 1  Understanding the Perks and Pitfalls of  
Cross-legacy Boundary Spanning
Stefan Breet and Lotte Glaser� 1

Chapter 2  Manager Decisions Across Acquisition Phases:  
The Role of Inimical Resources
Elio Shijaku and David R. King� 17

Chapter 3  The Interrelationship between the Target and the  
Acquirer in Acquisitions: A Review and Synthesis
Di Bian� 31

Chapter 4  A New Era of Mergers and Acquisitions:  
Towards Synergy between Industry 4.0 and Circular Economy
Fadi Alkaraan� 51

Chapter 5  Bridging Institutional Distance:  
The Role of M&A Advisors in Cross-border Acquisitions
Tao Han and Addis Gedefaw Birhanu� 63

Chapter 6  The Role of Acquisition Experience in  
Acquirer-Advisor Relationship Formation and Continuation
Mazhar Islam, Carmen Weigelt and Haemin Dennis Park� 85

Chapter 7  CEO Power and Acquisition Performance:  
A Meta-analysis
Xiaoying Wang� 117

Index� 149



This page intentionally left blank



vii

ABOUT THE SERIES EDITORS

Sydney Finkelstein is the Steven Roth Professor of Management and Director 
of the Center for Leadership at the Tuck School of Business at Dartmouth 
College, where he teaches courses on Leadership and Strategy. He also has expe-
rience working with executives at Dartmouth and other prestigious universities 
around the world. He holds degrees from Concordia University and the London 
School of Economics, as well as a Ph.D. from Columbia University in Strategic 
Management. He has published 23 books and 85 articles, with several bestsellers, 
including the #1 bestseller in the USA and Japan, Why Smart Executives Fail. 
On Fortune magazine’s list of best business books, the Wall Street Journal called 
it “a marvel – a jargon-free business book based on serious research that offers 
genuine insights with clarity and sometimes even with …. It should be required 
reading not just for executives but for investors as well.” His latest bestselling 
book is SUPERBOSSES: How Exceptional Leaders Master the Flow of Talent, 
which was named one of Amazon’s “Best Books” on business and leadership 
for 2016. LinkedIn Chairman Reid Hoffman calls it “a leadership guide for the 
Networked Age.” He is a Fellow of the Academy of Management. He has had 
three books nominated for the Academy of Management’s Terry Book Award, 
the most prestigious such honor in the field. He is a recognized thought leader 
on leadership, strategy, and corporate governance, and is listed on the “Thinkers 
50,” the most prestigious ranking of management thinkers in the world. He is 
well known for his keynote speeches and television appearances and is a regular 
columnist for the BBC.

Cary L. Cooper is the author and editor of more than 175 books and is one 
of Britain’s most quoted business gurus. He is the 50th Anniversary Professor 
of Organizational Psychology and Health at Alliance Manchester Business 
School, University of Manchester, UK. He is the immediate past President of the 
Chartered Institute of Personnel and Development, past President of the British 
Academy of Management, a Companion of the Chartered Management Institute 
and one of only a few UK Fellows of the (American) Academy of Management, 
past President of the British Association of Counselling and Psychotherapy, 
and Past President of RELATE. He was the Founding Editor of the Journal of 
Organizational Behavior, former Editor of the scholarly journal Stress and Health, 
and is the Editor-in-Chief of the Wiley-Blackwell Encyclopedia of Management; 
now in its 3rd edition. He has been an Advisor to the World Health Organisation, 
International Labour Organization, and European Union in the field of occupa-
tional health research and wellbeing, was Chair of the Global Agenda Council 
on Chronic Disease of the World Economic Forum (2009–2010, and a member of 
the Global Agenda Council on the mental health of the World Economic Forum) 



viii	 About the Series Editors

and is Immediate Past Chair of the Academy of Social Sciences (comprising 47 
learned societies in the social sciences and 90,000 members). He was awarded 
the CBE by the Queen in 2001 for his contributions to organizational health and 
safety; and in 2014, he was awarded a Knighthood for his contribution to the 
social sciences.



ix

ABOUT THE CONTRIBUTORS

Fadi Alkaraan is an Associate Professor of Accounting and Finance, working 
as a Senior Lecturer at Lincoln International Business School, the University 
of Lincoln (UK). He completed his postgraduate degrees (M.A. and Ph.D. 
in Accounting and Finance) at Manchester Business School, the University of 
Manchester. He held various teaching and research positions at Business Schools 
including the University of Manchester (UK), Abu Dhabi University and United 
Arab Emirates University (UAE), and Grafton College of Management Sciences 
and Cork University Business School (Ireland). He is an Adjunct Professor at 
Jinan University (Lebanon). His research interests mainly focus on business model 
transformation in large UK companies toward I4.0 strategy and circular econ-
omy, M&A performance, strategic investment decision-making and investment 
appraisal techniques, the influence of corporate governance practices on organi-
zational performance, and the influence of strategic control mechanisms on strate-
gic investment decision-making toward the long-term sustainable business model.

Di Bian is a Postdoctoral Researcher at the University of St.Gallen, Switzerland. 
She obtained her Ph.D. from the University of St.Gallen and was a visiting Ph.D. 
student at INSEAD Singapore. Her research takes a behavioral and cognitive 
perspective and examines decision-making in key strategic activities.

Addis Gedefaw Birhanu is an Associate Professor of Strategy and Organization 
at EMLYON Business School, France. She completed her Ph.D. in Business 
Administration and Management from Bocconi University, Italy, in 2015. Her 
research interests are on the nexus of non-market strategies, corporate govern-
ance, and their implications on firm performance. Her research has been pub-
lished in Strategic Management Journal, Strategic Organization, Entrepreneurship 
Theory and Practice, and Journal of International Financial Markets, Institutions, 
and Money. She currently serves as a member of the Editorial Review Board of 
Strategic Management Journal.

Stefan Breet is an Assistant Professor of Strategy and Entrepreneurship at the 
Radboud University Nijmegen. He studies the social and behavioral antecedents 
of intrapreneurship and organizational adaptation, as well as the psychological 
and relational mechanisms that govern these effects. With his research, he aims to 
improve our theoretical understanding of corporate entrepreneurship, integrate 
research on intrapreneurship with research on social networks, to separate “nice-
to-have” from “need-to-have” factors by identifying the necessary conditions that 
enable or constrain intrapreneurship, and to provide practical recommendations 
that help both employees and organizations to become more entrepreneurial.



x	 About the Contributors

Lotte Glaser is an Associate Professor at the VU University, School of Business 
and Economics in Amsterdam, the Netherlands. Inspired to build a bridge 
between the academic and business world, she combines this role with a unique 
corporate position where she advises the next generation of family business lead-
ers at Cofra Holding. Her research focuses on multi-level antecedents and conse-
quences of intra- and inter-organizational networks, corporate entrepreneurship, 
and organizational paradoxes.

Tao Han is an Assistant Professor of Strategy and Organization at EMLYON 
Business School. His primary research interests lie at the intersection of interna-
tional business and strategy. In his dissertation, he studies the behavioral factors in 
firms’ corporate development strategies (e.g., global strategy and merger and acqui-
sition) and how they translate into firm performance. Prior to joining EMLYON, 
he completed his Ph.D. in Management at Tilburg University in the Netherlands.

Mazhar Islam earned his Ph.D. in Strategic Management from the Carlson 
School of Management at the University of Minnesota. He is currently an 
Assistant Professor of Management and the holder of the Chase Distinguished 
Professorship of International Business, College of Business, Loyola University 
New Orleans. His research addresses questions that intersect the fields of strate-
gic management and entrepreneurship focusing on firm-level cooperative strate-
gies and collaborative innovation within firms and innovation communities. In a 
related stream of work, he studies the global business environment, examining 
how non-market forces shape the national business environments. His research has 
been published in journals such as the Journal of Business Venturing and Research 
Policy. His first book co-authored with Alfred Marcus titled Demography and the 
Global Business Environment was published by Edger Elgar Publishing in 2019.

David R. King is the Higdon Professor of  Management at Florida State University 
where he teaches undergraduate and graduate business strategy. He earned his 
Ph.D. in Strategy and Entrepreneurship from Indiana University’s Kelley School 
of  Business. Before joining academia, he managed aircraft procurement for the 
US Air Force. His research focuses on complementary resources, merger and 
acquisition integration and performance, technology innovation, and defense 
procurement. An award-winning researcher, his research appears in leading 
management journals.

Haemin Dennis Park earned his Ph.D. in Technology Entrepreneurship and 
Strategic Management from the Michael G. Foster School of Business at the 
University of Washington. He is currently an Associate Professor at the Naveen 
Jindal School of Management at the University of Texas at Dallas. He conducts 
research on how the external resource acquisition strategy of technology-based 
ventures influences their development and performance. He has published in 
the Academy of Management Journal, Journal of Business Venturing, Journal of 
Management Studies, Journal of Management, Journal of Product and Innovation 
Management, Organization Science, Research Policy, Review of Finance, Strategic 



About the Contributors	 xi

Entrepreneurship Journal, Strategic Management Journal, and Strategy Science among 
others. He currently serves as a Field (Associate) Editor of the Journal of Business 
Venturing and on the Editorial Board of the Strategic Entrepreneurship Journal.

Elio Shijaku received his Ph.D. from the Autonomous University of Barcelona. 
He is currently an Assistant Professor at the University of Barcelona. His 
research interest focuses on organizational networks, strategic alliances, mergers 
and acquisitions (M&A), and performance feedback. His research has appeared 
in the Journal of International Business Studies among others.

Xiaoying Wang is a Ph.D. candidate in Strategy and Global Management at 
Haskayne School of Business, University of Calgary. She holds a B.Sc. degree 
in Statistics and a Ph.D. degree in Economics. She was a Visiting Fellow of 
International Trade and Investment at Crawford School of Public Policy at the 
Australian National University from 2017 to 2018. Her current research focuses 
specifically on the role of top managers in corporate strategies (e.g., mergers and 
acquisitions) and firm performance.

Carmen Weigelt earned her Ph.D. in Strategy from the Fuqua School of Business 
at Duke University in 2003. She is currently an Associate Professor in Strategy at 
the A.B. Freeman School of Business at Tulane University. Before joining Tulane, 
she served as an Assistant Professor of Strategy at the Jones Graduate School of 
Business at Rice University. She teaches classes in strategy and innovation man-
agement at the graduate level. Her research focuses on outsourcing, technologi-
cal innovation, renewable energy, and resource management. For instance, she is 
interested in how outsourcing decisions affect a firm’s innovation activities and 
ability to adapt to technological change. Her work has been published in leading 
academic journals such as the Strategic Management Journal, the Academy of 
Management Journal, Research Policy, and Energy Policy. She is a member of the 
Editorial Review Boards of the Academy of Management Journal and the Strategic 
Management Journal, and an Associate Editor for Organization & Environment.



This page intentionally left blank



xiii

INTRODUCTION
Sydney Finkelstein and Cary L. Cooper

The global economy continues to be buffeted by uncertainty, change, and trauma. 
The era of Covid has shifted from a pandemic to the endemic stage – or so we 
hope, while geopolitical forces seem to emerge regularly to disrupt business and 
management. The Russian invasion of Ukraine in 2022 is now at the top of the 
list. Throughout all this leaders need to lead, and the demand for business growth, 
restructuring, and even re-configuring what a company needs to be to survive and 
thrive is a constant. Given the central role of mergers and acquisitions to meet 
these challenges, the Advances series continues to generate interesting perspec-
tives from scholars around the world.

In this volume, we share seven chapters, each reflecting a particular perspec-
tive on M&As, but as a group once again highlighting how diverse the research 
topics, questions, and answers can be. The first chapter in this volume, by Stefan 
Breet and Lotte Glaser, focuses on a key catalyst to merger integration – the role 
of boundary spanning people with social connections across both acquirer and 
target firms. These people are lynchpins, but there is a dark side to what these 
authors call “cross-legacy boundary-spanning,” leading them to propose a multi-
dimensional model to explain how cross-legacy boundary-spanners can avoid the 
pitfalls and promote the perks of their position in support of successful post-
merger integration.

In a somewhat similar conceptual vein, Elio Shijaku and David R. King argue 
in Chapter 2 that not all resources are created equally, and, even more intrigu-
ingly, so-called “inimical resources” in acquisitions may actually be a weakness 
rather than a strength. The net result is that these authors open the door to deeper 
thinking on the dark side of resources that are typically viewed only positively. 
Each of these first two chapters flips the script on how we usually think about 
something, and that’s interesting.

While acquisition research has often focused on either the acquirer or the tar-
get side of analysis, recent work has increasingly emphasized the need for under-
standing the dyadic interrelationship between the target and the acquirer. What 
this means for research on M&As is the subject of Di Bian’s chapter. Of special 
interest here is Di’s attention to attributes, connections, and interactions between 
buyer and seller, a conceptual structure that brings considerable upside when 
investigating dyadic relationships.

A new era of M&A is emerging, characterized by a new wave of strategic 
investment decision-making practices. In Chapter 4, Fadi Alkaraan argues that it 
is critical for companies to prioritize their strategies and identify areas that pre-
sent the greatest risk on environmental and social issues, including human rights, 
labor, and ethical issues in the companies’ supply chains.
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Advisors – investment banks in particular – play a key role in mergers and 
acquisitions. We have two chapters in this volume that investigate how advisors 
fit into the M&A puzzle. In the first of these chapters, drawing on insights from 
the literature on institutional distance, Tao Han and Addis Gedefaw Birhanu, 
argue and find that in cross-border acquisitions acquiring and targeting firms 
may alleviate heightened information asymmetries and transaction costs by lev-
eraging the information-production and uncertainty-reduction roles of external 
M&A advisors.

In light of this finding, it is surprising that external M&A advisors are not 
always hired in a deal. Why not? One reason may be the experience level of the 
acquiring company with past M&As. Mazhar Islam, Carmen Weigelt, and Haemin 
Dennis Park examine this possibility in a sample of US-based acquisitions over 
24 years. Their findings are mostly supportive, providing a nice bookend to the 
two chapters on the role of external M&A advisors in mergers and acquisitions.

The final chapter in this volume is unusual, in that it focuses on CEO power 
and its effects on M&A success. For many, this is not the first thing one thinks 
of when considering what makes M&A deals work, or not. But in Chapter 7, 
Xiaoying Wang explains just why such a perspective is so interesting and backs 
it up with a meta-analysis that confirms how several key aspects of CEO power 
influence M&A performance.

Seven chapters – seven sets of authors – seven interesting research questions –  
and seven sets of findings that will help clarify some of these questions at the 
same time as inspiring others to go deeper. Mergers and acquisitions are only 
becoming more important for business growth and survival, which makes it excit-
ing to bring you this set of chapters from diverse scholars tackling diverse ques-
tions of relevance.
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CHAPTER 1

UNDERSTANDING THE PERKS 
AND PITFALLS OF CROSS-LEGACY 
BOUNDARY SPANNING

Stefan Breet and Lotte Glaser

ABSTRACT

Scholars typically view cross-legacy boundary spanners – employees who 
develop and maintain social relationships with coworkers from both legacy 
organizations – as the key integrators in mergers and acquisitions (M&As). 
Organizations even formally appoint employees with cross-legacy responsi-
bilities to support the post-merger integration process. Recent research has 
started to emphasize, however, how difficult it can be to reap the benefits of 
a boundary-spanning position. Building and maintaining formal or infor-
mal boundary-spanning ties is costly because it requires time, attention, and 
political savviness. To better understand the perks and pitfalls of cross-legacy 
boundary-spanning, the authors identify and describe its structural and soci-
ocultural dimensions and explain how they influence cross-legacy boundary-
spanning in M&A contexts. The authors argue that the two dimensions can be 
seen as boundary conditions to the positive relationship between cross-legacy 
boundary spanning and post-merger integration. This chapter highlights the 
potential dark side of cross-legacy boundary-spanning and proposes a multi-
dimensional model to explain how cross-legacy boundary spanners can avoid 
the pitfalls and promote the perks of their position in support of successful 
post-merger integration.

Keywords: Mergers and acquisitions; boundary spanning; post-merger 
integration; social networks; organizational identification; political skill

Advances in Mergers and Acquisitions, Volume 21, 1–15
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INTRODUCTION
Mergers and acquisitions (M&As) provide organizations with the opportunity to 
grow their market share, achieve economies of scale or scope, and leverage new 
technologies and capabilities (Graebner, Heimeriks, Huy, & Vaara, 2017). M&As 
are especially attractive when synergies are created: a situation in which the 
value of the new and combined organization exceeds the total value of the two 
separate organizations (Brueller, Carmeli, & Markman, 2018; Charkavarthy &  
Lorange, 2007; Graebner, 2004; Larsson & Finkelstein, 1999). Synergies typically 
emerge when M&As enable organizations to leverage existing capabilities and 
resources or acquire new ones (Capron & Mitchell, 2009; Kaul & Wu, 2016). 
Despite their potential, however, M&As often fail to realize their synergetic value 
(Cartwright & Cooper, 1995; Grotenhuis, 2009; Thanos & Papadakis, 2012). 
Research shows that the success of a merger stands or falls with both the stra-
tegic integration of capabilities and resources, and the sociocultural integration 
of employees from different organizational cultures (Graebner et al., 2017). As 
post-merger integration is often complex, ambiguous and difficult to manage, its 
success depends on the employee’s ability to span the legacy boundaries and pur-
sue valuable opportunities to integrate and unite the two organizations (Brueller 
et al., 2018; Graebner et al., 2017; Haleblian, Devers, McNamara, Carpenter, & 
Davison, 2009; Vaara, 2003).

Recognizing the importance of structural and sociocultural integration, 
organizations going through M&As often appoint employees with cross-organi-
zational responsibilities to stimulate knowledge transfer and mutual understand-
ing (Drori, Wrzesniewski, & Ellis, 2013; Graebner, 2004; Teerikangas, Véry, & 
Pisano, 2011). Research on post-merger network reconfiguration also shows that 
employees will slowly but steadily informally reach out to coworkers from the 
other legacy organization for information, advice, and support (Allatta & Singh, 
2011; Mirc & Parker, 2020). Cross-legacy boundary spanners are those employees 
who develop and maintain formal and informal relationships with new colleagues 
from the counterpart legacy organization (Allatta & Singh, 2011; Briscoe & Tsai, 
2011). According to the social network literature, employees who span boundaries 
benefit from timely access to heterogeneous knowledge and information as well 
as social influence to initiate strategic change (Burt, 1992, 2004). Indeed, stud-
ies suggest that cross-legacy relationships contribute to M&A success. Boundary 
spanners are instrumental in linking multiple sources of knowledge and capabili-
ties, developing the new organizational identity, and achieving post-merger syner-
gies (Drori et al., 2013; Graebner, 2004; Teerikangas et al., 2011).

While most of the boundary-spanning literature has emphasized the  
positive outcomes of such positions, recent research has started to highlight 
the idea that building and maintaining formal or informal social relationships 
requires time, attention, and political savviness (Dahlander, O’Mahony, & Gann, 
2016; Kaplan, Milde, & Cowan, 2017; Mors, Rogan, & Lynch, 2018). Moreover, 
the integration of knowledge across different domains can be cognitively tax-
ing (Carlile, 2004; Leahey, Beckman, & Stanko, 2017) and diverging expectations 
from both sides of the boundary can trigger role conflict (Friedman & Podolny, 
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1992; Marrone, Tesluk, & Carson, 2007). As boundary-spanning is time-consum-
ing and requires considerable effort, especially with new members of an organi-
zation, the inability to exploit its advantages is an important consideration yet 
remains understudied in the M&A literature. For instance, boundary spanners 
experiencing role conflict and stress tend to hurt rather than help cross-boundary  
integration (Gargiulo & Benassi, 2000). The role of cross-legacy boundary  
spanners in an M&A context can, therefore, be beneficial or harmful depending 
on their ability to balance the costs and benefits of their position. If  the cross-
legacy boundary spanners actively resist organizational change, the success of the 
post-merger integration might be at stake.

To understand the perks and pitfalls of cross-legacy boundary spanning in 
M&A contexts, this chapter explores its structural and sociocultural dimensions. 
We argue that cross-legacy boundary spanners unfold their full potential for 
post-merger integration in combination with other structural and social-cultural 
dimensions. We define the structural dimension of  cross-legacy boundary span-
ning as the pattern of relationships between the boundary spanners and their 
coworkers. This dimension consists of the number of cross-legacy boundary-
spanning ties (Mors et al., 2018), also referred to as the within legacy connect-
edness of the boundary spanner (Dahlander et al., 2016; Tortoriello, 2015). We 
propose that the number of cross-legacy ties can have a positive influence on 
the cross-boundary spanner, despite the downside of it taking time to develop. 
Connectedness, defined as an “informal coordination mechanism” (Jansen, Van 
Den Bosch, & Volberda, 2006), refers to the cross-legacy boundary spanner’s ease 
of coordinating and communicating. We propose that within-legacy connected-
ness may promote conformity (Fleming, Mingo, & Chen, 2007) and will encour-
age knowledge exchange, thereby influencing the ability of a boundary spanner to 
achieve a successful post-merger integration.

Second, we define the sociocultural dimension of  cross-legacy boundary span-
ning as the ability to understand and navigate cross-legacy social interaction. Key 
facets of this dimension are the boundary spanners’ political skill (Grosser et al., 
2018) and their identification with the new organization (Van Knippenberg, van 
Knippenberg,  Monden, & de Lima, 2002). More specifically, we propose that 
political skill determines the degree to which cross-legacy boundary spanners can 
overcome the pitfalls of their network position and that politically skilled bound-
ary spanners benefit from three advantages: the ability to effectively deal with 
different knowledge bases, gather support for initiatives and manage role conflict. 
Furthermore, we propose that organizational identification with the new organi-
zation typically leads to approval and support of the M&A (Giessner et al., 2011; 
Ullrich et al., 2005; Van Knippenberg et al., 2002), while disidentification sparks 
opposition and criticism (Elsbach & Bhattacharya, 2001; Kreiner & Ashforth, 
2004). These studies show the importance of including organizational identifica-
tion, as this will influence the trade-offs made by the boundary spanners. Fig. 1 
illustrates the framework we propose.

By demonstrating and identifying both structural and sociocultural dimen-
sions of cross-legacy boundary spanning in M&A settings, we make three main 
contributions. First, we advance the literature on post-merger integration by 
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showing that cross-legacy boundary spanning can be a burden in disguise. The 
M&A literature typically assumes that boundary spanners are beneficial, but our 
study shows that they can also reduce the extent to which other employees take 
initiative and support the post-merger integration process. Second, we contribute 
to the social network literature as well as to the organizational identification lit-
erature by identifying the direct and indirect social ties of employees as an impor-
tant boundary condition that influences whether the “dark” or “light” side of 
organizational identification will be triggered. Finally, we advance social network 
theory by confirming Nahapiet and Ghoshal’s (1998) claim that the relational and 
cognitive dimensions of social capital are as important as the structural dimen-
sion. We highlight the importance that post-merger the reconfiguration of the 
social network changes and how several dimensions play a key role in influencing 
boundary spanners’ behavior.

THE PERKS AND PITFALLS OF CROSS-LEGACY 
BOUNDARY SPANNING

A boundary is a physical, social, or cognitive distinction between groups – for 
example, between teams, business units, or organizations – that demarcates their 
identities (Hernes, 2004). Boundary spanners are employees who develop and 
maintain social relationships with people from two or more groups (Aldrich & 
Herker, 1977; Tushman, 1977; Tushman & Scanlan, 1981). Their position has two 
functions: a bridging and a buffering function (Aldrich & Herker, 1977; Meznar & 
Nigh, 1995). The bridging or information processing function entails the transfer 
of knowledge and information between groups. The buffering or external repre-
sentation function entails making sure that the internal processes of the group 
are not disrupted and to influence in a positive way the group’s external envi-
ronment. A well-established line of management research shows that the role of 
boundary-spanners influences key organizational outcomes such as knowledge 
exploration (Mors et  al., 2018), knowledge replication (Kim & Anand, 2018), 
innovation performance (Dahlander et al., 2016; Ter Wal, Criscuolo, & Salter, 
2017), research productivity (Kaplan et al., 2017; Leahey et al., 2017), and strate-
gic renewal (Glaser, Fourné, & Elfring, 2015).

Fig. 1.  Structural and Sociocultural Factors Influencing the Relationship between 
Cross-legacy Boundary-spanning and Successful Post-merger Integration.
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The boundary between two merging legacy organizations plays a central role 
in the post-merger integration process (Drori et al., 2013). Cross-legacy boundary 
spanners are employees who develop and maintain relationships with new  
colleagues from the counterpart legacy organization (Allatta & Singh, 2011; 
Briscoe & Tsai, 2011). Whether an employee develops cross-legacy ties depends 
on two factors. Some employees will become cross-legacy boundary spanners 
because they are formally required to work with new coworkers. For example, 
they become a member of the merger integration team (Teerikangas et al., 2011) 
or take on cross-legacy responsibilities (Graebner, 2004). Other employees will 
become cross-legacy boundary spanners because they informally reach out to 
new coworkers for information, advice, or support (Mirc & Parker, 2020). These 
ties tend to develop slowly because people are inclined to contract their social net-
works when uncertainty is high (McDonald & Westphal, 2003; Parker, Halgin, &  
Borgatti, 2016) and favor semiformal over informal ties (Srivastava, 2015). 
Consequently, existing knowledge exchange patterns change very slowly during 
the post-merger integration phase (Allatta & Singh, 2011).

Despite the central role of the cross-legacy boundary in the post-merger inte-
gration process, surprisingly little is known about the conditions under which 
cross-legacy boundary spanners contribute to post-merger success. The broader 
boundary-spanning literature suggests that boundary spanners can help or hurt 
the post-merger integration process. Cross-legacy boundary spanners are a source 
of post-merger knowledge creation because they uniquely and directly tap into 
the knowledge and expertise of both legacy organizations (Aldrich & Herker, 
1977; Burt, 1992). Boundary spanners are responsible for the translation and 
transfer of knowledge from one domain to the other (Roberts & Beamish, 2017; 
Schotter, Mudambi, Doz, & Gaur, 2017). Stressing the importance of bound-
ary spanners, Graebner (2004) found that acquisitions are more likely to create 
serendipitous value if  employees have responsibilities in both legacy organiza-
tions. When the object of an M&A is to leverage socially complex knowledge and 
stimulate interorganizational learning, boundary spanners serve as the links that 
bind both legacy organizations together (Charkavarthy & Lorange, 2007).

Studies also show that the costs of building and maintaining boundary-
spanning ties can easily outweigh their benefits (Kaplan et  al., 2017; Leahey  
et al., 2017; Mors et al., 2018). Before boundary spanners can effectively transfer 
knowledge from one domain to the other, they have to spend time and effort learn-
ing how they can do so in meaningful ways (Mors et al., 2018). They have to mas-
ter the different vocabularies that are used by both groups and make sure that they 
understand their cultural and political differences (Leahey et al., 2017). As a con-
sequence, boundary spanning is a taxing activity that directly competes with other 
activities for time and attention (Choi, 2002). For example, a study by Marrone 
and colleagues (2007) shows that boundary-spanning behavior is positively asso-
ciated with role overload: a situation in which the individual has too many activi-
ties to attend to in a given timeframe. Given that sociocultural differences serve 
as key obstacles to post-merger knowledge sharing and integration (Graebner  
et al., 2017; Sarala, Junni, Cooper, & Tarba, 2016), the benefits of a cross-legacy 
boundary-spanning position are not easily attained.
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PROMOTING THE PERKS AND AVOIDING THE PITFALLS 
OF CROSS-LEGACY BOUNDARY SPANNING

To understand how cross-legacy boundary spanners can leverage the perks and 
avoid the pitfalls of their position in the new organization, we make a distinction 
between the structural and the sociocultural dimensions of boundary spanning. 
We define the structural dimension of boundary spanning as the pattern of 
relationships between the cross-legacy boundary spanners and their coworkers. 
Key facets of this dimension are the number of boundary-spanning ties (Mors 
et al., 2018) and within-legacy connectedness (Dahlander et al., 2016; Tortoriello, 
2015). We define the sociocultural dimension of boundary spanning as the ability 
to understand, navigate, and leverage cross-legacy social interactions. Key facets 
of this dimension are the boundary spanner’s identification with the new organi-
zation (Van Knippenberg et al., 2002) and political skill (Grosser et al., 2018). 
Both dimensions influence the extent to which cross-legacy boundary spanners 
can use their position to support post-merger integration.

Number of Cross-legacy Boundary-Spanning Ties

The first facet of the structural dimension of cross-legacy boundary spanning is 
the number of cross-legacy boundary-spanning ties. According to social network 
theory, social relationships are the primary conduits through which knowledge 
and information flow (Burt, 1992; Phelps, Heidl, & Wadhwa, 2012). Together, 
they form a network of social relationships influencing the extent to which 
employees are able to access, translate, transfer, and employ the knowledge and 
expertise of others (Phelps et al., 2012). Employees who develop and maintain 
larger workplace social networks are, therefore, more likely to tap into different 
pools of knowledge and information (Reagans & McEvily, 2003; Tortoriello, 
Reagans, & McEvily, 2012). Prior research shows that employees with access to  
different knowledge domains are better able to take solutions developed in one 
domain and use them to solve problems in the other (Dahlander et al., 2016; Singh 
& Fleming, 2010). Cross-legacy boundary spanners with many ties to coworkers 
from the other legacy organization are, therefore, more likely to encounter knowl-
edge and information that can lead to post-merger synergies. Moreover, other 
employees also recognize the knowledge advantage of cross-legacy boundary 
spanners: they tend to value information from external sources more than infor-
mation from internal sources (Menon & Pfeffer, 2003).

Even though more boundary-spanning ties increase the access to the knowl-
edge and expertise of the other legacy organization, cross-legacy boundary span-
ners should be mindful of their potential drawbacks. Developing a social network 
involves three types of costs (Shipilov, Labianca, Kalnysh, & Kalnysh, 2014): 
Employees incur initiation costs when they search for new connections (Bala 
& Goyal, 2000), maintenance costs when they spent time and effort to main-
tain their connections (Bala & Goyal, 2000; Burt, 1992), and opportunity costs 
because time and effort spent on networking behavior cannot be used for other 
potentially valuable activities (Burt, 1992; Gargiulo & Benassi, 2000). This idea 
is echoed by the boundary-spanning literature, which shows that the cultivation 
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of a broad external search network takes attention away from other activities 
within the organization (Dahlander et al., 2016). A larger number of cross-legacy 
boundary-spanning ties might also increase the negative consequences of role 
conflict because the cross-legacy boundary spanner is not only exposed to more 
knowledge and information but also a broader range of behavioral expectations 
and opinions. The more employees perceive inconsistent behavioral expectations, 
the more likely it is that they experience role conflict (Biddle, 1986). Employees 
with more boundary-spanning ties need to engage in more boundary-spanning 
behavior, which increases role overload (Marrone et al., 2007).

Within-legacy Connectedness

The second facet of the structural dimension of cross-legacy boundary span-
ning is within-legacy connectedness. The literature on boundary spanning that 
employs a social network lens suggests that its effectiveness is influenced by the 
internal connectedness of the boundary spanner. Internal connectedness is the 
pattern of social connections between the cross-legacy boundary spanners and 
their coworkers from the same legacy organization. It influences the ease of inter-
action and coordination with the group, as well as the opportunities to share and 
access knowledge (Adler & Kwon, 2002; Rowley, Behrens, & Krackhardt, 2000). 
Internal connectedness is important because employees who search for external 
knowledge and subsequently hand it over to their coworkers without process-
ing it themselves are likely to gather knowledge and information that does not 
add value to the organization (Dahlander et al., 2016). Highlighting the impor-
tance of internal connectedness, Tortoriello (2015) shows that external knowl-
edge has a stronger positive effect on innovation when the boundary spanner 
spans structural holes (i.e., connects otherwise unconnected others (Burt, 1992)) 
in the internal network. This finding is corroborated by Mors, Rogan, and Lynch 
(2018), who show that the positive effects of external boundary-spanning ties are 
stronger when the boundary spanner has more internal boundary-spanning ties.

A risk of high levels of internal connectedness, however, is that it can promote 
conformity and prevent change (Fleming et  al., 2007). Strong interconnected-
ness creates a platform for discussion and provides a base for mutual understand-
ing (St. John & Rue, 1991). Employees who are highly internally connected in 
their legacy organizations adopt shared norms and perspectives, and create a 
shared language that facilitates knowledge exchange among organizational mem-
bers (Hansen, 2002). In this sense, high internal connectedness may offset the 
knowledge advantages of the cross-legacy boundary spanners. When objectives 
and routines are clearly understood and accepted by everyone in the organiza-
tion, deviation may be frowned upon, and particularly ideas originating beyond 
organizational boundaries will be less likely to be pursued (Nahapiet & Ghoshal, 
1998). This can be compared to the “not-invented-here” syndrome (Katz & Allen, 
1982), which discourages cross-legacy boundary spanning to enhance knowledge 
and information from the other legacy company. Prior research has shown that 
employees of the same legacy organization with ample informal connections tend 
to embrace more rigid role expectations (Cattani & Ferriani, 2008).
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Identification with the Post-Merger Organization

The first facet of  the sociocultural dimension of  cross-legacy boundary spanning 
is organizational identification. Social identity theory and self-categorization 
theory both state that group membership forms a part of  people’s self-concept 
(Tajfel, 1974; Turner, 1982). The stronger they identify themselves as members 
of  a particular group, the more their self-concept is intertwined with the group’s 
identity. People who strongly identify with their group will perceive the differences 
between group members and outsiders as larger than the differences between 
group members (Ellemers & Haslam, 2012; Turner, 1982). Organizational iden-
tification is someone’s perception of  oneness with – or belongingness to – an 
organization (Ashforth & Mael, 1989). It has received ample attention in the 
M&A literature because the feelings of  discontinuity and ambiguity caused by 
M&As influence employees’ post-merger organizational identification (Clark, 
Gioia, Ketchen, & Thomas, 2010; Elstak, Bhatt, Van Riel, Pratt, & Berens, 
2015; Giessner, Horton, & Humborstad, 2016; Sung, 2017; Van Knippenberg 
et  al., 2002). In general, the literature contends that a stronger identification 
with the post-merger organization has a positive effect on post-merger success 
(Graebner et al., 2017). It is positively associated with post-merger job perfor-
mance (Ullrich, Wieseke, Christ, Schulze, & van Dick, 2007), job satisfaction 
(Terry & O’Brien, 2001), and the intention to keep working for the organization 
(Sung et al., 2017).

The identification of cross-legacy boundary spanners with the new organi-
zation is likely to influence the extent to which they use their position in the 
best interest of  the new organization. The more employees identify themselves 
with their organizations, the more their behavior tends to be congruent with 
the organizational aspect of  their identity (Ashforth & Mael, 1989; Dutton, 
Dukerich, & Harquail, 1994). Strong identifiers also believe that behavior that 
benefits the organizations benefits themselves (Dukerich, Golden, & Shortell, 
2002). It is easier to generate creative ideas from boundary-spanning ties when 
the boundary spanner identifies with an overarching group (Dokko, Kane, & 
Tortoriello, 2014). Cross-legacy boundary spanners with a strong organizational 
identification are, therefore, motivated to use their access to the knowledge and 
expertise of  both legacy organizations in service of  the post-merger organiza-
tion. Moreover, when the identification of cross-legacy boundary spanners with 
the new organization is strong, they will perceive the sociocultural differences 
between the merging firms as smaller than the differences between the new 
organization and other firms. They see the new organization as one unified entity 
and think of their new coworkers as “us” instead of “them.” A shared identifica-
tion positively affects the motivation to exchange knowledge and information 
(Nahapiet & Ghoshal, 1998).

The literature on organizational identification, however, also suggests that it 
tends to have negative consequences when it becomes too strong. Strong identi-
fiers are eager to view their organizations in a positive light and want to main-
tain a positive social identity (Ellemers & Haslam, 2012; Tajfel, 1974). They 
are less receptive to criticism and disapproval, which can cause complacency, 
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