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Mergers & Acquisitions
The Acquisition Process

Establishing Resposibility - PART II

In our last news article, we discussed how to design a program to be
utilized for successful acquisitions. As part of that process, successful
acquisition programs should be positioned at the same strategic level
within the company as other major functions such as finance, marketing
and/or service distribution.  When corporate development is the part-time
responsibility of an assistant treasurer, the unfavorable results or lack of
substantive activity are predictable. Given the potential impact on the
corporation, the planning and execution of an acquisition program
deserves the attention of a company’s highest-ranking policymakers.

The tasks involved are varied and complex and must draw on different
areas of expertise within the company.  Calling on a multi-disciplinary
team of policy level officers to act as a steering committee ensures that the
views and concerns of each of the functional areas will be addressed.  In
addition, the involvement and commitment of these high-ranking officers
assures the cooperation of their staffs.

Many middle-market companies do not have sufficient resources to
dedicate senior staff members to an acquisition program.  An outside
financial advisor can provide a company with access to full-time corporate
finance professionals to support the development and implementation of
an effective acquisition program.  It is critically important, however, that a
financial advisor share the same long-term commitment to the company’s
corporate strategy as management.

Every acquisition must contribute to a company’s overall business strategy.
Such a statement may seem obvious in nature, but many U.S. corporations
violate this principle. In many instances, acquiring companies fail to
determine their strategic objectives.  (Admittedly, some acquisitions fail
because the execution of an individual transaction is flawed). Some
acquisitions clearly are made more to advance the self-interests of
managers than to enhance shareholder value.

The mere existence of financial capability often causes management to
pursue “growth for growth’s sake.” Utilizing excess cash flow,
accumulated liquidity, and unused borrowing power to finance
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Executive Burnout
Part II

In our last newsletter we discussed the problems associated with employee
burnout. The question becomes why is burnout thriving.  In the current climate,
burnout thrives in the workplace. It is always more likely when there is a major
mismatch between the nature of the job and nature of the person who does the
job.  Increasingly, we work in job settings in which human consideration is placed
a distant second behind economic ones.

What makes us tick as human beings, what inspires us to work well in addition to
working hard, is ignored or played down. We are suppose to adjust to the
demands of this brave new world and figure out how to survive in it.  But when
the gap between the people and the demands of the job is so great, this progress
comes at a high human price.  We experience this mismatch in a number of areas
of organizational life.  In plain simple terms, it appears that we don’t care about
our employees or about each other.   It appears that we continue to give our
employees more and more work to do with less and less control over what they
do.  Subsequently, its very hard to have a loyal work force when this perception
is fact.

Work overload is perhaps the most obvious indication of a mismatch between the
person and the job. We have to do too much in too little time with too few
resources.  It is a matter not of stretching to meet new challenges, but of going
far beyond human limits.  Downsizing an organization rarely includes reducing
its mandate, so fewer people have to get the same amount of work done in less
time.  Work overload is increasing as the tempo of work increases.  The faster
pace hurts quality, disrupts collegial relationships, kills innovation and brings out
burnout.  

Lack of control over one’s job is another important indication that the person
and the job are mismatched. People want the opportunity to make choices and
decisions, use their ability to think out its problems and have some input in the
process of achieving the outcome in which they will be held accountable.  There
is a world of difference between being accountable and being constrained by
rigid policies and tight monitoring.

Policies that take a narrow, cookie cutter, one-size fits all approach don’t allow
much room for people to improve or innovate, and as a result, they feel less
responsible for the outcomes not more.  This kind of monitoring sends a
message that “you can’t be trusted, we don’t respect your judgement, you aren’t
very smart, you are incapable of doing this by yourself”. This kind of message
should never be given to employees or for the fact of the matter, you should
never give this to young children or adults.  

In conjunction with the above, people are not rewarded for their work. Many
times in my auditing practice, I am amazed that a manager, mid-managers and
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TEAM BUILDING - HOW TO
KEEP EMPLOYEE

MOTIVATION HIGH
SET SHORT-TERM GOALS

You have your eye on the prize - nothing less
than major changes that take years to
achieve are involved.

The trouble is, while many employees who
must undertake the changes share your long-
range perspective, others don’t.  And that
group can cause problems. They get bogged
down, lose sight of what needs to be done
and often become demoralized.  “What’s the
point of all this?” is a common complaint
from these people who, unfortunately, can
often act as a drag on the whole enterprise.
How do you get these employees back on
board?  Simple: Offer your otherwise
dedicated employees proof that the work is
achieving results. Here’s how:  

*  Set achievable short-term goals;

* Make short-term goals as clear as possible;

* Relate them directly to the major
company shifts you have in mind;

*   Keep their time frame short, say, no more
than a year to 18 months out.

For example: If one of your long-term goals
is to reduce overall costs by twenty percent
(20%), carve out one slice - travel expenses,
for instance - and aim at cutting them by a
reasonable ten percent (10%) over the
course of a year.  If a goal is to cut a product-
development cycle from ten months to
three months, aim at getting the cycle down
to six months within a year.  Then, inform
everyone (including those above you in the
company) of successes, and publicly
congratulate those responsible.

Such “stroking” serves two purposes: It
motivates employees to even greater efforts
and confirms in your management’s eyes
that you are on track with your plan for
change.

There is another advantage to setting up a
series of short-term goals: How you meet the
goal serves as a “lab model” for your project
as a whole.  By evaluating results, or lack of
results, at an early stage, you have time to
make the necessary changes in your own
vision. So make your short-term goals bear
directly on your ultimate goal.

[Excerpts taken from John P. Kotter, 
Leading Change]
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