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Executive Summary

Mergers and acquisitions are often judged by deal value, financial modelling and legal
completion. Yet time and again, transactions that look successful on paper fail to deliver in
practice. The common factor is rarely the numbers. It is people. This is particularly relevant
as private equity firms sit behind an increasing number of transactions, where pace, value
creation and exit timelines place even greater pressure on the workforce to perform.

HR plays a critical role in determining whether an M&A transaction protects value or destroys
it. From early due diligence through to post-deal integration, workforce risks, leadership
capability, culture and engagement directly affect performance, retention and long-term
growth. For private equity-backed businesses, where the investment thesis often depends on
rapid transformation, scaling or consolidation, these people factors are central to delivering
the expected return. When HR is involved late, or treated as a transactional support function,
organisations expose themselves to hidden liabilities, talent loss and cultural disruption that
can quickly undermine the original investment case.

The cost of getting the people side wrong is significant. Poor cultural fit, unclear
communication, loss of key talent and misaligned leadership behaviours can erode
productivity and momentum at exactly the point stability is needed. In more severe cases,
inadequate HR due diligence leads to unexpected employment liabilities, compliance risks and
prolonged integration challenges. These issues are expensive, time-consuming and difficult to
reverse once the deal is complete, particularly where private equity stakeholders are working
to defined value creation plans and exit horizons.

This paper sets out why HR must be embedded at the heart of M&A activity, not bolted on as
an afterthought. It explores the strategic role HR plays across the full transaction lifecycle,
highlights common risks and mistakes, and outlines what good looks like in practice. It also
considers when specialist or interim HR support can add value, particularly in fast-moving,
private equity-backed or resource-constrained environments.

Key takeaways for leaders include:

« HR s a core driver of M&A success, not a support function
« Early, robust HR due diligence protects value and informs better deal decisions
« Culture, leadership and communication are critical to post-deal performance

« Getting the people side right accelerates integration and long-term returns

For leaders involved in M&A, the message is simple: if you want the deal to deliver, HR
must be part of the strategy from the start.



The M&A reality: why deals fail (or under-perform)

Despite the time, cost and senior attention invested in mergers and acquisitions, many deals
fail to deliver the value promised at the outset. Even where transactions complete smoothly
from a legal and financial perspective, under-performance in the months and years that follow
is common. The reasons are well known, yet frequently underestimated.

Why M&A transactions fall short

Most failed or under-performing deals share a familiar pattern. The strategic rationale may be
sound, but execution breaks down once the focus shifts from the transaction to running the
combined business. Typical causes include:

« Loss of key talent shortly before or after completion

» Leadership misalignment or unclear decision-making

» Culture clash between organisations with different ways of working

» Prolonged uncertainty leading to disengagement and reduced productivity
« Poor integration planning beyond Day 1

These issues are rarely accidental. They stem from people risks that were either not identified
early enough, or were deprioritised in favour of speed and deal certainty.

The hidden risks beyond finance and legal

Financial and legal due diligence are rightly rigorous. However, they only tell part of the story.
Some of the most material risks in an M&A transaction sit outside the balance sheet:

» Fragile leadership teams or over-reliance on a small number of individuals
« Skills gaps that undermine the growth plan

e Cultural incompatibility that slows decision-making and collaboration

« Employment practices or contractual terms that limit flexibility

« Change fatigue in organisations that have already been through disruption

These risks are harder to quantify, but their impact is real. When they surface post-deal,
leaders are forced into reactive decisions that can dilute value and distract from strategic
priorities.

What the data tells us about people and deal failure

Research consistently shows that people-related factors are among the most common
reasons M&A transactions fail to meet expectations. Cultural misalignment, loss of key talent
and ineffective integration are repeatedly cited as primary causes of under-performance. In
contrast, deals that actively manage culture, leadership and communication are far more likely
to achieve their intended outcomes.



In simple terms, the data reinforces what many leaders experience firsthand: financial
synergies are theoretical until people make them real.

Why HR is still underestimated in M&A

Despite this evidence, HR is often brought into transactions too late. In many organisations,
HR involvement is limited to compliance, consultation and contract transfer once key decisions
have already been made. This transactional approach overlooks the strategic insight HR can
provide around workforce risk, culture and leadership capability.

The result is a mismatch between the ambition of the deal and the organisation’s readiness to
deliver it. By the time problems emerge, options are limited and costly.

To improve M&A outcomes, organisations need to move away from viewing HR as an
implementation function and start treating it as a core contributor to deal strategy. The
following sections explore what that looks like in practice, and how early, informed HR
involvement protects value and reduces risk.



The strategic role of HRin M&A

To deliver lasting value from an M&A transaction, HR must be positioned as a strategic
partner, not a downstream support function. When HR is involved early and meaningfully,
it helps leaders make better decisions, reduce risk and accelerate performance. When it is
not, organisations are left reacting to people issues that could have been anticipated and
managed.

HR as a risk mitigator and value creator

At its best, HR plays a dual role in M&A. First, it mitigates risk by identifying people-related
issues that could undermine the deal. This includes workforce capability, leadership depth,
cultural alignment, employment liabilities and retention risks. These insights can influence
valuation, deal structure and integration planning.

Second, HR actively creates value. By understanding where critical talent sits, how work really
gets done and what drives performance, HR helps ensure the strategic objectives of the
transaction are achievable. This might mean shaping the future organisation design, informing
leadership appointments, or identifying where investment in people capability will deliver the
greatest return.

Working alongside finance, legal and commercial teams

In successful transactions, HR operates alongside finance, legal and commercial teams as
part of the core deal team. Each brings a different lens:

» Finance assesses value, cost and return
* Legal manages risk, compliance and structure
« Commercial teams focus on growth, customers and markets

* HR evaluates the organisation’s ability to deliver the strategy through its people

Without HR’s input, decisions are made with an incomplete picture. For example, synergy
assumptions may overlook capacity constraints, or growth plans may depend on skills that
do not exist in the acquired business. Early collaboration ensures people implications are
considered at the same time as financial and legal ones, not after the fact.

What strong HR involvement looks like in practice

Strong HR involvement in M&A is proactive, data-led and commercially grounded. In practice,
this means:

e Contributing to deal discussions before heads of terms are agreed
» Providing clear, evidence-based insight on workforce risk and opportunity

« Challenging assumptions where people capability or culture may limit delivery



» Supporting leaders to plan integration in a realistic, phased way

e Ensuring communication and leadership alignment are prioritised from Day 1

Importantly, effective HR in M&A is not about slowing deals down. It is about enabling faster,
better-informed decisions and avoiding surprises later.

Transactional HR vs strategic HR

The difference between transactional and strategic HR in M&A is timing, focus and impact.
Transactional HR tends to be reactive and compliance-led, focused on contracts, consultation
processes and policy alignment once the deal is largely done. While necessary, this approach
does little to influence outcomes.

Strategic HR, by contrast, is involved early, focuses on future performance, and uses insight
to shape decisions. It looks beyond “what transfers” to ask “what will it take for this deal to
succeed?”. That shift in mindset is what allows HR to move from an operational role to a
genuine value driver in M&A.

As organisations face increasing pressure to justify deal outcomes, the strategic contribution
of HR is no longer optional. It is central to turning M&A ambition into reality.



HR on the buy side - protecting deal value

On the buy side, people risk is value risk. Financials may justify the deal - but leadership
capability, workforce structure and culture will determine whether value is realised.

What HR due diligence should cover

HR due diligence must go beyond contracts and policies. It should test whether the people
and structure can deliver the investment case.

Focus areas:

« Workforce cost, structure and reward alignment

« Strength and retention risk within the leadership team
« Employment liabilities and compliance gaps

e Cultural fit and change readiness

+ Key talent dependencies

Clear insight allows buyers to validate assumptions, adjust valuation where necessary and plan
integration properly.

From risk to value creation

Buy-side HR also identifies opportunity:

Performance or productivity gaps
Structural inefficiencies
Capability shortfalls

Reward misalignment

Addressed early, these become clear levers for post-deal value creation.

Where consideration includes earn-outs, buyers must ensure integration planning and
leadership alignment support realistic performance delivery - poorly managed people risk can
quickly undermine projected returns.

Planning for day one

Well-run transactions prepare for Day One before completion. HR should define:

« Leadership communication

« Retention of critical talent

« TUPE and consultation requirements

« Payroll and operational continuity

Early planning reduces disruption and protects engagement.

In short: involving HR early protects value, strengthens decision-making and sets the
foundation for successful integration.



HR on the sell side - enancing value

On the sell side, preparation is everything. Buyers will scrutinise workforce cost, leadership
strength, employment risk and cultural stability. Gaps or uncertainty can reduce valuation - or
delay the deal entirely.

Getting ahead of HR issues protects both value and credibility.

Preparing for due diligence

Sellers should take a proactive approach to people risk before going to market.

Key areas to address:

+ Clean, consistent employment documentation

« Clear organisational structure and accurate headcount data

« Transparent reward and benefit arrangements

« lIdentification of key talent and succession plans

» Resolution of ongoing disputes or compliance gaps

A well-prepared HR data room builds buyer confidence and shortens the diligence cycle.
Strengthening the equity story

HR isn't just about risk mitigation - it can actively enhance valuation.

« Demonstrable leadership capability

e Strong employee engagement and low attrition

« Scalable structures aligned to growth

« Clear performance and accountability frameworks

A credible people strategy reinforces the growth narrative and reduces perceived integration
risk.

Managing uncertainty

Rumours and instability can damage performance at a critical time. Sellers should plan
carefully around:

« Timing and messaging of communications
» Retention of critical talent

« Leadership visibility and stability

« Change readiness within the workforce

Maintaining focus and engagement protects trading performance during the transaction
process.



Protecting earn-out value

In many transactions, a significant proportion of consideration is tied to earn-outs or
performance-based upside. If leadership instability, talent loss or cultural friction impacts post-
completion performance, sellers may not achieve the value they agreed in principle.

Sell-side HR preparation therefore isn’t just about getting the deal done - it's about
protecting deferred consideration. Ensuring leadership continuity, retention of key talent and
organisational stability directly safeguards shareholder value.

Earn-outs align incentives - but they also extend risk. Post-deal performance is heavily
influenced by people stability and leadership continuity. Both parties have a vested interest in
getting HR integration right.

In short: effective sell-side HR preparation reduces friction, strengthens buyer confidence
and helps maximise deal value.
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Pre-deal: HR due dilligence that protects value

Pre-deal HR due diligence is where HR has the greatest opportunity to influence outcomes.
Done well, it provides leaders with a clear, evidence-based view of people risk and
organisational readiness, allowing informed decisions before commitments are locked in. Done
poorly or too late, it leaves organisations exposed to avoidable cost, delay and disruption.

Workforce risk assessment: talent, skills and leadership

A core part of HR due diligence is understanding whether the workforce can realistically
deliver the deal’s strategic objectives. This goes beyond headcount and cost:

+ lIdentifying critical roles and individuals on whom value depends
« Assessing leadership depth, capability and succession risk
» Understanding key skills gaps that could limit growth or integration

« Evaluating retention risk in high-demand or specialist roles

These insights often challenge assumptions made during financial modelling and can directly
affect synergy timelines and investment requirements.

Cultural due diligence and compatibility

Culture is one of the most cited reasons for M&A under-performance, yet it remains one of the
least formally assessed. Cultural due diligence helps leaders understand how work gets done,
how decisions are made and what behaviours are rewarded in each organisation.

Where cultures are incompatible, integration will be slower and more costly. Where differences
are understood early, leaders can plan how to manage them. Cultural insight should inform
integration approach, leadership selection and communication strategy from the outset.

Reward, benefits and pension liabilities

Differences in reward structures, benefits and pension arrangements can create significant
financial and employee relations risk post-deal. HR due diligence should identify:

« Total reward cost and competitiveness
« Bonus, incentive and commission structures
« Pension schemes and associated liabilities

« Terms that may limit harmonisation or increase cost over time

Understanding these issues early avoids surprises and supports more accurate valuation and
post-deal planning.
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Employment contracts, policies and compliance risks

Employment terms and policies often vary widely between organisations, particularly in SME
and founder-led businesses. HR due diligence should review:

« Contractual terms that restrict flexibility or increase risk

* Inconsistent or outdated policies

« Compliance with employment law and regulatory requirements
« Potential exposure to claims or disputes

These risks may not be deal-breakers, but they should inform pricing, warranties or
remediation plans.

TUPE and workforce transfer considerations

Where TUPE applies, early HR input is critical. Misunderstanding obligations around employee

transfer, consultation and terms can lead to costly delays and legal risk. HR plays a key role in:

» Assessing whether TUPE applies and to which employees
¢ Understanding inherited terms and conditions
* Planning consultation and communication timelines

* ldentifying long-term implications for harmonisation

TUPE should be treated as a strategic consideration, not a last-minute compliance exercise.
Red flags that should influence the deal

Pre-deal HR due diligence often uncovers red flags that deserve serious attention, including:

« Heavy reliance on a small number of individuals
* High attrition or disengagement in key teams

» Weak or absent leadership capability

* Deep cultural misalignment

« Significant hidden people-related liabilities

These findings should inform valuation, deal structure, earn-out design or integration
investment. Ignoring them does not remove the risk; it simply postpones the impact until after
completion.

Involving HR early in the deal process ensures that people risks are visible, understood and
factored into decision-making. It is one of the most effective ways to protect value before it is
put at risk.
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Deal phase: managing peoplerisk at pace

The deal phase is where pressure is highest and time is shortest. Decisions are made quickly,
information is tightly controlled, and uncertainty across the workforce peaks. How people
issues are handled during this period has a direct impact on Day 1 stability and longer-term
performance.

HR plays a critical role in maintaining momentum, protecting value and supporting leaders to
manage risk at pace.

Day 1 readiness from a people perspective

Day 1is a moment of truth for employees. Regardless of how well the deal has been planned,
first impressions matter. HR ensures that the organisation is ready to operate effectively from
a people perspective, including:

« Clear organisational structures and reporting lines
« Confirmed leadership roles and accountabilities
« Continuity of pay, benefits and HR processes

» Access to policies, systems and support

A lack of clarity on Day 1 quickly undermines confidence and distracts leaders from running
the business.

Communication planning for employees and leaders

Uncertainty fuels distraction and attrition. During the deal phase, HR supports the
development of clear, honest and well-timed communication that helps employees understand
what the transaction means for them.

This includes:

« Consistent messaging aligned across senior leaders
« Clear explanations of what is known, what is not, and when updates will follow
» Toolkits and briefing materials for managers

« Support for difficult conversations where roles or structures may change

Effective communication does not remove uncertainty, but it reduces speculation and protects
productivity.

Retention of critical talent
The deal phase is when key talent is most at risk. High performers and scarce skill holders

are often the first to be approached by competitors or recruiters once a transaction becomes
public.
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HR helps identify critical individuals early and puts practical retention measures in place, such
as:

« Targeted retention or incentive arrangements
« Clear career and role visibility post-deal
* Increased leadership engagement with key individuals

« Monitoring early warning signs of attrition

Losing critical talent during this phase can materially affect the success of the integration and
the delivery of synergies.

Managing uncertainty, morale and productivity

Even in well-run transactions, uncertainty impacts morale and focus. HR supports leaders to
manage this by:

» Providing practical guidance on how to lead teams through change
« Monitoring engagement and absence trends
» Ensuring employee support mechanisms are visible and accessible

» Helping leaders balance transparency with confidentiality
The aim is not to eliminate disruption, but to minimise its impact on performance.
Supporting leaders through change

Leaders sit at the centre of the deal phase. They are expected to deliver results, communicate
change and manage their own uncertainty at the same time. HR plays a key role in supporting
them through:

« Coaching and sounding-board support
« Clear decision frameworks and escalation routes
« Alignment sessions to maintain consistent leadership behaviour

» Practical support with people decisions under pressure

Strong, visible leadership during the deal phase sets the tone for the entire integration. HR’s
role is to enable leaders to lead with clarity, consistency and confidence when it matters most.
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Post-deal: integration, culture and performance

The real work of M&A begins after the deal completes. While legal ownership may change

on Day 1, value is only realised through effective integration over time. This is where many
organisations struggle, as the focus shifts back to day-to-day delivery and integration activity
competes with operational priorities.

HR plays a central role in turning deal intent into sustained performance.

Integration planning vs. integration reality

Most transactions are supported by detailed integration plans, yet reality rarely follows the
script. Competing priorities, capacity constraints and cultural differences can quickly slow
progress.

HR helps bridge the gap between plan and reality by:

e Prioritising integration activity based on business impact
« Sequencing change to avoid overload and fatigue
« Adjusting plans in response to emerging people issues

« Keeping leaders focused on the original strategic intent

Effective integration is iterative, not linear. HR provides the flexibility and insight needed to
adapt without losing momentum.

Aligning structures, roles and ways of working

Post-deal, organisations must move from legacy structures to a future-state model that
supports the strategy. This often involves difficult decisions around roles, reporting lines and
accountability.

HR supports this process by:

« Designing clear, fit-for-purpose organisational structures
« Clarifying roles, responsibilities and decision rights
« Supporting fair and transparent role selection processes

* Helping teams establish new ways of working

Clarity in structure and accountability is essential for restoring focus and performance.
Culture integration: common mistakes and best practice

Culture integration is frequently underestimated or oversimplified. Common mistakes include

assuming one culture will automatically dominate or attempting to “harmonise” values without
addressing behaviours.



This includes:

» Prioritising areas with the greatest impact on engagement or compliance
+ Managing expectations around timing and change
« Navigating legal and TUPE constraints

« Communicating clearly and consistently throughout the process
Poorly managed harmonisation can undo goodwill built earlier in the integration.
Measuring success beyond financial outcomes

Financial performance is only one indicator of M&A success. HR helps leaders track whether
the organisation is genuinely integrating and performing by monitoring:

+ Talent retention and internal mobility
« Engagement, absence and wellbeing indicators
« Leadership effectiveness and capability

« Cultural alignment and ways of working
These measures provide early insight into whether value is being built or eroded.
Long-term M&A success depends on people, leadership and culture aligning with strategic

intent. HR’s role in the post-deal phase is not administrative; it is fundamental to sustaining
performance and delivering the returns the deal promised.
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Best practice focuses on:

« Identifying which cultural traits support the future strategy
+ Being explicit about expected leadership behaviours
« Addressing cultural tensions openly rather than ignoring them

« Reinforcing desired behaviours through systems, processes and reward
Culture does not integrate itself. It must be actively shaped and led.
Leadership capability and behaviour alignment

Leadership behaviour is one of the strongest predictors of post-deal success. Even well-
designed strategies fail if leaders are misaligned or inconsistent.

HR plays a key role in:

» Assessing leadership capability in the new organisation
e Supporting leaders to adapt their style in a changed environment
« Aligning behaviours with cultural and performance expectations

« Addressing capability gaps early through development or role changes

Consistent leadership builds trust and accelerates integration.

Harmonisation of terms, policies and benefits

Over time, differences in employment terms, policies and benefits can create frustration,
perceived unfairness and inefficiency. HR helps manage harmonisation in a way that balances
cost, risk and employee experience.

This includes:

» Prioritising areas with the greatest impact on engagement or compliance
« Managing expectations around timing and change
* Navigating legal and TUPE constraints

¢ Communicating clearly and consistently throughout the process

Poorly managed harmonisation can undo goodwill built earlier in the integration.
Harmonisation of terms, policies and benefits

Over time, differences in employment terms, policies and benefits can create frustration,

perceived unfairness and inefficiency. HR helps manage harmonisation in a way that balances
cost, risk and employee experience.
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The cost of getting HR wrong

When HR is underplayed in M&A, the consequences are rarely immediate but they are
almost always significant. The cost shows up over time in lost talent, weakened performance,
damaged culture and, in some cases, legal and reputational harm. These risks are often
avoidable, yet frequently accepted as “part of the deal”.

When people risks are ignored: real-world examples

Across sectors, similar patterns emerge when HR is not embedded early in M&A activity. In
one anonymised example, a high-growth business acquired a smaller competitor to accelerate
market entry. Limited HR due diligence was carried out, and cultural compatibility was
assumed. Within six months of completion, several key leaders from the acquired business
had left, customer relationships were disrupted and growth targets were missed.

In another case, an acquiring organisation focused heavily on cost synergies but
underestimated the complexity of inherited terms and conditions. Attempts to harmonise
benefits post-deal led to employee relations issues, grievances and prolonged consultation,
absorbing leadership time and eroding trust.

These scenarios are not outliers. They are typical of transactions where people risks are
identified too late to manage effectively.

More specific examples of mergers going wrong due to culture
AOL & Time Warner
Often cited as the classic failure.

« AOL was fast-moving, sales-driven, and internet-native.

« Time Warner was traditional, hierarchical, and media-focused.

The cultures never aligned, trust eroded quickly, and collaboration stalled. The merger was
eventually unwound with massive value destruction.

eBay & Skype
Strategic logic was weak, but culture made it worse.

« eBay was structured and transaction-driven.

« Skype was entrepreneurial and product-led.

Teams struggled to work together, innovation slowed, and expected synergies never
materialised. eBay later divested Skype.
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Sprint & Nextel

e Sprint was process-driven and corporate.

* Nextel was entrepreneurial and customer-centric.

Different leadership styles and decision-making norms caused operational chaos and talent
flight. The merger destroyed billions in shareholder value.

Talent loss, disengagement and productivity drops

One of the earliest and most costly impacts of poor HR involvement is the loss of key talent.
Uncertainty, lack of communication and perceived lack of opportunity post-deal often prompt
high performers to leave. Replacing them is expensive and time-consuming, and in many
cases their knowledge and relationships cannot be fully recovered.

Even where people stay, disengagement is common. Productivity drops as employees focus
on self-preservation rather than performance. Momentum slows at precisely the point where
the organisation needs pace and focus to deliver integration benefits.

Culture clash and leadership breakdown

Culture clash is often cited as a root cause of M&A failure, but its effects are felt through
leadership behaviour. Misaligned leaders send mixed messages, tolerate conflicting ways of
working and struggle to make timely decisions. This creates confusion, frustration and internal
friction that slows integration and undermines confidence.

Without HR support to align leadership expectations and behaviours, these issues tend to
persist, becoming embedded in the new organisation.

Legal, compliance and reputational risks

Inadequate HR due diligence and poor execution during the deal and integration phases can
expose organisations to legal and compliance risks. These include failures in consultation,
mishandling of TUPE obligations, inconsistent application of policies or inherited contractual
liabilities.

Beyond direct financial cost, such issues can damage reputation with employees, regulators
and the wider market. In an era of increased transparency, poor handling of people issues can
quickly become public.

The long-term impact on growth and employer brand

Perhaps the most damaging cost of getting HR wrong in M&A is the long-term impact on

growth. Organisations that experience failed integrations often become more risk-averse,
slower to act and less attractive to high-quality talent.
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A damaged employer brand makes future recruitment harder and more expensive, particularly

in competitive markets. Over time, this erodes the very value the transaction was meant to
create.

The lesson is clear. People risks do not disappear if they are ignored. They compound.

Investing in strong, strategic HR involvement is not an additional cost in M&A,; it is a critical
safeguard against value erosion.
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What “good” looks like: best practice HRin M&A

While every transaction is different, organisations that consistently deliver successful M&A
outcomes tend to approach the people agenda in similar ways. Best practice HR in M&A is
not about rigid frameworks or excessive process. It is about early involvement, clear decision-
making and practical, commercially focused execution.

Early and embedded HR involvement

In high-performing transactions, HR is involved from the outset and embedded within the core
deal team. This allows people risks and opportunities to be identified alongside financial and
legal considerations, rather than retrofitted later.

Early involvement enables HR to:

« Shape due diligence questions and priorities
* Influence valuation, deal structure and integration planning

« Anticipate workforce and leadership challenges before they escalate

HR’s insight is most valuable when it informs decisions, not when it is used to manage
consequences.

Clear governance and decision-making

Best practice M&A has clear governance, with defined ownership of people decisions. This
avoids delays, mixed messages and unnecessary escalation during fast-moving phases of the
transaction.

Strong HR-led governance includes:

« Clear accountability for workforce and leadership decisions
« Agreed decision-making principles for integration and harmonisation
» Escalation routes for sensitive or high-risk people issues

« Alignment between deal sponsors, executives and HR
Clarity enables speed. Without it, even well-intentioned decisions stall.
Data-led people insights

Effective HR in M&A is grounded in data, not anecdote. Leading organisations use people data
to inform decisions and challenge assumptions, including:

« Attrition, engagement and absence trends

« Capability and skills analysis
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» Leadership and succession risk

* Reward and cost modelling

This insight helps leaders prioritise action, allocate investment and assess risk realistically.
Strong communication and leadership alignment

Consistent leadership behaviour and communication are hallmarks of successful integration.
HR plays a central role in aligning leaders around clear messages and expectations, ensuring
that what is said and what is done are aligned.

Best practice includes:

« Clear communication principles agreed early
» Regular alignment sessions for senior leaders
« Practical tools and support for managers

» Visible leadership presence throughout the organisation
Trust is built through consistency, not reassurance alone.
Flexibility and pragmatism in fast-moving environments

M&A environments are complex and unpredictable. Best practice HR balances structure with
flexibility, adapting plans as new information emerges while keeping the end goal in sight.

This means:

» Prioritising actions with the greatest business impact
« Being pragmatic about sequencing and timing
« Adjusting integration plans without losing strategic intent

e Supporting leaders to make decisions with imperfect information
Good HR in M&A is commercially minded, resilient and solutions-focused.
Together, these elements provide a clear benchmark for organisations looking to improve

their M&A outcomes. When HR operates in this way, it becomes a catalyst for integration,
performance and long-term value creation.
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The role of interim and specialist HR support

Even organisations with strong in-house HR teams often find that M&A activity stretches
capacity and capability. Transactions introduce a level of complexity, pace and risk that sits
alongside “business as usual” demands. Interim and specialist HR support can play a critical
role in maintaining momentum and protecting value.

Why in-house HR teams are often stretched in M&A

M&A places exceptional demands on HR teams. Alongside day-to-day responsibilities, HR
is expected to support due diligence, integration planning, consultation, communication and
leadership alignment, often to tight and immovable timelines.

In many cases:

« Internal HR teams lack previous M&A experience
« Capacity is insufficient to absorb the additional workload
* Key HR leaders are pulled in multiple directions

+ The organisation needs specialist expertise for a limited period

This can lead to delays, increased risk or an overly transactional approach at precisely the
point where strategic input is most needed.

The value of experienced interim HR support

Experienced interim HR professionals bring immediate impact in M&A environments. They
are used to operating at pace, navigating uncertainty and working closely with senior
stakeholders.

Their value lies in:

* Rapidly assessing people risk and priorities
* Providing calm, objective advice during high-pressure periods
e Supporting senior leaders with complex people decisions

« Driving integration activity while internal teams focus on core delivery

Interims also bring an external perspective, enabling them to challenge assumptions and
highlight risks that may be overlooked internally.

Typical HR roles across the transaction lifecycle

Different stages of an M&A transaction require different HR capabilities. Common interim and
specialist roles include:



« HR Due Diligence Leads to assess workforce risk and inform deal decisions

« Interim HR Directors or Heads of HR to provide strategic leadership during the transaction
* Integration Leads to coordinate people activity post-deal

« Employee Relations specialists to manage consultation and change processes

* Reward or pensions specialists to address complex or high-risk areas

Having the right expertise at the right time is far more effective than relying on a single role to
cover all needs.

When and how to bring in specialist expertise

The most successful organisations bring in interim or specialist HR support early, before
capacity or capability issues become critical. This allows time to shape the approach, build
relationships and align with the deal team.

Specialist support is particularly valuable when:

« Transactions are complex, fast-moving or high-risk
« The organisation lacks recent M&A experience
» Multiple deals or integrations are running in parallel

« Senior leaders need trusted, independent advice

Interim HR support should be seen as an enabler, not a replacement for internal capability.
When used well, it strengthens the organisation’s ability to deliver the deal while leaving a
more resilient HR function behind.

For many organisations, access to experienced interim and specialist HR support is the
difference between managing an M&A transaction and truly delivering its intended value.
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Key takeaways for business leaders

M&A transactions succeed or fail long after the deal completes. While financial and legal
execution remain essential, it is the people agenda that ultimately determines whether value is
protected and realised. For business leaders, the implications are clear.

HR is not optional in M&A

People risk is business risk. Treating HR as a downstream or compliance-only function
increases exposure to talent loss, cultural breakdown and operational disruption. HR
must be positioned as a core contributor to deal strategy and execution.

Early HR involvement protects value

The earlier HR is involved, the greater its impact. Robust HR due diligence and early
insight into workforce, leadership and culture inform better decisions, shape integration
plans and reduce costly surprises post-deal.

People and culture determine long-term success

Synergies are delivered by people, not spreadsheets. Leadership capability, engagement
and cultural alignment directly influence performance, retention and growth. These
factors require active management, not assumption.

What leaders should do differently:

* Involve HR at the same time as finance and legal, not after

» Ask hard questions about people capability and cultural fit early

* Invest in clear communication and visible leadership throughout the transaction
« Berealistic about internal capacity and bring in specialist support where needed
« Measure success beyond financial outcomes

For leaders involved in M&A, the message is consistent and evidence-based: deals deliver
when people are treated as a strategic priority. HR is central to making that happen.
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About Hunter Adams

Hunter Adams has extensive experience supporting organisations through the people
challenges that come with mergers, acquisitions and complex change. We work with growing
businesses, SMEs and investor-backed organisations to ensure the people agenda protects
value and supports long-term performance.

Our work in M&A environments spans the full transaction lifecycle, from pre-deal HR due
diligence through to post-deal integration and stabilisation. We understand the pace, pressure
and uncertainty that transactions create, and the practical realities leaders and HR teams face
alongside business-as-usual demands.

Hunter Adams provides flexible, pragmatic HR support tailored to the needs of each
transaction, including:

¢ Interim HR professionals with deep M&A and integration experience, able to add value
quickly and operate at senior level

¢ HRrecruitment to build permanent capability where longer-term leadership or specialist
skills are required

* Outsourced HR services that provide stability, capacity and expertise during periods of
change

Our approach is commercial, people-focused and grounded in real-world experience. We
work as trusted partners, helping organisations make informed decisions, manage risk and
deliver the outcomes their transactions are intended to achieve.

For leaders navigating M&A, the right HR support at the right time can make a decisive
difference.

If M&A activity is on the horizon in your organisation, please get in touch with us for a chat
about the people side of things
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