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When Integration Makes an
Organization Stronger
Realizing an acquisition’s value requires careful judgement about how the businesses
come together. The strongest integrations draw on what each organization does best.

By Lara Blackert

Acquisition models are built on assumptions about future value. The combined company may
gain scale, access to customers, new expertise, stronger economics, or capabilities neither
business could develop as effectively alone. Those advantages do not arrive with the close. They
depend on an organization that has yet to be designed.

Integration is the process through which the investment thesis becomes an operating reality.
Decisions about authority, leadership, talent, systems, customer ownership, and capital allocation
determine whether the sources of value are strengthened, diluted, or lost. This makes integration
a form of enterprise design, not an administrative phase that follows the transaction.

I have led organizational integration across businesses with very different scale, maturity, and
ownership models, including the integration of a high-growth healthcare company into a Fortune
10 enterprise. The most difficult choices were rarely about whether a policy or system could be
standardized. They concerned the future business: which capabilities had to remain close to the
market, where enterprise discipline would create advantage, and how leadership authority
needed to change for the combined model to work.

Translate the deal thesis into organizational requirements
The investment thesis should identify more than financial outcomes. It should make clear which
capabilities produce those outcomes and how the organization will protect or expand them. If
customer relationships, clinical expertise, local responsiveness, proprietary knowledge, or an
entrepreneurial operating model contributed to the valuation, each should have an explicit place
in integration governance.

This translation is frequently incomplete. The deal model quantifies revenue growth, cost
synergies, and capital requirements, while the organizational assumptions remain implicit.
Leaders may know that the acquired business is faster or closer to the customer without
identifying which decision rights, roles, relationships, or information flows make that possible.
Standardization then proceeds before the source of the advantage has been understood.

The CHRO can materially improve this analysis. Critical talent is one part of the picture. The
deeper contribution is connecting the value thesis to leadership mandates, organizational
dependencies, cultural strengths, and the capabilities that must survive the transition. That work

https://larablackert.com


LARA BLACKERT  |  THE DISCIPLINE OF BETTER

larablackert.com 2

belongs in diligence and integration planning, not after avoidable disruption has already
appeared.

Choose the degree of integration deliberately
Not every acquired business requires the same level or pace of integration. Some transactions
depend on full operational combination. Others create value through access, adjacency, or
capability sharing while preserving meaningful independence. Treating integration as a binary
choice between autonomy and standardization oversimplifies the design problem.

Leaders should decide where consistency is essential, where variation creates advantage, and
how the two models will connect. Financial controls, risk requirements, and enterprise data may
need early alignment. Customer-facing decisions, product development, or local operating
practices may require greater discretion. The relevant question is whether a difference creates
value, manageable complexity, or material risk.

This is also a question of timing. A capability may need protection while the acquiring
organization learns enough to redesign it responsibly. A temporary exception may be appropriate
during transition and harmful if it becomes permanent. Integration architecture should distinguish
enduring design choices from time-bound safeguards so that both can be governed intentionally.

Design the interfaces where value is won or lost
Many integrations fail between functions rather than within them. Each workstream may
complete its assigned activities while the combined organization struggles at the points where
decisions, customers, data, and accountability cross boundaries.

A commercial commitment may depend on a delivery organization using a different planning
cycle. A product decision may require funding from one enterprise and expertise from another. A
leader may retain responsibility for an outcome while losing authority over the people or
investments required to produce it. These interfaces become sources of delay and conflict when
the integration plan defines structure without defining how work will move through it.

Effective integration governance identifies the decisions that will determine performance, assigns
clear owners, and makes dependencies explicit. It also establishes a route for resolving conflicts
that cannot be settled within the new model. The measure is not whether reporting lines have
been announced. It is whether the combined organization can make and execute consequential
decisions with greater reliability.

Treat leadership coherence as transaction value
People evaluate the credibility of the combined company long before the formal integration is
complete. They watch whose judgement carries weight, which commitments hold, and whether
leaders can explain how the new organization will operate. Ambiguity in the leadership model
creates enterprise risk because uncertainty at the top is reproduced throughout the business.
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A title offers little protection when the authority beneath it has changed. An executive who once
controlled staffing, customer decisions, or investment may retain the same role while becoming
dependent on leaders elsewhere in the enterprise. That change may be strategically sound. It still
requires an explicit mandate, clear decision rights, and a workable relationship with the
executives who now control essential dependencies.

Retention arrangements can create time. They cannot create a credible future. Critical leaders
and specialists remain when they understand how they can contribute, believe the new
organization values what they know, and see a meaningful path beyond the transition. The talent
strategy must therefore address role coherence, sponsorship, development, and access to larger
opportunities alongside financial retention.

Make capability transfer reciprocal
Acquirers often approach integration as the transfer of enterprise practices into the acquired
company. That direction may be appropriate for control, scale, and risk. It is incomplete when the
acquired organization holds capabilities the broader enterprise needs.

A smaller business may be better at moving quickly, serving a specialized customer, developing
clinicians, using technology, or organizing work around an emerging market. Integration should
create a mechanism for those capabilities to travel in both directions. Size does not determine
which organization has the better method.

Reciprocal learning also changes the experience of integration. Employees see evidence that the
transaction is building something new rather than absorbing one company into another. More
importantly, the enterprise begins to realize value beyond the original synergy model by applying
acquired capability at greater scale.
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Govern the business being created
Integration scorecards tend to emphasize activity: systems converted, policies aligned, roles
filled, facilities consolidated, and synergies captured. These measures are necessary. They
cannot reveal on their own whether the combined business is becoming stronger.

Governance should evaluate the sources of value and the health of the organization producing
them. Customer continuity, decision speed, service reliability, critical capability retention,
leadership stability, and the movement of talent across the combined enterprise provide a more
complete view. A favorable cost result cannot automatically compensate for deterioration in the
capability that supports future growth.

Boards should expect management to explain the organizational logic of major integration
choices. Which capabilities are being protected, which are being built, what evidence will indicate
progress, and where has the original design been revised based on what leaders have learned?
These questions connect integration oversight to transaction value.

The strongest integrations produce more than a larger company. They create an enterprise with
broader capability, clearer authority, and greater capacity to perform. That outcome requires
discipline after close and humility throughout the process. Integration succeeds when the
organization created by the transaction becomes an asset in its own right.
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