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After a merger agreement is signed, any merger implementation team should 
aim at getting the value out of the deal as soon as possible. In most cases, it is 
best to quickly organize a merger value realization program. The program 
should establish and operate a merger integration office (MIO) that represents 
the “Inside” interests of both organizations.  The MIO will serve as a singular 
point of coordination and integration for process improvement, project 
management and organizational change adoption maximum value realization. 
 
During a proposed merger, both organizations undergo significant change. 
People are worried about what the merger means to them, enthusiasm begins 
to wane and skepticism begins to rise. For these reasons, it is extremely 
important to get a merger value realization program (The Program) up and 
running as soon as possible. The program will coordinate all merger activities, 
facilitate merger communication and set merger expectations.  
 
The Program will also: 
- Formalize the evaluation and decision making structure 
- Prioritize merger opportunities based on a mutually agreeable criteria 
- Maintain accountability of stakeholders 
- Leverage the ideas, expertise and performance standards inherent to both 

organizations 
- Identify the ideal end state and focus all merger activities on the stated 

business value and performance measures 
 
 
Central to The Program is the merger integration office (MIO). The primary 
purpose of the MIO is to conduct detailed planning upfront that mitigates 
unnecessary scope changes and cost overruns.  It is important not to shorten or 
pass over the early stages of the merger lifecycle. When the initiate and plan 
phases are truncated, it causes many downstream problems. First and foremost 
are cost overruns as illustrated by the red line in the diagram below.  
 

 
Mergers and acquisitions (M&A) are very different from other projects an 
organization has managed. Without M&A implementation experience and a 
high performing team the merger could ultimately fail or be substandard. The 
MIO is designed to address the unique characteristics of a M&A 
implementations and can react quickly to minimize internal negative reactions.  
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The MIO may be in place for as long as a year, depending on the scope of the 
M&A implementation. Most inexperienced MIOs focus only on one 
methodology – project management. An experienced MIO will focus on project 
management as well as change management, process improvement and (most 
importantly) value management. When the MIO focuses on all aspects of the 
project, the ability to realize the value of the merger surfaces quicker than if 
only project management was the only focus.  
 
In the diagram below the MIO is at the center and has the responsibility of 
coordinating operations, opportunities, process change and the implementation 
projects.   

 
 

Merger Integration Office: 

• Leverage the ideas, expertise and performance standards inherent to 
both organizations 

• Formulate evaluation and decision making structure 
• Prioritize opportunities based on mutually agreeable criteria 
• Maintain accountability for change among all stakeholders 
• Focus all merger activities on the business value and performance 

improvements 
• Seize the synergy between all integration related business activity – 

strategic decisions, project work activity and staff time 

Merger Synergy Categories: An initial step in establishing the structure and 
tactical plan for merger related activities it to create a common operating 
picture with all key stakeholders regarding the opportunities in the merger 
synergy categories. 

1. Quick Hits 
2. Regulatory Requirements 
3. Financial Imperatives 
4. Synergy Cost Savings 
5. Clinical Standardization & Performance 
6. Operational Standardization & Performance 
7. Opportunities for Advancement 

For an organization to capture the benefits of synergies and accelerate progress 
in each work area, the merger must be run as one coordinated program.  The 
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Merger Integration Office approach is the best solution because it will ensure 
the decisions and actions of all merger activities are synchronized for maximum 
success.  The activities associated with each area of activity (operations, process 
change, merger projects, future opportunities) are urgent and critical today and 
they will have a major impact on decisions and actions of their sister projects. 

 
 
The M&A implementation will follow four distinct phases: 

 
- Initiate: MIO confirms the organizational strategy with leadership 

team to be able to identify any opportunities that exist. With the 
strategy confirmed, the MIO creates the steering committee 
structure and creates necessary communication templates.  
 

- Tactical Planning: Thorough planning will be able to accelerate 
the strategy realization and get the program started with the right 
focus. During this phase The Program structure is finalized and the 
kick-off occurs. The merger implementation tasks are transitioned 
into projects for The Program to manage.  
 

- Program Management: This is the phase that the majority of 
implementation projects are started and closed.  The Program will 
track project progress and project categories. As time elapses, 
they will be able to adjust the plan to meet the current needs of 
The Program. Key to the success of this phase is the 
synchronization of project and operations.  
 

- Transition to Operations: As the implementation projects begin 
to close out, The Program begins to ramp down activities. The 
transfer of knowledge and lessons learned occurs to the 
appropriate departments. Additionally the transfer of authority 
occurs to enable each merged department the ability to own the 
results. Finally, The Program is shut down and the new normal for 
business operations takes effect.  

 

 
 
 
 

Program Phases 
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In 2008, Riddle Hospital in Philadelphia, Pennsylvania was merged with Main 
Line Health. After the deal was finalized, Main Line Health worked with a 
consulting firm to manage the merger implementation tasks. During the merger 
value realization program the organizations identified 20 merger related goals. 
Over a year long period, all 20 of the goals were systematically addressed and 
closed out. A key success factor was the MIO and its ability to effectively 
communicate with stakeholders and staff. The MIO was able to work closely 
with multiple departments to overcome opinions driven by vested interests and 
win support for the integration approaches – which led to better outcomes.  
 
The merger value realization program was able to bring forward the best 
operational aspects from both organizations that enabled the now organization 
to operate at a higher level.  

 
 
 
 

Critical to any healthcare M&A activity is the need to organize and lead a 
collaborative work approach for all project activity, particularly process 
improvement.  A third party with vast M&A experience employs  a technique of 
facilitating and guiding your internal experts to create and deliver the most 
innovative and realistic solutions.  This facilitated approach should be the best 
practice in organizational change management for solution development and 
user acceptance in order to leverage tacit knowledge, stimulate stakeholder 
involvement, and accelerate buy-in while demonstrating confidence in the 
competencies of your internal team. 

 
  

Conclusion 
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Learn more at:  WWW.GREENCASTLECONSULTING.COM 
  
  
  

About Greencastle Associates Consulting 
Greencastle Consulting is a healthcare consulting firm that is unique in its approach to critical 
healthcare projects. At Greencastle, the best practices of change management, process 
improvement and project management are intertwined with Greencastle’s 5 Rights of 
Implementation Methodology to create their Value Management Implementation Methodology. 
Using Value Management as the foundational approach to each project has allowed Greencastle’s 
clients to successfully meet the challenges of an ever-changing healthcare landscape. Founded on a 
strong military background, Greencastle has been providing metric-driven results to healthcare 
organizations in the Delaware Valley since 1997.  
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