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Executive Summary 
   

Companies throughout the world have challenges regarding communications, however this issue 

becomes more important the bigger the organization grows. During our two-month assignment we 

focused on creating a communication and integration strategy for Marsh, a large multinational 

insurance broker, following a recent merger with JLT Belgibo. Whilst we integrated components 

focusing on general communication, we focused specifically on the merger context in Belgium. 

Our ultimate aim in this project, as well as the macro message that we tried to constantly keep in 

mind, was to help the employees of this new entity to have the best professional years of their 

careers.   

  

In order to achieve this the following objectives were first identified:  

  

Objective 1: To serve as a bridge between the academic world and business sectors by researching 

the latest materials on merger communications and interviewing academics and professionals on 

this issue.  

   

Objective 2: To find out what exactly went wrong and what went right in previous mergers 

between Marsh Belgium and the two companies acquired in the past.   

   

Objective 3: To find out what has to be done regarding merger communications prior to our 

arrival in May.   

   

Objective 4: To deliver recommendations that will avoid making the same mistakes that were 

made in the past.  

   

Objective 6: To develop a tailored merger and people integration communication strategy for 

Marsh JLT Belgibo in Belgium.  

   

Objective 7: To ensure that a hand over is achieved once our two-month assignment is over.  

   

To answer these questions, we assessed the leading academic materials, taking out what was useful 

for our recommendations, interviewed executives within the company and experts on 

communication and integration externally, and conducted an interview with employees that had 

been present during two former mergers. These interviews followed a qualitative interpretivist 

approach, meaning themes and concepts were developed from the transcribed interviews. The 

following recurring themes were identified through these interviews: mistakes in previous M&A 

activity, first impressions and assumptions, importance of transparent communication, 

involvement of HR, involvement of Management, tools for a successful merger and general 

recommendations. 

 

These recurring themes were specifically used in our recommendations, which include a 

communications focus, but also elements pertaining to HR integration processes, M&A corporate 

strategy and change management. 
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In addition to the questionnaire-based interviews, we also conducted a survey which was sent out 

to all of the employees that were in the company being acquired. This gave us a chance to measure 

their attitudes towards a range of different questions, but also serve as a way of being able to 

measure changes in the future. We have recommended that the same survey be sent out to the same 

recipients after the physical move scheduled on the 31st of August. 

   

The recommendations section is divided into two, with one part focusing on the suggestions that 

take into account the interviews and survey and a second part focusing on the McKinsey 

framework that takes into account the entirety of our analysis.   

 

The recommendations from the interviews and survey, which we discuss how to go about in the 
final section, include: 

 

1. Open, honest, transparent and frequent integration communication 
2. Finding common ground and complimentary points between the two organizations 
3. Creating stronger team spirit  
4. Focus on keeping key talent 
5. Increase Management Involvement and Interaction with Employees 
 
The McKinsey framework focuses first identifies the key stakeholders in the internal 
communications strategy, which include MMC Corporate, Marsh colleagues and 
JLT Belgibo colleagues. For each of these stakeholders it provides specific action points to take 
into consideration.  
 
Then the specific messages to address with JLT Belgibo colleagues in the communications are 
indicated, specifically discussing what the “rebuttal communication” should be. Lastly, specific 
sub groups, including young people and employees that have worked previously at Marsh are 
discussed, and several specific communications activities are suggested.  
 
In part two of the McKinsey framework, the main milestones and trigger events are identified, 
including the buildup to the merger phase, announcement of the merger, day one, one month 
after the physical move, 3 months after the physical move and lastly 6 months after the physical 
move. For each of these milestones, specific integration communication suggestions are made.    
 
Part three discusses the governance structure which will be needed to support such a plan and 
the messages which support the core message of helping these colleagues “embark upon the 
best professional years of their careers” is outlined in part four. A step by step plan which takes 
into consideration the main milestones discussed in part 1 and specific action points is explored 
in part 5 and lastly a discussion about the importance of two-way communication highlights the 
importance of adapting the internal communications strategy when needed based upon the 
feedback from colleagues.  
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Problem statement: 
 

Introduction - Overview of Company and Overview of Situation 
 

With revenues of over 14.02 billion dollars and more than 65,000 employees worldwide, Marsh & 

McLennan is one of the largest international firms specializing in insurance brokerage, risk 

management, reinsurance services, talent management, investment advisory and management 

consulting. The group is headquartered out of New York but has offices throughout the world 

including a strong presence in the UK and Continental Europe. Its four main operating companies 

include Marsh, Mercer, Oliver Wyman Group and Guy Carpenter. Our assignment focused on 

Marsh, which operates in insurance broking and risk management and accounts for approximately 

half of the parent company's total fiscal year revenue. Broking management is a consulting type 

of activity in that an insurance broker acts on behalf of their clients to provide advice, which is 

tailored to their specific needs and business interests.   

  

As a general trend, this industry has undergone a consolidation in the last years, where the big 

conglomerates have taken over smaller firms. This has also been the case with Marsh in Belgium, 

which has been acquiring other insurance brokers when it believed it could create additional value, 

synergies and further opportunities for growth. In addition to the Belgian acquisitions, when the 

group acquired multinational companies at an international level, this has impacted Belgium as 

well. For example, in 1998 Marsh & McLennan acquired Sedgwick, the multinational insurance 

broker, which meant that their operations in Belgium had to be integrated as well. More recently 

and on a much smaller scale, in 2015 Marsh acquired the Aalst-based Trade Insure, a leading 

distributor of credit insurance policies with a focus only on Belgium.   

 

These integrations resulted in the addition of a new set of colleagues in Belgium, with 300 arriving 

in 1998 and 17 arriving in 2015. However, as is often the case1 the integration was not an easy 

road without obstacles, curves and speed bumps along the way. Importantly, during the 

integrations in the past there were several employees who left the company from the newly 

integrated component, including over a 100 during the Sedgwick fusion in 1998. This included 

talented employees according to several ex-colleagues we spoke with. According to several 

interviews we conducted with their former colleagues during the two months we stayed at Marsh, 

this was in part due to a reluctance by some employees to go to what they perceived as an “arrogant 
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and large and aggressive US corporate culture”. Furthermore, there was in both cases a lack of 

communication that occurred, in that the people working for the entity being integrated were not 

aware of what was happening in the merger from a practical point of view nor what their future 

roles would be. Lastly, there was a perception amongst several of the personnel interviewed, that 

at the time some managers had been particularly bad at managing the integration. Specifically, we 

were told that some managers in the past (who are now gone) had embodied and propagated the 

“arrogant culture” which had been feared. 

 

Most recently in September 2018 Marsh & McLennan acquired the Jardine Lloyd Thompson 

Group. This was an important acquisition as JLT had over 10,000 employees and more than 1.8 

billion dollars of revenue worldwide. Although the merger brought potential to create value and 

opportunities for synergies, there are several complexities related to this integration, including at 

the Belgian level. This type of situation is not uncommon in the merger reality and there is a danger 

that value will not be created.1 Firstly, JLT had acquired a local Belgian specialty broker called 

Belgibo only one year earlier in August 2017. This had been a “preservation merger” or “open 

marriage”2, in that Belgibo was not required to make substantial changes in its way of working 

under the new JLT structure. However, the fact that the company is now going through, yet another 

merger means that there is a certain fatigue amongst the Belgibo employees of integrations and 

ultimately not knowing what the future would hold.  

 

Second, the agreements for the JLT Belgibo and Marsh merger happened behind closed doors, 

with the two global CEOs agreeing to the merger in private meetings. According to some JLT 

Belgibo colleagues interviewed, this created a certain surprise amongst employees at JLT Belgibo, 

who felt they had not been properly consulted in the process. An additional complexity is that JLT 

Belgibo colleagues in Belgium include some former Marsh employees who had left the company 

and now found themselves back in it again. At times this created a somewhat awkward situation, 

as some of these people had left because of dissatisfaction with Marsh and now found themselves 

in a situation where they would come back into contact with their old teams. Lastly, on the 

corporate level, the company decided to place an emphasis on integration in 10 key countries, 

                                                      
1 At best, only half of all mergers and acquisitions meet initial financial expectations’ (Cartwright and Cooper 

1993a, 57) – taken from Pikula article. 
2 Mergers & Acquisitions: Organizational Culture & HR Issues by Deborah A. Pikula  
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which did not include Belgium. This meant that in a sense there was a double speed process, 

whereby other offices were moving faster in some ways due to having more integration resources.  

 

There is also a geographic complexity in terms of organizational structure, in that the Great Britain 

and Ireland are considered an independent entity from Continental Europe. This has traditionally 

been the case due to the strong insurance brokerage presence and greater financial sector 

importance of the City of London. The Brexit and political turmoil which has followed has caused 

uncertainty for the British economy, and this is naturally having an impact on Marsh as well. Of 

particular importance is that since the merger with JLT there have been about 200 people that have 

left Marsh in the UK and Ireland, or roughly 10% of the headcount there.  

 

In order to avoid an exodus of talent in Belgium, the CEO of Marsh decided to take action and 

improve communications directly without waiting and relying on the corporate solutions. In this 

context we were hired from Vlerick Business School for a two-month consulting assignment as 

part of our MBA’s “In Company Project”. While this period was certainly not very long and we 

were not involved with the merger communications process from the beginning, the aim and scope 

of the assignment were defined early on taking the timeframe into consideration. We believe we 

were able to get a good insight into the company, in great part because of a general openness and 

eagerness to help us we received from various levels of the organization. 

  

Regarding objectives, the goal was to develop a communications and people integration strategy 

for the merger between JLT Belgibo and Marsh Belgium with the aim to make all employees of 

the merged entity feel welcomed and motivated about the new company culture they will create 

together. In the words of the CEO, this was specifically to help motivate employees to embark 

upon “the best professional years of their careers”, which served as our “macro message”. 

 

From our own competency growth and on-site learning point of view, the experience helped us 

develop a deeper understanding of communications strategies, HR integration processes, M&A 

corporate strategy and change management. In turn we hope our ICP assignment can be useful for 

the company to change the communications environment and to help retain key talent. This will 

ultimately help to ensure a successful integration process that will provide further client value and 

strengthen the company. As mentioned, this is a long-term process and as will be discussed we 
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have taken steps to make sure our work can be continued by the Marsh team after our two-month 

assignment is over.  

 

A common theme that came up during the framing of our project was the need to implement the 

communication changes in “real time”, while at the same time envisaging what could be changed 

in the long-run as well through our proposed strategy. For this reason, we developed an “action-

based research strategy”, where we would produce communications input during our daily work 

and take “live action”, whilst also spending time focusing on long-term suggestions which have 

been included in this analysis.  

 

Overview of Communications Structure at Marsh – Continental Europe 
 

Having worked within the company for two months we believe the communications function is 

understaffed, not only at a local level in Belgium but also at the continental European one. Marsh 

is a global leader in insurance broking and risk management, both in terms of size and revenue, 

but does not have the proper structures in place to support a robust internal communication. We 

believe that more support in terms of personnel is needed in terms of external communications, 

marketing and advocacy as well, however this discussion falls outside the scope of this particular 

assignment. Needless to say, the importance of internal communication within a company has been 

time and time again proven to improve employee satisfaction and serve as a facilitator for better 

collaboration amongst employees, which directly leads to more effective business results and 

retention of talent.3  

Regarding the current communications structure, the continental European region is being led by 

a Director of Marketing and Communications Continental Europe at Marsh. She has 3 FTEs in 

Milan and 22 FTEs in continental Europe as a whole. Although these FTEs report to her from a 

functional point of view, they report directly into their respective country sales leaders as well. 

Furthermore, these FTEs often have a variety of other responsibilities in their daily work, and we 

believe this blocks them in part from focusing on specific communications activities. At the 

country level, there is a presence of marketing and communications personnel which report to the 

                                                      
3 https://hbr.org/2009/11/new-study-how-communication-dr 

 

https://hbr.org/2009/11/new-study-how-communication-dr
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Director, with some offices having more manpower than others, but not necessarily because of 

larger revenues or numbers of employees.  

As there is a matrix structure, the Director of Marketing and Communications Continental Europe 

reports in part to a Senior Vice President, Global Brand and Marketing Communications at Marsh, 

based in New York. However, with the integration underway, there is also a specific 

communications report linked with the merger. The President of Marsh International and Chief 

Executive Officer of Marsh Italy, is also Head of the Integration Committee and the 

communications function falls under his remit. Although our assignment did not give us the 

exposure nor the time to properly assess the communications structures outside of Continental 

Europe, we saw that on LinkedIn there appeared to be significantly more communications 

resources allocated to the UK and Ireland than other countries. Asia on the other hand had very 

little communications support. Furthermore, we noted that there is not a common communications 

structure between Marsh and the other parts of the company, i.e. Mercer, Oliver Wyman Group 

and Guy Carpenter. We believe this is an additional area where communications could be 

improved from an organizational strategy point of view. However, as the focus of this study is 

specifically on the merger related communications to Marsh JLT Belgibo in Belgium, our 

emphasis and time was spent on exploring the integration communications specifically in this 

context. 

The Significance of the Problem and the Benefits of the Study 

 

Marsh Belgium faces several problems and challenges when it comes to the integration of Marsh 

and JLT Belgibo on a local level. As mentioned previously, Marsh Belgium went through two 

local mergers, which did not end up doing very well. Marsh management therefore faces the 

problem that the integration might go wrong again and that same mistakes will be repeated.  

  

The challenges Marsh faces are not only related to optimizing sales and finance, but to the people 

aspect which is often neglected in mergers. In order to not lose key talent to the competitors 

uncertainty, anxiety and the general concerns of employees need to be addressed through a clear 

communication and people integration strategy. Of course, better communication is only a part of 

the solution, as the concerns of the employees need to be addressed in a concrete way. For example, 
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if there is a feeling amongst many employees that certain parts of the company are understaffed, 

then communicating about “burnout programs” will be a positive step forward but not enough, as 

more people will need to be hired or resources re-focused in order to really address the core issue.  

 

Now that the problem and the challenges are clear this study can be beneficial because it will 

address them through analysis, which will include both primary and secondary research. The 

analysis will provide best-suited recommendations related to the communication and people 

integration strategy.  

 

As MBA students from Vlerick, we believe our academic curriculum in the last year has helped 

us to have a managerial view on these issues but also to “hit the ground running” when we arrived 

at Marsh. In addition to the MBA, together we have over ten years of professional experience 

including a strong focus on communications and HR within consulting and international 

organizations which certainly helped for this assignment. A key point throughout the project was 

to ensure that we were treated as consultants within the company and not “simply interns”. We 

believe we were able to achieve this, participating regularly in strategic meetings with the 

executives of this company not only as observers but as consultants who could give an external 

perspective. 

 

What This Paper is Not 
 

As mentioned, the focus of our assignment is specifically on the internal communications that 

Marsh Belgium should focus on in the context of the current integration. Our assignment therefore 

does not focus on other related topics like external communications or marketing, although we 

have also naturally considered them when coming up with our conclusions. We furthermore want 

to stress that the assignment was done with a specific focus on Belgium and particularly with the 

several Brussels and Antwerp offices we visited in mind. However, we believe that the findings of 

this assignment and the proposed recommendations can be useful in designing a more in-depth 

“overarching communications strategy” for not only Belgium but other offices as well. 
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Objectives of Project and Research Questions 
  

Regarding the goal of the project we aim to come up with clear recommendations that are 

implementable and will bring value to both the Marsh and JLT Belgibo colleagues, but will also 

ultimately enhance opportunities for clients by creating a stronger, more integrated and larger 

entity which can offer more services. At the beginning of the project, we came up with several 

objectives to steer our efforts in the right direction:  

 

Objective 1: To serve as a bridge between the academic world and business sectors by researching 

the latest materials on merger communications and interviewing academics and professionals on 

this issue. 

 

Objective 2: To find out what exactly went wrong and what went right in previous mergers 

between Marsh Belgium and the two companies acquired in the past.  

 

Objective 3: To find out what has to be done regarding merger communications prior to our arrival 

in May.  

 

Objective 4: To deliver recommendations that will avoid making the same mistakes that were 

made in the past. 

 

Objective 6: To develop a tailored merger and people integration communication strategy for 

Marsh JLT Belgibo in Belgium. 

 

Objective 7: To ensure that a hand over is achieved once our two-month assignment is over. 

 

As mentioned, part of our value for the project is to research the academic literature on merger 

communications and find the relevant information for the company’s specific situation. For this 

reason, during the ICP we dedicated a significant amount of time each week on researching 

academic materials. In addition to the above-mentioned objectives, we designed certain research 

questions in order to focus our attention on specific issues. The following are the main research 

questions that were addressed during our literature review:  
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Research Questions: 
 

1) What can go wrong from a communications perspective in a merger?   

2) How can mistakes be avoided? 

3) What are some of the general recommendations to develop better communication 

strategies? 

4) What communication tools can be used? 

5) What are some general recommendations concerning mergers outside of 

communications? 

 

Introduction to Literature Review: 
 

As discussed, in addition to communications we focused on issues related to mergers and 

acquisitions, human resources, change management, finance and corporate crisis and restructuring 

to name a few. In order to have a broad research spectrum, we decided to find our information in 

academic journals, articles, books, studies, frameworks and other sources. Since there were 

recommendations and subjects that were repeated in articles, we have only included them once in 

the detailed literature review in order to keep this section concise. Where there have been instances 

of opposing views/recommendations in different sources, we have decided to select the 

recommendation we believed were most relevant in the Marsh JLT Belgibo context.   

Detailed Literature Review 
 

Creating Value through Managing Acquisitions 
 

An acquisition is usually done strategically to accelerate the renewal, growth and value of a 

business. This value is created through managerial actions, which is why it important for the 

management to be as much involved in decision-making processes and communication related to 

the integration. It requires an outlook focused on the underlying capabilities that allow a firm to 

establish a competitive advantage that leads to financial performance. Focusing on the capabilities 

that underlie competitive advantage and on the capability transfer that is expected to flow from an 

acquisition allows managers to like the desired results and therefore an improvement in 

competitive advantage with the processes through which these results are achieved over time, 
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hence the activities and interactions involved. The real challenge is not to acquire capabilities, but 

to preserve them, also management needs to make sure to transfer them to an appropriate setting 

and apply them in expectation of improved competitive advantage.  

 

Understanding some issues is key to developing an adequate acquisition justification. Below are 

the issues that need to be addressed by management: 

 

• How does the acquisition relate to the company's business domain? 

• What does the acquisition contribute to the firm’s strategy? 

• What is the type of strategic capability to be transferred? 

 

Marsh needs to address these issues and present them to the Marsh and JLT Belgibo employees in 

a strategic presentation where they would understand the relevance of this mergers and the 

synergies and benefits that can come with it. 

 

Essential tasks necessary to create value are: preserving, transferring, and applying strategic 

capabilities that have been identified as the basis of the acquisition. As such they are both a matter 

of choice and determined by the strategic need of the situation. Marsh should also look out for the 

things that can completely go wrong within an integration: 

 

• Incorrectly perceiving the requirements of the situation  

• Not adjusting to the firm’s needs after the integration process has started  

• Not being able to the deliver on the intended approach.  

 

The post-acquisition period is full of expectations, questions, concerns, uncertainty and 

reservations among personnel and the managers of both the acquired and the acquiring 

organizations. The interactions, communications and decisions made by the acquirer bring with 

them certain legitimacy, that of a “new owner”. If this is successful it can lead to a realistic and 

sensible integration road map or plan and atmosphere in which individuals have begun to reenlist 

in a new sense of purpose. 

 

According to Haspeslagh & Jemison there are four integration styles: Symbiotic, Preservation, 

Absorption, Holding and in this case we have an absorption of a big company as MMC buying a 
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specialty company such as JLT. The ability to manage an absorption process effectively becomes 

increasingly important as industry restructuring pressures drive acquisitions that call for such an 

integration. Skill and determination at managing the actual rationalization process are important, 

but also important are the processes that come before and after the rationalization process. Once 

the company moves beyond rationalization it enters a phase where certain focus needs to be given 

to best practice and learning from evolution. The most important mark of a truly successful 

absorption may well be that there are no winners and no losers, and that, to the contrary, the 

outstanding qualities of both sides are harnessed in an effort to reach a common objective. It is 

through a best practices workshop and employees learning from each other that true success of a 

new organization can be achieved.  

 

Acquisitions can contribute to corporate growth and renewal in a variety of ways. Perhaps the most 

subtle yet lasting impact of an acquisition strategy is on the evolution, over time of the firm’s 

overall management approach. New ideas have to be welcomed and opens to different new 

capabilities, new clients, new people and specialties and skills have to be welcomed.  

 

To move an organization toward a more long-term, capabilities-based perspective, a more 

analytical, a more risk sharing will require strong leadership Acquisitions are a revealing limits 

test that highlight the quality of leadership and decision making in a company.  

 

The strategic and organizational tasks that lie beyond acquisitions require a substantial change in 

orientation from what was needed for a successful integration. Acquisitions may be a way to 

accumulate capabilities quickly and to put a business position together. However, in order to 

achieve a long-lasting competitive advantage, top managers must become adept art managing an 

integrated network of ongoing operations. In order to build a more integrated approach it is 

necessary to adopt a more horizontal approach. The top management should also dig deep into a 

crisis mode and understand it, it is only this way they can prevent it and avoid it from happening. 

According to the authors management must be very involved and there is a very specific and 

important need for visionary and effective leadership for the integration to succeed (Haspeslag and 

Jemison, 1991) 
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The Important Role of HR in Mergers and Acquisitions 
 

This study gave us several suggestions which we implemented in our ICP assignment, both 

regarding the “real time activities” and the recommendations covered in this report. Firstly, it 

mentions that to avoid inaccurate rumors which can be hurtful to the morale of an organization 

communication should take place as soon as possible and indicate what is to be expected. Reading 

this material, we saw that unfortunately we had arrived a little late in the process and should readapt 

our strategy accordingly. Specifically, the article mentions that some pre-merger and organogram 

related communications should have already been sent out which was not the case. The lesson we 

learned from our two-month stay, is that there will always be a struggle between making the right 

organizational changes in a merger (which to do properly takes time) and communicating the 

changes quickly as possible to avoid anxiety. 

 

We took the delay into account when interviewing an internal communication expert from Cargill 

and Vlerick alumni, by asking for ideas on how to address this. The communications expert 

recommended that a sincere admission of “mea culpa” would be the best message to convey, and 

by then stating but also demonstrating a commitment to better communication the trust could be 

won back. According to this expert, people in Antwerp are appreciative of directness, including 

when errors have been made and will not hold a grudge. These types of honest messages were 

included in our communications throughout our daily “real time” communications, for example in 

the second newsletter.  

 

A second point that we took away from this article is that the acquiring organization should ensure 

that any layoffs should take place as soon as possible to alleviate anxiety and allow employees to 

return to “business as usual”. With reference to some specific employees that cannot be disclosed 

for confidentiality reasons, we saw that this principle was not being followed in the current merger. 

For example, some colleagues were told that that their job was under scrutiny and that they could 

potentially be let go in the upcoming year. Although we perceived this as potentially a mistake 

from a corporate communications point of view, as it essentially meant that the personnel in 

question would probably become less motivated to work, we understand that the labor market is 

different in Belgium compared to North America, from where the literature originates. In Belgium 

a longer notification period as well as more steps to follow before dismissing an employee is the 
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norm, including from a legal point of view, and this could have been behind the decision to 

communicate it in advance. 

 

The article also discusses that in order to alleviate stress, management can conduct a merger stress 

audit to identify collective concerns. Although we didn’t do a specific merger stress audit, our 

survey took into consideration the feelings of Marsh Belgibo colleagues. This survey and its 

methodology will be discussed in more detail in the following section. Furthermore, Pikula’s study 

explains that individual counselling on new career opportunities can be a good way to alleviate the 

concerns that colleagues in the organization being integrated may have. This was in part done on 

in early May when HR executives made themselves available to JLT Belgibo employees for an 

“onsite question and answer session”.  

 

We also discussed several times with the management the importance of including the best talent 

from the old company in the new entity and showcasing this in order to eliminate any hostile “we-

they” attitudes. This was a point which was also discussed in our interview with Philip Haspeslagh, 

Professor and Honorary Dean at Vlerick, which is explained further in the summary of his book. 

We were happy to hear that this was being done, not only in a Belgian context but in an even 

greater degree at corporate level. 

 

Pikula’s article was also very useful for us as it discussed the difference between what is the actual 

culture and what is the perceived culture of an organization. As mentioned in the article, “The 

actual culture is not generally recognized within organizations, because ‘basic assumptions and 

preferences guiding thought and action tend to operate at a preconscious level” (Sathe 1985, 30). 

 

The article was also discussed the different type of corporate cultures that exist. According to 

Pikula, Marsh would likely be classified as a “Role Culture” where there is a “clear division of 

labour and authority figures are clearly defined and JLT-Belgibo would be considered a “Power 

Culture”, where “power rests either with the president, the founder, or a small core group of key 

managers”. 

 

This article explains that due to this combination of cultures, assimilation will be resisted and 

ultimately culture collisions will result. Furthermore, labor turnover rates are expected to rise. 

Adding to the complexity, this merger can be considered as a horizontal one in which one company 
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acquires another corporation with similar products. According to the article, from a human 

resources point of view, these types of mergers are the most difficult to implement.    

 

Adding to the complexity, we understood that there is also a difference between what the 

employees in a company believe is their culture and what is the reality. For example, we saw that 

the JLT Belgibo colleagues believed that their Marine Insurance Division was very successful, yet 

when looking at the financial details we understood that this was not entirely the case as the 

margins were quite low compared with Marsh (Pikula, 1999). 

 

 

HR Issues and Activities in Mergers and Acquisitions  

 

This article explores the 3 main steps that are important in the M&A process and focuses 

specifically on the HR activities that could be used in each stage. As understanding the HR 

processes was an essential part of our communications strategy, the article benefited our project in 

several ways. We have included some of the overarching strategies in this summary, in case they 

can serve to readers from Marsh for future reference.   

 

As has already been discussed, we were aware that there was a consolidation process occurring 

the insurance broking sector. The article explains that the upsurge in mergers and acquisitions is 

due in part to the fact that firms are increasingly using this technique as the see it a s a quick and 

efficient way to expand into new markets and strengthen and maintain their position in the market. 

We believe the M&A process will continue in the insurance brokerage business, both at the local 

Belgian and international markets.  

 

However, the article warns that integration and creation of value are not so easy, and that there are 

several common “reasons for failure” to avoid, including the mismanagement and loss of talent, 

unchecked culture clashes and unrealistic expectations. From a communications point of view, a 

common reason for failure is the inability to unify behind a single macro message. For this reason, 

when designing the communications and integration strategy, we were careful to make sure that 

our single macro message of helping the JLT Belgibo and Marsh colleagues to have “the best 

professional years of their career” was at the base of it all. 
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Looking at the reasons for Success strong leadership, well thought out goals and objectives, a well-

managed M&A team and successfully learning from previous experiences were all points we 

considered in designing our strategy. Furthermore, concerning communications the article stresses 

the importance of ensuring extensive and timely communications to all stakeholders.  

 

As was also mentioned in the “Mergers & Acquisitions: Organizational Culture & HR Issues” 

article by Pikula, this analysis also mentions that managers should be changed quickly if they fail 

to adapt. Indeed, according to Schuler & Jackson, “it appears to be crucial that restructuring should 

be done early, fast, and once. This minimizes the uncertainty of waiting for the other shoe to drop.” 

At the risk of overstepping our remit, we believe the organization is potentially adopting a “wait 

and see” approach. This can be due to the fact that there is a lot of instability at the moment and 

there is a need to assess further before making these important decisions. 

 

As discussed, the article proposes a three-stage process, which we have included in this assessment 

should it be useful. The Pre-Combination phase already passed at the time of our arrival and we 

started the assignment in Stage 2. 

 

Stage 1 — Pre-Combination 
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Stage 2 — combination — integrating the companies 

 

 

 

Stage 3 — solidification and assessment of the new entity 

 

 

Although there are several interesting points in these HR suggestions, we wanted to highlight the 

fact that the article mentions that communicating is essential in the second stage. We believe that 

our addition to the team was very timely in this regard. The three stages can serve as a framework 

to identify HR issues and activities and in our case helped us to understand better many of the 

procedures that were already being implemented by the HR department, but also potentially serve 

as “food for thought” (Schuler and Jackson, 2001). 
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Managing Human Resources and Organizational Culture in Mergers and Acquisitions 
 

This article focuses on the need for a coherent integration plan with the combination of joint teams, 

effective communication and appropriate human resources practices. Interestingly, it brought a 

different perspective from a cultural point of view because the authors came from the University 

of Cape Town. 

 

The article explains that disparate cultures may hamper integration around new norms, work 

practices and individual and organizational identity. In the context of Marsh & McLennan, this 

was of concern and something we discussed in great detail. In terms of culture, there was not so 

much an issue around collaboration between people coming from different regions at Marsh - as 

can often be the case in Belgium for example with the Flemish and Walloons - but a cultural issue 

from a company point of view. From numerous interviews, with both Marsh and JLT Belgibo 

employees our understanding was that the JLT Belgibo colleagues were accustomed to having 

more flexibility in their daily work and the ability to work on a variety of issues in their smaller 

structure. The Marsh colleagues, on the other hand, had a more global, specialized and results 

oriented corporate culture.  

 

The article also stresses the importance of the finalization of job roles and that positions should be 

communicated verbally to employees in order to avoid anxiety. This was an issue which the Marsh 

integration team was well aware of. However, due to bureaucratic obstacles and a need to take the 

proper time to take into account everyone’s capacities and interests, it was only on June 5th when 

the organogram was properly presented to the employees at Marsh and JLT Belgibo in a meeting.  

 

Finally, the article also stresses the importance of communication between top management and 

lower level staff. This, we believe, was something that was often mentioned by employees we 

interviewed, however there was a bit of a lack of understanding as to how those same employees 

would want to address this. Part of the problem here was that it was difficult to understand how 

much of what the employees were saying was a feeling they had developed based upon what had 

happened in the past, and how much was related to what was happening at the moment. Our 

suggestion to the CEO in this context was to when possible have public meetings with the JLT 

Belgibo colleagues, where they could see him in person. As will be discussed further in the final 
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section, it is important to put a human touch to the changes that are taking place (Horwitz et al., 

2002). 

 

HR Plays a Role in Managing Culture in Merger and Acquisitions  
 

The article starts by stating that during a merger low priority is often given to the firm’s managing 

culture, with an emphasis often given to the financial and strategic aspects. According to Marks & 

Mirvis executives are often overwhelmed by the operational aspects of integration, yet when asked 

with 20/20 hindsight, they usually acknowledge there was a major oversight in their integration 

efforts.  

 

Whilst we don’t believe that in the case of JLT Belgibo there was an oversight in analyzing the 

two cultures generally - this was something brought up time and time again by management - we 

do believe that there was an oversight in the cultural differences related to effectiveness of IT 

systems integration, a point that according to Weber & Pliskin is also part of the general cultural 

discussion. During our first week we understood that there was an issue regarding the convergence 

of different platforms, emails and IT tools between JLT Belgibo and Marsh & McLennan, often 

due to compliance issues regarding email addresses. Specifically, we believed that the IT systems 

integration could be an issue on the move-in day when the new colleagues would move to the new 

office on 31 August. Knowing this, we spoke with the leader of the integration team, agreeing with 

him that the WiFi should be checked to see if it could support the extra capacity and that the IT 

part of the merger should be given additional prioritization and resources. 

 

Looking at the two cultures of the firms, and as already discussed above (see par. 4.) in the “Due 

Diligence Neglected: Managing Human Resources and Organizational Culture in Mergers and 

Acquisitions” analysis, there are clearly different corporate cultures between the two firms. We 

believe that what the authors label “the desired cultural end state” is in reality a situation whereby 

the new colleagues become fully integrated into the new structure, not one in which they are so 

much impacting it. Whilst this conclusion might sound rather harsh, it is important to be realistic 

and transparent. This “Absorption” goal means that some colleagues at JLT Belgibo would need 

to become more accustomed to working in a specialized, profit focused and large environment. 

 



   
 

 23 

In order to help this happen in as smooth a way as possible, several actions were taken by 

management during the course of our two month stay. This included the initiative of a “buddy 

system”, whereby new JLT Belgibo colleagues would be paired up with who partners with a new 

employee during their first 3 months at Marsh, in order to provide advice and guidance regarding 

the day-to-day aspects of working at the company. This would help acclimatize JLT Belgibo 

colleagues to the new culture and feel more comfortable, but also create personal bonds between 

people.  

 

Furthermore, we recommended to put in place a “best practices workshop”, with the aim to 

understand how employees interact with clients, but also to showcase the profit focused mentality 

which is part of Marsh culture, whereby time is invested in clients that can bring the most profit in 

an appropriate way (Marks & Mirvis, 2011). 

 

Management Strategy and HR in International Mergers and Acquisitions 
 

This article focuses specifically on the HR and Integration Management strategy in the context of 

a merger. We believed it was useful as our project was very much focused on the integration of 

people, which we aimed to incorporate into our communications strategy. Interestingly, the article 

stresses that “Most often, the failure of M&As occurs not the negotiation or purchase stages…. but 

at the implementation stage when two firms come together’ (2003:220), stressing the importance 

of our timing even further. The article was also useful from a geographic context point of view 

because it specifically explored some examples Europe, unlike some of the other articles which 

have been somewhat US centric.  

 

The article explained that the two key aspects of international M&As are the integration of HR 

strategies and the rationalizations that occur following a merger. Regarding the integration of the 

HR strategies, we observed that there were somewhat different HR strategies in the two companies, 

as the JLT and Belgibo legacy colleague’s HR traditionally placed less emphasis on the business 

impact and more on personal relationships. The JLT Belgibo office was still rather small in a 

Belgian context (approximately 60 people) there was a different approach in terms of there being 

a less formal HR structure and more of a paternalistic situation, where certain executives could 

still play an important, appreciated and direct role in the development of their employees. This 
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type of approach is not possible in the larger Marsh culture, where we noted a strong HR presence 

which had been recently strengthened by further recruitments during our stay. 

 

Regarding the rationalization aspect, the assessment explains that the merger can be used as an 

opportunity to re-evaluate the company’s HR strategy and change direction, including through a 

benchmarking exercise. We were interested to see that the HR was already in the process of doing 

this, including through “getting to know you surveys” that were then analyzed by an activity 

analysis where the JLT Belgibo employees time spent on duties was analyzed (by surveys and 

managerial input) and then analyzed to show how many FTEs would need to be allocated to each 

functional area.  

 

Even in today’s day and age, HR, much like Communications, is sometimes not given the clout 

that it deserves in large multinationals when compared to other functions like Sales and Operations. 

The article mentions that during a merger there is an opportunity for HR to enhance its position 

within the firm, “for example, through emphasizing its position as a unique source of expertise on 

issues such as cultural integration and compliance with employment law.” As discussed, our view 

is that Marsh Belgium already has a strong HR department, with new FTEs arriving recently to 

support the team, hence we did not feel it relevant to discuss this point further. 

 

Another opportunity is that an international merger or acquisition can lead to a plan for 

rationalizations that promises to raise the overall efficiency of the combined firm. Whilst it is still 

premature to comment on this, we were pleased to see that the various executives of the company 

were coming together to discuss how best to use the results of the activity analysis with other 

analysis of the workload and career aspirations of the employees already at Marsh. In a world of 

constraints, not everyone will be happy in an organization with their roles, but the focus should be 

on making sure that the best performers and people in the middle are motivated and engaged, not 

on the smaller percentage of employees that will never be won over (Rees and Edwards, 2009). 

 

The Importance of Communications in Mergers and Acquisitions 
 

The McKinsey article was very useful in that it not only discussed some of the pitfalls regarding 

integration communications but also sets forth a strategic plan and time line which could be used 

to develop a successful strategy. As mentioned, we had to adapt this plan in several ways due to 
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the fact that we arrived after some milestones had already passed. Specifically, the article mentions 

that some key moments in the process is at the announcement of the deal, at the transaction’s close 

and on day 1 of the merger. We could only participate on the communications for the day 1 of the 

merger period as well as the general communications strategy going forward. 

 
 
Source: Getting the merger communications strategy right | McKinsey | by Oliver Engert, Becky Kaetzler, Kameron 

Kordestani and Anish Koshy 

 

Looking at the announcement phase, we were able to collect some of the announcements that had 

been made by corporate communications. We were able to retrieve the corporate level documents 

that had been sent as well as an overview of the communications function within the firm at a 

continental European level. As mentioned, this will be discussed further in the recommendations 

section. 

 

The article was particularly useful for the final “recommendations section” of our paper, as it 

helped us to design a communications integration strategy, specifically for the context we observed 

at Marsh during our two-month assignment (Engert et al., 2019). 
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Success Factors through Mergers and Acquisitions  
 

This article analyzes the literature on mergers and acquisitions, stressing the difficulty they often 

have in creating value. It focuses on a range of critical success factors both in the pre-merger phase 

and post-merger phase. Relevant to our integration assignment, on the pre-integration side this 

includes the discussion of choice and evaluation of the strategic partner, size mismatches, 

communication before the merger and future compensation policy discussions. In the post-merger 

phase, this included an analysis of the communication during implementation and post-acquisition 

leadership proved useful for our project.  

 

The study explains that the acquiring firm must choose a strategic partner “in terms of its strengths 

and weaknesses” and that it must consider implementation barriers including cultural differences 

and human resources implications.4 Furthermore, it explains that “factors such as resource 

similarity and complementarity, combined relational capabilities, and partner specific knowledge 

between firms will affect the likelihood of those firms forming an acquisition.”  

 

In our current assignment, we were told that the merger would bring benefits, notably regarding 

the addition of marine based insurance expertise and business. This was the area were JTL Belgibo 

had an expertise advantage compared with Marsh. It is important to note that the decision to 

acquire the company was made at a corporate level, hence the specific considerations in Belgium 

were of small importance when compared to the global picture. As we believed that the Marine 

expertise was already getting sufficient support and attention, including by the decision to transfer 

them to the new office before everyone else, we decided to not emphasize them even more in our 

communications. 

 

The article mentioned that future compensation policy is a critical success factor which should be 

taken into consideration. We spoke with several executives, including the Director of HR, and 

determined that the compensation opportunities at Marsh would be equivalent if not better than 

what had been offered in JLT. 

 

                                                      
4 (Angwin, 2001: Donnelly, Mellahi & Morris, 2002) 
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In the post-acquisition phase, communication was stressed as being critical to successful merger 

as it important in explaining the purpose for the integration to the employees and conveying a 

specific integration message. Whilst this did occur at the global corporate level, our view was that 

the emails were a bit vague and did not specifically address the items important for the local 

employee at JLT Belgibo in Belgium. This view was confirmed during several of the interviews 

we conducted. The study also stressed the importance of only making promises that can be kept in 

your communications, which was a consideration we paid attention to when working on the 

everyday “real time” communication tasks and in our ultimate recommendations at the end of this 

paper.  

 

Post-acquisition leadership was also discussed as a critical success factor, in that it is important to 

make sure that a “high percentage of acquisition failures derive not from lack of strategy planning 

or choice, but from faulty management during implementation.”5 Having the right leadership and 

ensuring that their message is in sync is important not only at the C-suite level, but also at the 

director and managerial level as well. We also found out during several of our interviews with ex-

Trade Insure and Sedgwick employees that had been integrated into Marsh, that the flight of some 

talented colleagues during that merger had indeed been caused by a few “overly arrogant” 

managers who had been present at the time (Gomes, 2012). 

 

Methodology  

   
Introduction to Methodology 
 

Interpretivism uses interviews as a research method and it is partially this method that has been 

implemented for this study, using a qualitative approach. The qualitative data were gathered by 

semi-structured, employee interviews of people that participated in the previous Sedgwick and 

Trade Insure mergers. We sent the survey out to 60 people and there were 50 respondents, all 

employees from JLT Belgibo and in total conducted 11 interviews. The data obtained through the 

interviews was analyzed using grounded theory, which is an inductive approach and the interviews 

                                                      
5 Pritchett et al. (1997) 
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were transcribed. Transcripts were summarized and analyzed using first a coding process, then the 

codes were grouped and themes were formed. Themes helped in developing concepts of the data, 

which were finally put into categories to answer the research questions. The limitations 

encountered while collecting data were typical for the qualitative research method and to be more 

precise for the grounded theory method. It took some time to recruit participants and gather and 

analyze the data. We strived to have a big enough sample size following our conversation with 

Barbara Briers, a specialist in survey analysis, and with 50 respondents out of 60 we believe we 

were able to achieve this. 

  

We also ran a survey for this assignment which can help to assess the overall communication 

related to the integration between Marsh and JLT Belgibo and serve as a satisfaction audit. The 

questions emerged primarily from our objectives and research questions. We consulted a few 

academic articles, which dealt with similar topics to create the survey. We also consulted Lecturer 

Yannick Dillen and Barbara Briers from Vlerick Business School on how to design a survey. 

Surveys provide important or critical information in the form of meaningful data which should be 

used by businesses or organizations to make informed decisions. This survey is supposed to serve 

as insight into a satisfaction audit of the JLT Belgibo employees. The survey was divided in 5 

blocks one was about communication, second was on concerns, third was on positive feelings, 

fourth was a mixed question block and the fifth one constituted of 5 open-ended questions. The 

survey was designed to be a longitudinal survey, meaning that it was designed to help researchers 

to make an observation and collect data over an extended period of time. The survey was an Online 

Qualtrics survey, which is a platform that helps analyze recorded data. The open-ended questions' 

responses were read categorized into reoccurring themes and served as an insight into developing 

recommendations for the company regarding the communication and people integration processes. 

 

When designing the survey, we always had the end goal and the problem statement in mind. This 

type of survey is deployed by researchers to understand the shift of transformation in the thought 

process of respondents over a period of time, which was a challenge we faced due to the limited 

amount of time we had to work on this assignment. This would allow for Marsh to measure results 

and see what had been the changes over time. As will be discussed in the final section, we strongly 

recommend to send out the same survey again after the 31st of August and that is after the physical 

move takes place. It could also be useful to gather a third sample after a few months of integration. 
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Research Approach 
 

Understanding research philosophies and approaches is crucial since this will have a huge impact 

on what we are investigating and how we understand what we are investigating (Johnson and 

Clark, 2006). Even if most people tend to choose between positivism and interpretivism as research 

philosophies or between quantitative and qualitative methods, recently people have started 

research using multiple research approaches rather than having to choose one over the other 

(Niglas, 2010). In this study we combine positivism and interpretivism with an action-research 

approach. 

 

Positivism is about content analysis and statistical data measurements (Saunders et al. 2012). 

Interpretivism, on the other hand, asks for the researcher to comprehend human behavior and 

attitudes and the role of humans as social actors (Saunders et al. 2012). It uses interviews as a 

research method, as well as case studies and ethnographic studies (Weber, 2004). 

 

Action-based Research 

   

Action-based research for the study of organizations in common with other forms of qualitative 

research (Eden and Huxham, 1996). Action research has become increasingly prominent among 

researchers involved in the study of organizations as an espoused paradigm used to justify the 

validity of research outputs.   

 

There are two types of action-related research, i.e., practice-based and practice-led:  

   

1. If a creative artefact is the basis of the contribution to knowledge, the research is practice-

based. 

2. If the research leads primarily to new understandings about practice, it is practice-led.   

   

Practice-based research is an original investigation undertaken in order to gain new knowledge 

partly by means of practice and the outcomes of that practice. In a research study, claims of 

originality and contributions to knowledge may be demonstrated through creative outcomes in the 

form of designs, music, digital media, performances and exhibitions. Whilst the significance and 

context of the claims are described in words, a full understanding can only be obtained with direct 

reference to the outcomes (Candy, 2006).   
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Practice-led research on the other hand is related to the nature of practice and leads to new 

knowledge that has operational significance for that practice. In a research study, the results of 

practice-led research may be fully described in text form without the inclusion of a creative work. 

The primary focus of the research is to advance knowledge within practice. Such research includes 

practice as an integral part of its method and often falls within the general area of action research 

(Candy, 2006).   

   

Methodology we used is a combination of the two. There was a necessity for this study, as when 

we entered the organization the integration had already started (1 April, 2019). As literature states, 

the first 100 days after a merger are the most crucial, therefore we simultaneously did research and 

consultancy work and implemented that work through newsletters, reporting back to the CEO, 

attending integration meetings, generating ideas, workshop design, speech writing, preparation of 

speaking points for the CEO, event organization, CSR activities, and presentations preparations. 

As we worked and researched “real-time,” it was very important that we include action research 

as a method used in this section of the study.  

 

Interpretivism 
 

Interpretivism has also been used as a research approach for this study. M&As are a widely 

researched topic, yet each merger is different and requires its own kind of attention.  Research on 

mergers between Marsh Belgium and other companies is very limited this is why we decided to 

use interpretivism to be able to find out about previous mergers between Marsh Belgium and two 

other acquired companies: Sedgwick and Trade Insure. On account of the fact that the study 

(related to previous mergers) does not test theory, but it is more likely that it develops theory the 

interpretivist approach seemed as a better fit. In context of the union of the Marsh and 

JLT Belgibo we were interested in hearing about the experience from the past integrations of Trade 

Insure and Sedgwick. Therefore, we received a list of employees that were part of one of these 

mergers and contacted them to interview them. These employees were addressed to come to an 

understanding and be able to answer several the research questions. Another thing that was done 

was that experts in several fields that were important for this study (Internal Communications, 

M&A, Corporate Strategy, Change Management and Human Resources) were addressed in order 

to gain information from them through conversations.  
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Positivism 
 

The positivist approach was also used for this study. We felt that different kinds of research 

complement each other and help out draw more concise conclusions and recommendations 

(Johnson and J. Onwuegbuzie, 2004). The positivist approach is connected to the quantitative 

research method. We used a survey that was sent to all employees of the acquired company, JLT 

Belgibo. When designing the survey, we had the main goal and the research questions in mind. 

We purely did the survey to give us insight from a large population of 60 people. They are also 

located still in their Antwerp office, so individual interviews were difficult to do and a limitation 

within this research. The qualitative research and therefore the survey in this case helped us gain 

insight through a ‘satisfaction audit’, and helped us see where employees’ concerns, thoughts, and 

emotions are placed at this moment within the integration. The survey was designed as a part of a 

longitudinal study, as the survey was designed not to be a one-off event, but to have follow-up 

later to explore changes over time. Longitudinal surveys are designed to get regular responses from 

the same group of people over a period of time. This longitudinal study is necessary to assess and 

measure the impact of the communication and people integration processes that take place within 

the organization. 

   

Methods of Data Collection  
 

As interpretivism was chosen as one of the research approaches for this study, it is only natural 

that the method used has been a qualitative research method. The qualitative research method has 

achieved full respectability in the academic sphere. Qualitative research is encouraged if one wants 

to find out more about the subject matter. In this case there is lack of research when it comes to a 

case like this (specific companies, specific country, specific cultures) and thus it is evident that the 

qualitative method can help develop a richer theoretical perspective on the research topic 

(Saunders et al. 2012).  

   

Action research is also a qualitative form of research as there is no numerical or statistical research 

involved. Action-based research embodies research that broadly results from an involvement by 

the researchers with members of an organization over a matter that is of genuine concern to them 

and in which there is an intent by the organization’s members to take action based on an 
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intervention (Eden and Huxham, 1996). The action research helped us observe how people from 

the organization respond to our proposals and interventions, whether they were useful or whether 

adjustments or completely new initiatives would be needed. It also gave us a chance to really 

“practice what we preach” and make ourselves useful in the crucial days of the integration between 

Marsh and JLT Belgibo.  

   

We also used a survey to collect numerical data. Survey research uses scientific sampling and 

questionnaire design to measure characteristics of the population with statistical precision. It seeks 

to provide answers to specific questions. The approach that was taken was a positivist approach, 

where the starting point was that the ‘reality’ is measurable. This approach allowed us to gain new 

insights. The broad picture was given from the responses of the survey that helped us a draw out 

conclusions.   

  

The survey was designed in a way so the company could rerun it again after few months, 

specifically after the physical move and hence the employees physically merging, coming together 

and integrating. It was designed in a way to be able to measure progress from the integration. 

Because of limited time the results of the first survey will be used to draw out conclusions. We felt 

there was no need to do a regression analysis as it was irrelevant for our research study. Most often 

when surveys are sent out they are sent out to a sample of population and they are completely 

random. The survey we did was designed for JLT Belgibo colleagues to be able to see where they 

stand with the integration processes, the communication processes, where their satisfaction stands 

and what are their positive and negative feelings connected to the integration. It was an internal 

satisfaction audit related to the integration that gave us more insight and helped us draw out 

recommendations and conclusions.   

  

Conversations with People within the Organization  
   

The conversations we had with several key people within the organization were not classical 

interviews (not to be mistaken with the interviews we carried out with employees from Marsh that 

went through previous mergers). They were not recorded, nor structured in a rigid way, however 

very useful for our analysis. We had these meetings to gain understanding and as much insight as 

possible on what is going on in the organization. This helped us understand the corporate culture, 

what they have in mind as synergies for the merger between Marsh and JLT at a corporate level, 
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and what role communication plays at a corporate level when it comes to the merger. We also had 

talks with management from both sides on a local level again to gain more insight on what the 

feelings, opinions and concerns of employees and clients are on a local level. The meetings with 

these individuals, which in some cases occurred multiple times, really helped us identify and 

analyze the problem, challenges and difficulties the organization is facing due to the merger.  

  

During the course of our assignment we met with the following executives: 

  

1.     CEO of Marsh BeLux – Henri Steyaert   

2.     Head of HR Marsh BeLux – Annick Janssen  

3.     Integration Coordinator Marsh Belgium – Siegmund Meyers  

4.     CEO of JLT Belgibo – Pierre Derom  

5.     Head of HR at JLT Belgibo – Eric Pot   

6.     Integration Coordinator for Continental Europe – Christian Rey   

7.     Head of Marketing & Communications for Continental Europe– Barbara Ghirimoldi  

   

Conversations with Experts 
   

In addition to from the meetings we had internally, we also turned to external experts to gain 

insight and further understanding of the M&A field and other aspects related to this merger and 

this project. Again, these were not semi-structured interviews. We prepared for the conversations 

beforehand, but the exact same structure was not consistently applied, as all of them were experts 

in different domains. We reached out to Philippe Haspeslagh, a Professor at Vlerick Business 

School, but also a long-time dedicated expert in mergers and acquisitions. We met with him at the 

Marsh Office along with the CEO and the head of HR of Marsh. We took extensive notes, and 

once he left we debriefed and put together a document of our debrief of the conversation with main 

takeaways, this was shared with the CEO and the Head of HR of Marsh. The debrief document 

can be found in Appendix 1 

  

We also had an external meeting with an internal communications expert at Cargill, Astrid Ruts 

and Vlerick executive MBA student. We asked what we thought were the relevant questions to 

gain more insight into internal communications, how things should be communicated, how should 

change management be dealt with, how should the integration story be marketed to the employees. 
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She helped us gain an overview of internal communications and how things should be done in big 

American-rooted corporations. Lastly, she gave some insight on how best to adapt our 

communications strategy to take into account the fact that we had arrived already a little bit later 

in the process.  

 

The third and final expert we met was Ralf Wetzel a Vlerick Business School professor in change 

management. Ralf was able to suggest literature and some practical advice and insights when it 

comes to change management when two different corporate cultures come together.  

 

Interviews 
 

Research interviews are all about “asking purposeful questions and carefully listening to the 

answers to be able to explore these further.” (Saunders et al., 2012, p.372). There can be structured, 

semi-structured or in-depth interview, also known as unstructured interviews. They are 

differentiated according to the level of structure and standardization adopted. The structured 

interviews use closed questions, where semi-structured interviews follow an open-ended question 

format (Saunders et al. 2012).  

  

Interviews were done as a part of the qualitative research method, which were consistent with the 

research questions and objectives (Saunders et al., 2012). Interviews were chosen as it is “one of 

the most common methods for collecting data in qualitative research” and it allows the 

“participants to provide rich, contextual description of events,” (Byrne, 2001, p.1). Interviewing is 

also considered a good technique for gaining insights into specific populations.” (Malhotra, 196; 

Zikmund, 2000). The interviews were semi-structured, meaning that there were themes and open-

ended questions, which were the same for all interviews, but sometimes there were questions added 

to the interview depending on where the interviewee was leading the discussion to or depending 

on what the integration did the interviewee go through. Semi-structured interviews are “flexible 

enough to allow interviewers to explore complex issues (Carey et al., 2006) and this is why we 

decided to go for this kind of interview style. 11 employees were interviewed.  

 

When designing the questionnaire, we had in mind our main goal, the research questions and 

research objectives. We knew that there would be a few closed general questions at the beginning 
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after which most of the questions were open-ended and allowed us to create a different structure 

with each interviewee and ask follow-up questions.   

 

Below is the questionnaire we used as a guide for the semi-structured interviews:   

  

1)    What was your role at Trade Insure or Sedgwick before the acquisition from Marsh?  

2)    How did it change in the new organization?  

3)    How did you find out about the merger?  

4)    What was your impression about Marsh before you started working here?  

5)    How did this change?  

6)    How were you welcomed within the new organization?  

7)    What do you think went well about the merger?  

8)    What do you think could have been done about the merger?  

9)    What were your thoughts and feelings before the merger, during the merger and after?  

10) How would you describe the whole process?  

11) From what we understand there were number of people that left the company after the merger. 

Why do you think that is?  

12) As you know, Marsh is going through another integration with JLT Belgibo at the moment, 

since you have already some experience, what would your advice be regarding the 

communications and integration process?  

13) Are there any other points you would like to mention?  

 

The questionnaire was approved by Marsh CEO Henri Steyaert and our promoter for the project 

and a qualitative research expert provided by Vlerick was also consulted for the questionnaire 

design.  

 

We ran semi-structured interviews with specific employees that had gone through an acquisition 

of their company by Marsh. We believed that their experience will give us insight on what took 

place during past integrations, what was done right, what was done wrong and what can be done 

better this time. For the interviews we primarily contacted 20 people. 15 people contacted went 

through the Marsh-Sedgwick merger, where 5 employees contacted went through the Marsh-Trade 

Insure merger. The list of the 20 people that were contacted was provided by Marsh CEO Henri 
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Steyaert. The message was sent via e-mail and contained the same content for everybody. The 

drafted message was approved by Marsh CEO Henri Steyaert. The questions referred to above 

were not shared in the e-mail, as we did not want people to prepare or rehearse answers beforehand. 

We wanted raw reactions and responses on the spot to give us a real idea about their experience 

and emotions connected to the integration topic.   

 

11 out of 20 people replied (7 people from Marsh-Sedgwick merger and 4 people from Marsh-

Trade Insure merger) and were willing to do the interviews either face-to-face or via Zoom 

(Conference Call Service). The list of employees that were interviewed can be found in Appendix 

2 

 

The interviews helped us gain data and information on the research subject that has not yet been 

discovered. The experience of the interviewees and their versions of what they went through in 

past integrations gave us important insights into what mistakes to be avoid during the roll out of 

the remainder of the current process.    

 

Surveys  
  

Mergers and Acquisitions can be challenging for employees and can ultimately impact their 

performance. It can be hard for two cultures to smoothly merge into one. JLT was acquired because 

of their specialization and expertise and therefore keeping key talent within the organization is 

key. The actions that take place prior to an acquisition are absolutely crucial. In this case, this 

decision to merge was taken between the two CEOs at a global level. Employees did not have 

much say, which evidently creates its own problems. Post-acquisition is all Marsh Belgibo is left 

to work with at this point to ensure a rather fast, smooth and successful integration. However, there 

is uncertainty as a result of the merger and during times of uncertainty, some employees are likely 

to become non-productive or leave. Even if a merger is done due to certain synergies and 

opportunities, uncertainty and anxiety may get into the way and create value destruction. Also, 

when employees leave with years of knowledge and experience, they simply cannot be easily 

replaced. Marsh Belgibo can face all of these post-acquisition problems if they do not develop and 

implement a strategy that will bring them a successful integration.   
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Being able to identify and address any negative factors during the transition process can go a long 

way in ensuring continuous engagement and retention of the workforce. The surveys were part of 

the method of this study and were designed in order to gather input and feedback from employees 

impacted by the transition. The transition can also pinpoint issues or events contributing to tension. 

The results of the survey will be able to provide needed insights to facilitate the merger process; 

help the organization to create solutions to issues uncovered; and identify hidden opportunities. 

   

It was agreed by the CEO of Marsh Belgium and the head of HR of Marsh Belgium that it is best 

if a third party carries out the survey, this is where we as consultants come in. We as a third party 

and external consultants can provide full confidentiality and anonymity to the JLT Belgibo 

colleagues. We act neutrally and give the respondents the freedom to answer openly and honestly.   

  

The survey was done in a way to explore past-acquisition attitudes, behaviors, and the impact of 

merger satisfaction (Covin et al., 1996). The survey tested a few things: awareness about the 

integration situation, satisfaction with communication and people integration, satisfaction with 

supervision, satisfaction with career future and company identification, satisfaction with 

communication with top management, agreement with the acquiring company’s mission 

statement, procedures, culture and way of working.   

     

The survey was designed after having talked with few experts, management, our promoter and an 

expert from Vlerick Business School on qualitative research. The interviews with employees had 

already started when designing the survey and some of the employees’ input helped to shape the 

questions for the survey. As it was an internal survey we had decided that a longer survey that 

takes from 10-15 minutes made the most sense. Close-ended question are helpful to compare 

perceptions between employees and set a baseline for monitoring merger impact over time. We 

left few open-ended questions at the end in order to understand key challenges, concerns, 

opportunities and suggestions from the acquired company’s employees. The only demographic 

question we asked at the beginning was an Age question. There were 3 options provided: 20-35; 

36-49; and 50-65+. This demographic question was included in order to be able to see the 

correspondence between this variable with the other questions.  
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The survey was divided into 6 blocks: Demographics (Age): 1 question; Awareness, 

Communication and Clarity: 10 questions; Concerns: 7 questions; Positive Feelings and 

Acknowledgement of Opportunities: 12 questions; Question Mix: 7 questions; Open-Ended 

Questions: 5 questions. In the Appendix 3 find the full survey with all the questions. The closed 

ended questions gave 6 options as answers: Strongly Agree; Agree; Somewhat agree; Neither agree 

or Disagree; Somewhat Disagree; Disagree; Strongly Disagree. The survey was reviewed by the 

CEO of Marsh, the head of HR of Marsh, the CEO JLT Belgibo and the head of HR of JLT Belgibo. 

Once that was done, we waited for the organigram to be presented to the employees on the 5 June 

2019 in the JLT Belgibo offices in Antwerp, Belgium. Shortly after the survey was sent out to all 

60 JLT Belgibo colleagues and in the end,  we had 50 responses to the survey. We decided to send 

the survey to only the acquired company’s employees as we believed we would gain more relevant 

insight and feedback about their feelings, thoughts and concerns. We did not want to mix our 

results with the remainder of Marsh’s employees and also felt that including them would have 

meant having to analyze too many results within the timeframe we had.  

   

The survey’s primary purpose was to measure progress and was meant to be a longitudinal study 

to gain insights and feedback over a period of time. It was later agreed that there wasn’t enough 

time to carry out two separate surveys and measure progress within two months, so it was agreed 

that the second survey be sent out after the physical move of JLT Belgibo employees in the Marsh 

Antwerp premises after the 31 August.  

   

The survey was first created offline, but all questions have been transferred to Qualtrics an online 

platform which Vlerick Business School has access to. The online survey which respondents 

completed included the Vlerick Business School logo to ensure the respondent third party 

neutrality and thus bigger freedom to respond honestly.  

   

Methods of Data Analysis  
   

“It is possible to approach qualitative data analysis from either a deductive or inductive 

perspective.” (Saunders et al., 20102, p. 544).   

   

As research commences from either deductive or inductive approach it has been suggested that 

when one makes use of existing theory to formulate research then the deductive approach should 
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be followed (Yin, 2009). However, Brymann (1988) criticizes the deductive approach to analyzing 

qualitative data because of the “possibility of introducing a premature closure on the issues to be 

investigated as well as the possibility of theoretical constructs departing excessively from the 

views of the participants in a social setting,” (p.81).  

   

As it is assumed that the theoretical framework adapted does not yield a sufficiently convincing 

answer to research questions and objectives, the deductive approach was not used in the case of 

this study (Saunders et al. 2012).   

   

The literature review in Section 2 has commenced. This study commenced with a literature review 

in Section 2. Some of the questions asked in the interviews referred back to the theory presented 

on the subject. When the deductive approach seems limiting researchers have turned to the 

inductive approach. Here the inductive approach was used. This means that the data is first 

collected and then from the data collected themes that arise within the data are explored and 

concentrated on (Saunders et al., 2012).   

   

The coding process started when the transcripts and the transcript summaries were finalized and 

all data collection was on paper. The data was coded with the main goal and research objective in 

mind at all times. The analysis continued with grouping the codes that helped develop themes, 

which were later formed into different concepts. Then the concepts were grouped to form 

categories, which created the wanted theory that was related to the research goal and objective 

(Seers, 2012).   

  

The survey was sent out on an online platform called Qualtrics. Qualtrics is an online survey 

platform that not only allows for surveys to be sent out online, but it also records responses, and 

generates detailed reports and analysis of the responses to the survey. From all the responses 

conclusions were drawn from the reports and analysis generated by Qualtrics. The open-ended 

questions generated written comments that are part of a qualitative research methodology and were 

therefore analyzed through developing common and differencing categories, themes and concepts. 

These insights were later cross-compared to the literature and the concepts that derived from the 

semi-structured interviews and this is how the recommendations from the findings emerged.  

 

No regression analysis was run.  
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Limitations in Methodology 
   

The qualitative research approach does not promise transparency in dealing with research 

problems (Gummerson, 2005). There have been guidelines to follow that have helped the 

approach, but no set rules that would give the researcher security on the way to creating knowledge 

(Kapoulas and Mitic, 2012). The qualitative approach has been a “conscious search for meaning 

and understanding,” (Gummerson, 2005, p. 311). Another noted weakness of the qualitative 

research is that it can be manipulated, but the same goes for quantitative research (Morgan and 

Smircich, 1998). In this we as researchers have tried to stay as objective as possible when analyzing 

the data. However, bias and subjectivity may be a part of the answers of some of the interviewees 

as the research has to do with a personal experience and emotions (Hogg and Maclaren, 2008).   

  

Another weakness we experienced is two of the employees contacted for the interview wanted to 

do the interview in tandem, where it felt at times that one’s response influenced the another’s 

response.   

  

It can also be said that the study was limited in the language used in the interviews. For many of 

the interviewees English was either a second or a third language and sometimes this was a limit in 

expressing themselves fully. Another thing is that there was one respondent who refused to do the 

interview in English and therefore the interview was done in French, which was a limitation once 

the data was analyzed.   

   

However, even if weaknesses were encountered through the qualitative research, and there were 

some limitations met on the way, a strength was that the qualitative research can be separated into 

bits and pieces, assigned to abstract dimensions, meanings, motivations, associations and emotions 

and finally can be integrated into the overall picture (De Ruyter and Scholl, 1998, p.8) . What this 

study has tried to do , i.e.offer theory and guidance for Marsh to ensure a successful integration 

with JLT Belgibo.   

   

Limitations do not only appear in qualitative research, but also quantitative research and therefore 

in- the case of this study, the surveys. A weakness that is noted for both qualitative and quantitative 

research is the fact that it lacks transparency and that it can be molded to prove a hypothesis or a 
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theory (Morgan and Smircich, 1998). The main limitation we encountered with the survey, other 

than those already mentioned, was a time constraint. We had to wait a long time to gain approval 

from several people in the organization before the survey could be sent out. The primary purpose 

of the survey - a longitudinal study and therefore a means to measure progress over time - could 

not be realized because of the time limitation. Deadlines needed to be changed. The survey was 

even sent out too late, but response rate was still high and we gathered enough data to give us 

relevant insight into JLT Belgibo.  

 

Delimitations in Methodology 
   

Only employees that were closely associated with mergers that happened in the past in Marsh 

Belgium were chosen as they were most experienced on the topic and therefore all respondents 

were chosen by us. We have a number that is equivalent to 11 respondents, which is found relevant 

for such a study.  

 

The sample of 50 respondents was enough to gain insight and feedback from the employees of the 

acquired company JLT Belgibo. We agreed with the acquiring company’s CEO to impose a 

deadline for responding to the survey in order to have at least a week before our deadline to analyze 

it and for recommendations and conclusions. We believe the sample that was chosen for this study 

was relevant to the research questions and also gaining the insight and feedback we needed. Even 

if the survey would have been sent out earlier, time would still have served as a constraint, as there 

would have not enough time passing between the two surveys to measure progress on the 

implemented actions during the integration. This was understood by us and the people within the 

organization and it was agreed that the survey would be designed in a way that can be sent out 

again after 31 August.  

   

 

Ethics and Methodology 
   

Qualitative research is often criticized on the basis that it can unethical (Kapoulas and Mitic, 2012). 

However, for this study each respondent that participated was first contacted and given the chance 

to decide whether they wanted to participate or not. The message sent out was the same was for 

everyone. The means used for contacting the potential respondents was again the same for 
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everyone (e-mail). The message explained the aim of the research and what it was about, so they 

can immediately decide whether they find themselves fit to participate in the interviews. All 

respondents were assured anonymity and confidentiality within the email sent and verbally before 

the interview started.   

  

Ethics was not a limitation in our quantitative method (the surveys), as we served as the neutral 

third party. We had management review, suggest changes and approve the survey before it was 

sent out. We were transparent in communicating about the survey in the Marsh Belgibo 3 rd 

Newsletter edition. We also assured the respondents full confidentiality and anonymity. We did 

not ask for any demographic or personal information that could give the identity of the respondent 

away.  

  

A non-disclosure agreement was signed with Marsh at the beginning of the project, which further 

assured confidentiality. No respondent that participated in the research was under the age of 

eighteen.   

 

Findings 
 

Interviews  
 

Codes and Concepts 
  

We ran 11 interviews with people from the company and to be more specific with employees that 

had experience with mergers that took place in the past between Marsh and Sedgwick and Marsh 

and Trade Insure. The purpose of this study and qualitative research was to gain insight in what 

happened in the past, how Marsh handled two previous mergers, what went right and what went 

wrong, what should be done differently, input from past experience for the future as well as gaining 

more insight to answer our research questions. 

  

Interviews were transcribed (Appendix 4) and they were coded (Appendix 5). Codes emerged from 

the transcripts, 115 does in total appeared from the transcripts, there were codes that appeared once 

and there were codes that appeared 12 times maximum throughout all of the 11 interview 
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transcripts. The codes were grouped into themes and from the grouping of the codes in themes, the 

11 concepts emerged (Appendix 6).  

 

Below are the 11 concepts that derived from the raw data of the interview transcripts. Each code 

is marked by Cc (concept) and a number. Each of the concept has a different weight and importance 

due to the codes. The sum of the number the codes repapered grouped within the concept gives the 

weight of the concept (Appendix 7) 

  

Cc1: One of the reasons why previous integrations went wrong is because of the first impression. 

Very few had no impression of Marsh whatsoever, others thought of it as the big, arrogant, 

inhumane, money machine that saw employees and clients as numbers. The problem is first 

impressions stick. Marsh needs to accept it has some things that some people will never get used 

to, but overall it should act on the case now and try to change the negative impression by showing 

how well it is serving clients and how well it treats employees. There are things time will heal as 

well. 

  

Cc2: Marsh is understaffed in some departments, people feel a lot of pressure, stress as they need 

to handle a lot of work load. Many are happy that JLT Belgibo colleagues will be joining some of 

the teams and that they will help out with work, many are worried that Marsh will still be 

understaffed and will lead to major burnout of many employees.  

  

Cc3: It is very important that HR is extremely involved. In a merger people think of themselves 

first. They want to hear everything about their position, their contract, their benefits, their bonuses, 

possible packages if they getting laid off, their salaries, their car policies, their pensions, their 

holidays, the working hours, etc. 

  

Cc4: If a person wants a career in an international company, there is plenty of opportunities and 

career growth chances at Marsh. Marsh is a big company with big opportunities, there is more 

place to grow and prosper, it is more international rather than local, it offers broader perspectives, 

a stronger global network, more and bigger clients. These opportunities need to be communicated 

and provided to the new people coming to Marsh. 
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Cc5: In order for acquired employees to feel appreciated it is very important that high management 

gets very involved. If management and especially the CEO of Marsh pays them extra attention, 

they will feel acknowledged. Regular visits, regular communication about what the integration 

team is doing, regular addressing of their concerns and questions is necessary for success. Finally 

some people will be a set back to the integration, those people need to go. 

  

Cc6: One of the crucial thing in a merger is keeping key talent, it is not ok to lose good people as 

Marsh has lost good people in the past. There will be always the ones that leave because Marsh is 

just not what they had signed up for, and those can be set free, but it is important to recognize key 

talent and if there is a threat that some may leave, alarms should go off, they must be approached 

and convinced to stay. 

  

Cc7: Tools are necessary to implement strategy. People want more communication and they want 

further integration. They want to get to know each other, but also fully understand what will take 

place throughout this integration and how well they will adapt in Marsh and their new role. Many 

channels exist to communicate today: a platform should be developed for FAQ, training is 

necessary, events, team-building and workshops can speed up the success of the integration. 

  

Cc8: In order for two organizations to integrate, they need to understand each other, and the best 

way for two entities to understand each other is finding common ground, what are the similarities, 

what are the matching points, but also what are the differences that make these organization 

complement each other. 

  

Cc9: Other recommendations include organizing meetings between the right people, cutting the 

arrogance, deciding where freedom and independence will be given and aligning strategies in all 

departments. 

  

Cc10: Mergers are difficult, they really leave employees with bad feelings, numerous unanswered 

questions and a lot of doubts and concerns. These feelings, opinions, thoughts, questions, doubts 

and concerns should be addressed. Hope and positivity should be restored and nurtured. 

  

Cc11: Communication plays a key role in an integration. Communication should be more 

transparent, open, frequent, and honest. Communication within integration should involve face-
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to-face integration to create more trust and respect between parties. As a crucial aspect of an 

integration, certain issues, feelings, opinions,  and concerns, as well as practicalities about roles 

should be addressed through communication, this communication can both bear good and bad 

news. 

  

Categories 
  

These concepts were formed into categories. One concept or several concepts can be used to 

answer the research questions. The research question and the answer to each research question is 

one category. This is the final part of the coding process.  

  

The first category serves an answer and generated theory for the research question (1) emerging 

from Cc1 and Cc2. 

  

Research Question 1: What can go wrong from a communications perspective in a merger? 

Cc1: One of the reasons why previous integrations went wrong is because of the first 

impression. Very few had no impression of Marsh whatsoever, others thought of it as the 

big, arrogant, inhumane, money machine that saw employees and clients as numbers. The 

problem is first impressions stick. Marsh needs to accept it has some things that some 

people will never get used to, but overall it should act on the case now and try to change 

the negative impression by showing how well it is serving clients and how well it treats 

employees. There are things time will heal as well. 

  

Cc2: Marsh is understaffed in some departments, people feel a lot of pressure, stress as they 

need to handle a lot of work load. Many are happy that JLT Belgibo colleagues will be joining 

some of the teams and that they will help out with work, many are worried that Marsh will still 

be understaffed and will lead to major burnout of many employees.  

  

  

The first category serves an answer and generated theory for the research question (2) emerging 

from Cc8 and Cc10. 
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Research Question 2: How can these mistakes be avoided? 

Cc10: Mergers are difficult, they really leave employees with bad feelings, numerous 

unanswered questions and a lot of doubts and concerns. These feelings, opinions, thoughts, 

questions, doubts and concerns should be addressed. Hope and positivity should be 

restored and nurtured. 

  

Cc8: In order for two organizations to integrate, they need to understand each other, and the best 

way for two entities to understand each other is finding common ground, what are the 

similarities, what are the matching points, but also what are the differences that make these 

organization complement each other. 

  

  

The first category serves an answer and generated theory for the research question (3) emerging 

from Cc4, Cc10 and Cc11. 

  

Research Question 3: What are some of the general recommendations to develop better 

communication strategies? 

 

Cc11: Communication plays a key role in an integration. Communication should be more 

transparent, open, frequent, and honest. Communication within integration should involve 

face-to-face integration to create more trust and respect between parties. As a crucial 

aspect of an integration, certain issues, feelings, opinions, concerns, as well as practicalities 

about roles should be addressed through communication, this communication can both 

bear good and bad news. 

Cc4: If a person wants a career in an international company, there is plenty of opportunities and 

career growth chances at Marsh. Marsh is a big company with big opportunities, there is more 

place to grow and prosper, it is more international rather than local, it offers broader 

perspectives, a stronger global network, more and bigger clients. These opportunities need to be 

communicated and provided to the new people coming to Marsh. 
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Cc10: Mergers are difficult, they really leave employees with bad feelings, numerous 

unanswered questions and a lot of doubts and concerns. These feelings, opinions, thoughts, 

questions, doubts and concerns should be addressed. Hope and positivity should be restored and 

nurtured. 

  

  

The first category serves an answer and generated theory for the research question (4) emerging 

from only once concept: Cc7. 

  

Research Question 4: What communication tools can be used? 

Cc7: Tools are necessary to implement strategy. People want more communication and 

they want further integration. They want to get to know each other, but also fully 

understand what will take place throughout this integration and how well they will adapt 

in Marsh and their new role. Many channels exist to communicate today: a platform 

should be developed for FAQ, training is necessary, events, team-building and workshops 

can speed up the success of the integration. 

  

  

The first category serves an answer and generated theory for the research question (5) emerging 

from only once concept: Cc3, Cc5, Cc6, Cc8 and Cc9. 

  

Research Question 5: What are some general recommendations concerning the people 

integration process? 

Cc5: In order for acquired employees to feel appreciated it is very important that high 

management gets very involved. If management and especially the CEO of Marsh pays 

them extra attention, they will feel acknowledged. Regular visits, regular communication 

about what the integration team is doing, regular addressing of their concerns and 

questions is necessary for success. Finally, some people will be a set back to the integration, 

those people need to go. 

  

Cc3: It is very important that HR is extremely involved. In a merger people think of themselves 

first. They want to hear everything about their position, their contract, their benefits, their 
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bonuses, possible packages if they getting laid off, their salaries, their car policies, their 

pensions, their holidays, the working hours, etc. 

  

Cc6: One of the crucial thing in a merger is keeping key talent, it is not ok to lose good people 

as Marsh has lost good people in the past. There will be always the ones that leave because 

Marsh is just not what they had signed up for, and those can be set free, but it is important to 

recognize key talent and if there is a threat that some may leave, alarms should go off, they must 

be approached and convinced to stay. 

  

Cc8: In order for two organizations to integrate, they need to understand each other, and the best 

way for two entities to understand each other is finding common ground, what are the 

similarities, what are the matching points, but also what are the differences that make these 

organization complement each other. 

  

Cc9: Other recommendations include organizing meetings between the right people, cutting the 

arrogance, deciding where freedom and independence will be given and aligning strategies in 

all departments. 

  

  

 

Integration of Findings 
  

RQ1: What can go wrong from a communications perspective in a merger? 

  

Mergers are very difficult, really they are never easy. It is the coming together of two different 

companies, which have different cultures, different identities, different strategies, different goals 

and different management. It cannot be easy. In the past Marsh Belgium went through two different 

integrations one with Sedgwick and one with Trade Insure. It was acknowledged from 

management and people that went through the integrations that there were a lot of things that went 

wrong. Below are several points on what went wrong and what should be avoided in the future: 

  

1. Bad first impressions 

2. Assumptions 

3. Rumors 
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4. Lack of HR involvement 

5. Lack of Management involvement 

6. Bad management 

7. Lack of communication transparency  

8. Huge workloads 

9. Our way or the high way  

10. Lack of openness 

11. Lack of addressing of concerns, feelings and opinions 

12. No common interest, no matching points 

13. No alarms going off when people start leaving the company 

14. Unanswered questions 

15. Buildup of feelings of neglect 

16. Lack of recognition 

17. No alignment of cultures  

18. Lack of integration strategy. 

  

RQ2: How can these mistakes be avoided? 

  

All of the mistakes from above need to be avoided. There should be clear synergies, benefits to 

the acquisition and the strategy behind the integration needs to be communicated. There needs to 

be open and transparent communication to all employees both official and unofficial 

communication. Questions need to be answered. Concerns need to be addressed. Feelings should 

be dealt with. Clear common ground and interests that arise from the integration need to be found 

and as well communicated and implemented. Promises need to be made, but need to be followed 

by specific actions. Trust needs to be built through presence of management in all processing by 

addressing employees and taking into consideration their opinions, ideas and feelings. 

Communication must be well distributed rather than just staying at the top. Decisions need to be 

made quickly, they again need to be communicated and implemented to show progress. 

Recognition and appreciation must be shown. It is also important to understand that there always 

will be unhappy employees that are not satisfied with the integration, these people do not have the 

best interest of the integration at heart and they can slow down processes, so these people should 

be set free, however the minute you feel you are losing key talent, it is an issue that needs to be 

addressed, those people should be approached to and chased after. Alarms need to go off when 

people start leaving the company, as this is how you show you care and see employees of the 

merging organization as a true asset. 

  

RQ3: What are some of the general recommendations to develop better communication 

strategies? 
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Communication plays a key role in an integration. Communication should be more transparent, 

open, frequent, and honest. Communication within integration should involve face-to-face 

integration to create more trust and respect between parties. As a crucial aspect of an integration, 

certain issues, feelings, opinions and concerns, as well as practicalities about roles should be 

addressed through communication, this communication can both bear good and bad news. 

Exaggerate on the synergies, benefits and opportunities the integration can bring to all of the 

employees within the organization and the clients. 

  

RQ4: What communication tools can be used? 

  

Tools are necessary to implement strategy. People want more communication and they want 

further integration. They want to get to know each other, but also fully understand what will take 

place throughout this integration and how well they will adapt in Marsh and their new role. Many 

channels exist to communicate today: a platform should be developed for FAQ, training is 

necessary, events, team-building and workshops can speed up the success of the integration. 

  

RQ5: What are some general recommendations concerning the people integration process? 

  

Management must show it cares, it should openly communicate and it should be very involved in 

all processes, but this needs to be acknowledged by lower rank employees. HR plays a very 

important role within an integration and it should be more involved. People care about themselves 

within the integration, they are not here to see global communication coming from another country. 

They are concerned with themselves, where their office will be, what system they will be using, 

what team they will belong to, who is their senior within the organization, how to approach and 

communicate to clients, who their colleagues will be, what is their car policy, whether they can 

find a parking spot. They need to hear about their new contract, work hours, working from home, 

work-life balance, holidays, benefits, bonuses and packages.  

 

A strategy needs to be developed on how key talent is kept within the company, you do not want 

to start a pattern where people start leaving one after the other and repeat past mistakes. 
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Other recommendations include organizing meetings between the right people, cutting the 

arrogance, deciding where freedom and independence will be given and aligning strategies in all 

departments. 

 

Survey Analysis 
 

During the survey the participants answered a variety of questions associated to different topic 

categories. These questions were illustrated in graph form, so it was easy to visualize the 50 

responses in terms of their choices between strongly agree, agree, somewhat agree, neither agree 

nor disagree, somewhat disagree, disagree, strongly disagree. A summary of these visualizations 

can be found below, as well as a summary regarding the topics. 

 

Part I Summary: Awareness, Communications and Clarity 

  

All in all, we believe that the awareness, communications and clarity ratings averaged towards the 

middle and in some cases were honestly better than we had anticipated. What’s clear however is 

that there is still a lot of room for improvement regarding awareness, communications and clarity 

and that it will be important to make sure the balance does not shift in the wrong direction. 

 

The communication processes associated with the integration are transparent 

 

For this question the majority of respondents choose the middle categories of “somewhat agree” 

(13) or “neither agree nor disagree” (9). From the center there was a pyramid like structure 

downwards towards the more extreme responses.  

 

All processes related to the integration are clearly communicated 

 

Quite a large proportion, of the respondents “somewhat agreed” (13) with this statement. There 

were also several that “somewhat disagreed” (9), with lower scores in the more extreme responses.  

 

I am satisfied with the communication and integration processes that have taken place from 

1 April onwards. 

 

The highest scoring category here was “somewhat disagree” (11), with a large amount also 

“somewhat agreeing” (9). The more extreme responses were less popular, indicating that generally 

people are content with the communications from April 1 onwards. 

 

I am clear on who to contact if I have any questions or concerns related to the integration. 
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Although there were several respondents who “somewhat disagreed” (9) with this statement, a 

large number of respondents indicated that they knew who to contact concerning the integration 

with “agree” (17).  

 

I am sufficiently aware of the team I will belong to after the integration. 

 

Quite a few of the respondents indicated that they either “agreed” (17) or “strongly agreed” (9). 

However, there were some people who responded that they “disagreed” or “somewhat disagreed” 

as well.  

 

I am clear on how Marsh Belgibo will operate. 

 

Many respondents indicated that they did not fully understand how the Marsh Belgibo entity will 

operate, with “agree” at 8 and “somewhat agree” at 11, hence further work needs to be done in 

order to explain this. 

 

I am sufficiently confident how to communicate the integration to clients or other relevant 

stakeholders. 

 

Several respondents felt that they were not sufficiently confident on how to communicate to 

external stakeholders with “agree” at 11 and “somewhat agree” at 6, meaning that work needs to 

be done in this regard. 

 

I trust the official communication in respects to the integration between Marsh and JLT 

Belgibo. 

 

Most people either are neutral on this topic (9) or agree to a certain extent about the official 

communication in respect to the integration.  

 

I feel there is lack of constructive official communication regarding the integration. 

 

Many respondents “agreed” (9) with this statement, with a large amount also “somewhat agreeing” 

(8) or feeling neutral (12).  

 

I feel there is a lack of implementation of what is promised when it comes to the integration. 

 

There was a large group of people that that were neutral on this topic (16). However, there were 

also many who fell on both sides of the argument, with several “agreeing” with the statement (9) 

and some “disagreeing” (9). Therefore, there is an average rating here in the middle.  

 

Part II Summary: Concerns There are certainly some concerns amongst employees, which need 

to be addressed, however there is also a certain positivity about the merger which is positive. 

I am thinking of leaving the company, as I believe that the merger is just not a great fit for 

me. 
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Although there were only some people who wrote “agree” 4 and “disagree” 4 we were attentive to 

the fact that “12” people wrote “neither agree nor disagree”. It is important that this group does 

not move in the wrong direction.  

 

I feel that the cultures of the two companies are extremely different. 

 

A large amount of people “somewhat agreed” (18) and “agreed” (11) with this statement. There is 

clearly a perception that the cultures are different, so work to be done to unite cultures. 

 

I believe that me and many of my colleagues will be impacted negatively by this integration. 

 

A large number of respondents felt neutral about this topic (14) with roughly equal numbers on 

both sides of the spectrum. 

 

I believe that there are no clear synergies connected to this integration. 

 

Many respondents were neutral on this topic (14) with roughly equal numbers on both sides of the 

spectrum. 

 

I believe that this integration will impact the clients negatively. 

 

There is a strong consensus that clients will be impacted positively with 12 “somewhat 

disagreeing” with the negative statement and another 12 “disagreeing” 

 

I am very uncertain on where I will be placed within the new organization. 

 

Most people have at least some certainty where they will be placed in the new organization with 

12 people “disagreeing” with the negative statement and another 11 “strongly disagreeing”. 

 

At this point I am uncertain about the feasibility of the move to the Marsh Belgibo Antwerp 

Office. 

 

There were similar results here in almost all categories meaning that there is not a lot of consensus 

and that further communication should take place to ensure colleagues feel the move is feasible.  

 

Part III Summary: Positive Feelings and Opportunities: As we would have expected from 

looking at the results from Part II, there is generally a positive feeling towards the integration. 

However, this momentum must continue to develop. 

 

I believe this integration will bring value to me. 

 

A large number of people “agreed” that this merger would bring value to them (14) with several 

“somewhat agreeing” 7 and “agreeing” (13) 
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I believe this integration will bring enhanced value to the clients. 

 

A large number of people were neutral on this (19) with the majority of respondents on the positive 

end of the spectrum. 

 

I feel motivated to work with new clients. 

 

Here the results were quite positive, with only a very small number not motivated to work with 

new clients. 

 

I clearly see the opportunities that this integration can bring. 

 

The results were highest for “agree” (18) with almost all the respondents positive about the 

opportunities that this integration can bring. 

 

I believe that both of the companies are equally client driven. 

 

Although the results were somewhat balanced, there were several people who “somewhat 

disagreed” with this statement. 

 

I have little concerns when it comes to the integration, I am ready! 

 

Although several people “somewhat disagreed” with the statement (12) most of the other 

respondents were more positive in their response. 

 

I feel motivated to work with new colleagues and teams. 

 

There is a general motivation to work with new colleagues and in new teams. 

 

I am satisfied with the job I am going to be doing after the integration. 

 

The most popular answer here was “agree” with 12 responses and “somewhat agree” and “neither 

agree nor disagree” with 11 each indicating that the majority of people are positive or neutral. 

 

I feel included in the integration process. 

 

Although somewhat agree (10) and neither agree nor disagree (9) were the most popular responses, 

there were balanced results on both sides of the spectrum. 

 

I believe that within the new organization of Marsh Belgibo, my good work will be better 

recognized. 

 

By far the most popular result of respondents was “neither agreed or disagreed” (22) indicating 

that there is still a lot of uncertainty on this point. 
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I feel that management wants to address my questions and concerns related to the 

integration. 

 

A large number of people were neutral on this topic (17) with many people positive about the 

addressing of their concerns and a few that were not. 

 

I believe that this integration can lead to the best professional years of my career. 

 

By far the most popular result of respondents was “neither agreed or disagreed” (21) indicating 

that there is still a lot of uncertainty on this point. 

 

Part IV General Question Mix - We can see in the general question mix that people are mostly 

in favor of more communication, which could come through a variety of different tools. 

 

I want to remain doing the same work as I was doing previously. 

 

The most popular answer here was “agree” 16 with “strongly agree” getting 11 votes. This 

indicates quite a few people are resistant to change in work. 

 

I believe that the integration is headed to the right direction, but there is still a lot to be done 

and a lot to be communicated. 

 

The majority of people were positive in terms of the direction, but also believed there needed to 

be communication with 18 people choosing “agree” alone. 

 

I am open to share my concerns and suggestions to the relevant people in the organization to 

achieve a successful integration. 

 

Half of the respondents choose “agree” with 25 votes in that selection alone. The great majority of 

people are interested in sharing their concerns. 

 

I think that receiving an official newsletter every two weeks is a good idea. 

  

22 people chose “agree” alone, with very few people against the idea. 

 

I think that management should be more present to answer our questions concerning the 

integration. 

 

The most popular choice was neutral with 20 people selecting this category. There were several 

that choose “somewhat agree” (9) and “agree” (7) as well.  

 

I am open for the idea to have a virtual non-formal communication platform between Marsh 

and JLT Belgibo. 

 

The results here were skewed towards “somewhat agree” (13) with “agree” (14) and “Neither agree 

nor disagree” (12) also receiving a lot of votes. 
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I am open to the idea to have workshops, events, and more presentations in regards to better 

integration. 

 

The most popular result was “agree” (20) with “somewhat agree” (12) also a popular choice. 

 

Findings from Open-Ended Questions in Survey 

  

The Open-ended questions: 
  

1.     How can Marsh communicate better?  

2.     What in your opinion is the biggest challenge we are tackling with this integration? 

3.    What do you like most about the new company culture and what do you think should change? 

4.     What do you think this integration can bring to you personally? 

5.     Further suggestions in respect of the current integration and communication process 

 

The survey also contained 5 open-ended questions. All answers were read and from all the 

responses themes emerged (Appendix 8).  

 

The first open-ended question asked the respondents in what way Marsh can communicate better. 

A reoccurring theme was that there should be team meetings organized. These team meetings will 

help in tackling specific topics, such as how JLT Belgibo colleagues can integrate in the Marsh 

teams. In these team meetings they should discuss how each team handles the work and the clients, 

they should discuss best practices, and they should outline different tasks that are expected from 

JLT Belgibo colleagues. Therefore, team leaders and managers should be physically present at 

these meetings to explain how things work at Marsh, they should explain the systems and they 

should make sure JLT Belgibo colleagues understand the targets and what is expected of them. 

This will also put an emphasis on team work between Marsh and JLT Belgibo colleagues and will 

make the integration easier. Basically, management should be more involved they should organize 

relevant meetings, things should be communicated top – down rather than the communication 

being kept high level. There should be also more workshops, presentations, Q&A sessions, and 

events between teams and between the two groups of employees where all concerns are addressed, 

and all opinions are head. 
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Another theme that kept showing up in the responses is that there should be clear, transparent and 

frequent communication. They want to know everything that is ongoing in the integration, does 

not matter whether it is good or bad, they just want to feel included and informed. A suggestion 

was that there is an official communication such as the newsletter addressing synergies, weekly e-

mail updates, integrations strategy, benefits of integration for clients, the physical move, what is 

expected of the Belgibo colleagues and other practicalities (what will happen with JLT Belgibo 

paper filling, their files and systems, their computers, laptops, phones, etc.) 

  

“Under promise and overdeliver. That is how you win minds and hearts.” 

Anonymous, 

JLT Belgibo Survey Respondent. 

  

The second open-ended question asked the JLT Belgibo colleagues what in their opinion are the 

biggest challenges related to this integration. Again, a few common themes emerged. Most of them 

see the IT migration as a biggest challenge. This should be addressed constantly, even if it is not 

always good news. Another thing that worried them is how two completely different company 

cultures and identity will merge into one, finding a common strategy within this integration is what 

they named as a challenge as well. Another big challenge acknowledged from their side, but also 

from Marsh’s side is the fact how to keep all employees and clients, and how to keep these 

employees motivated therefore creating an atmosphere where there is positive team spirit, 

transparent communication between the two entities and a willingness from both parties to learn 

from each other and to embrace change. IT is difficult to evolve into one commonly agreed 

approach, but that is what promised and it should be attempted. A few respondents saw some 

practicalities other the IT migration, such as finding parking and the physical move as difficulties 

that arise from the merger between Marsh and JLT Belgibo.  

  

The third open-ended question was related to what they like to keep from the acquiring company’s 

culture (Marsh) and what they would like changed. Below is a table from the left side is what they 

think should stay, so what they like about Marsh on the right side of the table below there is what 

they do not like about Marsh and what they want changed. Fortunately, there is quite a good ratio 

between positive and negative impressions. Management should be able to decide what points 
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from the negative side can be changed in JLT Belgibo’s favor and where JLT Belgibo can have 

freedom and independence. This is something that also came up in the interview findings. 

 

Pros (Stay) Cons  (Change) 

      Structure 

      Bigger teams 

      Further development 

      Professional image 

      Client-driven employees 

      Working from home 

  Companies are complementary business-

wise 

      Rich possibilities 

      Preparedness to work together 

      Flexible hours 

      Nice offices 

      Meeting new people and learning from 

each other  

      Work-life balance 

      Focused on getting new business 

      Strive for efficiency and excellence 

      The international character 

      Strong capabilities 

      Further development beyond specialty 

  

      No freedom 

      Not a great sense of team 

      Spirit/ cooperation  

      Too much work and not too many people  

      Not much entrepreneurship  

      Not many critical minds  

      Lack of opinion  

      Marsh management is not too open  

      Lack of recognition of JLT employees 

      Short-term reporting 

     Bad impressions about the company 

     Individualistic approach regarding the 

files 

      Too driven by short-term financial gains 

      Limited creativity, innovation and 

mobility 

      Lack of technology and IT support 

      Understaffed 

      Takeover mindset, rather than integration 

      The Marsh approach is the only approach 

      Hierarchy/ Silos structure 

      Lack of entrepreneurial spirit 

      Not taking decisions down the ladder 

      Slow decision-making process 

  

The fourth open-ended question was more personal and referred to the personal opportunities of 

this integration. Main and reoccurring themes that came up in the responses were: personal 
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professional growth and satisfaction, focus on what one is very good at rather than doing a little 

bit of everything; gaining knowledge from new colleagues, experts and more diverse and more 

challenging portfolios, new career opportunities, new challenges, new visions, new international 

opportunities, more contacts, networks and clients and more flexibility (work hours, working from 

home, work-life balance) . The more negative input here was that some people said they could not 

comment before the physical move. This is why this survey should be part of a longitudinal study, 

as another survey is sent after the physical move, which is scheduled for the 31st of August, we 

can measure progress. There was one extremely negative comment as the respondent wrote that 

they are unable to get anything good out of this integration.  

  

Last, but not least the fifth open-ended question is asking the JLT Belgibo respondents to give 

further suggestions in respect of the current integration and communication process. Again, there 

were some reoccurring themes and some overlaps with the first open-ended question. A request 

for transparent communication is something that came up several times not only in this survey, but 

also in the interviews that were designed for employees that went through previous mergers. The 

only way more transparent communication can be achieved if some things =, which are 

communicated go down the line and if everyone feels included in the communication process. A 

valid point was raised by one of the survey respondents requesting for involvement of JLT Belgibo 

management and basically department heads in making decisions. This way JLT Belgibo 

employees will feel like they are participating in the integration process and contributing to create 

the new integrated organization. It will also enable JLT Belgibo managers to communicate within 

their teams, which will result in informed teams and employees and therefore more transparent 

and clear communication. 

 

Other things that came up is a request for more practical information and a timeline for the 

integration, which is another overlap from the first open-ended question. It is also a good point 

that when it comes to sharing more practical information to show employees how the IT system 

of Marsh works, this will make them feel more prepared and ready and less uncertain about their 

job and what is to come. Another overlap and something that has been seen a few times the fact 

that they really want to understand more about the global and the local integration strategy, 

meaning that they want to understand exactly why they were acquired, why they are going through 

an integration, whether they are really synergies, benefits, opportunities for both organizations 



   
 

 60 

coming together and what exactly are the matching pints and the common ground, if any. The best 

way is if there is a session and a presentation held by both CEOs to explain the importance of the 

integration and the success it can bring. It is also important that every time there can be an event 

or something to bring colleagues and cultures together, it should be done, well communicated and 

well promoted. Final point was they do not want false promises, they want actions that reflect all 

the words. 

  

Find the best of two worlds! 

  

When summarizing these findings, it is important to mention that many of the employees 

acknowledge the opportunities that Marsh can bring them to further develop their careers. What 

they would like to see is more practical information being displayed, more involvement of 

management, catching up on progress from integration meetings, concerns being addressed, more 

transparent communication, where both the bad and good things are communicated. They want to 

understand the synergies behind the integration before being on board, they need to understand 

what they bring to the table, why they should stay. This can be done through more communications 

in general, events, team-building, workshops, team meetings, short weekly meetings, and Q&A 

sessions. Furthermore, there is an emphasis on focusing on pragmatic aspects, including things 

that directly concern them, such as relevant HR developments, their career prospects and local 

facilities information. 

 

Results and Discussion 
  

Recommendations 
 

In order to come up with the recommendations we took into consideration the entirety of our work 

including: our “best practices business knowledge” from various MBA courses and previous 

experience, the interviews we had with people at all levels of the organization, the questionnaire 

and subsequent coding results, the survey results that specifically looked at JLT Belgibo 

colleagues, the interviews we had with external experts and the various recommendations we took 

away from the literary review.  We have first included the recommendations from survey findings 

section which serve as some food for thought about how to address the specific issues. This part 
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includes some aspects which fall outside of the direct communications scope, but we believe the 

suggestions are useful for our project as part of the mission was to focus on the integration itself. 

We have then used the McKinsey framework proposed in the “Getting the merger communications 

strategy” by Oliver Engert, Becky Kaetzler, Kameron Kordestani, and Anish Koshy served as a 

good base, which we adapted to the specific context at Marsh Belgium.  

 

Recommendations from Findings From Survey and Interviews 

  

1.     Open, honest, transparent and frequent integration communication. 

How? 

      Newsletter approximately every two weeks  

      Communicate the good and bad news 

      Organize team meetings and team sessions  

      Organize events 

      Organize team building events specifically 

      Organize workshops 

      Organize 1-2 Q&A sessions before physical move 

    The integration team can go to the acquired company physically, introduce themselves, talk 

about their role in the integration and then take in questions and address them. They should 

then put in place a way of giving regular updates but also hearing the ongoing concerns. 

     Find a suitable online platform where there can be ongoing communication between the team 

members or the employees in general (Yammer is an example of such a platform) 

    There should be more presentations from certain members from management, team leaders and 

head of departments.  

   Communicate what has been discussed related to integration in EXCO meetings (strategic 

decisions concerning integration) 

   Provide them with a clear integration timeline and try to stick to it as much as you can, if there 

is any deadline that cannot be met, communicate it 

     Make sure that communication does not get stuck in a bottleneck 

     Check up on the status of the buddy program and make sure it is proving useful 
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2.     Find common ground and complimentary points between the two organizations. 

How? 

  Organize another presentation on the ongoing integration, which everyone from both 

organizations can hear and have access to. The presentation should be held by the two CEOs. 

The presentation should include: 

o   Overall reason and strategy behind the acquisition  

o   How acquired company’s employees are an asset 

o   Outline synergies, benefits and opportunities connected to the integration 

o   Explain what is in it for them 

o  Give acknowledgement and recognition to the acquired organization and stress what they 

bring to the table. 

o   Present expectations (facts, figures, KPIs and targets) 

    Organize a best practices workshop: This will help show how things are done in both of the 

organizations, what can be learnt from each other, what can be transferred in the new 

organization and what is best for the client and to enhance value.  

      Identify things that you can be more lenient on and give them the freedom and independence 

when it comes to these things.  

      Increase understanding on how the integration should be communicated to clients. 

  

3.     Create stronger team spirit  

How? 

      Organize team meetings before physical move tackling more specific topics in order to  

discuss how the integration can take place between colleagues from the two organizations  

      Team leaders and managers should be physically present and they should talk to employees 

      Small team events that do not require a huge budget should be organized on a regular basis 

      Team-building should be organized for all the teams 

      Team workshops should be organized as well. 

 

4.     Focus on keeping key talent 

How? 

      When people start leaving alarms should go off. 
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  Do not invest time chasing after employees that are not interested in staying with your 

organization. There always will be people that signed up for something different than what you 

offering them within this integration. If these employees stay it can have a negative effect, as 

they will be unhappy and they can drag other colleagues down with them. 

     The attention should be spent on employees that are a true asset to the organization and they 

should be motivated to stay. 

    Approach your key talent, recognize them and appreciate them. Ask them whether you can 

offer them something. A small reward or recognition is sometimes enough to get people 

motivated. 

    If a crucial employee ends up leaving anyway, find a suitable replacement. It is really these 

kind of actions that show these employees you are in need of them and that you care. 

  

5.     Increase Management Involvement and Interaction with Employees 

How? 

      Communication should go down the line  

      Key people should be physically present when important group events happen 

     Management should show humbleness and be able to put itself in the shoes of the employees 

of the lowest rank 

      Management should address concerns and negative feelings employees might have 

      Management should try to tackle challenges  

  Management should involve lower management and department heads of the acquired company 

in some of the integration decisions, this will give them more recognition, it will build trust 

and it will facilitate communication with acquired company’s employees 

A Framework for Communications 
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1. Identify key stakeholders – The internal stakeholders are the employees of the two companies 

and are the main focus of this internal communications strategy. The internal stakeholders for 

the project are varied and can be classified both as specific groups and as subdivisions of these 

groups. Naturally all stakeholders are linked together, hence we want to avoid an “us vs them” 

type of mentality, but also recognize that different stakeholders have different perspectives.  

  

• MMC Corporate – MMC Corporate is the overarching stakeholder and interested in 

ensuring that the integration process happens properly in each country. The most important 

measurement at the corporate level is the profitability in each country, hence losing talented 

colleagues from Marsh could be detrimental to this goal. At the same time, it is important 

that the merger occurs in such a way that results will be optimized, and value will be added. 

Hence creating a situation where there are duplications of roles in Belgium simply to 

maintain talent is not of interest either. As is often the case in large multinationals, there is 

sometimes a bit of a gap of communication and point of view between the “generals and 

the troops in the field”. The generals will often say that they understand “the bigger picture” 

whilst the troops in the field will say they understand “what is really going on”. 

 

Action Point: Make sure to show the communications related work that is being done on 

a local Belgian level to executives at the MMC Corporate level. Belgium to be seen as an 

example of how to communicate correctly. 

  

• Marsh colleagues – Marsh colleagues are the core of the organization and are key to its 

continued success. As Marsh is the acquiring company, these colleagues are generally in a 

more secure position. However, some Marsh colleagues commented that they felt 

neglected, whilst the company was “rolling out the red carpet for the new JLT-Belgibo 

people”. This sentiment, whether true or not, should be taken into account.  

  

Action Point: At least at the beginning, make sure to regularly create communications 

which showcase “Marsh only” business wins on a local level. This can be done directly by 

an email from Henri or other executives, as was the case when he discussed the positive 

financial results that had happened in the last year. 
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• The JLT Belgibo colleagues are the most important target of the communications and 

integration strategy. They are the ones who have the highest chance of feeling apprehensive 

about the merger and therefore the merger communications strategy should focus on this 

in the short term, whilst envisaging that they will become part of the new entity in the long 

term. 

 

Action point: Make sure to include regular updates about how the merger is going through 

the newsletter. This should be done in a transparent way, in that it is okay to admit that it 

takes time to sort out the details of the integration.  

 

Specific Messages to Address with JLT Belgibo Colleagues in the Communications 

  

Part of the communications and integration obstacle to overcome with JLT Belgibo colleagues is 

that they have been told a narrative about Marsh already. From the interviews we conducted we 

understood that this included several messages, for which “rebuttal messages” should be included 

in the communications. It is important to recall, that even if the messages that have been ingrained 

into the minds of the JLT Belgibo colleagues are not true, they should be nonetheless addressed in 

the communications strategy. From the interviews we conducted and the survey we have come up 

with the following messages which need to be addressed amongst JLT Belgibo colleagues but also 

more broadly for all Marsh employees. 

 
Message 1: 
  

• Marsh Belgium is not good at communication, and we haven’t been informed of what is 

going on with the merge and within the company. There is a lack of clarity. 

  
Rebuttal 1: 

  

We know that there have been some issues regarding communication in the past, but we are taking 

concrete steps to address this. Action point: The newsletter, questionnaire, survey and other 

communications focused initiatives have started to get traction, but it is important that they be 

followed up regularly. As there is a heavy workload on some of the employees working in the 

marketing department, this could be done, for example, through the hiring of extra personnel. 
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Message 2: 
 

• Marsh is a large American corporation that does not care about the individual. 
  
Rebuttal 2: 
  

• Communications should showcase local corporate events, such as team buildings and 

volunteer work that is done in Belgium where employees are participating in “the greater 

good”. Action Point: To include more examples of these events in the newsletter and 

communications.  

• When there are local “success stories” these should be highlighted. Action Point: To 

include more local wins, including specific names of clients and the teams of people that 

were behind the work. 

 
Message 3: 
  

• Marsh is too layered and does not give the space to employees to run with their own 

initiatives. 

 

Rebuttal 3:  

• Promote initiatives where colleagues can come up with new ideas and put them into place. 

Action point: Design a program where colleagues can run with the ball. Give them as 

much space as possible within corporate limits, then communicate about this.  

 

Message 4: 

• The people at Marsh are just different than us. 

  

Rebuttal 4: 
 

• Create opportunities for people to meet and work together and make this visible. When 

people actually meet, they often realize that they all have a lot more in common than they 

might believe. Action Point: Create opportunities for collaboration in and outside of work 

and through communications show the participation in events and projects where everyone 

collaborates together.  

•  
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Key Stakeholders – Looking at Specific Subgroups 

 

As discussed, the communications and integration strategy should also take into consideration 

specific subgroups which are important to take into account. Action Point: HR should use the 

initial work done by the “Getting to Know You” interviews, where JLT Belgibo colleagues were 

asked to discuss their daily activities, as well as use other tools to identify who are the specific 

people to include in the subgroups. A flexible list should be created which can be modified when 

there are new recruits. 

  

Young employees at JLT Belgibo and Marsh Belgium are the future of the company. As the sector 

is being consolidated and it takes several years to develop the skills necessary to reach the 

managerial level in a Belgian context, the younger colleagues should be given importance today, 

to serve the company’s interests of tomorrow. Action Point: Continue regularly with Young 

Events, like the one organized on 24 May for colleagues under 35 years old in which some of the 

key aspects of finance, operations and people management were discussed. 

  

Marsh legacy employees at JLT Belgibo are the employees that once worked for Marsh in the 

past. They could be considered at risk of departure, as they already left the company in the past for 

a specific reason. Action Point: HR should first identify who these people are and then try to 

understand why they left in the past. This delicate task should be done in such a way that the 

colleagues feel open to share the truth and also discuss if anything has changed since then. The 

Marsh legacy employees should be told that they are serving as ambassadors, in that they can help 

their fellow JLT Belgibo colleagues to integrate into the new company. 

 

2. Identify the main milestones and trigger events 
  
Build up to the merger 

 

There were several corporate communications that were sent out during the buildup to the merger 

to Marsh/MMC staff. Although we spoke to one source who mentioned that these communications 

had also been sent on to the JLT-Belgibo communications team as well, we were unable to confirm 

that the they had also been forwarded on. These communications were sent approximately every 

month and are summarised in the Appendix 9. 
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Announcement of the merger 

 

On 1 April 2019, when the merger was made official all Marsh & McLennan employees received 

an email from Dan Glaser, the global Chief Executive Officer, which discussed the merger and the 

ultimate goal “to create a new trajectory”.  As the communication was sent out to a global mailing 

list, the email is quite high level and not so specific, but it nonetheless provides a positive outlook. 

Checking with the Director of Marketing and Communications, this email was also sent to JLT-

Belgibo colleagues as well. 

 

Day One Activities – Move in Day 
  

The move in day has been tentatively set for the 31 August. However, an important marine 

insurance client asked for early access to the current office, so part of the team already moved 

beforehand. Our internal communications around this happened in the 2nd newsletter, which we 

created during our 2-month assignment. As of our knowledge on 20 June, so far a “Day One” 

Activities document has been prepared which focuses on colleague, client, markets and media 

communication activities. There is also a basic “Day One” Tactical Communications Plan which 

takes into consideration the different MMC, Marsh Global and Region/Country Level 

communications. 

 

Due to some integration obstacles, including IT related ones, we envisaged that there was a 

possibility the plans will not go 100% smoothly, hence we recommend to leave a certain flexibility 

in our communications. This is the first milestone that will be discussed in the step by step plan.   

  

One month after the physical move 
 

Assuming that there will be some bumps in the integration process, which should naturally try to 

be avoided, this will be a critical moment in terms of communication.  

  

3 months after the physical move 
  

Three months after the physical move most of the large integration obstacles should have been 

smoothed out. An integration however takes a long time to finalize completely, especially when it 

comes to collaboration between new colleagues. What will be useful at this stage, will be the results 
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of the second edition of the survey, which will help to measure the current feelings amongst 

employees as well as what the changes have been since the first survey was completed. 

  

6 months after the physical move 
  

After this amount of time there should be a mention of the integration, but the communications 

should be moving back towards “business as usual”.  

  

3. Set up governance and resourcing for the communications team 

 

As has been discussed at the beginning of this analysis, we believe that the communications team 

is quite light in a Belgian context. For the moment the team includes Stijn Vermeulen, project 

manager responsible for impact and marketing at Marsh BeLux and Van Pham, Data Analytics 

and Insight Analyst. Considering the workload of the project, as well as its importance in 

concretely creating additional business value for the company by helping to retain talent, we 

suggest that extra support be hired. We believe in the importance of communication for the 

company, and also once again stress the fact that should these merger communication activities 

not be continued now that they have begun, there will be a negative effect. The incumbent will 

have a reporting relationship with the director of marketing and communications continental 

Europe at Marsh in terms of aligning with the MMC level communications, but also focus 

specifically on the Marsh Belgium office. 

 

4. Develop core messages and a deal narrative to anchor all communications 
  

The core message from the CEO Henri Steyaert is that he wants to help both Marsh and JLT 

Belgibo colleagues “embark on the best professional years of their careers”. Within this statement 

we have identified the following core messages: 

 

• Within the new structure there are new opportunities 

• A company that showcases success stories, including at the local level 

• A company that is more than just an office 

• The integration is a work in progress 

• We listen to your concerns and show that we do so 

• We want to get better at communication 
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5. Develop a step by step plan for each milestone 

 

Milestone 1: Move in day 

 

Action Point: Send out a general email to JLT Belgibo and all people involved in the Move in 

Day two weeks prior to the move. This email should include all the practice details needed for the 

people moving, such as who they can contact for IT related issues and facility related tips like 

“Where is the company restaurant?” or “Who can I contact to fix my desk chair?” The 

communication should also ask for patience, as there will likely be some bumps along the way, 

which is natural for this sort of move. A separate communication should be sent from the heads of 

unit to their perspective teams, which can be more tailored, including such information as where 

they will sit. 

 

Milestone 2: One month after the physical move 

 

Action Point: An email from the integration team leader (Siegmund Meyers) should be sent out 

to the entire office. This communication should be realistic and admit the issues which are ongoing, 

but also explain that management is aware of these and that a team is looking at it. An alternative 

is that this be done in a newsletter where this message can be included in addition to the other 

material. 

 

Milestone 3: Three months after the physical move 

 

Action Point: Regarding communications we suggest showcasing some examples of how the 

integration has progressed well. For instance, discussing new business that has been acquired after 

the integration or how certain issues that were slowing down integration (i.e. problems related to 

use of different IT platforms) have been resolved. 

 

Milestone 4: 6 months after the physical move 

 

Action Point: At this point enough time will have passed to necessitate a review of the status of 

communications regarding the merger and the success of the integration itself. We therefore 

suggest taking a moment to monitor, gather feedback and adjust. 

 

6. Establish two-way communications 
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Action Point: This could potentially be a good moment to create a new survey which measures 

integration satisfaction, and this time around includes the new combined entity in its entirety. 

Furthermore, the communications lead should interview the same executives mentioned in the 

“Conversations with People within the Organization” section to try and ascertain what the 

managerial levels impressions are. In terms of quantifiable indications, the turnover that has 

occurred in the period should be reviewed, as well as the specific reasons as to why employees 

departed. We believe two-way communication is particularly important with the colleagues that 

have been identified by HR as being high potentials and believe a programme should be developed 

under HR’s leadership which could help to do this. 

 

Conclusion 
 

Our goal at the beginning of the assignment was to create a Communication and People Integration 

Strategy Development in Order to Ensure A Successful Merger between JLT Belgibo and Marsh. 

What was so fascinating about the project is that it gave us the opportunity to deep dive into the 

different cultures and business of these two entities. To come up with the conclusions we explored 

the academic and external business world, trying to take away what was useful and leave out what 

wasn’t. We believe we were successful in taking away practical recommendations from these latest 

materials but also in adapting our recommendations based upon the very specific situation we 

observed. We believe that we were able to understand the specific situation in the two months, 

primarily because people wanted to collaborate with us and this occurred at all levels of the 

organizations, starting from the strategic conversations we had at the top to the conversations we 

had with junior employees.  

 

The questionnaires served as a good way to understand what went wrong in the past, but also gave 

us the opportunity to speak with some of the people who knew the company best and could 

comment on the current situation. We received support in understanding what communications 

had been made prior to our arrival, thanks in great to the local team, but believe that there is a 

disconnect that had been occurring particularly regarding the communications to JLT Belgibo. 

Furthermore, at the corporate level we believe there is a lot that can be done to improve 

communications. For example, there is room for more strategic collaboration in a communication 
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context between the various Marsh and McLennan companies, which would ultimately help the 

companies speak with a more unified voice on the market and leverage each other’s expertise and 

reputation on the market. With the merger and the momentum that has been built, we believe this 

is a great moment to learn from what has been done in the past and communicate better by 

implementing the tailored communication strategy which we have designed. It is also an excellent 

time to take stock of the survey results, which have been codified and provided themes, and also 

to measure how progress evolves in this context.  

 

However, developing the communication and integration strategy based on the JLT Belgibo and 

Marsh integration is only the beginning. The strategy needs to be implemented and adjusted as 

time goes on and conditions change. As has been already mentioned, if this process is not continued 

it can have the adverse effect and employees will no longer trust the efforts being made. Once the 

communication around the integration is no longer needed, then a more comprehensive 

communications strategy needs to be developed as well.  

 

In addition to communication, which should occur in a two-way direction, there should also be a 

“walk the walk” type of mentality. This includes listening to the employees concerns and 

addressing them in a concrete way. On a personal level when listening to someone with a different 

point of view, it is always a good idea to think about their perspective, and hear what they have to 

say, before deciding whether they are right or wrong. We have attempted to take this approach in 

our strategy, listening to all points of view before deciding on what we felt was the most accurate, 

and in many times most common truth.  

 

We have attempted in our strategy to include general recommendations concerning mergers 

outside of communications, but understand that the topic is complex, usually requiring tradeoffs 

and no easy answer. However, our ultimate advice is that it’s okay to say that things are a work in 

progress, as long as you say it and mean it.  
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Appendices 
  

Appendix 1 – Debrief of Meetings with Experts: 

 

Meeting with Philippe C. Haspeslagh – An Expert in M&A 

 

Notes 

 

• First phase is about not having value destruction. 
• People have uncertainty, both with regards to what is happening to them personally and 

with regards to what the future organizational structure will be. 
• The question for us is how will the integration approach be over time, and how fast. 
• Good people have the freedom to go somewhere else. 
• Due diligence is good, but it sometimes limited in terms of information, so don’t be 

attached to it and be ready to do it again. 
• The first 100 days are crucial, establish things early and make choices, how gentle will 

you go on some things and how hard will you go on others. Be able to prioritize. Be able 

to compromise. 
• When you consider your priorities, think about what will bring/create value. 
• How different are the two cultures, Does keeping the differences in culture create value? 
• Is it an absorption, symbiosis, preservation? 
• Be honest on the process, but communicate in the right way. Explain that it’s going to be 

an interesting process, challenging, that there will be change and that people will be 

evaluated fairly. Also explain, that it hasn’t been decided yet. That people who are let go 

will be compensated fairly, i.e. package. The whole process itself cannot be done in a 

day. It’s a hard one which will take time and require flexibility. Communicate 

strategically and effectively! 
• Tell and show them it’s a more interesting opportunity, learning experience, it will bring 

them new possibilities. Treat them well, even if you know they will be fired. 
• Communicate who is going to run the new business and who they can contact for 

questions -> Who is leading the integration? 
• Start with the actual business as soon as possible. We need people to be working this 

takes their attention away from uncertainty and anxiety. 
• Rather than fictional synergies, find problems, find solutions to solve them and make it 

visible. 
• Honesty and transparent processes are important. Hiding things, silence and dishonesty 

just prolong uncertainty and create further anxiety. 
• You know your side, in terms of their skills, and not their side, but sometimes you will 

need to give the job to their side (talented ones) even if there is a bit of a gap. Give the 

talented ones THE JOB and therefore a leading role. 
• You have to promote their talents, even exaggerate the importance of the great things 

they do. Exaggerate the thing they are better in than you. This will give them both 

motivation and confidence. What’s their magic? Magnify it. 
• Types of taskforces:  

 



   
 

 76 

1. I know what I’ll do, and I will be firm on it. 
 
2. I think I know, but I’m willing to adjust. 
 
3. Let’s look at it and be open minded. 

Be clear on your taskforces, which ones belong to the first segment, which to the second 
segment and which to the third segment. 

• Presentation on how to approach clients should be done by different parts of the 

company.  
• Figures and facts should be presented by someone who is well respected in both Marsh 

and JLT Belgibo. The presenter should also show that the Margin at Marsh is so much 

higher, and that at JLT Belgibo this is not the case. Such facts and figures may be 

shocking, but at least it gives the real picture. 
• Be honest where we need to go and what are the main objectives that need to be reached. 

Some people will be challenged and motivated and the ones who are not up to the task 

will leave. 
• At Corporate Level, are their teams that can merge in perfect synergy and lead by 

example? Identify these teams/ departments. 
  
  
Further Advice on communication: 

There is not time for waiting, communicating asap. The good news and the progress. Concentrate 

on the few areas you need to tackle. There are some areas where you need to do things differently, 

and others where you can keep them the same. Tackle things by showing facts on the table. Be 

structured.  Let them talk openly and be able to say what they think about the merge. 

  

Main Takeaways:  

 

1. Communicate the Playbook clearly 
2. Give people the chance to speak their opinion. Ask for people’s concerns and opinions and 

address them. 
3. Identify a problem they are facing at MARSH communicate the solution to them in an 

effective manner. Do something feasible, visible and tangible in practice to show that you 

have addressed a problem and now have a solution for it.  
4. Presentations by employees: What do they do? How do they approach their work? How do 

they work with clients? This will differentiate the ones that have done their homework to 

the ones that have not. IT is also a useful exercise/ workshop. 
5. Transparency, facts, figures are needed. 
6. Fairness in all processes is key. 
7. Communicate the challenges, the opportunities, the benefits, even if they might be short-

term for some employees (up to one year) 
8. Have the CEO communicating to them in an honest manner about integration processes, 

observe behavior and chatter when those things are being communicated.  
9. Exaggerate the areas where they are better at than you. 
10. Know where you will be firm and where you will be gentle. Choose your battles! 
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Meeting with Astrid Ruts – An Expert in Internal Communications 

 

Notes 

 

• Consider the change curve and do emotional mapping of management and even employees.  
• Peer to peer communication is key. 
• Create a fusion, not a takeover. 
• Key story lines need to be created and told well. 
• What is the base of your storyline? - Strategy? Benefits? Synergies? Competitive 

Advantage? 
• Always first ask yourself why: Why did this integration take place? Why are we going 

through this?  
• Then ask yourself how: How are going to achieve this? How are we going to implement 

this? 
• Best practices – Best if both worlds 
• What will this mean for you? - What will this integration mean to you?  
• Say, Do, Reinforce 
• Leadership plays an important part in dealing with people and communication in such 

processes (Advice: watch Simon Sinek’ Ted Talk on Leadership) 
• Leadership in such instances is also about showing humility and vulnerability in such 

instances (Advice: Look at Netflix Special of Brene Brown -> Leadership Expert and 

Shame Research) 
• American big companies are not all bad: they are global, they know how to recognize, they 

give you the opportunity to advance in your career, broaden your horizons, become more 

internationals and strengthen your specialty, skills and knowledge. 
 

Meeting with Ralf Wetzel – An Expert in Change Management 

 

Notes 

 

• Refer to Haspeslagh and Jemison’s book as a basis 
• For change management, one needs to actually change stuff: How ready is acquiring the 

organization to change and to adapt either some ways of the acquired company or 

completely new ways? 
• If it is just an empty promise, stop doing it! IT will disappoint people even more. Be 

transparent! 
• However, if company is serious about change management then it is crucial that everyone 

needs to be taken outside of their comfort zone  
• For change management living outside of your comfort zone should become the norm  
• Management should decide will it be changed from top-down, bottom-up or horizontally 
• Find certain things where the other organization is better than you and implement them, 

make them part of your change 
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• If the acquired company’s employees are not happy they are going through a takeover and 

that takes a tool on your success, then find some ways to give them freedom, importance 

and recognition (exaggerate on these ways) 
• Organize a workshop: Change management roleplay, best practices, worst practices. 
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Appendix 2  

  

List of Interviewees  

  

Marsh-Sedgwick Merger: Francois Degand, Philippe de Hertogh, Alain Petit-Lambotte, 

Corina Devijver, Carine Verstraeten, Alexandra Hermans, and Siegmund Meyrs  

Marsh-Trade Insure Merger: Brech DeRick, Koen Beyne, Elke Soetens, and Marijke Haelterman.  
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Appendix 3  

  

Survey Questions  

  

Age  

·       20-35  

·       36-49  

·       50-65+  

   

The communication processes associated with the integration are transparent  
Strongly 

agree  

   

   

   

Agree  

Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

 All processes related to the integration are clearly communicated.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I am satisfied with the communication and integration processes that have 

taken place from 01 April onwards.   
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

   

I am clear on who to contact if I have any questions or concerns related to the 

integration.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

   

   

            

I am sufficiently aware of the team I will belong to after the integration.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

   

I am clear on how Marsh Belgibo will operate.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I am sufficiently confident how to communicate the integration to clients or 

other relevant stakeholders.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  
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I trust the official communication in respects to the integration between Marsh 

and JLT Belgibo.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I feel there is lack of constructive official communication regarding the 

integration.  

Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

   

I feel there is a lack of implementation of what is promised when it comes to the 

integration.   
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I am thinking of leaving the company, as I believe that the merger is just not a 

great fit for me.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I feel that the cultures of the two companies are extremely different.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that me and many of my colleagues will be impacted negatively by this 

integration.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that there are no clear synergies connected to this integration.  

Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that this integration will impact the clients negatively.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  
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I am very uncertain on where I will be placed within the new organization.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

At this point I am uncertain about the feasibility of the move to the 

Marsh Belgibo Antwerp Office.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I believe this integration will bring value to me.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I believe this integration will bring enhanced value to the clients.  

Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

   

I feel motivated to work with new clients.   
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I clearly see the opportunities that this integration can bring.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that both of the companies are equally client driven.  

Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I have little concerns when it comes to the integration, I am ready!  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I feel motivated to work with new colleagues and teams.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  
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I am satisfied with the job I am going to be doing after the integration.    
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I feel included in the integration process.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that within the new organization of Marsh Belgibo, my good work will 

be better recognized.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I feel that management wants to address my questions and concerns related to 

the integration.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that this integration can lead to the best professional years of my 

career.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I want to remain doing the same work as I was doing previously.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I believe that the integration is headed to the right direction, but there is still a 

lot to be done and a lot to be communicated.   
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

I am open to share my concerns and suggestions to the relevant people in the 

organization to achieve a successful integration.  
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Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I think that receiving an official newsletter every two weeks is a good idea.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I think that management should be more present to answer our questions 

concerning the integration.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

I am open for the idea to have a virtual non-formal communication platform 

between Marsh and JLT Belgibo.  
Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

               

   

I am open to the idea to have workshops, events, and more presentations in 

regards to better integration.  
   

   

Strongly 

agree  

Agree  Somewhat 

agree  

Neither agree 

nor disagree  

Somewhat 

disagree  

Disagree  Strongly 

disagree  

              

   

Open-Ended Questions:  

   

• How can MARSH communicate better?  

   

• What in your opinion is the biggest challenge we are facing with this integration?  

   

• What do you like most about the new company culture and what do you think should 

change?  

   

• What do you think this integration can bring you personally?  

   

• Further suggestions in respect of the current integration and communication processes.  

 
  



   
 

 85 

 

Appendix 4 

 

Transcripts  

 

Interview 1 

 

1. What was your role at Sedgwick before the acquisition at Marsh?  

I was an accountant.  

 

2. How did it change with the new organization?  

My job didn’t change much. I have to say I have been doing the same thing for many, many years. 

That does not mean that Marsh has not thrown challenges my way or responsibilities. I started with 

dealing with accounts of companies now I am handling both the accounts of clients and companies.  

 

Do you like it? 

 

I do like it, but it is a lot of work. I work 80% meaning I do not work on Fridays and I still need to 

do my job, which is accounts of companies and on top of that I also need to handle the accounts 

of clients.  

 

3. How did you find out about the merger?  

The merger was a very long time ago, but from what I remember it was through official 

communication, via mail. However, people start talking after the official communication. You hear 

good things, bad things. But mainly it was confusion, uncertainty and fear.  

 

What was the uncertainty and fear about? 

 

Mainly whether we will keep our job or we will be laid off.  

 

4. What was you impression of Marsh before you started working here? 



   
 

 86 

I did not know Marsh very well before starting to work for Marsh, so I did not have much of an 

impression.  

 

5. How did this change? 

Well let’s just say that from not much of an impression to an impression. 

 

6. How were you welcomed within the new organization? 

We entered Marsh and we were moved to their office in Brussels. Not this one, the old one they 

had in Brussels. And that was not much of a problem at all because the offices were not far away 

from each other. But we entered afraid and not anyone did much to diminish that fear that we felt. 

We felt afraid whether we will keep our jobs. I saw many people leaving and being fired throughout 

the years. I still leave with that uncertainty to some extent because to tell you the truth I never felt 

treated like a human being here at Marsh, I have always felt like a number.  

But to go back to your question, we were officially welcomed. We were brought within our teams 

and we were told to continue and get on with our work. I didn’t mind that, what I minded is that 

no one took their time to explain or to provide us training. The systems were completely different. 

It was all very sudden, but I had to figure it out by myself.  

 

Going back to when you said you felt like a number here at Marsh? I have heard that before. Do 

you feel your work here at Marsh is recognized? 

 

No. No one recognizes the work I do.  

I 

No one says; “Job well done”?  

Well yes my boss, but beyond that it is not recognized.  

 

7. What do you think went well about the merger?  

I liked my job. My job didn’t change. I liked my team. My colleagues were nice. A colleague of 

mine became a boss and I had a great professional and collegial relationship with my boss. I think 

the ones who stayed did a great job to do a good merger. I think it was good that it was competition 

coming together. 
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8. What do you think could have been done differently?  

 

I think benefits and salaries should be addressed. I think uncertainty and fear should be addressed. 

Communication should be more clear and transparent. I think that if the people are not used to the 

way work is done in the acquiring organization, there should be a time period where they are well 

explained and trained on how to use new systems and how to do the job properly. I also think the 

organization should not hide the fact that people are fired or hired. The organization should address 

it and communicate it. If someone is being fired, they should give them special opportunities and 

a special program, not just let them go. 

 

Like a package? 

 

Yes, something like that. 

 

9. This question was skipped 

 

10. From what we understand, there were a certain number of people that left the company 

after the merger, why do you think that is? 

 
I think people were very uncertain, they were afraid. They got opportunities elsewhere and they 

left. A lot of them were fired too I think, but none of this was really communicated, so there real 

reasons on why people were let go or why they left are just hypothetical at this point.  

 

11. As you know, Marsh is going through another merger with JLT Belgibo at the moment, 

since you have already some experience, what would your advice be regarding the 

communications and the integration process?  

I think it is important that their exact job is addressed. It is well explained to them what they are 

going to do and what their benefits and salaries will be. People must be informed at all times what 

is going on. Employees should be asked of their opinions, thoughts and feelings. The employees 

are the pillar of the organization, not just a number. Make them believe it.  
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Communication must be more transparent. Address the person that want to leave, ask them what 

you can do for them to remain and if not ask them whether they want a different package, whether 

they want to move to move to another team, whether they want to go early for pension and things 

like that.  

 

Thank you so much for taking the time to talk to me.  

 

Are there any other points that you would want to mention? 

 

I think I have mentioned everything. A last point would be the fact that I think high management 

and the CEO should be more involved.  

 

 

Interview 2:  

 

1. What was your role at Sedgwick before the acquisition from Marsh? 

I was a technical advisor.  

 

2. How did it change in the new organization?  

I first moved to the same role. I continued doing the job of a technical advisor. I also reported facts 

and figures and I was involved in the change process related to the IT Systems of Marsh.  

 

3. How did you find out about the merger?  

Through the office manager.  

 

4. What was your impression of Marsh, before you started working there?  

Marsh in my eyes was the competitor, the rival, the very big number one company. In the old and 

acquired company we were flexible on margins. Marsh has set targets on margins. I was entering 

an organization where people would not know me. I hated the fact that I had to prove myself again.  

 

5. How did this change? 
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I switched my mind very quickly. However there were new systems, new ways of working, new 

structures 

6. How were you welcomed within the new organization?  

At the beginning it was a bit overwhelming because everything was new and no one really took 

the time to explain it, I well we all kind of had to figure it out by ourselves. However, it was a 

bigger company and it was impressive. I understood quickly that my potential to grow was higher.  

 

7. What do you think went well about the merger?  

For me and this is just a personal experience, the fact that I could quickly realize the opportunity 

to grow within this bigger company was great. So I just said to myself “Let’s make the best out of 

it”. Money wise it was also a better opportunity. 

 

8. What do you think could have been done differently? 

I think they could have managed the stress level better. I remember we had preliminary meetings 

in Antwerp where probably everyone was Dutch speaking and the meetings were in French. My 

former boss he was hard to deal with, hard to communicate with, he left no or little room for 

discussion. Management stayed, nothing moved. All the employees that were acquired just needed 

to fit. There were no or little leading roles anymore. That did not give a lot of hope. Those were 

things done wrong, they should have been differently. Also the fact that we were all entering this 

organization with some level of fear and uncertainty especially as I mentioned from a NOI and 

margin flexible company to company which was very NOI and margin driven, and they didn’t 

show anything different. The huge focus on numbers left the human aspect behind.  

 

9. Skip 

10. From what we understand, there were certain number of people that left the company after 

the merger, why do you think that is?  

There was certainly high rotation. The younger people found opportunities elsewhere and they left. 

Some of the people felt plain unhappy and they had to go. Good people left, it was a shame. But 

relatively there was high rotation.  
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11. As you know Marsh is going through another Merger right now with JLT Belgibo at the 

moment, since you have already some experience, what would your advice be regarding 

the communications and integration process? 

 

I think that this time around the takeover was much friendlier compared to when we were acquired.  

However there should be weekly or by-weekly communication processes that take place. 

Communication should be transparent and fear and uncertainty have to be addressed. Employees 

must be assured that they are part of this organization and this is their place too now. 

Organizational structure and their jobs should be addressed and be given the priority in 

communication processes. I think it is important that there is oral communication. I think it is 

important that we go there and we are physically present. We stay there for Q&A sessions. We 

stay there to address their concerns. I think this is important and I have brought it up a few times 

now.  

 

12. Are there any other points that you would want to mention? 

I think it is also important for the Marine team which is a big team of 70+ to find a way to 

communicate Market trends and client prospects. I want this type of communication to be on-

going, never to die out, to be nurtured and to reach the majority.  

 

Interview 3 

 

1. What was your role at Sedgwick before the acquisition of Marsh?  

 

I was never an employee at Sedgwick. There might have been a misunderstanding. I have been at 

Marsh over 25 years meaning I was here when the  acquisition of Sedgwick took place, but I was 

always from the Marsh side. I was originally a motors claim advisor.  

 

2. How did your job change in the new organization? 

My job didn’t change. Once they were acquired I was still a motors claim advisor. I remember 

Sedgwick had a very big motor department and I was in charge of the integration for the motor 
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department. Because of my role I have deeply involved in the Sedgwick and the Trade Insure 

integrations.  

 

3. What was the impression about Marsh from the Sedgwick side? 

Perception was that we were arrogant who bought them. They felt disregarded. They felt that they 

were not taken into account. They felt there was no room for discussion. Our way or the high way. 

But in order for this perception to stick there were some people that did not do what they were 

supposed to do. It was quite a challenge to be in charge of the integration and really putting the 

system together for the integration just related to the motor department. I can speak for the motor 

department more precisely. You will have to understand our systems, but let’s look together  

 

But a perception is coming from somewhere, you can have a pre-feeling, but if you are doing 

things right, this feeling will quickly disappear  

 

Trade Insure, I was already in my current role and it was more of a question of system-wise. It was 

the same scenario with the Sedgwick when it came to the people. Some resigned.  

One location, we acquired the people obviously and their location. It was the Marsh colleagues 

that moved to their company. The reasons why people left and this reason is people felt 

uncomfortable in the integrating company, some people want to  

 

At Belgibo there is a similar case, not much has been put on paper. Maybe people do not want to 

work for a big company. It is not at all the same work  

 

What do you mean by that?  

 

Before coming to Marsh I worked for smaller companies. If you need something, you can just call 

the software company across the door. If you need something at Marsh it is a nightmare. It is very 

processes and procedures driven. It is very beauacratic. It is in a way more liberal more freeing  

 

How was it communicated?  
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From my perspective, you have way too many communication: nominations, organizations at a 

very high-level. People do not care. People care about themselves and they do not know anything  

Be open and transparent, I do not feel it is. I do not it is incorrectly management. I do not think it 

is transparent enough.  

 

How do you make things more transparent?  

Address “What does this mean for me?”. Address the structure, their jobs, how the structure will 

be different, do we care do we not care.  

 

- If there is not a clear communication? 

Communicate that as well, if you are not sure tell them you are working on it and you will have an 

answer for them soon, but you do not have an answer for them now. Explain why there are bumps 

on the road.  

 

- What do you think that  

Lack of communication, lack of transparency. They communicate a lot, but they do not care about 

people’s concerns. As an Exco member I care about that, but my teams do not care about that. 

Sorry, they just do not care. 

 

Do you think that something is done right?  

 

I think the Meet and Greet, which was on the 1st of April, it was perfect it was great. But what 

happened after that, we are in May now and not much happened.  

What I saw in the Netherlands is that they have a buddy system in place and this way they 

communicate. It is a way for JLT people to understand Marsh, it is a facilitator to the integration.  

 

- At the meet and greet was there positive interaction? 

Yes, for sure the was. It took a bit of time, but it was a great initiative. I want to know what the 

integration team is doing. It is there to coordinate and it means that they are moving forward in 

some domains and  
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- You, Johan and Eric ran the activity-analysis, how did that go?  

It was mainly Eric who ran the analysis. I doubled checked with them whether we on the same 

page. Well how did it go? Eric is… protective, so yeah… I am confident we will have a good 

overview. The difficulty… because it I s a lot of question. It is a questionnaire with 50 questions 

and even more and if you want to be in a friendly approach, it is not natural to ask 50 questions 

BAM..BAM, so what Eric did was more of a conversations and the he evaluated the percentages. 

But it is fine. I would rather have a friendly, open transparent conversation and it to remain on the 

sub-functional level then to pish people and have an unnatural conversation with them.  

 

- I heard one of the concerns have been, there is the big change that happens and the 

first thing they are being asked, is: “What do you do?” 

 

At an early stage I wanted to explain the structure, the questionnaire and really why this is done, 

but they did not let me do it and as I was not allowed to do it I was not there so I do not know how 

they share the information. 

But this not how you integrate, you need the source of the information. There is lack of 

transparency from the Marsh’s side and there is also a push back from high management on the 

Belgibo’s side.  

I might have a different opinion from Henri or from Rebecca, but I think on a sales level there is 

good collaboration. But it is not only about sales, there are other things that need to be 

communicated. 

 

- Are there any other specific points that you would like to mention?  

 

I would say maybe that everybody should be humble enough to try to be in the mind of a colleague 

in the lowest level of the hierarchy.  

 

Interview 4 

 

1. What was your role at Trade Insure before the acquisition of Marsh?  

I was involved in the global portfolio of international clients.  
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2. How did it change in the new organization?  

My job remained the same. However, here was a firm with an international client portfolio and I 

always appreciated the opportunities Marsh brought through the door. I cannot deny that.  

 

3. How did you find about the merger?  

It s an interesting story. We started one day seeing strange faces coming and out and by strange I 

mean faces we didn’t know. We started talking. We had an idea of what was going on. Everything 

went fast. Officially it was our CEO who broke the news to us. 

 

4. What was your impression about Marsh, before you started working here?  

 

The only impression I had of Marsh is the one our clients had created for us, and the clients had a 

lot of critique for Marsh.  

 

5. How did it change? 

 

Well as I said in the beginning I only knew what our clients had said about Marsh and that was not 

completely positive. On the other hand I also mentioned I appreciated the added value Marsh could 

bring to Trade Insure and to me as a professional. The fact that there were international clients 

with bigger portfolios, stronger professionalism and an efficient global network gave me good 

hopes at the start.  

From this point of view to be completely honest my initial impression has not really changed.  

 

6. How were you welcomed within the new organization? 

Henri came, he introduced himself. He gave a great announcement. After that happened we were 

left on our own. So primarily we were welcomed great with high hoped, but that died out as we 

felt alone and forgotten. The whole thing did not pull though in the long term.  

 

7. What do you think went well about the merger?  
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I think good hopes were created in the beginning. As I said the welcome by Henri and Annick was 

great. The promises they made to us made us believe, but then they never came back and this where 

things started going down-hill.  

 

8. What do you think could have been done differently about the merger?  

 

So I said it started out with good hopes. Things however did not work out so well. There was lack 

of communication and transparency. There was lack of involvement. Years went by nothing 

changed, promises were not being kept. We sent several requests to get answers on what is going 

to change for us, those requests were never addressed. There was no documentation whatsoever. 

There was no documentation on insurance, pension, policy. I still have not seen any kind of paper 

on the general policy on working hours, benefits car policy. I think the HR department really did 

not pull through on this one. They could have done a better job, they still could. The other thing is 

that they left us alone in Aalst, there was distance. We felt special but in a bad way. We were 

separated from the others. We felt alone and we could never really have this feeling at home at 

Marsh when were completely disconnected. At the end of 2015 there was a satisfaction/ happiness 

survey done, an online questionnaire and this was ver bad for Marsh. We thought it will really 

receive attention from management. We were reassured that this time around something will 

happen, but nothing did, we received no attention. Another thing that was done wrong in my 

opinion was the fact that there was certain unhappiness among employees. When the first colleague 

left she was unhappy. She and many other colleagues never got the feeling that Marsh cared. Once 

people started leaving Marsh seemed not to care again. There was no alarms going off and we who 

stayed just had to do the extra work.  

 

This was a family owed company where we were very well treated by the CEO and his wife. Our 

CEO was not given the freedom to handle the transition. The involvement went down quite 

suddenly from both sides. As involvement went done, they thought he was not doing a good job. 

He left the job and they replaced him with someone else. Someone new. Someone who did not 

know us. Someone who had to learn our processes while we were learning Marsh’s processes. We 

felt left behing by both sides. We should not have felt that way. 
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9. Skip 

 

10. From what we understand there were a certain number of people that left the company after 

the merger, why do you think that is?  

 
There was a colleague of mine, a woman she left because she really felt unhappy in Marsh. She 

really didn’t think Marsh cared enough. Charlotte left because she felt like a number within Marsh. 

But there were diverse reasons why people were leaving. Many felt stressed and they went through 

burn-out. Marsh was asking too much on cross-selling, there was also client pressure… pressure 

was just too high and some people could not handle it. They left and all of the burden and work of 

other people we are doing now, the once who stayed. To be honest I thought about leaving as well. 

I started looking at job offers, I really did not want to be the last one leaving the ship. However, 

you have to understand Trade Credit is very niche and at the end for what I do it was best that I 

stay in Marsh.  

Before we were acquired by Marsh we were very proactive, very client-centric , we would call or 

visit a client, try to help them out, check on them. We would ask them “Is there anything we can 

help you with?”. At Marsh they have different procedures and processes in place. Sometimes I 

understand why the clients criticized Marsh. Marsh just wanted us to cross-sell. They put a lot of 

pressure o us. In Marsh we are here for the client just for damage-control. It is not how we usually 

did things. Then people will not be accustomed to the way Marsh worked, they either would be 

unhappy or they would really feel under a lot of pressure. The bad thing is they turned to a 

competitor and suddenly it was a competitor targeting our portfolio. But Marsh did not seem to 

care much that people were leaving. They would not address the matter. They would not hire new 

talent to help us out. That made us more frustrated, it made us feel even more forgotten and alone. 

Another thing which is important to mention is that our previous CEO was someone who really 

cared. He was the protector, the father of the company. He showed us he cared. Any time anyone 

wanted to leave he would really have a meeting with them, talk it through, ask them whether there 

is anything he could do to keep them, he would try to understand the real reason why that person 

wanted to leave and if that person really did want to leave he would let them go, but before he 

would organize meeting to distribute the work load and manage it well until he finds a new suitable 

person for the job.  
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11. As you know, Marsh is going through another Merger with JLT Belgibo at the moment, 

since you have already some experience, what would you advice be regarding the 

communication and integration process?  

 

We have received new colleagues from JLT Belgibo. We are very happy to have new capable 

people. They will also help with our high amounts of work load and with the pressure we have. 

We here at Aalst are happy about the new integration. I hope they do not repeat the same mistakes.  

Transparency is needed. There should be better communication. Communication must be more 

transparent. There should be HR session to make all the benefits, salaries and policies clear. Show 

people a document  with a general policy on working hours, holidays, benefits, car policy, salaries, 

bonuses and things like that. Show contract conditions, communicate the changes, talk about 

pensions and car policies. Employees care about such things. The HR department should be more 

involved. The promises are not enough. They should be kept or not made at all in the first place. 

It raises expectations and then the fall is harder. It really backfires.  

Also make sure you spend time on concerns.  

As you know a lot of employees left and there was no reaction. There should have been a reaction. 

Either try to stop from leaving or hiring new talent.  

 

12. Are there any other points you would want to mention? 

We felt neglected, we felt aloe. There is still a negative feeling about the merger. Time does heal 

certain things, but not everything. To be honest I think Henri should have been here more often. 

He should have been more visible that way we should have felt visible, we would have felt wanted. 

I think this is crucial. The CEO should have been her more often physically.  

 

Interview 5 

 

1. What was your role at Sedgwick before the acquisition of Marsh?  

 

I started 21 years ago as a secretary. I was the personal assistant to the former boss of the company.  

 



   
 

 98 

2. How did it change in the new organization? 

I was transferred to financial products. I worked with old timer cars and production.  

 

3. How did you find out about the merger?  

 

It was a long time ago, but it was through official communication. Look, this was a hostile 

takeover. It just looked like they wanted to get rid off the competition.  

 

4. What was you impression about Marsh before you started working there?  

 

I saw Marsh as a competitor, as the rival brother. No one expected a hostile merger. Everyone was 

scared. WE were thought to think of Marsh as the competitor, the rival and here we were working 

for them. It did not make much sense.  

 

5. How did it change?  

 

It had to change. I was working for the rival. I felt lost. I really felt a lot of uncertainty about my 

job.  

 

6. How were you welcomed within the organization?  

It just felt like a takeover They just rolled out the new carpet and they thought we would adapt 

very easily to the way they were doing things.  

 

7. What do you think went well about the merger? 

Skip. 

 

8. What do you think could have been done differently?  

  

There were few communications on the merger. I wanted more communications where I would sit 

in the organization. They should have tried to be more open.  
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9. Skip. 

 

10. From what we understand there were a certain number of people that left the organization 

after the merger, why do you think that is? 

Yes, some people left the company some were really good people. It was a loss for the company 

to lose such good people. However, some people were let go. It seems like Marsh is not flexible 

on revenues and it is nit flexible on margin targets, this is a lot of pressure for people, additionally 

there is the fear that if those things are not met the person will be fired. This is scary. Some people 

were unhappy, others could not handle the pressure and the work load. Some were let go and some 

went for other opportunities. I was also uncertain whether I am going to keep my job and where I 

will be sitting in within the company.  

 

11. As you know Marsh is going through another merger with JLT Belgibo at the momnet, 

since you have some experience already, what would your advice be regarding the 

communications and integration process? 

They need to try to be more open, but the efforts they put in are too much. We do not need a 

barbecue. A lot of departments are understaffed. People feel on their own. Departments are 

understaffed, undermanned. All they look at is the cost and the revenue. There are reducing the 

head count and there is a problem with that.  

 

12. Are there any other points you would want to mention?  

No, I think I have said everything.  

 

Interview 6 + 7 

 

What was your role at Trade Insure before the acquisition of Marsh? 

 

- I joined in February 2014, but my colleague Elke has been here much longer.  

- I have been here since 2007.  

- We were account managers for clients, so we were client advisors.  

How did it change in the new organization?  
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Our job description and our job description has not changed. The way we do our job has changed. 

The function has not changed. We cannot service our clients in the same way anymore. We do not 

have the time to work as proactively as we used to do before. People left and a lot of people left 

and we had to take over their job and work load. Marsh did not replace the people. We are still 

understaffed. It looks like it will be better with the new integration. 

 

- Did yourselves ever think of leaving?  

 

We have had our doubts. There were a lot of changes. You really wonder whether you are making 

the good decision to stay on board when there is so many people leaving. At a certain moment you 

have a lot of stress, but you cannot give the same service anymore. It is hard to cope with the fact 

that you cannot do your work as well as you used to because there is just not the time for it 

anymore. But a certain moment you just have to let go and accept how it is. Either you can accept 

it or you lose it and you go. You just need to manage your time. There is more processes and 

procedures to be followed. There is more emails to be read, there is more administration to deal 

with.  

 

- How do you feel about the all these procedures?  

 

In the beginning you had to get used to it. I have worked for an International company before, so 

it was not much of a surprise. But of course some people had to get used to it. Anyway, we also 

see the advantages to working in a global company. We can reach out to our global network. This 

gives us leverage and of course it is an advantage it is an opportunity.  

 

We can access new clients, we can do some cross-selling and that is interesting, but we want to do 

our core job, what we do well, we want to service our clients well.  The procedures are annoying, 

but because there are advantages you get used to them. 

 

4. How did you find out about the merger? 
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There were some rumors here and there. We managed to put the puzzle together. It was something 

where the owner of the company and the legal guy knew of this. It does not make me feel bad we 

were the last one informed. It was a family owned company and we were used to putting puzzles 

together. 

 

5. When you found out that Marsh was acquiring you? How did you feel? 

 

There was a lot of uncertainty and anxiety. I remember that. There was a lot of stress. It lasted a 

long time. There were a lot of questions. A lot of questions kept circulating afterwards. A lot of 

questions were unanswered. Communication was not transparent. There was an information 

session, but still questions and concerns remained unanswered.  

We feel as a separate practice, sometimes procedures are communicated and we do not know how 

to clearly apply these procedures to our practice. It is a problem we encounter all the time. We 

need to know how to put into practice. This still gives some uncertainty.  

From administrative point of view people still do not have a Marsh contract. We have kept asking 

for our contract or to have a copy of this contract, but it has been unavailable.  

Communication is not all clear and we do feel still uncertain about  

 

6. How were you welcomed within the organization?  

There were some events. HR came and visited for a meeting and I think it never came back to a 

point where this HR meeting  

There was a lack of consistency. One of these issues we have and we do not understand is the car 

policy, this is still unclear and no one can answer it. People would like to know. This has never 

been clearly explained. It still remains an issue.  

 

7. What do you think went well about the merger?  

 

We could stay in our office. We were not forced to move out to a different office. 

We could keep our systems. We have a very strong data base. We could keep that. This was very 

important.  

 



   
 

 102 

8. What do you think could have been done differently? 

 

I think communication could have been done differently. There should have been a website put 

into place with Frequently Asked Questions and where all these questions and concerns are put 

into place. It would have been of a lot of help. I think there should be someone dedicate to answer 

our specific questions. I think there should be a communication channel where all the concerns 

and questions are addressed. Also when people started leaving Marsh should have addressed this. 

They should have investigated why people want to leave, they should have managed work load 

better. They should have shown they cared. People did not continue leaving for no reason. There 

were still issues and more work load that people just continued  

You had a feeling that nothing was done and no one cared. 

We evaluated the company very badly, so one afternoon HR showed up and we really had a good 

, useful and productive discussion or so we thought. They listened to us and assured us that they 

will solve it they will come back to us, but they never came back to us. It was disappointing. 

Promises that are not kept is just something very disappointing.  

At a certain moment we had an impression. Marsh would not care. They would not even replace 

us and this is where you really start feeling small and unimportant. 

 

9. Skip 

 

10. Why do you think people left the company?  

 

Some of them felt like they were a number within a large company and this is not what they had 

signed up with. Some people did not get along well with management.  

Previously there were advantages and disadvantages. The CEO had a clear strategy for the future. 

People knew what to expect, now no one really knows what to expect. We could also concentrate 

on our core job and servicing our clients. At Marsh we had the impression that after-sales did not 

matter. It felt like they were too sales-concentrated.  

We suffered a lot from the staff that left, they left and went to a competitor and now we are directly 

competing with our colleagues. 
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11. As you know, Marsh is going through another merger with JLT Belgibo at the moment, 

since you have already some experience, what would your advice be regarding the 

communications and the integration processes? 

 

So as I said the website with FAQ. This is a platform where someone can ask a question or share 

 

It is very important to be transparent also regarding all the conidiation. Do not keep it vague like 

the car policy. Give them more information. 

 

12. Are there any other points that you would want to mention?  

 

It is something where they should learn from their mistakes. It looks like they acknowledge the 

fact they did badly and it is positive that this time around they are trying to do something. 

 

Interview 8 

 

1. What was your role at Trade Insure before the acquisition from Marsh? 

 

My role did not differ before from what it is now. 

I am still a client advisor. One of the advantages of the merger except for the bigger structure, our 

working environment and our daily tasks did not change that much. I am a client advisor for Trade 

Credit.  

 

2. How did it change in the new organization? 

 

Once we were merged, my job as I said did not change that much. I was client advisor and still 

continue to be a client advisor in Trade Credit. The main objective of Marsh at that time was to 

copy the business model of Trade Insurer because it was with a lot specialty and expertise.  
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One of my advantages personally was that I had worked previously for a big bank in Belgium and 

we went through a similar thing, so I was used to it. I knew how those things worked. Most of 

colleagues when the merger happened were younger than me. They had signed up for a family-

owned company, which was small and they encountered issues with the merger. They wanted to 

work for a small, regionally-based company, with a flat structure. There were some changes for 

them, which were difficult to cope with for them compared to my experience.  

 

3. How did you find out about the merger? 

 

There were a lot of speculations going on at the end the biggest clue was that we discovered that 

the name of the CFO of Marsh has visited us during the negotiations period and that gave us the 

conviction that it was Marsh taking over Trade Insure.  

 

4. What was your impression about Marsh, before you started working here? 

 

To be honest Marsh was not that well known to us. It was in a different league. Our core business 

was mid-sized companies, Belgian companies and Marsh had more international clients.  We did 

not see Marsh as a competitor. The first impression we got for Marsh was through our customers, 

our clients and the first impression we got was not positive. The most frequent response was lack 

of personal service. This is still the main frustration we feel now from our old customers who feel 

that after the takeover they became just a number in the pool of numbers of other customers rather 

than personal customer from the Trade Insure days. They feel must accept more personal time 

from us and service. But we also have to be aware that Marsh’s business model is very different 

from Trade Insure’s business model, we sought success in over-servicing and Marsh just does not 

do that.  

 

5. How did this change?  

 

My impression of Marsh only changed last year. It took some time to understand how Marsh works 

and what the strength of Marsh is. I think the reason why it is because we were not incorporated. 

We were not incorporated in the global structure. The integration was not optimal because we 
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could remain in Aalst. We never had contact with Brussels and with Antwerp. It is only now we 

understand the opportunities and advantages to Marsh.  

 

- Elaborate more on these opportunities.  

Beyond Boundaries! 

International rather than local! 

Broader view and a broader perspective. 

 

6. Skip. 

 

7. What do you think went well about the merger?  

 

Let’s see… It is an easy question, but (he laughs), so you want to know what went well? 

 

- Yes, if there is something  

 

What I did appreciated, is that we felt we were well known and highly appreciated. We got visitors 

from management all day long for the first months, so we felt appreciated in the beginning, from 

the other way around we were not integrated within Marsh. We got to know some of the practice 

leaders. They were interested in who Marsh has bought and who we are. Before the acquisition 

Trade credit was a small department, under the radar and of course through the acquisition it 

became a lot more important as a practice. There was an appreciation.  

 

- What about the communication? Was anything well communicated at that point? 

 

Well we had Fabio who was appointed Trade Credit Practice Leader, so it was a big change for 

him as well and for a lot of time we felt he was torn apart between Marsh and Trade Insure. We 

felt the void between the too. But what we appreciated it is that Fabio showed that he has our best 

interest, it felt like he protected us. He would chew what was hard to swallow for us. I believe it 

was very difficult for him, as well to make sure the integration went smoothly.  
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- Absolutely! 

 

Our team leader our ex-boss retired and it was clear to us that he took a step aside once he had 

collected.  

 

8. What do you think could have been done differently? 

 

We were not involved. It seemed like Brussels did not care. When Marsh sent out the survey they 

really scored very bad.  

I am only starting to appreciate Marsh now, it took around 3 years to understand and appreciate 

Marsh and the reason for this was because we were isolated. 

 

Another thing is once we were acquired they really pushed us to concentrate on cross-selling and 

this was a good opportunity I thought, it was just really bad that it went one-way, we tried to sell 

different services to our clients, but no client executive was ever interested in our business to return 

the favor.  

 

9. Skip! 

 

10. From what we understand, there were a certain number of people that left the company 

after the merger, why do you think that is? 

 
 

People left because of their own reason. Only 2 or 3 of them left because of Marsh. People left for 

their personal reason, really different reasons. It was not just Marsh related.  

When it comes to myself and thinking whether I should follow in the footsteps of my colleagues 

that left or stay I always do this mental pros and cons list and it always comes to a result that the 

pros for Marsh exceed the cons, so I decide to stay. 

Another thing we should note here is that a lot of pressure was put on the employees that stayed 

as many left. We had to continue doing and handling the jobs of the ones that left.  
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11. As you know Marsh is going through another merger with JLT Belgibo at the moment 

since you have already some experience, what would your advice be regarding the 

communications and integrations process? 

 

I think communication is key. We have now a new practice leader and he is coming from JLT. 

Having a practice leader coming from the other side is an advantage. He doesn’t know Marsh at 

all. He only knows it as a competitor, but he does not know the internal structure of Marsh. He 

doesn’t know how Marsh operates, but I still think it is refreshing.  

 

One of the concerns addressed should be HR. How will Marsh pay us, do we still have a company 

car, how many days off every year. We feel there was big void between HR Marsh and us. We 

have no way of communication to understand the topics and concerns that we had and those were 

most HR related. Work-related there was no problem, as we knew our job, cross-selling was 

introduced and there was an integration step by step, but things that concerned us the most were 

HR related topics.  

 

12. Are there any other points that you would want to mention or is that about it?  

 

Apart from HR, the is also IT, which is an issue. Computers that do not work, phone and smart 

phones and emails don’t work. JLT colleagues are not on the same platform, we cannot have a 

look into their agenda. There is no company phone registered for them. So it would take some 

time, but this time also comes with a lot frustration.  

 

I believe that the general opinion and feeling was that Marsh was not to be trusted. There should 

be open and transparent communication, without anything to hide, so people trust Marsh and they 

feel more welcomed to the organization. I think Marsh should do what they promise to do.  

 

Communicate transparently if you cannot do it, just say that you cannot do it. I think integrations 

are never easy. We have a lot of customers going through mergers, it is always the same, there is 

never the right answer. Mergers are always difficult, but this is why I feel communication is key. 

Communicate the wins and the fails, just let us know.  
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I think it is important to organize team-building events for the different practices.  

 

 

Interview 9 

 

1. What was your role at before the acquisition from Marsh? 

 

I started 31 years ago at a company that was taken over. First I started in the Marine team. I was 

handling files. The CFO asked me to change my role and I started more working as an assistant to 

management. 

 

2. How did it change in the new organization? 

 

My role changed as I was put in charge of training. Yes so my job changed. When we were taken 

over there were two CFOs for few years there were two and then the Sedgwick CFO left. And I 

had to move to another job. I got involved into the training matters. I concentrate more on the 

technical training, but also EXCO training, soft skills, coaching etc. There is a need for this and it 

an obligation to do this. Now the organization has decided to hire more young people  

 

3. How did you find out about the merger?  

- How did you feel about the merge?  

At that time we had less information than we had today. As it is on international level, it has been 

thought of before going love. They have been think a lot on how to communicate, how to involve 

people. I didn’t have that feeling as far as I remember. Communication process was not the same. 

Now we have so many tools to communicate. There was a lack of communication. You had to ask 

your direct reports or managers, what is going to happen. It was all dependent on how your 

manager was communicating to give you information. But on a general level it was not  

 

4. What was your impression before about Marsh, before you started working here?  
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I thought what is going to happen now. We were the ones who had to move. I think you first think 

what is going to happen to me, who are my colleagues going to be, where am I going to be sitting, 

will there be any problem, what happened about my manager/s, where are they going. You feel 

uncertain about the duplication of roles. I think it is important to inform people that there are 

solutions that we are thinking about it.  

 

I had heard about MMC because it was our direct competitor. We were more less on the same 

level.  competitor. Personally I did not know a lot about the company. Yes, it was our competitor. 

We were pretty much on the same level and that was it. 

 

5. How did it change? Skip 

 

6. How were you welcomed within the new organization? 

 
We did not have a lot of information. My boss was more involved, so when I asked him he would 

answer. Once he asked me if I wanted to join him to see the new offices to take a look. This way 

I could see where we will be working, I do not think had the opportunity to have a look, not 

everyone could have an answer. But, I think that those things were not important.  

 

This time around there was the meet and greet and that 

 

I appreciated that my boss knew stuff and he shared stuff with me, but  

 

I had a desk next to one other person. Then there was a management floor at that time and I was 

sitting with 2-3 other colleagues, but they were from Marsh. We had to move, but also the 

colleagues from Marsh were uncertain, they also had questions. One colleague from Marsh said to 

me: “I am so happy we get along well because I had heard so many things about you and your 

colleagues and I was really afraid that it would be hard to get used to having you as a colleague.” 

She obviously had a wrong idea… I do not know whether it was about me or personally, but it 

took few weeks for her to speak up to me and tell me this, and I wondered how is this possible.  
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It is important to have direct contact, initiate direct contact! The more time you leave up to the 

rumors, the more problems there will be created.  

 

7. Skip! 

8. Skip! 

9. Skip! 

 

10. From what we understand, there were a certain number of people that left the company 

after the merger, why do you think that is?  

 
It is normal in a merger that people leave or they are let go. It is just something that happens. But 

at the end it comes to whether people want to change and evolve, the ones that were unable to do 

that left. Some people are unable to change their role. If people are not open to change then there 

are problems like this. I do not know if this is a specific reason, but to me it seems like me it was 

like. It is not always easy to adapt. There were people that did not get used to the change that is 

followed by merger. The mentality in Marsh and the culture in Marsh was different. We were more 

local, I think so, I think they were used to work in international ways.  

Marsh is very profit and margin driven, we were more flexible. Now with the years passing, we 

have to report more and more. Sometimes you have the feeling that you are just reporting, this is 

annoying for colleagues, it is frustrating.  

 

11. As you know Marsh is going through another merger with JLT Belgibo at the moment 

since you have some experience, what would your advice be regarding the communications 

and integration process?  

 

 

Take the time to explain how things work . There should be basic training and enough of it. No 

one has time to explain. Take time to do trainings on systems.  

People that are in charge of the systems feel they are understaffed and they do not have the time 

to explain. We need to find people who are super-users, champions who could help. We have too 

much work and we have no time. There is a moment to free up time for that. Because if the 
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colleagues do not use the systems well, there is a waste of time and then reporting is not done in a 

correct way and it should be corrected by someone and this just takes up more time and more work. 

I do not think champions know everything, maybe they are not using the system the best way. It 

is better than nothing, but definitely not the best way. Training by specialists in my opinion is the 

best.  

 

12. Are there any other points you would want to mention? Any advice or recommendations 

that come to mind for the new integration between Marsh and JLT Belgibo? 

 

I think a lot has been done. There is no colleagues coming here to Brussels. I do not feel involved. 

It is not really concrete to me what is going on. Personally I have not met anyone. I would like to 

be directly involved with people. I feel a little bit outside. Maybe it is a lack of closeness.  

More events should take place where we all get together where we all feel involved. It would be 

nice to get to know each other. It is not always easy to have contact with some people.  

I understand budget is always a problem, but I think team-building events are very important.  

 

Well as in the first place they will be all going to Antwerp, there is the first place where they should 

be focus. Once they are in their teams and well settled, there should be a meet and greet event in 

Brussels too. It is possible to do things that do not ask a lot of budget.  

 

It is not only important for them to meet us, it is also important for us to meet them! We should all 

be involved.  

 

Interview 10 

 

- What do you do?  

 

I am a business engineer. I learnt IT by myself. I have a passion for IT and I am self-motivated. 

 

1. What was your role at Sedgwick before the acquisition of Marsh?  
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My role was IT development. I started working in IT development in 1992 until 1999 in Sedgwick 

and then moved to Marsh. 

 

2. How did it change in the new organization?  

 

It did change because I was so involved in IT. I was made responsible to export data and I became 

part of the merger team. I think IT is a great tool for business. It does wonders. I then managed to 

develop an Online Application – Marsh Connect. I progressed a lot.  It was a lot of work though. 

Work night and day. The first few years were without Christmas holidays, but the person I was 

working beside was a great partner and I enjoyed it. We learn a lot from each other. I was also 

involved in developing the web and the influence the web had in Marsh and how Marsh does 

business, which was also exciting for me.  

 

3. How did you find out about the merger? 

 

We were told officially about the merger. Marsh even sent us ambassadors to really talk to us about 

the merger. If I said they left a good impression I would be lying. 

 

4. What was your impression of Marsh before the merger?  

As I told you this young and arrogant guy was sent to Sedgwick to explain how things worked at 

Marsh. He really exuded this “Wolf of Wallstreet” vibe. He was indeed very arrogant. He said 

things such as: “If we find you useful you will stay, if not you are out.” This added to the fear and 

uncertainty of colleagues. People including myself at the beginning had an impression that Marsh 

was arrogant, very commercial, it was all about the money, it had no humane aspect. This really 

worried people. We thought it would be a completely different company culture. It was very 

American, it was all about working quick and fast. Very aggressive and commercial! 

 

5. How did this change? 

 

I think it changed for me. I think our first impression was wrong. I think Marsh does care about 

the human aspect. I also understood the opportunities and chances Marsh gave me. I had enough 
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of working for Sedgwick, I do not see how I would be able to progress there. Marsh really did 

open a lot of doors for me. It was more international, and I had the chance to explore and work 

with the Web when it started becoming a thing. This was a challenge, but also a great chance.  

 

6. How were you welcomed within the new organization?  

 

I told you we had these ambassadors come in and leave a very negative impression this caused 

people and good people to leave even before the physical merger.  

 

7. What do you think went well about the merger?  

 

I always wonder whether sending those ambassadors to leave a negative impression was a strategy. 

I do not know. I was not involved in the strategy. Maybe Marsh wanted to see who is a survivor 

who would stay until the end even with these negative impressions made about them. Marsh knew 

that if everyone stayed there would be around 100 people and it was all cut to around 450, so 

people from both sides left and were fired. The unfortunate thing it backfired the good ones left.  

For me also having a great colleague that I could work with was really nice. The opportunities, 

they presented the doors they opened especially within my career would not have been possible at 

Sedgwick. 

 

8. What do you think could have been done differently?  

 

Leaving a better impression. Keeping key talent. I really recall great people leaving. That is really 

a shame. Then the not so good one stayed, which created a problem for Marsh, as they had to fire 

them and live up to their bad reputation. Image is very important. They should have promoted a 

different image, as from image comes perception and impression and these first perceptions and 

impressions are hard to change. I know now that Marsh is very different from what people thought 

it was at the beginning of the integration. It is people-oriented, it is humane and it is in a lot of 

ways like Sedgwick, but people still today see it as the arrogant, big, only money-driven 

organization.  
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9. Skip 

 

10. From what we understand there were a certain amount of people that left the company after 

the merger, why do you think that is?  

 
I said it few times and I will say it again, we lost good people. People left the company. They did 

not like how things took place. Some people just did not want to stay they left before even knowing 

their prospects within the new company because they had a bad first impression and they were 

unhappy and scared. They really thought they prioritized money and it was very commercially 

driven. They though one bad they and they would be out, they thought it is best to seek other 

opportunities now before the merger rather when it is too late. Marsh lost some good people, I am 

sure of that. 

 

11. As you know Marsh is going through another merger with JLT Belgibo at the moment 

since you have already some experience  

 

I am not really aware on what is communicated, I haven’t met them really, but what is important 

is to be honest and to be transparent. To ask them what do they expect from this merger. To find 

common ground and matching points, all of these things are important, we all need to understand 

that we are more similar than what they think. We need to understand what is important to them. 

We should learn from each other’s similarities and differences. But the similarities, the matching 

points should be enhanced.  

 

12. Are there any other points you would like to mention?  

 

I think it is also important to find the right people and give them the right opportunity. I think it is 

good to make people meet and encounter, but sometimes it is useless if someone is meeting me 

and I have nothing to do with what they do and there will be no follow up then, what is the point? 

Meeting people is of course important, but meeting the right people is crucial. When people are 

meeting those meetings between the Marsh and JLT Belgibo colleagues should be strategic and 

thought through. 
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Trust must be developed. See that is one of the bad things with the Sedgwick merger, no one 

trusted Marsh and because they did not even try to develop trust, good people left. This is why I 

said before honesty is the best policy as it will help communication become transparent and it will 

develop trust.  

 

Interview 11:  

 

1. What was your role at Sedgwick before the acquisition of Marsh?  

 

I was hired at Sedgwick right after law school. I worked in Claims and Liability for 10 years. 

 

2. How did it change in the new organization?  

 

/my job changed. I entered “Property”, it was a good chance and good challenge for me and my 

career, but I definitely encountered difficulties with my boss. 

 

3. How did you find about the merger? 

4.  

Communications were okay, it the boss’ initiative.  

 

5. What was your impression about Marsh, before you started working here?  

 
We all felt a certain arrogance. People could not bring their best practices. Actually very good 

people left because of a bad impression. This arrogance was due to several people. 

 

6. How did it change?  

After some time you realized that there were great opportunities and certain amount of freedom 

and responsibility that you can take. 

 

7. What do you think went well about the merger?  
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Communication was not that bad, especially in my case. Also, the fact that Marsh opened a lot of 

career paths and opportunities that was great. Some of us had to deal with difficult bosses and 

constrained management, but some of us that got to remain got good and interesting chances and 

also more and bigger clients. 

 

8. What do you think could have been done differently?  

 

Marsh should not have been that arrogant. This arrogance just drove the good people away. This 

merger was also very difficult for automobile department, they suffered because of the Sedgwick 

and Marsh merger. I think every department should be taken into account and paid attention to. 

You cannot just leave everything to a practice leader or a head that way you are risking that things 

can de terribly wrong. You also should not allow the good people to leave, and Marsh allowed 

that.  

 

9. Skip 

 

10. From what we understand there were certain amount of people that left the company after 

the merger, why do you think that is?  

 
People were unable to bring their best practices, they were unhappy, they had this bad impression 

of Marsh that it is very arrogant and they decided to leave. Very good people left.  

 

11. As you know Marsh is going through another merger with JLT Belgibo at the moment, 

since you have already some experience, what your advice be regarding the communication 

and integration processes?  

 

I think there should be more clear external communication. The client should find out for example 

when someone has been promoted. There should be more internal communication on the changes. 

Good and bad news should be communicated. Communicating all wins, small and big are 

important, mainly for the young people.  

Non-marine should become more structured like Marine. Marine is doing very well. 
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Appendix 5 

 

Coding  

 

Below are the codes that emerged from the transcripts 

 

The full transcripts can be found above in the previous Appendix.  

 

Question 9 was never addressed this was because we felt it was a repetitive question and that it 

was always addressed previously within the semi-structured interview.  

 

Question 1 and 2 referred to the past role  of the interviewee and the role they got within the 

organization.  

 

The only similarities we could find were that with the Sedgwick merger more people changed their 

job from the old organization the new organization. More years had passed so they had more time 

to progress and grow and enter new departments, some people were put where there was need. 

One person we interviewed from Sedgewick did not really change job, but throughout the years 

gained more responsibility, as people would leave and work load would grow. Another thing we 

noticed is the interviewees from Trade Insure got to keep their job in the new organization. All 

interviewees were client advisors and it is evident that Trade Insure was acquired for its specialty 

and expertise that Marsh lacked, therefore people got to keep their job, another common code or 

theme that we noticed was the fact that people’s work load, pressure and responsibility grew as 

they found themselves doing the job for more people.  

 

Code 

Number 

Code 

(The codes emerged from the transcripts) 

Time it 

appears 

1 Marsh throws challenges and responsibilities your way.  8 

2 In Marsh, there is a lot of work, a lot of pressure 8 

3 In Marsh we sometimes have to do the job of 2-3 people 8 
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4 The merger was communicated through official communication 3 

5 The impression you have of the company is never made through that first 

official communication  

2 

6 Confusion, uncertainty, fear, stress, anxiety are all feelings that come 

with a merger. Those are the feelings that need to be addressed by Marsh 

10 

7 Not much of an impression about Marsh before starting to work there  4 

8 Our feelings, thoughts and concerns were not addressed 10 

9 Uncertainty is still there up to an extent 5 

10 When the systems and way of working is completely different there 

should be explanations and training 

9 

11 The work done is not recognized and it is underappreciated at Marsh 3 

12 HR should be more involved 8 

13 Benefits and salaries should be addressed in a. merger, it put people more 

at ease. 

8 

14 People care about HR stuff 7 

15 Communication should be more transparent 9 

16 Communication must be more clear 8 

17 Communicate who has been hired and who has been fired 3 

18 To the ones that are being fired, give them a package 2 

19 People leave for their own reasons, they get opportunities elsewhere 5 

20 What each person who is joining the acquiring company will do for a job 

should be addressed very clearly, in detail and very to the point 

7 

21 People must be informed at all times what is going on 6 

22 People in Marsh feel just like a number 5 

23 The person that wants to leave should be approached 5 

24 The management and the CEO of Marsh should be more involved 7 

25 Marsh was the competitor and the rival in my eyes 4 

26 Marsh was seen as big and arrogant 4 

27 Proving myself again is difficult 2 

28 My impression of Marsh changed to the positive side 4 
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29 No one takes the time to explain and train 9 

30 My potential to grow was higher 6 

31 The opportunities at Marsh were bigger 6 

32 Communicate in the majority’s language for more clarity 1 

33 People felt unhappy and they left  12 

34 Good people left. Marsh lost very good people 6 

35 Weekly communications processes are necessary  2 

36 New employees from the acquired company should feel part of Marsh 3 

37 Organization structure should be addressed and readdressed 4 

38 Oral communication is necessary and so is physical presence 5 

39 The physical presence of the integration team is necessary  2 

40 Concerns and feelings should be addressed 6 

41 We should do a Q&A session 4 

42 We need to find a way to communicate market trends and client 

prospects within specific teams separately  

1 

43 Marsh did not leave any place for discussion 2 

44 People sometimes just want to work for a smaller company. They did 

not sign up for an international and big company. It is not what they want 

and that is why they go. 

5 

45 Marsh is a bureaucratic company with a lot of processes and procedures. 

Some people find this frustrating. 

3 

46 People need to know more about themselves, their position in the 

company, where they stand. This is what matters to them. 

6 

47 Open communication is key. Tell people what you are doing right. Tell 

people what you are doing wrong. Tell people what to expect. 

6 

48 Events can work. The Meet and greet worked. They need to be more 

frequent 

6 

49 It is important to have a friendly approach and communicate in an 

amicable manner 

3 

50 It is important for people to understand why we do things we do 2 
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51 People should get information from the right sources  3 

52 There are other aspects than sales, which are important and should be 

taken into consideration by management. 

3 

53 Everybody should be humble enough to try to be in the mind of a 

colleague in the lowest level of the hierarchy 

1 

54 We found out about the merger by putting 2 and 2 together. We were 

used to putting puzzles together, after came the official communication 

from our then CEO 

4 

55 Negative first impression of Marsh 7 

56 The clients helped shape my negative impression of Marsh 4 

57 Bigger opportunities included: more place to grow and prosper, more 

international rather than just local, broader perspectives, stronger global 

network, more and bigger clients. 

6 

58 Do not let the hope you create in the beginning, die out. Nurture it! 5 

59 There was lack of involvement 5 

60 Promises were not kept.  5 

61 Communicate promises you can stick to 5 

62 People still have not received their Marsh contracts 4 

63 Address people’s work contracts, benefits, pensions, the car policy, the 

bonuses, the available packages, the working conditions, the holidays, 

the working hours  

9 

64 We felt isolated, alone, neglected and forgotten 6 

65 No one did anything to improve the so terrible survey score that Marsh 

received 

4 

66 When people want to leave the company, an alarm should go off. 

Something must be done This way people will feel like they matter, they 

will feel appreciated  

5 

67 We really thought management would get more involved 6 

68 Every time I would do a pros and cons list whether I should stay or go, I 

always realized that the pros exceeded the cons 

1 
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69 We were more proactive and client-centric before, now we do not have 

the time for that 

6 

70 We are very happy we have new colleagues from JLT Belgibo so we can 

share our workload, so the pressure is not so high 

6 

71 We are understaffed 11 

72 It looks like Marsh just wants to get rid of competition, so it acquires 

companies 

3 

73 The CEO should be more involved in the communication process 5 

74 Uncertainty whether I will get to keep my was high 4 

75 Marsh is too NOI oriented and margin driven and this can lead to fear, 

stress, anxiety, pressure and even burn out 

6 

76 People left because of the high work load, the pressure, and the stress 

they felt 

4 

77 When there is so many people leaving, you are really wondering and 

doubting yourself whether it is a good decision to stay 

4 

78 It takes time to get used to the change an integration brings 4 

79 We felt used by Marsh 3 

80 Some procedures are communicated and we do not understand how they 

apply to our practice. Things should be explained. 

3 

81 There was lack of consistency to what was being said and what was 

being done. 

4 

82 Put a website in place where you can address certain questions and 

concerns 

3 

83 The CEO, HR, and rest of management should show they care 4 

84 Marsh should not repeat past mistakes 3 

85 It is good to feel appreciated 4 

86 Incorporate everything in one structure  1 

87 Everyone wants a good leader, a protector 4 

88 Appreciation and recognition of employees should be shown 3 

89 A good leader changes things for the better 3 
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90 Communication is key 10 

91 Address the It issue 2 

92 Communicate the wins and the fails 3 

93 General feeling and opinion about Marsh is not to be trusted 3 

94 Integrations are never easy, communicate the hardships encountered 3 

95 Team-building should be organized 2 

96 Use the different online and offline channels you have today for better 

communication 

2 

97 People feel uncertain about duplication of roles 1 

98 From the wrong things heard a wrong perception is created 7 

99 Promoting good image is very important 3 

100 Some people do not want to change, they do not want to adapt, they do 

not want to evolve, these people need to go. 

3 

101 The job has become only about reporting. It is frustrating 2 

102 Take your time to explain things well 1 

103 I feel  a lot more has been done about JLT Belgibo this time around 3 

104 IT is important for business development 2 

105 Marsh left a bad first impression 6 

106 Marsh was seen as the anti-humane, commercial, only money-driven 

organization 

3 

107 Find common ground and matching points with the acquired 

organization  

2 

108 Do everything in full honesty 3 

109 Let’s learn from each other similarities and differences 1 

110 Right people should be given the right opportunity 2 

111 Meeting people is important, meeting the right people is crucial 2 

112 Cut the arrogance 2 

113 Decide where you can give autonomy, freedom and independence 1 

114 External communication is as important as internal communication 1 

115 Non-marine should be as structured as marine 1 
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Appendix 6 

 

Themes 

 

Mistakes in the past  

Impressions of Marsh  

Feeling about the integration  

Communication  

Tools in Communication  

Acknowledgement of Opportunities  

Recommendations  

Good People Leave  

HR Involvement  

Management Involvement  
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Appendix 7 

 

Emergence of Concepts  

 

 Concepts Total 

no. of 

codes 

Cc1: One of the reasons why previous integrations went wrong is because of 

the first impression. Very few had no impression of Marsh whatsoever, 

others thought of it as the big, arrogant, inhumane, money machine that 

saw employees and clients as numbers. The problem is first impressions 

stick. Marsh needs to accept it has some things that some people will 

never get used to, but overall it should act on the case now and try to 

change the negative impression by showing how well it is serving clients 

and how well it treats employees. There are things time will heal as well. 

68 

4 The merger was communicated through official communication 3 

5 The impression you have of a company is never made through that first 

official communication 

2 

7 Not much of an impression about before starting to work there 4 

25 Marsh was the competitor and the rival in my eyes 4 

26 Marsh was seen as big and arrogant 4 

28 My impression of Marsh changed to the positive side 4 

43 Marsh did not leave any place for discussion 2 

45 Marsh is a bureaucratic company with a lot of processes and procedures. 

Some people find this frustrating. 

3 

54 We found out about the merger by putting 2 and 2 together. We were used 

to putting puzzles together, after that came the official communication from 

our then CEO 

4 

56 The clients helped my negative impression of Marsh 4 

57 Negative first impression of Marsh 7 
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69 We were more proactive and client-centric before, now we do not have time 

for that. 

6 

72 It looks like Marsh just wants to get rid of competition, so it acquires 

companies  

3 

75 Marsh is too NOI oriented and margin driven that it can lead to fear, stress, 

anxiety and pressure 

6 

93 General feelings about Marsh is not to be trusted 3 

105 Marsh left a bad first impression 6 

106 Marsh was seen as anti-humane, commercial, only money-driven 

organization 

3 

 

 

Cc2: Marsh is understaffed in some departments, people feel a lot of pressure, 

stress as they need to handle a lot of work load. Many are happy that 

JLT Belgibo colleagues will be joining some of the teams and that they 

will help out with work, many are worried that Marsh will still be 

understaffed and will lead to major burnout of many employees. 

57 

1 Marsh throws challenges and responsibilities your way 8 

2 In Marsh there is a lot of work, a lot of pressure  8 

3 In Marsh we sometimes have to do the job of 2-3 people 8 

69 We were more proactive and client central before, now we do not have the 

time for that 

6 

70 We are happy we have new colleagues from JLT Beligbo, so we can share 

our workload, so the pressure is not so high 

6 

71 We are understaffed 11 

75 Marsh is too NOI oriented and margin driven and this can lead to fear, stress, 

anxiety, pressure and even burnout 

6 

76 People left because of the high work load, the pressure and the stress they 

felt 

4 
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Cc3: It is very important that HR is extremely involved. In a merger people 

think of themselves first. They want to hear everything about their 

position, their contract, their benefits, their bonuses, possible packages 

if they getting laid off, their salaries, their car policies, their pensions, 

their holidays, the working hours, etc.  

53 

12 HR should be more involved 8 

13 Benefits and salaries should be addressed in a merger, it puts people more at 

ease 

8 

14 People care about HR stuff 7 

15 To the ones that are being fired, give them a package 2 

20 What each person who is joining the acquiring company will do for a job 

should be addressed very clearly in detail and very to the point. 

7 

37 Organization structure should be addressed and readdressed 4 

62 People still have not received their Marsh contracts  4 

63 Address people’s work contracts, benefits, pensions, the car policy, the 

bonuses, the available packages, the working conditions, the holidays, the 

working hours 

9 

83 The CEO, the HR department and rest of management should show they care 4 

 

Cc4: Things went wrong in the previous mergers, those mistakes should not 

be repeated. Marsh should not allow a bad reputation and a bad image 

circulating around. Within integration, Marsh must care, explain, 

nurture and make sure to keep all promises made, but must not neglect, 

forget, and isolate.  

53 

29 No one takes the time to explain and train 9 

59 There was lack of involvement  5 

60 Promises were not kept  5 

62 People still have not received their Marsh contracts 4 

64 We felt isolated, alone, neglected, and forgotten 6 
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65 No one did anything to improve the so terrible survey score that Marsh 

received 

4 

67 We really thought management would get more involved 6 

81 There was lack of consistency to what was being said and what was being 

done 

4 

84 Marsh should not repeat past mistakes 3 

98 From the wrong things heard a wrong perception was created 7 

 

Cc4 If a person wants a career in an international company, there is plenty 

of opportunities and career growth chances at Marsh. Marsh is a big 

company with big opportunities, there is more place to grow and 

prosper, it is more international rather than local, it offers broader 

perspectives, a stronger global network, more and bigger clients. 

21 

30 My potential to grow was higher 6 

31 The opportunities at Marsh were bigger 6 

57 Bigger opportunities included: more place to grow, more international rather 

than local, broader perspectives, stronger global network, more and bigger 

clients. 

6 

68 Every time I would do a pros and cons list whether I should stay or go, I 

always realized that the pros exceeded the cons. 

1 

110 Right people should be given the right opportunity. 2 

 

Cc5: In order for acquired employees to feel appreciated it is very important 

that high management gets very involved. If management and especially 

the CEO of Marsh pays them extra attention, they will feel 

acknowledged. Regular visits, regular communication about what the 

integration team is doing, regular addressing of their concerns and 

questions is necessary for success. Finally some people will be a set back 

to the integration, those people need to go. 

41 

24 The management and the CEO of Marsh should be more involved 7 
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39 The physical presence of the integration team is necessary 2 

50 It is important for people to understand why we do the things we do 2 

52 There are other aspects than sales, which are important and should be taken 

into consideration by management 

3 

53 Everybody should be humble enough to try to be in the mind of a colleague 

in the lowest level of the hierarchy 

1 

67 We really thought management would get more involved 6 

73 The CEO should be more involved in the communication processes 5 

83 The CEO, HR, and the rest of management should show they care 4 

86 Incorporate everything in one structure 1 

87 Everyone wants a good leader, a protector 4 

88 Appreciation and recognition of employees should be shown 3 

89 A good leader changes things for the better 3 

 

Cc6: One of the crucial thing in a merger is keeping key talent, it is not ok to 

lose good people as Marsh has lost good people in the past. There will be 

always the ones that leave because Marsh is just not what they had 

signed up for, and those can be set free, but it is important to recognize 

key talent and if there is a threat that some may leave, alarms should go 

off, they must be approached and convinced to stay. 

49 

19 People leave for their own reasons, they get opportunities elsewhere 5 

23 The person that wants to leave should be approached  5 

33 People felt unhappy and they left 12 

34 Good people left. Marsh lost very good people 6 

44 People sometimes just want to work for a smaller company. They do not sign 

up for an international and big company. IT is not what they want and this 

why they go. 

5 

66 When people want to leave the company, an alarm should go off. Something 

must be done. This way people will feel like they matter, they will feel 

appreciated 

5 
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76 People left because of the high work load, the pressure and the stress they 

felt 

4 

77 When there is so many people leaving, you are really wondering and 

doubting yourself whether it is a good decision to stay 

4 

100 Some people do not want to change, they do not want to adapt, they do not 

want to evolve, these people need to go. 

3 

 

 

Cc7: Tools are necessary to implement strategy. People want more 

communication and they want further integration. They want to get to 

know each other, but also fully understand what will take place 

throughout this integration and how well they will adapt in Marsh and 

their new role. Many channels exist to communicate today: a platform 

should be developed for FAQ, training is necessary, events, team-

building and workshops can speed up the success of the integration.  

37 

10 When the systems and way of working is completely different there should 

be explanations and training 

9 

29 No one takes time to explain and train 9 

41 We should do a Q&A session  4 

48 Events can work. The meet and great worked. They need to be more frequent 6 

82 Put a website in place where you can address certain questions and concerns 3 

95 Team building should be organized 2 

96 Use the different online and offline channels you have today for better 

communication 

2 

104 IT is an important tool for business development 2 

 

Cc8: In order for two organizations to integrate, they need to understand 

each other, and the best way for two entities to understand each other is 

finding common ground, what are the similarities, what are the 

3 
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matching points, but also what are the differences that make these 

organization complement each other. 

107 Find common ground and matching points with the acquired organization  2 

109 Let’s learn from each other’s similarities and differences 1 

 

Cc9: Other recommendations include organizing meetings between the right 

people, cutting the arrogance, deciding where freedom and 

independence will be given and aligning strategies in all departments. 

6 

111 Meeting people is important, meeting the right people is crucial. 2 

112 Cut the arrogance 2 

113 Decide where you will give freedom and independence 1 

115 Non-marine should be as structured as marine  1 

 

Cc10: Mergers are difficult, they really leave employees with bad feelings, 

numerous unanswered questions and a lot of doubts and concerns. 

These feelings, opinions, thoughts, questions, doubts and concerns 

should be addressed. Hope and positivity should be restored and 

nurtured. 

103 

6 Confusion, uncertainty, fear, stress, anxiety are all feelings that come with a 

merger. Those are the feelings that need to be addressed by Marsh  

10 

8 Our feelings, thoughts, and concerns were not addressed 10 

9 Uncertainty is still there up to an extent 5 

11 The work done is not recognized and it is underappreciated at Marsh 3 

22 People in Marsh feel just like a number 5 

27 Proving myself again is difficult 2 

33 People felt unhappy and they left 12 

36 New employees from the acquired company should feel part of Marsh 3 

40 Concerns and feelings should be addressed 6 

45 Marsh is a bureaucratic company with a lot of processes and procedures. 

Some people find this frustrating. 

3 
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58 Do not let the hope you create in the beginning die out. Nurture it! 5 

64 We felt isolated, alone, neglected and forgotten 6 

74 Uncertainty whether I will get to keep my job was high 4 

75 Marsh is too NOI oriented and margin driven and this can lead to fear, stress 

anxiety, pressure and even burnout  

6 

78 It takes to get used to the change an integration brings 4 

79 We felt used by Marsh 3 

85 It is good to feel appreciated  4 

88 Appreciation and recognition of employees should be shown 3 

93 General feeling and opinion about Marsh is not to be trusted  3 

97 People feel uncertain about duplication of roles 1 

101 The job has become only about reporting, it is frustrating 2 

103 I feel a lot more has been done about JLT Belgibo this time around 3 

 

Cc11: Communication plays a key role in an integration. Communication 

should be more transparent, open, frequent, and honest. 

Communication within integration should involve face-to-face 

integration to create more trust and respect between parties. As a 

crucial aspect of an integration, certain issues, feelings, opinions,  and 

concerns, as well as practicalities about roles should be addressed 

through communication, this communication can both bear good and 

bad news. 

98 

15 Communication must be transparent 9 

16 Communication must be clear  8 

17 Communicate who has been hired and who has been fired  3 

20 What each person who is joining the acquiring company will do for a job 

should be addressed very clearly in detail and very to the point 

7 

21 People must be informed at all times what is going on 6 

32 Communicate in the majority’s language for clarity 1 

35 Weekly or bi-weekly communication processes are necessary 2 
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37 Organization structure should be addressed and readdressed 4 

38 Oral communication is necessary and so is physical presence 5 

42 We need to find a way to communicate market trends and client prospects 

within specific teams separately 

1 

46 People need to know more about themselves, their position in the company, 

where they stand. This is what matters to them 

6 

47 Open communication is key. Tell people what is done right and what is 

done wrong. Tell people what to expect 

6 

49 It is important to have a friendly approach and to communicate in an 

amicable manner 

3 

51 People should get information from the right sources 3 

61 Communicate promises you can stick to 5 

80 Some procedures are communicated and we do not understand how they 

apply to our practice. Things should be explained. 

3  

90 Communication is key 10 

91 Address the IT issue 2 

92 Communicate the wins and the fails  3 

94 Integrations are never easy communicate the hardships encountered 3 

99 Promoting a good image is very important 3 

102 Take your time to explain things well  1 

108 Do everything in full honesty 3 

114 External communication is as important as internal communication 1 

 

 

Appendix 8 

 

Survey Open-Ended Questions – Themes 

 

Below are the themes that derived from all of the 5 open-ended questions that were asked in the 

survey 

(50 respondents) 

 

How can Marsh communicate better?  
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• Organize team meetings tackling more specific topics/ personal meetings in order to 

discuss how JLT Belgibo colleagues can integrate in the Marsh teams outlining the 

different tasks 

• Team leaders and managers speak to employees 

• Team leaders should be physically present 

• Communicate everything that is ongoing in the integration – the good, the bad, and the 

ugly! 

• Explain JLT Belgibo colleagues how they can prepare before summer holidays in case they 

are late for the physical move. 

• Explain JLT Belgibo colleagues what is going on with the IT transfer. 

• Explain JLT Belgibo colleagues what will happen with paper filing, laptops, phones at JLT 

Belgibo. 

• Communicate the synergies, strategies, goals of the integration. 

• Organize a Q&A session. 

• There should be more open and transparent communication. 

• It is better to have bad news than no news at all in certain circumstances. 

• Explain how to promote the integration to clients. 

• Clear and current integration should be provided. 

• There should be a newsletter and official update every 2 weeks. More newsletters! 

• Organize workshops. 

• Hold more presentations. 

• Address their opinions and concerns prior taking a decision. 

• Under promise and overdeliver. That is how you win minds and hearts. 

• Organize more events. 

• Organize short meetings to share information. 

• Speak directly to the right person. 

• Inform regular employees and not just management. 

• Tackle Marsh Belgibo’s concerns 

• Weekly updates (e-mail_ 
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• Pragmatic communication 

• Avoid the bla bla… 

 

What in your opinion is the biggest challenge we are tackling with this integration? 

 

• IT migration 

• Identity preservation 

• Keeping clients and employees satisfied  

• Integration of two different cultures 

• Finding a joint strategy 

• Clear sense of strategy and common ground 

• Parking places in Antwerp 

• Creating a positive team spirit 

• Keeping people within the organization 

• Motivating people 

• Keeping clients 

• Maintaining transparency in all approaches 

• Physical move 

• Willingness from both parties to learn from each other and to embrace change. 

• Evolve into one commonly agreed approach, both internal and external 

• Maintaining and cultivating the family spirit in the bigger company environment 

• Client’s approach 

 

What do you like most about the new company culture and what do you think should change? 

 

Pros (Stay) Cons  (Change) 

• Structure 

• Bigger teams 

• Further development 

• Professional image 

• No freedom 

• Not a great sense of team 

• Spirit/ cooperation  
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• Client-driven employees 

• Working from home 

• Companies are complementary 

business-wise 

• Rich possibilities 

• Preparedness to work together 

• Flexible hours 

• Nice offices 

• Meeting new people and learning 

from each other  

• Work-life balance 

• Focused on getting new business 

• Strive for efficiency and excellence 

• The international character 

• Strong capabilities 

• Further development beyond 

specialty 

 

• Too much work and not too many 

people  

• Not much entrepreneurship  

• Not many critical minds  

• Lack of opinion  

• Marsh management is not too open  

• Lack of recognition of JLT 

employees 

• Short-term reporting 

• Bad impressions about the company 

• Individualistic approach regarding 

the files 

• Too driven by short-term financial 

gains 

• Limited creativity, innovation and 

mobility 

• Lack of technology and IT 

• Understaffed 

• Takeover mindset, rather than 

integration 

• The Marsh approach is the only 

approach 

• Hierarchy/ Silos structure 

• Lack of entrepreneurial spirit 

• Not taking decisions down the ladder 

• Slow decision making process 

 

 

What do you think this integration can bring to you personally? 
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• Professional growth 

• I can focus on what I am good at 

• Increased knowledge 

• New visions  

• New challenges 

• Meeting new people 

• More diverse and more challenging portfolios 

• Career opportunities 

• Professional satisfaction 

• New contacts and new clients 

• Working from home, flexible hours and work-life balance. 

 

Further suggestions in respect of the current integration and communication process 

 

• Communicate actions 

• Slightly more practical information would be welcome 

• Communicate with new managers 

• Communicate what is going on 

• Involvement of Belgibo’s management  

• Receive a request from new Marsh Belgibo Team manager to interact, have a meeting and 

understand what is expected 

• Session about the future between JLT-Marsh, integration: what is the goal?; what is the 

visions?; what is the mission?; what change is JLT bringing to the company?; where is JLT 

making the difference? 

• Give more recognition, make them feel important through actions rather than words 

• Clear integration plan with timeline  

• Keep promises: Follow up words with actions 

• Bring people together, create mixed company culture groups 

• Show Marsh IT programs 

• Find the best of two worlds 
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Findings from Open-Ended Questions in Survey 

 

The Open-ended questions: 

 

1. How can Marsh communicate better?  

2. What in your opinion is the biggest challenge we are tackling with this integration? 

3. What do you like most about the new company culture and what do you think should 

change? 

4. What do you think this integration can bring to you personally? 

5. Further suggestions in respect of the current integration and communication process 
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Appendix 9 

 

Summary of Communications Pre-Merger (April 1st, 2019) 

 

An “agreement to acquire” email sent on 18 September from Dan Glaser, President and CEO 

Marsh & McLennan companies entitled “Bold moves for dynamic times”. 

 

An email discussing the appointment of Keith Walsh to lead the Marsh JLT Integration email sent 

on 1 October by Dan Glaser and entitled “Working side by side on the JLT acquisition”.  

  

An announcement that the approval process was almost complete sent on 7 November and entitled 

“JLT shareholder vote wins approval”.  

  

An announcement of the various different senior level appointments in the new entity, which 

importantly included some JLT executives sent on 18 December by John Doyle, President and 

CEO of Marsh entitled “Our Future Regional, Specialty and Placement Leadership”. 

 

 An “Integration Planning” update from John Doyle on 5 February, with a link to the JLT 

integration page and FAQs list, which was unfortunately no longer working at the time of our 

arrival in May. 

 

An email from Siegmund Fahrig, CEO of Continental Europe, sent on 6 February which discussed 

the quarterly results and also mentions the JLT integration entitled “Discipline and Execution as 

we Drive for 5”.  

 

Another “Integration Update” sent from John Doyle on 4 March which mentions the decision to 

divest the Aereospace practice due to European Commission requirements. 

 

Had we had more time, but our perception is that there could be a bottleneck so good idea to 

review the whole communications layout and who is receiving what communications. 
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