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                    How messages are received and perceived can be 
 cru-cial for organizational survival (Clutterbuck 2001), and 
 in cross-national acquisitions the urgency of 
 com-munication increases. Discourses are shaped through 
 written and spoken language (Fairclough 1992,  2001, 
 1995), and the meaning of the business model through 
 discourses becomes vital. For example, Apple has 
 proven to be a dominant international success story in 
 creating the true narrative, which has enabled 
 sustain-ing power and thus financial success 
 (Bergvall-Kåre-born and Howcroft 2013;  Montgomerie and Roscoe 
 2013). Thus, legitimacy is a crucial part of 
 communica-tion, both through narratives and financial statements 
 (Durocher 2010;  Brown and Forster 2013;  Holm and 
 Zaman 2012), and the company’s business model is a 
 major part of legitimizing the internationalization 
 pro-cess (Johansson and Abrahamsson 2014). The 
 organi-zation’s emphasis on communicating its international 
 actions, such as an acquisition is crucial. It is 
 challeng-ing to assess the degree of legitimacy, as well as the 
 presentation of the business model, through 
 news-letters, fiscal reporting, and webpages. Nevertheless, 
 there are some pointers to what constitutes a well 
 communicated message (Fairclough 2001;  Ferguson 
 2000) as well as what characterizes a good usiness 
 model (Osterwalder and Pigneur 2005;  Osterwalder 


2004). Despite an increased focus on communication, 
 few studies have shown interest in this area 
 (Clutter-buck 2001). Segars and Kohut (2001) investigate the 
 communication on financial performance to the 
 share-holders through newsletters and CEO letters. Their 
 study examines the content of the CEO letters, 
 search-ing for themes, and correlatsearch-ing the themes with the 
 financial performance of the company. Their findings 
 suggest a classification of low and high performance 
 organizations and their themes. This proposes a link 
 between external communication of the 
 organiza-tion and their accounting data exposed through their 
 financial performance. Adding the M&A dimension, a 
 supplementary focus is on the post-merger 
 integra-tion phase where the CEO and the managers have 
 often been identified as poor communicators at the 
 time of the acquisition (Clemente 2001). 


The central part of our study is the particular 
situa-tion of acquiring a cross-nasitua-tional company. Several 
elements are crucial in this setting. The processes of 
an organizational change are often challenging in 
vari-ous ways. It is of particular importance that emphasis 
is put on the legal announcement of the acquisition 
(Cartwright and Cooper 1996). This review will focus on 
the two angles of the study; the communication 
(nar-rative) part, and the financial performance identified 
through financial statement data, both of which  are 
important elements of a business model and according 
to Magretta (2002), they are two tests which should 
add up for a successful business model. Additionally, 
we relate the narrative and the financial data with the 
business model change. Many sources propose that 
the term business model change can be used 
inter-changeably or as a supra/sub-concept (Ahlgren Ode 
and Lagerstedt Wadin 2019). We specifically use the 
term business model change in line with Malmmose et 
al. (2014). They approach the business model change 
concept from a performance management perspective 
that assesses different states of business models. This 
perspective belongs to the general field in business 
models that emphasizes value creation, value capture, 
and a clear link to strategy (Zott et al. 2011). This 
dis-tinguishes us from other perspectives that focus on 
the processes instead of the outcomes of the business 
model change (Kringelum and Gjerding 2018; Wirtz and 
Daiser 2018, 2017). 


Stakeholder theory and the story to be told
 According to Magretta (2002), it is important to tell a 
 good story when approaching the customer and 
 wish-ing to add customer value. The idea is to emphasize the 
 elementary importance of the organization’s existence. 


Nielsen and Roslender (2015) highlight that the 
 busi-ness model adds to the understanding of how in 
 par-ticular relationships with customers are prerequisites 
 for shareholder value. This has also appeared to be the 
 driving force of Apple which, on the contrary, has put 
 little emphasis on a sustaining and balanced supplier 
 relation (Bergvall-Kåreborn and Howcroft 2013). 
 How-ever, according to a more traditional understanding of 
 stakeholder theory, stakeholders are equally significant 
 in a continuous legitimization of the organization’s 
 existence. Freeman and Reed (1983) identified three 
 groups of stakeholders; formal or voting, economic, 
 and political. The formal group is the stockholders, the 
 directors, and the minority interests. The economic 
 group is the suppliers, the debt holders, the 
 custom-ers and the unions, and the political group is the 
 gov-ernment, the consumer groups, and others. Magretta 
 (2002) states that ‘a successful business model 
 rep-resents a better way than the existing alternatives’ (p. 


88). Thus, it becomes relevant to capture investors, 
 employees, and other vital stakeholder groups in the 
 narrative story of an acquisition situation. Therefore, 
 we document the inclusion of stakeholder groups in 
 the legal announcement.


Another important stakeholder group is the 
 competi-tors. The organization might want to withhold some 
 information from the public and the external interest 
 groups because it does not want the competitors to 
 have access to internal strategic knowledge (Li and 
 Sun 2012). The acquisition is often a competitive move, 
 and therefore prior announcements are not made. 


Legitimacy becomes even more vital in this discussion. 


Accounting as well as business model research often 
 integrate the role of legitimacy through the financial 
 statements (Durocher 2010;  Holm and Zaman 2012; 


Jan et al. 2017). The increased power and knowledge 
 that the ordinary customer gains through the easy 
 information access such as the internet has resulted 
 in changes in the organizational strategies (Ströh and 
 Jaatinen 2001;  Terreberry 1968;  Nichols 1998). This 
 is also due to a widespread application of business 


models during a period where the personal computer 
 and the internet emerged (Magretta 2002). It is 
 there-fore significant for organizations to incorporate 
 exter-nal legitimated structures, because the organization 
 is built on a relationship with the external 
 environ-ment (Morgan 1997; Meyer and Rowan 1977; Nørreklit 
 and Wit 2001; Svendsen and Laberge 2005; Magretta 
 2002). Meyer and Rowan (1977, p.346) comment that 


“Organizations are structured by phenomena in their 
 environments and tend to become isomorphic with 
 them”. Nørreklit and Kølsen de Wit (2001) speak of how 


“The firm itself does not act: its employees do”, “the 
 company is not identical with the top management’s 
 intentions and actions but is created through the 
 syn-thesis of the actions performed by the individuals in 
 the company”. In other words, several stakeholder 
 groups, and in particular the employees, play an active 
 role in the organizational identity. This highlights the 
 need to extend the Magretta (2002) framework by 
 acknowledging other stakeholder groups in the 
 busi-ness model change.


Legitimacy with the external environment has 
addi-tionally led to programs such as the Corporate Social 
Responsibility (CSR). Companies use such programs to 
gain good reputation and thereby competitive 
advan-tage (McWilliams and Siegel 2000; Brown and Forster 
2013). A further attempt to measure the different 
stakeholders’ values has been made through 
organi-zational data mining. It is a tool to help managers spot 
patterns and trends that may help improve an 
organi-zation’s strategic plan and corporate sustainability 
(Ajami et al. 2003). Similar performance measurement 
systems such as total quality management, balanced 
scorecard, quality circles, and various types of 
perfor-mance measurement packages (Jakobsen et al. 2011b) 
have developed in order to handle the organization’s 
intangible assets. Likewise, other studies have shown 
reported stakeholder management to be positively 
related to organizational financial performance 
(Son-par et al. 2008; Choi and Wang 2009; Tse 2011). 
There-fore, incorporating how the companies tell the stories 
of their business model is important (Fielt 2013). The 
legal announcement of the acquisitions should reflect 
this; both in order to legitimize the organization but 
also in order to sustain value for stakeholders in the 
future.


Shareholder theory and the numbers  
 to be counted


Another aspect of the Magretta (2002) business model 
 definition is the numbers. Magretta (2002) focuses on 
 tying the narrative to the numbers and thereby stating 
 that there should be a balanced connection between the 
 story of the organization and its financial performance. 


Magretta (2002) further states that spreadsheets have 
 made it possible to model businesses before they are 
 launched, and they are therefore essential in establishing 
 a positive return possibility. Yet, financial performance 
 found in accounting data is often seen as a sole measure 
 for performance where value maximization is the goal. 


According to Jensen (2002), the stakeholder theory makes 
 managers unaccountable for their actions and makes the 
 managers lose focus because they are so busy fulfilling 
 different stakeholders’ interests. He believes in 
 enlight-ened value maximization with stakeholders’ tradeoffs 
 in mind. As several other authors state (Nørreklit et al. 


2008;  Tse 2011;  Sundaram and Inkpen 2004), multiple 
 performance measures limit the focus on the true value 
 of the company. Jensen (2002) argues that multiple 
 objec-tives limits the core focus. A similar view is mentioned 
 by Friedman (1970) who argues that the organization’s 
 social responsibility is to make a profit. Friedman (1962) 
 contends that the primary responsibility of a company is 
 to maximize the wealth of its shareholders. By doing this, 
 the company contributes to society’s social welfare by 
 selling products thus creating employment and thereby 
 growth in the economy. This is the classic view of value 
 maximization and agent theory where the ultimate goal 
 and belief is an ideal world (Covaleski et al. 2003). The 
 two methods of pursuing this goal is to generate future 
 cash flows and to control costs (Tse 2011).


There is criticism that shareholder theory does not 
 sufficiently incorporate or consider behavioral aspects 
 of managers who are often not rational (Tse 2011; De 
 Bondt et al. 2008). Managers are risk takers focusing 
 on maximizing their own gains and not that of the 
 shareholders, especially when their performance is 
 linked to an incentive scheme (Low 2009). 
 Addition-ally, studies show that managers are overly confident, 
 often overestimating their own abilities (Shefrin 2007), 
 and they have a so-called ‘better than average effect’ 


(Russo and Schoemaker 1992). This overconfidence 
 and the link of performance to incentive schemes have 
 been blamed for the recent financial crisis (Tse 2011).


Though the financial numbers are important in a 
 busi-ness model context, the critics of the shareholder 
 the-ory – in the light of the financial crisis – support the 
 argument that focus should be on other stakeholders 
 as well, when pursuing the creation of organizational 
 value. Studies on linking shareholder value 
 maximi-zation to corporate social responsibility (Martin et al. 


2009) illustrate the possibility of connecting the 
 share-holder perspective to business model numbers and its 
 narrative. With the business model, we seek to capture 
 the value drivers of the company in order to understand 
 how to perform financially. Both the stakeholder and 
 the shareholder theories have the objective of 
 creat-ing a financially sustainable company. The approaches 
 are different, but in a business model context, we can 
 draw benefits from both views and thus enlighten and 
 understand our aim of the business model creation.


Mergers and Acquisitions


The concern for stakeholders becomes increasingly 
 complex in the situation of an M&A with two different 
 corporate cultures, often with different nationalities, 
 which makes a stakeholder perspective further relevant 
 in order to legitimize the actual business acquisition. 


Unfortunately, a high rate of M&As is unsuccessful. 


A study by Sinetar (1981) shows that between 50 and 
 80% of all M&As are financially unsuccessful. This has 
 recently been confirmed by an article by Forbes 
 claim-ing that approximately 50% of all mergers do not 
 suc-ceed (Sher 2012). These unsuccessful M&As are often 
 due to the neglect of post-closing integration of the 
 different corporate cultures (Lynch and Lind 2002). 


Tying this to a business model perspective, an M&A 
 failure illustrates a failed business model. 
 Accord-ing to Magretta (2002, p. 90) ‘When Business models 
 don’t work, it’s because they fail either the narrative 
 test (the story doesn’t make sense) or the numbers 
 test (the P&L doesn’t add up). Most M&As are seen as 
 having financial or value-maximizing motives mainly 
 to maximize shareholders’ wealth (Cartwright et al. 


1995), which then would fail in the narrative test. The 
managers’ overconfidence has also been suggested 
to exist during M&As where managers feel that they 
have grander skills than others in extracting values 
from acquisitions leading to over-estimated synergies 
in acquisitions (Doukas and Petmezas 2007). 
Achiev-ing synergies may be even more challengAchiev-ing in 
inter-national M&As. In addition to the different corporate 


cultures, international M&As also deal with two sets of 
 national belief systems. In particular, subjective logic 
 and social logic are challenging in larger international 
 organizations. A model presented by Nørreklit (2000) 
 illustrates how only a small area of different 
 subsidiar-ies in multinational organizations is based on common 
 logic and assumptions. Social logic arises from common 
 ideas, interpretations, and patterns of thought used by 
 a group, but only a fraction of this social logic is shared 
 in cross-border operations (Nørreklit 2000). Therefore, 
 planning and cross-cultural awareness are crucial when 
 acquiring a foreign company. Global organizations have 
 to work especially hard to develop a strategy that will 
 deliver the right message and thereby create 
 circu-lating stories that are consistent with the corporate 
 culture and vision (Solomon 1999). Harrington (1996) 
 states that an ethical balance across stakeholders is 
 ideal. Thus to succeed financially in an M&A situation, 
 it becomes even more urgent what the story is, who 
 the story includes, and to whom the story is addressed.


Despite the challenges and complexities of M&As, 
 international M&A activity is continuously increasing. 


In 1999, the year of this study’s acquisitions, 
 cross-border M&A activity grew by more than one third, to a 
 total value of $720 billion (Child et al. 2000). There are 
 also other advantages than merely shareholder 
 maxi-mization. An additional advantage of a foreign 
 acquisi-tion is a rapid entry into another market with access 
 to distribution channels, existing management 
 experi-ence, established brand names, and reputation 
 (Doug-las et al. 2001). This reputation is particularly important 
 when establishing the business models of the foreign 
 acquisitions. There is little extant literature, however, 
 that specifically deals with foreign M&As and business 
 model changes. In general, Aversa et al. (Aversa et al. 


2017) suggest M&As as a legitimate mean to add to a 
 company’s business model portfolio. Yet, the authors 
 believe that companies have not made use of M&As to 
 the optimal extent. In their conceptual paper, Sohl and 
 Vroom {, 2017 #6549} specifically conjecture how a high 
 degree of relatedness of the acquired business model 
 might positively affect the acquirer’s performance. This 
 conjecture is not fully shared by the conceptual work 
 of Christensen et al. (Christensen et al. 2016), there 
 are thus no signals of consent in this scarce stream 
 of literature. The authors argue that M&As with 
 unre-lated business models support companies in profitably 


disrupting the market, and that alignment of  existing 
 and acquired business models counteracts this end. 



Methods and Data


Various approaches exist to research the narrative 
 pres-entation of the acquisition. This study seeks to analyze 
 newsletters released at the legal announcement of the 
 acquisition along with a longitudinal view of the 
 exter-nal communication through webpages and an 
 account-ing focus through financial statements (Abrahamsson 
 et al. 2019). Fairclough’s (1992) critical discourse 
 analy-sis is applied and combined with a content analytical 
 approach (Phillips 2002). Critical discourse analysis is a 
 social semiotic tool that focuses on the social 
 dimen-sions of the linguistic meaning in any media of 
 com-munication and the production, the interpretation, and 
 the implications in social processes as cause and effect 
 of the ideology. Fairclough (1995,  p.65) says that “The 
 representation of discourse in news media can be seen as 
 an ideological process of considerable social importance 
 […] and that the finer detail of discourse representation, 
 which on the face of it is merely a matter of technical 
 properties of the grammar and semantics of texts, may 
 be tuned to social determinants and social effects”. Thus 
 the small technical linguistic details have a social effect 
 and moreover reflect the larger social determinants, 
 and therefore newspaper articles are highly suitable for 
 analyzing business model themes and changes in the 
 external communication. It is a flexible tool that allows 
 the user to identify issues on different levels.


Furthermore, a discourse analysis focuses on the 
con-tent of the text, and what the sender decides to 
com-municate to external stakeholders. This type of content 
analysis is useful in examining trends and patterns in 
what corporations hold and value and it enables 
stake-holders to receive information on strategic preferences 
(Ajami et al. 2003). The analysis addresses three 
differ-ent categories of information; (1) the information itself, 
the kind of information and the amount of information 
that the acquirer provides, (2) the language used, as 
in what types of words, grammar constellations, and 
the linguistic approach, based on Fairclough’s critical 
linguistic discourse level of text analysis (Fairclough 
1992); and (3) the discursive practice which illustrates 
the first hand impression of the communicated text, 
such as the number of newsletters released, the 


availability, the length of information, the longitudinal 
 persistence in information giving, and the inclusion of 
 stakeholders.


We compare the results from the discourse analysis to 
 accounting data. The accounting data consist of stock 
 prices before and after acquisition of the parent 
 com-pany, the revenues, the EBIT, the assets, the number 
 of employees, and the number of nations in which the 
 parent company is represented.


Data


We selected ten Danish companies from a list of legal 
 mergers and acquisitions (M&As) in Denmark in 
 1998-1999, listed by the Danish Competition Authority. The 
 acquisitions happened in the same period. A single 
 nation sample eliminates any confounding external 
 factors in our analyses. We have gathered all publicly 
 available written communication from the ten 
 com-panies (electronically or on paper, according to 
 avail-ability) (Abrahamsson et al. 2019). The time span 
 stretched from the announcement of the M&A up to 
 15 years after the M&A. The written communication 
 includes M&A-related news releases; publicly 
 avail-able company newsletters; company webpages; and 
 the companies’ annual reports. We drafted a scorecard 
 that maps the content and form of the news releases. 


It conveys how the speech genre unfolds, which 
 stake-holders it includes, as well as whether or not the text 
 is structured and informative. In addition, we collected 
 financial information from the acquired company as 


well as the parent company both before and after the 
 acquisition, along with a longitudinal examination 
 of the development of these accounting data 
 (Abra-hamsson et al. 2019). We accumulated the scores from 
 the discourse analysis in order to compare them to the 
 accounting data. 


The narrative scorecard


We developed a scorecard in order to make the news 
releases comparable. This scorecard comprises 
Fair-clough’s three main analytical areas: information, 
lan-guage, and general impression. Due to the general 
information availability, it is crucial that the organization 
is direct, accurate, and inclusive in its information giving 
(Nye 1999; Cartwright and Cooper 2000). The indicators 
are chosen according to Fairclough’s (1992), Cartwright 
and Cooper’s (2000), and Dwyer’s (1999) 
recommenda-tions while integrating business model reflecrecommenda-tions on 
the elements chosen. The scorecard encompasses and 
analyses information such as the exact time of 
acquisi-tion, the price of the acquisiacquisi-tion, the information on the 
acquired firm, the plans, the corporate and national 
cul-tural challenges, the continuous information during the 
acquisition (information level and frequency), the 
moti-vation, as well as the possibility for asking questions 
and giving feedback. While these elements mainly 
fea-ture factual circumstances, the motivation relates to the 
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