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Cross-border PMI –
"On-boarding" phase

Sample project
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RB was assigned to advise a major EU energy company in the 
integration of a newly acquired utility

Build on team 

experience

Clear guidance & 

organization

Active risk 

management

Coordinated 

communication approach 

Holistic integration 

concept

Several 

companies…

• Not one but two parts of the acquired 
company had to be integrated – different 
stakeholders, processes, management 
teams

…several 

cultures

• Cross cultural dimension

– Distinct European cultures

– Distinct corporate cultures

uncertainties and 

need for business 

optimization…

• Lack of due diligence and urgent 
performance issues

– Limited access to the acquired 

company

– Some businesses destroying value

– Significant new build program

… without an 

existing receiving 

structure…

• No existing platform in the new country –
heavy integration workload due to open 
issues

– No specific corporate support

– Technical competences needed

Initial situation – project challenges Project approach – success factors

1

Key success 
factors

2

3

4

5

PROJECT CHALLENGES & APPROACH
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A risk analysis helped to tackle the hottest issues during the 
first weeks after the acquisition

HighLow

L
o

w
H

ig
h • Immediate loss of control of new-built projects

• Loopholes in acquiree's IT network
• No crisis communication process exists
• Acquirer's existing market permissions may be 

endangered through the deal

• Buyer may not be informed about most critical 
generation topics

• Several unforeseen legal issues might pop up 
during the transition period

• There may be no gas and coal supply contracted
• After take over, signature rights might not be 

compliant with buyer's rules

• Seller still has access to acquiree's information 
after closing

• Communication activities, e.g. closing 
communication, other external and internal 
communication, may not be transferred correctly 
or misaligned – messages to the wrong target 
groups

Middle

M
id

d
le

• Lack of resources to carry out key new built 
activities

• Several contracts may be canceled due to Change 
of Control clauses

• Sourcing  for sales not secured
• Important customers may leave during change of 

control
• Lack of resources to carry out sales process

• Buyer may not be informed about most relevant 
credit and commodity risks

• Risk Governance and control may not be sufficient
• Key resources not transferring
• Fluctuation of  acuqiree's resources due to change 

of shareholder

High / medium / low priority risks

C
o

n
se
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ce

Likelihood

/ /

PROJECT TOOLS
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• Continued stability 
through buy-in of existing 
leaders

• Concise approach of 
implementation of board 
members in buyer's 
context 

• Close interactions 
between acquirer's team 
and management of new 
market unit in the 
acquisition country

• Dedicated meetings  of all 
task force "on-boarding" 
teams focusing on risk 
issues

• Identified risks prioritized 
and solutions in progress

• Due Diligences – in 
scope and process

• Secured fuel supply for all 
power plants, some 
conditions to be improved

• Continued operation of 
power plants and energy 
management without 
major problems – all other 
issues resolved

• Full continuity of business 
has been achieved in 
administration

• Warm welcome to all new 
employees with email and 
teaser on the intranet

• Dedicated visits and 
walkabouts of acquirer's 
Board members on the 
acquired company's 
premises

• Successful rebranding 
started at the acquired 
company's headquarters

Risk 
Mitigation

Business 
Continuity

Change 
Management

Get Control1 2 3 4

Activities of Task Force Onboarding

PROJECT RESULTS

At the end of the on-boarding phase, major achievements had 
been made
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We deliver results


