
At the center of any serious change management initiative are the people.  
Thus, the key to a successful merger and transformation is to recognize the 
“people” element and implement strategies to help individuals maximize 
their full potential in the new organization, while simultaneously managing 
the risk of reduced productivity and effectiveness that often occurs as a 
result of the changes.  Building on the lessons learned from the experiences 
of large private and public sector organizations, these key practices and 
implementation steps can help agencies transform their cultures so that they 
can be more results oriented, customer focused, and collaborative in nature. 
 
Key Practices and Implementation Steps for Mergers and Organizational Transformations 

Practice Implementation Step 
Ensure top leadership drives the 
transformation. 

• Define and articulate a succinct and compelling 
reason for change. 

• Balance continued delivery of services with 
merger and transformation activities. 

Establish a coherent mission and 
integrated strategic goals to guide the 
transformation. 

• Adopt leading practices for results-oriented 
strategic planning and reporting. 

Focus on a key set of principles and 
priorities at the outset of the 
transformation. 

• Embed core values in every aspect of the 
organization to reinforce the new culture. 

Set implementation goals and a timeline to 
build momentum and show progress from 
day one.  

• Make public implementation goals and timeline. 
• Seek and monitor employee attitudes and take 

appropriate follow-up actions. 
• Identify cultural features of merging 

organizations to increase understanding of 
former work environments. 

• Attract and retain key talent. 
• Establish an organizationwide knowledge and 

skills inventory to exchange knowledge among 
merging organizations. 

Dedicate an implementation team to 
manage the transformation process. 

• Establish networks to support implementation 
team. 

• Select high-performing team members. 
Use the performance management system 
to define responsibility and assure 
accountability for change. 

• Adopt leading practices to implement effective 
performance management systems with 
adequate safeguards. 

Establish a communication strategy to 
create shared expectations and report 
related progress. 

• Communicate early and often to build trust. 
• Ensure consistency of message. 
• Encourage two-way communication. 
• Provide information to meet specific needs of 

employees. 
Involve employees to obtain their ideas and 
gain their ownership for the 
transformation. 

• Use employee teams. 
• Involve employees in planning and sharing 

performance information. 
• Incorporate employee feedback into new 

policies and procedures. 
• Delegate authority to appropriate organizational 

levels. 
Build a world-class organization.  • Adopt leading practices to build a world-class 

organization. 

Source:  GAO 

The Comptroller General convened 
a forum in September 2002 to 
identify useful practices and 
lessons learned from major private 
and public sector mergers, 
acquisitions, and organizational 
transformations.  This was done to 
help federal agencies implement 
successful transformations of their 
cultures, as well as the new 
Department of Homeland Security 
merge its various originating 
components into a unified 
department.  There was general 
agreement on a number of key 
practices found at the center of 
successful mergers, acquisitions, 
and transformations.  In this report, 
we identify the specific 
implementation steps for the key 
practices raised at the forum with 
illustrative private and public 
sector examples. 
 
To identify these implementation 
steps and examples, we relied 
primarily on interviews with 
selected forum participants and 
other experts about their 
experiences implementing mergers, 
acquisitions, and transformations 
and also conducted a literature 
review. 
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