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Post M&A ill-health
Main, moderating and mediating effects
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Filotheos Ntalianis
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Abstract
Purpose – The current financial crisis in Greece has redefined the way organizations operate resulting
in a dramatic increase in mergers and acquisitions (M&As). The purpose of this paper is twofold: first
to explore, within the M&A context, the main effects of job-related stressors and perceived
organizational support (POS) on merger survivors’ ill-health and second to examine the indirect links
between these and commitment.
Design/methodology/approach – Data were obtained from 140 employees of two merged financial
institutions in Greece post-combination.
Findings – The results indicated significant direct relationships between work-related stressors and
POS and ill-health. As regards the indirect relationships, only the mediation link between
organizational support, ill-health and commitment was supported.
Practical implications – Implications, limitations and further research issues are discussed in light
of the M&A context.
Originality/value – The intention is to extend current stress and M&A literature findings (e.g.
Cartwright and Cooper, 1993; Cartwright et al., 2007), and further investigate the relationship between
stressors and ill-health within a turbulent context, since little is known about the behavioral reactions
arising as an outcome of M&As in a Greek setting. Thus, the unique contribution of this study is to
examine this relationship in a double crisis context: the organizational crisis following the M&A and
the financial crisis currently facing Greece, since the area of M&As in Greece has so far received little
scholarly attention (Bellou, 2007, 2008).
Keywords Employee attitudes, Organizational change
Paper type Research paper

Introduction
Mergers and acquisitions (M&As) are corporate change-related events that continue to
be a common phenomenon, despite the numerous negative repercussions reported in
literature, manifested as underperformance or poor employee integration (Amiot et al.,
2007; Marmenout, 2010). One of these negative consequences is employee stress, which
is a critical and unavoidable part of the so-called “merger syndrome” (Marks, 1997;
Marks and Mirvis, 1985); it is evident in most post-merger combinations and tends
to intensify over time (e.g. Schweiger and Denisi, 1991). The reason for this is that
M&As are usually not very successful, with failure rates of approximately 70 percent
(Lodorfos and Boateng, 2006), and take time (typically five to seven years) to realize
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(Covin et al., 1997). This leaves the remaining employees (“survivors”) struggling with
unfamiliar corporate operations and management procedures, technological and
cultural novelties, such as new software packages, and different work arrangements
and job tasks (Appelbaum et al., 2000). As a result of these difficulties, employees
exhibit poor identification and/or commitment with the merged organization (Van Dick
et al., 2006), have lower productivity and satisfaction and increased absenteeism (Lotz
and Donald, 2006). All of these undesirable and dysfunctional behavioral outcomes
frequently result in an employee’s propensity to leave the merged organization and
seek employment elsewhere (Appelbaum et al., 2007).

Recent research has emphasized the need for an examination of the sources of stress
within organizational change conditions (Kohler et al., 2006), in order to conceptualize
with greater clarity the stress experience suffered by the survivors and offer a more
complete explanation for their behavior in their new work setting. In response to this
call, Cartwright et al. (2007) examined the influence of job stressors following mergers
on employee attitudes, physical health and psychological well-being, underlying the
importance and the unique contribution of these stressors in understanding such
complex phenomena.

Besides the direct relationship between work stressors and employee-related
outcomes such as performance ( Jacobs et al., 2007), research has also examined the role
of moderators and mediators in the stressors-outcome relationship, with coping being
one of the most notable variables (Cooper et al., 2001; Fugate et al., 2008). According to
Cooper et al. (2001), moderators are mainly environmental or dispositional factors
which play the role of a buffer in the stressor-strain relationship, while mediators are
stress-related strategies which play an intervening role between antecedents (e.g.
stressors) and outcomes (e.g. job satisfaction) As regards the empirical findings, Amiot
et al. (2006) investigated the mediating and moderating role of coping processes during
a merger and its effect on the relationship between stress and self-efficacy on job
satisfaction and organizational identification, with their results supporting almost all
indirect effects. Furthermore, in a sample of salespeople, Stamper and Johlke (2003)
verified the role of perceived organizational support (POS) as a moderator between job
stressors (i.e. job ambiguity and role conflict) and employee satisfaction with their job
as well as their intentions to remain with their current company.

Context is paramount to organizational research, posing “constraints that affect the
occurrence and meaning of organizational behavior as well as functional relationships
between variables” ( Johns, 2006, p. 386). Thus, our intention in this study is to extend
current stress and M&A literature findings (e.g. Cartwright and Cooper, 1993;
Cartwright et al., 2007), and further investigate the relationship between stressors and
ill-health within a different setting. Little is known about the behavioral reactions
arising as an outcome of M&As in a Greek setting since the area of M&As in Greece
has so far received little scholarly attention (e.g. Bellou, 2007, 2008). However, Greece is
in the middle of a severe recession, making it a particularly interesting focus for our
study. Thus, the unique contribution of this study is to examine this relationship in a
double crisis context: the organizational crisis following the M&A and the financial
crisis currently facing Greece, Another contribution of the study is to explore all the
indirect relationships (i.e. moderations and mediations) which have received limited
attention in existing research linking stress and health outcomes in post-merger
settings. Specifically, our key goal is to examine the main effect of work-related
stressors (i.e. work relationships, work-life balance, overload, job security, control,
resources and communication, aspects of the job, pay and benefits) and POS on

177

Post M&A
ill-health

D
ow

nl
oa

de
d 

by
 T

A
SH

K
E

N
T

 U
N

IV
E

R
SI

T
Y

 O
F 

IN
FO

R
M

A
T

IO
N

 T
E

C
H

N
O

L
O

G
IE

S 
A

t 0
1:

45
 0

7 
N

ov
em

be
r 

20
16

 (
PT

)



employee-reported ill-health within post-combination settings. In addition, we aim to
investigate whether support offered by the merged organization can mitigate the
relationship between work-related stressors and aspects of post-merger ill-health.
Finally, we aim to examine the indirect relationship between stress and POS and
commitment, in which ill-health plays a mediating role. In this way we hope to partially
describe the multifaceted outcomes of M&A conditions currently faced by merged
organizations operating in an extremely volatile environment.

Theoretical background
Ill-health is defined by the Oxford English Dictionary as a poor physical or mental
condition. While ill-health is a term usually adopted in a medical context, it has also
systematically concerned management and organizational behavioral research
(Danna and Griffin, 1999; Ganster and Schaubroeck, 1991; Ganster and Rosen, 2013;
Macik-Frey et al., 2007). These reviews meticulously present the findings of over
20 years of research, which point toward one conclusion: employee health is vulnerable
to many work-related stressors, the locus of which can be traced to the individual, task
or general work level. Below we examine the logic relating job stressors and
organizational support to ill-health in post-combination settings, before turning to the
interacting and mediating effects.

Job stressors and ill-health
Job stress arises when employees are unable to cope with excessive demands or are
unequipped to handle particular work conditions (Cartwright and Cooper, 2002). While
almost any organizational demand can act as a potential active stressor (Karasek,
1979), especially in post-combination settings, fairly recent research has focussed on
distinct factors. Specifically, Cartwright and Cooper (2002) have based their shortened
stress evaluation tool (ASSET) (Faragher et al., 2004) on eight work-related dimensions/
stressors which refer to work relationships, work-life balance, overload, job security,
control, resources and communication, pay and benefits and aspects of job. As ample
evidence exists regarding the validity of the ASSET model (e.g. Cartwright and Cooper,
2002; Faragher et al., 2004; Johnson, 2009), we will use it in this study as a theoretical
basis for our stress-related hypotheses.

M&As are stressful events which are detrimental to both the physical (Cartwright
and Cooper, 1993) and psychological health of employees (Cartwright et al., 2007).
We expect that survivors will heavily engage in their tasks in order to accommodate
themselves quickly to their new working environment and increase their control
over their new or extended duties. Engagement literature suggests that a dark
side of fully engaged employees is to suffer from work-life imbalance and other
negative consequences, such as burnout (Bakker et al., 2011) or health problems
(Geurts and Demerouti, 2003). In addition, they are highly likely to face increased
workload, since M&As usually result in employee reductions, resulting in more work
for the surviving employees. Research shows that increased workload appears
to have a negative relationship with physical and psychological health (Sverke
et al., 2002).

In light of the above research findings and arguments we propose that:

H1. Work-related stressors (i.e. work relationships, work-life balance, overload,
job security, control, resources and communication, pay and benefits) will
positively relate to employee ill-health post-merger.
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POS and ill-health
POS refers to employees’ perception of whether the organization recognizes their
contribution as important and, at the same time, shows interest in their well-being
(Eisenberger et al., 1986). Employees report high POS when there is a belief that the
organization will reciprocate their effort and offer assistance when needed or help
under adverse circumstances, such as increased pressure and stress (George et al.,
1993). In return employees feel emotionally attached to the organization and exceed
in in-role and extra-role effort (Rhoades and Eisenberger, 2002; Riggle et al., 2009),
expecting that improved performance will lead to further rewards (Eisenberger
et al., 2002).

Employees who work for organizations that have undergone major post-M&A
restructuring are expected to exhibit symptoms or signs of physiological or
psychological ill-health (Robblee, 1998). We argue that once the organization decides to
establish mechanisms of support, these are expected to have a beneficial impact on
employee health. For instance, offering professional psychological counseling or
medical assistance through regular medical checkups in a local hospital would be a
gesture indicating that the organization is concerned about its employees’ well-being.
Research has shown that similar supportive interventions have a positive impact on
employee health (Robblee, 1998; Wickramasinghe, 2010). This line of argumentation
leads us to conclude that:

H2. POS will be negatively related to employee ill-health post-merger.

The moderating role of POS
As regards the relationship between POS and stress, meta-analytic findings report a
negative association between the two constructs (Rhoades and Eisenberger, 2002),
confirming the assumption that the employee feels less vulnerable to work-related
stressors when the organization engages in certain initiatives, such as stress
management training, to help the employee cope with stressful situations
(Wickramasinghe, 2010). We assert that POS will act as a moderator between
stressors and ill-health, such that it will serve as a buffer alleviating the detrimental
effects of job-related stressors (e.g. overload, lack of control) on employee health.

We expect that post-combination, surviving employees will experience different
types of stressors related to new work arrangements, such as new tasks, expanded
roles and/or increased workload. Under these circumstances, merger survivors will
tend to report higher levels of stress-related problems (e.g. fatigue), that can potentially
cause their health to deteriorate. Earlier research findings have supported the positive
effect of POS programs on employee fatigue (Cropanzano et al., 1997) and headaches
(Robblee, 1998). We suggest that POS in the form of different employee assistance
programs (e.g. health care plans, stress and time management courses) or availability of
resources (e.g. material aid, pharmaceutical pain relief) will act positively in reducing
the negative consequences of stressors on employee health.

The above line of argumentation leads to the following hypothesis:

H3. POS will negatively moderate the relationship between job stressors (i.e. work
relationships, work-life balance, overload, job security, control, resources and
communication and pay and benefits) and employee ill-health post-merger, in
such a way that perceived support from the organization will diminish the
negative effects of stressors on employee health.
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Thus far we have hypothesized the role of ill-health as a key outcome variable in this
study. In the next section we shift our focus to examine its potential implication as a
mediator between stress and POS and commitment. This change in focus will help us
elaborate on the potential dysfunctional effects of ill-health for the employee post-merger.

Mediating relationships
Commitment has been defined by Mowday et al. (1982), as “the relative strength
of an individual’s identification with and involvement in an organization” (p. 27).
Several meta-analytic studies have examined the nomological network of commitment
addressing its antecedents, correlates and outcomes (e.g. Cooper-Hakim and
Viswesvaran, 2005; Mathieu and Zajac, 1990), among which we distinguish
organizational support and stress as antecedents and health as an outcome variable
(Meyer et al., 2002). While commitment seems to have a mediating role between
stressors and health in these models, here we reexamine this relationship proposing ill-
health, a neglected variable in M&A research, as the mediator between stressors and
organizational support and commitment, thus placing emphasis on the process by
which commitment is shaped in a post-M&A setting.

Survivors are likely to suffer from prolonged stress due to the fact that M&As are
time consuming endeavors (Covin et al., 1997). Prolonged stress usually results in
burnout and health-related problems (Fox et al., 1993). Critical aspects of burnout relate
to emotional exhaustion and depersonalization (Maslach et al., 2001): two critical states
indicating the individual’s emotional and physical withdrawal and detachment from
the workplace, which is also reflected in their increased absenteeism rate (Danna
and Griffin, 1999). As these side effects contrast with the core of commitment (i.e.
attachment) (Cooper-Hakim and Viswesvaran, 2005; Mathieu and Zajac, 1990), we
expect that stress will negatively affect one’s commitment to the organization, through
poor employee health.

The direct relationship between POS and commitment appears to be strong in
research, with meta-analytic findings reporting a positive association (Riggle et al.,
2009; Rhoades and Eisenberger, 2002). The mediating effect of health on commitment
can be explained through Gouldner’s (1960) norm of reciprocity. As post-merger
stressors can severely affect employee health, support from the organization in order to
relieve its employees from their ill-health problems can result in the latter feeling that
the organization values them and cares about their well-being. As a result, appreciated
employees feel indebted to return the supportive “favorable” treatment by exhibiting
high levels of commitment to their employer (Eisenberger et al., 2001; Lee and Peccei,
2007), thus completing a positive domino effect that was initiated by the benevolent
concern of the organization to the employees. Indeed, research has shown that POS
triggers feelings of obligation to its recipients which returns to the organization in the
form of affective commitment (Eisenberger et al., 2001).

In light of the above, we offer the following two mediation hypotheses:

H4. Employee ill-health post M&A will mediate the relationship between stress and
commitment.

H5. Employee ill-health post-M&A will mediate the relationship between POS and
commitment.

Figure 1 summarizes the hypotheses proposed in our study.
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Method
Sample
The survey was conducted during the first large wave of M&As in the Greek banking
sector beginning from 2005 onwards. A structured questionnaire was distributed to
employees at all organizational levels in two merged organizations, together with a
cover letter guaranteeing voluntary survey participation and anonymity. Overall, 140
completed questionnaires were returned (45.2 percent response rate). The sample
consisted of 55 employees from Organization A and 85 from Organization B. In total,
5.7 percent of the participants were at the senior level, 57.1 percent at middle level and
35.7 percent at the lower administrative level.

Measures
Survey variables were measured using the following scales.

Work stressors, ill-health and organizational commitment were assessed using
Cartwright and Cooper’s (2002, 2009) ASSET (Organizational Stress Screening Tool)
questionnaire. This consists of four parts: the first part assesses respondents’
perceptions of job stressors, the second examines outcomes of work-related stress (e.g.
the employee’s commitment to the organization), the third measures physical and
psychological health and the last records biographical information.

Job stressors
Job stressors is a 37-item scale which is divided into eight subscales (Cartwright and
Cooper, 2002, 2009). Sample items and their subsequent subscales are as follows:
“My relationships with colleagues are poor” (work relationships), “I work unsociable
hours” (work-life balance), “I do not have enough time to do my job as well as I would
like” (overload), “My job skills may become redundant in the near future” ( job
insecurity), “I am not involved in decisions affecting my job” (control), “I do not have
the proper equipment or resources to do my job” (resources and communication),
“My pay and benefits are not as good as other people doing the same or similar work”
(pay and benefits – one-item measure) and “My physical working conditions are
unpleasant” (aspects of the job).

Participants were asked to indicate the extent to which they were affected by each
stressor using a six-point Likert response scale ranging from 1 (strongly disagree) to 6
(strongly agree). All the above scales had acceptable Cronbach’s α values, ranging from

Work-related
stressors

work relationships
work-life balance

overload
job security

control
resources &

communication
pay and benefits

Ill-health
H1

Perceived
organizational

support

Commitment

H2

H3

H4H4

H5

H5

Stress

Figure 1.
Proposed conceptual

model and
hypothesized
relationships
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0.65 (home-work balance) to 0.81 (relationships at work) (see Table I), with the
exception of the aspects of the job scale (a¼ 0.54), which fell far below Nunnally and
Bernstein (1994) guideline of 0.70. Thus, we decided to exclude this scale from all
subsequent analyses. The overall score of the index for perceived stress is calculated by
summing the scores of all seven stressors used (a high score indicates high level of
stress) (a¼ 0.89).

Organizational commitment
Organizational commitment was measured with the commitment of the employee to the
organization subscale as described in the second part of the ASSET questionnaire.
This four-item measure evaluates the outcome of work-related stress in relation to
employees’ attitudes toward their organization. As in the measurement of stressors,
employees are invited to indicate, on a six-point Likert response scale ranging from 1
(strongly disagree) to 6 (strongly agree), how devoted they are to their organization.
A sample item is “I am proud of this organization” (Cartwright and Cooper, 2009).
The internal consistency reliability for this scale was 0.84.

Ill-health
The overall ill-health index was calculated for the purposes of the present study as the
sum of the physical and psychological health indicators described in the ASSET
questionnaire. Sample items, from the 19-item scale, include “Panic or anxiety attacks,”
“Lack of appetite or over-eating” (Cartwright and Cooper, 2009). High scores on this
scale indicate poorer physical and psychological health for post-merger employees.
Cronbach’s α was 0.92.

POS
POS was measured using five items adapted from Eisenberger et al.’s (1986) Survey of
POS. Employees indicate, on a seven-point Likert scale ranging from 1 (strongly
disagree) to 7 (strongly agree), whether they feel valued and supported by their
organization. Example item: “The merged organization would consider my goals and
values.” The α coefficient of this scale was 0.93.

Control variable
Gender was used as a control variable in all regression analyses, following earlier
research in M&A settings (Panchal and Cartwright, 2001).

Results
Correlations
Table I presents the means, standard deviations, α consistency reliabilities and
correlations for all study variables. At the bivariate level, ill-health symptoms correlated
significantly with almost all of the ASSET variables, the strongest correlation being with
work relationships (r¼ 0.64) and the weakest with pay and benefits (r¼ 0.05, p¼ ns).
The remaining bivariate associations were: work-life balance (r¼ 0.22), overload
(r¼ 0.53), job security (r¼ 0.38), control (r¼ 0.32), and resources and communication
(r¼ 0.48). POS was significantly negatively associated with ill-health (r¼−0.22). Before
proceeding with hierarchical regressions, we ensured that all prerequisite conditions
related with this analysis (e.g. lack of multicollinearity, deviations from normality,
influential cases) were met.
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Hierarchical regressions
Hierarchical regression analyses were conducted to test for the proposed H1 and H2.
The results from these analyses are presented in Table II. At the first step we entered
the control variable (i.e. gender) and then the independent variables (i.e. work stressors).
H1 argued that work-related stressors will positively affect employee ill-health.
Our results indicated a significant relationship between all ASSET variables and ill-
health. In particular, ill-health was related to work relationships (β¼ 0.40, po0.00),
work-life balance (β¼ 0.12, po0.05), overload (β¼ 0.20, po0.01), job security
(β¼ 0.14, po0.05), control (β¼−0.13, po0.10), resources and communication
(β¼ 0.22, po0.05) and benefits (β¼−0.19, po0.01). Thus, H1 was fully supported.

As regards the relationship between POS and employee ill-health, regression
analysis indicated that this relationship was significant (β¼−0.20, po0.05),
explaining an additional 5 percent (F(2, 135)¼ 4.29, po0.05) of the variance in
employee ill-health. This lends support to H2.

Moderated regressions
Moderated regression analyses were used to examine the interactive effects of job
stressors and POS on employee health (H3). In the moderated regressions, the control
variable was entered at the first step. In the second step we entered all work stressors
and employee perceptions of organizational support. In the last step the interaction
effects of work stressors and organizational support were added. The results for the
moderated regressions are described in detail in Table III. These analyses indicate that
POS did not moderate the relationship between work stressors and the dependent
variable in question, thus lending no support to H3.

Mediating analyses
We further examined the role of stress and POS on employee commitment through a
mediating relationship. As argued earlier, stress can increase ill-health which in turn
reduces individual commitment to the organization (H4). To overcome any problems
associated with the Sobel (1982) test, we tested this hypothesis using a bootstrap
approach. We bootstrapped 5,000 samples to obtain 95 percent confidence intervals (CI)

Ill-health
β R2 ΔR2

Step 1: control variables
Gender 0.05
Step 2: main effects
Work relationships 0.40***
Work-life balance 0.12*
Overload 0.20**
Job security 0.14*
Control −0.13****
Resources and communication 0.22*
Pay and benefits −0.19** 0.52*** 0.49***
Step 2: main effects
Perceived organizational support −0.20* 0.06* 0.05*
Notes: *po0.05 (one-tailed); **po0.01 (one-tailed); ***po0.001 (one-tailed); ****po0.10 (one-tailed)

Table II.
Hierarchical
regression analyses
for the effects of
ASSET stressors
and perceived
organizational
support on ill-health
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(MacKinnon et al., 2004), for the indirect effect of stress on commitment through
employee ill-health. Using Hayes’s (2014) PROCESS 2.11 Macro in SPSS 19.0, we found
the mean indirect effect to be positive (boot¼ 0.0747) with a 95 percent CI including
zero (−0.1243 to 0.2800). Therefore, H4 was not supported:

H5. Asserted that soon after the M&A has taken place, the support that the
employees perceive that they receive from the organization reduces their ill-
health (i.e. their physical and/or psychological health improves), which in turn
increases their commitment to their organization. Using the same procedure as
indicated above (Hayes, 2014), we found the mean indirect effect to be positive
and significant (boot¼ 0.0438) (95 percent bootstrap CI:0.0058-0.1219). This
leads us to conclude that H5 was supported.

Discussion
Our study aimed to explore the impact of stressors and POS on survivors’ ill-health
and further explore whether overall stress affects employee commitment to the
organization. As hypothesized, all work stressors predicted ill-health, confirming
earlier research findings regarding the relationship between stress and health
(Faragher et al., 2004; Fox et al., 1993; Kahn and Byosiere, 1992). Post M&A stress
triggered by troublesome relationships with colleagues and superiors at work, inability
to accommodate personal or family responsibilities and obligations, excessive
workload, uncertainty over the stability of current job position due to merger-related
restructuring, and a lack of resources and communication in executing job tasks
result in survivors’ ill-health. Somewhat surprisingly (see also the results of
Faragher et al., 2004), pay and benefits and control were adversely related to ill-health.

Ill-health
β R2 ΔR2

Step 1: control variables
Gender 0.05
Step 2: main effects
Work relationships 0.45***
Work-life balance 0.11
Overload 0.20**
Job security 0.20**
Control −0.09
Resources and communication 0.20*
Pay and benefits −0.18**
POS 0.19** 0.54*** 0.52***
Step 3: interactions
Work relationships×POS 0.18
Work-life balance×POS −0.05
Overload×POS 0.07
Job security×POS −0.01
Control×POS −0.13
Resources and communication×POS 0.08
Pay and benefits×POS −0.01 0.58* 0.04*
Notes: POS, perceived organizational support. *po0.05 (one-tailed); **po0.01 (one-tailed);
***po0.001 (one-tailed)

Table III.
Hierarchical
moderated

regression analyses
for ill-health
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What our results show is that employees that have less control over their job (e.g. less
time devoted to decision making and planning) or are deprived of previous financial
rewards feel either less pressure or less need to achieve, thus reducing the risk of
health-related problems. It seems that high salaries and bonuses are the reward for the
employee’s investment of time (e.g. through overtime) and effort, thus causing health-
related problems (Dembe et al., 2005; Tucker and Rutherford, 2005).

Companies that offer substantial support to their employees so that these employees
can quickly accommodate themselves in their new environment are likely to reduce
symptoms of ill-health in their employees and receive a pay-off in the form of
commitment. In addition, the existence of a mediation effect reveals the multiple
positive side effects that organizational support can generate in its recipients. Thus the
benefits of an organizational policy of support can be twofold.

We also examined the moderating effect of POS on work stressors and ill-health. We
argued that organizations that care about their employees are likely to offer support in
different forms in order to mitigate the impact of job stressors, thus reducing their ill-
health. Earlier research has shown that offering employees support in the form of
realistic job previews related to the M&A activity reduced negative outcomes, such as
ambiguity, distrust and stress (Schweiger and Denisi, 1991). Our findings showed that
none of the moderating regressions was deemed significant, perhaps indicating
that the merged organizations investigated in our study offered poor generic support to
their employees.

Finally, we asserted that ill-health plays a mediational role between overall
job stress and employee commitment to the organization. Our mediation analysis
did not support this hypothesis, but it did not exclude the possibility of an alternative
mediator. According to the typology of Zhao et al. (2010), the combination of an
insignificant path (i.e. a× b) with a significant direct path (i.e. c) rejects the proposed
mediator as a problematic theoretical framework, but does not exclude the possibility
of an omitted mediator. This could be an interesting area to be investigated in a
future study.

A few limitations associated with our research need to be mentioned. First, the
generally moderate sample size (n¼ 140) which was used for all the analyses in this
study can limit the generalizability of our results. However, the practical issues and
inherent difficulties associated with data collection at the various stages of the M&A
process, reflected in contemporary M&A research (e.g. Bellou, 2007, 2008; Cartwright
et al., 2007; Wickramasinghe and Karunaratne, 2009) must be taken into consideration.
Second, the collection of data from more than one source (employees) might raise the
question of contamination from a common method bias perspective (Podsakoff et al.,
2003). However, fairly recent research on this topic (Spector, 2006) shows that the
phenomenon has been systematically overrated, creating an “urban legend” (Spector,
2006, p. 228) in behavioral research. Finally, even though our research design is in
compliance with other research conducted recently in Greece (e.g. Bellou, 2007, 2008)
and overall research in M&As (e.g. Wickramasinghe and Karunaratne, 2009),
a longitudinal design would allow greater generalizability of our results although this
is an extremely difficult and demanding research design to implement in M&As
(Giessner et al., 2006).

Future research can concentrate on the relationship between merger-specific
characteristics and employee attitudes and reactions during M&As. For instance, deal
characteristics, such as amount of integration, cultural similarity or dominance
between merging partners, are factors which are “located” at the corporate level yet can
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cascade and affect survivors’ stress levels and health as well as their attitudes toward
their work (e.g. job satisfaction, commitment).

An additional research avenue could relate to bidder types, as a means of
clarifying M&A context-specific factors that contribute to merger success. Specifically,
researchers could further investigate whether M&A bidder types (i.e. friendly vs
hostile) affect the experience of work-related stressors and how these affect employee
organizational commitment, turnover intentions and performance post-combination.

As the second large wave of M&As in the Greek banking sector is already
in progress, a comparison of our current findings with those of other merged
organizations in the same industry would potentially strengthen our understanding of
stress-induced effects and organizational interventions employed post-combination
(e.g. see Wickramasinghe and Karunaratne, 2009).

Johns (2006) argues that “the mechanics of context can be quite subtle, and small
changes in context often matter greatly” (pp. 398-399). As M&As are unique
corporate events with no one approach fitting all, future research needs to pay more
attention to context specific issues. Thus, research taking into consideration the
type of industrial sector where the merger occurs or the cultural characteristics
of the organization (e.g. individualistic vs collectivistic) would provide further
accuracy in our estimations regarding the dynamics of stress-related outcomes in
post-merger settings.

As regards practitioner advice, our findings clearly indicate that organizational
support improves employee health. Thus a systematic human resource strategy is
required in order to deal effectively with the health-related repercussions of
M&As in surviving employees. For example, continuous training in new job tasks
and the implementation of workshops or get-togethers where employees from all
levels acquaint themselves with their new environment and colleagues should
be promoted and communicated openly. The latter tends to facilitate the development
of a common group identity and reinforces post-merger organizational identification
by handling the “us vs them thinking” which often exists in M&As (Buono
et al., 1985).

As all job stressors are related to ill-health in M&As, the design and implementation
of stress management strategies should be valuable and of practical importance
(Cartwright and Cooper, 2000). Managers should consider dealing with stress-related
psychological and behavioral effects through the provision of carefully designed stress
relief programs, in which, for example, employees are offered the opportunity to
participate in aerobic classes in their local gym with all or part of the subscription fees
paid by their company. As Buono and Bowditch (2003) argue, a sensitivity to what
employees are experiencing and help in alleviating their concerns appears to be
essential in reducing the consequences to both employees and organization and thus
facilitating a faster integration post-combination (Goyal and Joshi, 2012).

The retention of competent employees post-combination is in itself a challenging
and desirable goal for managerial authorities. Providing talented employees with
challenging tasks or engaging them in cross-functional teams that handle important
strategic issues, shows that the company believes in their abilities and counts on them
for continued cooperation. On the basis of our research findings, we expect that these
employees will reciprocate with loyalty and devotion: characteristics of a healthy
contractual relationship.

Overall, our results indicate that M&A activities are stressful and can trigger or
exacerbate ill-health in survivors. Nonetheless, organizations that wish to offset these
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effects and work toward the successful implementation of the merger need to offer
targeted support to their employees. The benefits of this approach will be felt by both
the employees and the organization: an improvement in the health of employees will
result in greater attachment, leading to the better functioning of the organization.
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