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Abstract: The relative newness of globalization processes means that insights into the complexities of management systems
operating in a global environment are yet to mature. No single definition for global quality management systems (QMS) has been
accepted in the literature, and there is a dearth of systematic research, models and methodologies for dealing with the complex
challenges posed by globalization. These challenges are further compounded when organizations use business and strategic
processes such as mergers, acquisitions, and strategic partnerships to accelerate growth. This article fills a gap in the field of
global QMS development in light of these processes, and presents a preliminary attempt to develop theories and methods for
analyzing global QMS in the dynamic field of mergers, acquisitions, and strategic partnerships. Data was collected from
intensive field research concerning the development processes of 18 multinational companies over three years. Grounded Theory
methodology was used for developing a nascent theory, a starting point not only for further research but also for developing a
global QMS strategy, which is currently conspicuous in its absence. Key variables that influence the work environment,
constraints, interfaces, and goals of a global QMS were formulated by reviewing the development processes of the participating
multinational companies, and identifying the theoretical, practical, and gaps of leading strategic, operational, and marketing
characteristics and needs generally and specifically of the QMS as related to M&A. The themes articulate the significant issues
and challenges that global QMS face following M&A and can serve as a preliminary skeleton for constructing a body of
knowledge concerning the proactive perception of the conduct of a global quality system experiencing the challenges of M&A
and global expansion. This article lays a potential foundation for broader and deeper research on a nascent theory, that will be
able to guide global QMS functions in dealing with the dynamic process of mergers, acquisitions, and strategic partnerships. The
impact assessment serves as a tool for identifying and developing the proper QMS integration strategy, thereby helping plan
global QMS strategy and identifying the steps necessary for its effective implementation. Integration of strategic, operational,
marketing, and QMS assessments before conducting the merger and acquisition (M&A) augments the functional level of
management and supports developing a strategy for integrating the global QMS in the acquired company.

Keywords: Globalization, Quality Management System (QMS), Strategic Management, Mergers and Acquisitions (M&As),
Multinational Organizations, Strategic/Operational/Marketing Relatedness, Integration

study’s main goal was to fill gaps in knowledge about the
development processes of global QMS and how
multinational companies (MNC) with multiple interfaces and
processes, operate in a competitive, dynamic, and changing
market. To that end, we conducted extensive field research in

1. Introduction

The current paper presents field research findings on QMS
in global organizations, a managerial field with little prior
research and thus may be considered a “nascent theory.” The
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18 MNCs to investigate their global QMS processes during
these global changes.

Globalization processes alter the operational environment
by introducing new processes and products that cross
boundaries and national borders, posing new challenges for
quality managers at all levels [1]. The classic issues of local
operations remain relevant, but global operations raise new
concerns about the worldwide distribution of production,
procurement, marketing, management, and other functions.
All of these variables affect quality management. Srinivasan
and Kurey defined the complex global environment of the
twenty-first century and the need to change how quality
management is implemented and understood [2]. Their
depiction emphasizes the interdependence of production,
product, service, and network processes. Recent years show
an increasing trend towards companies using M&A as a
quick way to achieve new client relations and projects
needed for revenue growth [3].

According to other scholars, globalization provides
numerous opportunities while also posing significant
challenges [4]. Fifty years ago, businesses were largely
localized and served more stable markets; today, advances in
communications and transportation have not only facilitated
the acceleration of global corporate expansion but also
spurred more intense competition and economic growth.

The early stages of this study included a review of the
literature on the concept of QMS, the M&A process, and the
strategies used to achieve a successful M&A process. The
researchers discovered no existing quality management
concepts that adequately cover the dynamics of change in the
global market during the review. Global quality management
(GQM) has not been the subject of systematic research, and
there is no organized model or accepted methodology for
GQM that adequately addresses the challenges confronting
global organizations today.

Although GQM is a natural result of global operations and
production management, it lacks a clear definition and has
not been thoroughly researched [5]. Perceptions of the role of
quality management in a competitive global market are still
hazy. Senior executives may not understand the dynamics of
a company’s global expansion and the implications for the
quality system’s operational functioning. The limited
research on the subject and the lack of a methodology or
model relating to the issue highlight the need for in-depth
field research into people active in the globalization and
M&A fields. Participants in the study included corporate
executives, particularly quality and global operations
managers in multinational corporations with ongoing
managerial responsibility for global quality management and
risk reduction, and those who deal with quality management
in integrated and complex chains of processes, suppliers, and
customers.

This article is the first step in developing a body of
knowledge and formulating a theory about global QMS and
methodology for dealing with the dynamic process of
mergers, acquisitions, and strategic partnerships. Because of
the scarcity of prior research, this field is considered a

“nascent theory” that necessitates mapping the theoretical,
practical, and gaps of leading strategic, operational, and
marketing characteristics and needs in general and
specifically of the QMS as relates to M&A.

2. Literature Review
2.1. Quality Management

Businesses in the twenty-first century need to cope with a
global environment that is complex and changing continually.
They must operate successfully and find ways to grow the
company; often they acquire other companies for this purpose.
Yu and Huo noted that quality management (QM) has always
been a crucial component of companies’ efforts to gain a
competitive advantage [6]. According to Biji et al., a quality
management system (QMS) consists of a group of policies,
processes, and procedures that an organization follows to
improve capabilities and reliably achieve performance goals
[7]. To satisfy the organization’s need to grow and expand, the
quality management has continuously widened its perspective
from considering “what” is done to “how” it is done [8].
Parallel to companies’ need to cope with the increasingly
complex global environment, QM processes have grown
significantly. The literature on Global Quality Management
(GQM) shows increased use of this term. Still, the
inconsistency in its definition and underlying philosophy
highlights the need for intra-organizational coordination and
process management.

Companies continually explore ways to expand their
footprint beyond their current locations and look for global
market opportunities. Sadeghi Moghadam et al. noted that the
force of global competition has increased the general need to
improve processes’ quality [9]. It helped in the formation of
the International Standards Organization (ISO), Deming prize,
American Society for Quality (ASQ), and the broader body of
knowledge such as Total Quality Management (TQM).
Structured organizations and processes support the formation,
standardization, and stability of the QM. According to
Schonreiter, QM  describes the required processes,
responsibilities, and resources needed to ensure high-quality
organizational activities [10]. When considering dynamic
strategies such as M&A, it is important to have standardized
processes as suggested by QM concepts.

2.2. Mergers & Acquisitions

Business leaders continually look for ways to increase their
business size, market share, product line, and profitability [11].
Some companies use their internal resources to gain better
control of project timelines and deliverables. Others use
inorganic growth methods, such as M&A, the combination of
two organizations into a single organization [15]. M&A may
result in new products, new services, and access to new clients,
facilitating a rapid increase in the sales and projects needed for
revenue growth [3]. In 2020, over 45,000 M&A transactions
were completed globally, with a total value of $2.83 trillion,
$1.18 trillion in the USA alone [13]. The value of M&A deals
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is steadily growing, from $1.24 trillion in 2002 to $2.83
trillion in 2020. However, Ben Jacob indicated that between
70 to 90 percent of the M&A deals fail to deliver the acquirers’
expected value [14]. There is extensive literature looking at
factors that can contribute to this failure rate.

The increasing trend of M&A transactions, along with the
high failure rate of this process, makes it urgent for
researchers to seek the reasons for these outcomes, and
explore ways to improve the success rate of M&As. One of the
factors identified as contributing to the success of M&A is
effective leadership. Indeed, effective leadership supports
active collaboration, commitment and can improve M&A
outcomes [15]. Other factors influencing the M&A outcomes
are communication, culture, relationship creation, and an
effective integration process [14].

As the M&A process is dynamic and entails uncertainties, it
is essential to identify factors that can support process stability
during M&As. Establishing a relationship between the
acquired company and the acquiring company can bring
collaboration and open communication. Creating a robust
relationship can generate value and improve the success rate
of the M&A [16]. Successful acquiring companies were closer
to the target companies, and there was more trust,
accountability and involvement between the two integration
teams. Enabling effective collaboration and trust are essential,
because M&A transactions are global and include cultural,
behavioral, and other factors that may impact the M&A
outcomes.

The M&A process is extensive and detailed to ensure that all
available information is reviewed before proceeding with the
acquisition. Some elements are common to all M&A
transactions, including strategy development, systematic
selection and screening of possible targets, due diligence,
negotiations, and integration [17]. As M&A is a strategic way to
expand, companies look into global opportunities to grow and
gain a competitive advantage. Recent industry trends show an
increase in cross-border M&A as a path to gain financing from
external sources for growth and expansion. There are five
motivations for cross-border M&A: value creation,
improvement in efficiency, market leadership, marketing and
strategic reasons, and synergistic gains [18]. Global expansion
into geographical areas beyond the local system gives rise to an
international operations system — an array of products and
processes at disparate locations that exhibit varying dependence
relations. The acquisition of a target company and its
integration into a global company typically brings the need to
move from local to a global QM [19].

2.3. Quality Management and M&A

The increasing trend towards M&A transactions led to a
need to develop robust processes for improving the success
rate. The integration aspect of the M&A process become the
focus of increased attention, and its importance was
highlighted as a key factor for success. The integration
process refers to combining the target company’s functions
such as quality, operations, human resources, and finance
with the acquiring company’s structure and methods.

Integrating QMS and supply chain management (SCM) can
also play a role in achieving a competitive advantage [6].
QM is an essential factor for a company’s success and
entrance to the markets and should be adopted to improve
competitive power and quality product [20]. Others have
analyzed how QMS operate in global companies and
suggested a framework for classifying the system’s features
based on global operations and marketing structures
resulting from expansion processes, and found that M&A
produces network structures with multiple interrelations in
highly complex and challenging constellations [21].
Therefore, it is necessary to plan relevant integration
mechanisms for all quality functions. Prior research has
demonstrated the need for a systems approach in global
quality management, which may help face the challenges of
the M&A complexities [22].

The above literature review presented the trend in
globalization and the process that supports this expansion, in
addition to the quality systems, processes, and tools. The
many studies surveyed showed the despite constant need for
companies to expand grow their business, including through
M&A, there remains a shortage of processes that can connect
the three strategies that drive growth in the industry —
globalization, QMS, and M&A.

3. Methodology

The current research focuses on managing global quality
management systems (QMS) in a challenging and complex
international arena. The absence of previous research on this
topic accentuates the importance of the work while also
posing a challenge for verifying its quality.

The internal consistency of research questions, research
design, and theoretical contributions is a critical component
of methodological compatibility [23]. The findings of prior
studies must be considered when selecting a research method.
The methodological model for ensuring compatibility
incorporates three archetypes: mature, intermediate, and
nascent theories. Nascent theory is the preferred archetype
for researching topics on which there is little prior theory,
research, or formal theorizing. The model further specifies
that qualitative methods are the most appropriate for
examining nascent theories, specifically field observations,
interviews, and gathering primary documents and materials.
As apparent from the literature review above, GQM is indeed
a nascent field, and therefore the current study used
qualitative methods.

The grounded theory methodology was used to clarify the
nascent theory and identifying key variables [24]. Grounded
theory is exceptionally compatible for developing theories in
non-linear, multidimensional situations, such as global
management. Following this complex, iterative process,
researchers first proposed generative questions to guide their
research and reveal emerging data patterns. As additional data is
collected, core concepts are formulated, and connections between
the data and theoretical core concepts are drawn. The concluding
stages are content analysis, verification, and summation.
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Grounded theory was not only the primary interpretive tool
used in this study, it was also the basis for presenting the
findings [25]. The iterative process [26] was constructive for
differentiating between the global and local needs of the QMS,
defining activities designed to regulate the system for
achieving global quality value and identifying gaps in the
system.

Data was generated from interviews, observations, and
focus groups, as described below. Concurrent data collection
and analysis included initial coding and category
identification, followed by the storyline and theoretical coding,
using the descriptive analysis and interpretation method [27]
and constant comparative analysis [24]. The latter was
developed as an application of the grounded theory
methodology and is an iterative, analytical process for data
collection, identification, coding of incidents, and combining
codes into categories [24, 28, 29].

The method of descriptive analysis and interpretation
method [27] demands that interpretations arise from the data,
such that the relevance of the conclusions to the context and
observations of the participants is apparent [30, 31]. The
continuous, cyclical interaction between descriptions,

Data Gathering

Pilot study in three multinational companies

Field study of 18 multinational companies

Mapping and creating global profiles of the companies

Figure 1. The methodological steps.

A systemic perspective, along with qualitative research, is
essential for analyzing a phenomenon as complex as the
global competitive markets created by global M&A. In
complex markets, the relationships between the many, varied
actors cannot be quantified or described using the standard,
static mathematical analysis tools [32]. Systemic analysis of

interpretations, and the collected data form a dialectical
process that is continued until the general meaning structures
are saturated [31]. Any proposed perception is processed
(even as adjustments are made) according to the mutual
responses of the participants and the researcher. Theoretical
profiles of local and global quality systems, as functional
response mechanisms, were constructed using this process.

The themes presented by Bashan and Armon were used for
the initial analysis, and the current findings were used to
re-evaluate those prior conclusions [19]. The final phase,
advanced mapping, begins with combining similar groups into
primary categories. Connections are then drawn between
categories to focus on the relationships between them, as a
means for understanding the interdependencies between
categories.

The methodological steps, based on grounded theory, as
implemented in this study are shown in Figure 1. The figure
portrays the main stages in the data analysis process and their
potential periodicity. Data analysis is often cyclical because
the acquisition of additional findings can force the revision of
previously drawn distinctions and augment the feedback
between the data and the emerging information.

Data analysis and Theory Development

¥

multidimensional GQM is also supported by network theory
and complex systems theory open systems theory, which has
been found relevant for analyzing MNCs.

The data analyzed in this study was collected using
observation, content analysis, and in-depth interviews with
CEOs, quality managers, and global managers from 18
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multinational companies. All participating companies have
an international footprint, are included in Fortune’s list of the
World’s Most Admired Companies, and use continual M&A
to increase their inorganic growth. The companies were
chosen using three additional criteria:

1) Fit the definition of multinational companies, as found
in current literature.

2) Includes representation of both parent companies and
subsidiaries. Of the 18 participating MNCs, 11 were
parent companies, and 7 were subsidiaries. Other
constraints on the research hampered recruiting an equal
number of parent companies and subsidiaries. Still,
balance was maintained by adjusting the number of
interviewees from each company (see below in the
section describing the interviews).

3) MNCs with broad international deployment, involved in
production, development, and outsourcing, in a wide
range of industries, including — but not limited to —
computerized communication systems, electro-optical
technologies, food, high-end security, information
mining, medical, pharmaceuticals, power plants,
security, semiconductors, software-based analytical
solutions, and telecommunication.

Triangulation was used to validate all findings. No results
were included unless they were obtained from three or more
sources. Triangulation also facilitates generalizing from the
current sample to a larger general population [33-35]. Data
was gathered over three years, using the following tools:

1) In-depth interviews with 39 VPs Global Operations and
VPs Quality in parent companies and subsidiaries; some
participants were interviewed more than once. All
interviewees were involved in quality management,
directly or indirectly, on the strategic and day-to-day
tactical levels. In total, 60 interviews, lasting more than
90 minutes each, were conducted. Nearly balanced
representation of parent companies and subsidiaries was
achieved by conducting 32 interviews with people
working in parent companies and 28 workings in
subsidiaries. Returning to the same interviewees later
helped us examine the dynamics of change in the global
environment and its bearing on global quality
management. Major topics in the interviews included:

a) Key areas and processes for which the Global
Quality Manager is responsible;

b) Distinctions between global and local levels of
activity, as relevant to corporate quality management;

¢) The transition from a local company to MNC and the
resultant changes in the needs and functions of the
quality system;

d) Most significant challenges faced by global quality
management;

e) How the dynamics of M&A and strategic
partnerships influence the global quality system;

f) Proposal for developing an innovative approach to
address the needs of a fully functional quality system
in an MNC.

2) Multiple case studies. Case studies based on two or

more cases, which function in a very similar
circumstances, are an optimal method for studying
contemporary phenomena [36]. This obliges the
researcher to observe the situation from varied
perspectives and facilitates extensive cross-referencing
of data. The current study, as noted, focuses on 18
MNCs and examined scenarios related to their global
expansion process, the challenges expansion presented
to the quality system, and the company’s conduct in
response to these challenges.

3) Focus group. Six global quality VPs, from different
companies, formed an expert panel that met three times
for 3.5 hours each time. They discussed key global
quality management issues from diverse angles and
perspectives. Through the forum, we obtained
additional data beyond that derived from the interviews.
We had an opportunity to cross-reference information
while engaging in discussion and knowledge sharing,
which contributed to refining the research conclusions.

4) Documentation. Data were extracted from various
documents, especially minutes of meetings about
improving the global quality system and the
participating MNCs’ operating system.

A “global profile” for each participating MNC was built on
the foundation of the entire body of detailed information
gathered. This article concentrates on only two components:
objective information about the MNCs and their M&A
history; and interviews that explicitly referred to the
challenges this presented to their QMS.

4. Results

The dynamic expansion of an organization through mergers,
acquisitions, and strategic partnerships has been identified in
previous studies [14, 19, 21, 22]. It has significant impact on
the complexity of the multinational company and how its
functional systems perform. The findings of these studies
emphasize that those aspects of M&A related to combining the
quality systems of the acquired companies and creating of
integration mechanisms to ensure their combined functioning
as a single organizational entity are insufficiently examined.

As a result, we expanded on the existing research and
deepened the theoretical development that focuses on the
desired functioning of the quality system in the face of the
central challenge of mergers, acquisitions, and global
expansion. The dynamics of M&A change the structure of the
operating environment and require a strategic response from
the global quality system, which is not defined by a clear
perception. The current findings deepen our understanding
using two 2 additional analytical channels:

1) Expanding and deepening the theoretical profile of the
quality system while focusing on its required response to
the challenges of M&A. We constructed a theoretical
outline as an index for comparing and evaluating the
findings of the field research.

2) Analyzing the degree of adequacy/gap between the field
study findings and the theoretical response profile
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constructed by the researchers in stage 1. This analysis is
used to measure the reference and present the existing
situation versus a required theoretical position.

Table 1 summarizes, in theoretical and practical terms, the

gaps between leading strategic, operational, and marketing
characteristics of QMS and actual needs, as related to M&A
and more generally.

Table 1. Characteristics of QMS.

Strategic, operational, and marketing
characteristics (research results)

Features of the desired QMS (theoretical
profile)

Functions required of QMS facing
challenges of M&A (as part of the
theoretical profile)

The global environment is characterized by
dispersion in diverse markets and geographical
regions. Multiple competitors employ various
strategies, and customers apply pressure to
have their particular needs met. As part of their
competitive strategy, companies must respond
to global demands and specific local demands.
The more diverse the markets (environments)
in which subsidiaries are distributed, the
greater the need for a global-oriented response.

There is an identifiable business approach
focused on the characteristics of the
competition in each country.

Managerial and operational decisions are
decentralized at the business unit level to
enable adaptation to the market needs

Considerable attention is paid to customers’
diverse needs and wishes, market conditions,
local regulations, legal and political institutions,
and social norms, which vary by country.
Efforts are not focused on any specific
geographical region; each subsidiary operates
according to the terms of its market.

Efforts are made to expand the company’s
market share because of intense attention to the
customers’ needs.

Numerous globally-distributed competitors and
customers require that operational management
systems (including QMS) develop the ability to
respond both globally and to unique, local needs
of each country and region.

Each subsidiary must operate an independent
QMS. Quality assurance mechanisms are adapted
to customers’ demands, local regulations, and
regional competitors.

Each QMS operates as part of the group while
also being granted independence. Minimal
coordination does not interfere with proper
functioning.

The customers’ concept of quality varies and is
very dynamic; the company must accommodate
this dynamism using local capabilities and
flexibility.

Corporate QMS needs to issue directives and
possess enforcement powers; quality managers in
subsidiaries are held accountable to HQ.

Quality managers within the group are not in
continuous contact but should have a joint forum and
some degree of coordination and general guidelines
about best practices for methods and processes.

Keeping the local operating activity of an
acquired company: suppliers, customers,
local regulations while integrating into the
global operating system

Soft absorption of the acquired quality
systems, in order not to shock their existing
activity.

Integration of the acquired quality system
into the global processes, and adjusting the
guidelines provided by Corporate Quality

Identify gaps in the acquired quality system
relative to the other quality systems in the
group. Define a process for upgrading its
quality infrastructure

Defining the local value in the functioning of
the acquired quality value system within the
global activity of the aggregate quality
system

Development of a global identity that sees the
unique value of each local or acquired quality
system within the global quality system

Column 1 of the table presents the strategic, operational,
and marketing characteristics that emerged from mapping the
structure of the multinational companies participating in the
study and the relevant professional literature. Column 2 of
the table represents the desired theoretical profile (the ideal
response) of the QMS to these needs and characteristics
(local and global). This profile was initially broadly
constructed by Bashan and Notea] who discuss regulation of
local and global needs of the quality system resulting from
global expansion measures [22]. The presentation of the
theoretical QMS profile constitutes an interpretation and
attempt to evaluate relevant response channels of the quality
system for these needs, as emerged from the field research
findings in 18 multinational companies (see the methodology
chapter). Column 3, which the researchers developed,
establishes and deepens the theoretical profile of the desired
quality system (in column 2) while creating the emphases
and responses to the dynamics of M&A that challenge its
operations and require a proper strategic response.

After outlining the general theoretical profile of the
strategic, operational, and marketing characteristics
(column 1), the desired QMS (column 2), and the specifics
of the required functions of the QMS in the face of

challenges of M&A (column 3), the researchers described
the gaps between them by analyzing the differences
between the field research findings and the theoretical
profile. This comparison provides a basis for presenting
current adequacy levels of the quality systems’ functioning
in the field. These gaps/levels of adequacy are between the
required theoretical functioning of M&A, which is a
significant challenge to their conduct. The process of
analyzing the findings is displayed in Figure 2.

The researchers analyzed the field research findings from
participating global organizations and identified applicable
gaps between the practical function of quality systems and
their theoretical functioning, as presented in column 3. The
analysis of the gaps identified focused on two main areas:

1) Developing appropriate coordination and control
mechanisms by the parent company’s headquarters and
the local, acquired company to ensure -effective
connection.

2) Developing a global identity to define each quality
system’s functionality in its local space versus the
global value it can provide or receive as a single unit,
by integrating it into the parent company’s overall
quality system. These gaps exist in both the parent



American Journal of Management Science and Engineering 2021; 6(4): 103-116 109

company’s quality system level and the individual
quality systems of the (acquired) subsidiaries
themselves. To highlight the gaps between the parent

and the local company, the analysis distinguishes
between the needs of the parent company and the
subsidiaries in the theoretical profile created.

The required function of the QMS
in the face of challenges of M&A
(theoretical profile)

Assessing the gaps
between the field study
findings and the theoretical profile

Figure 2. Cross-referencing process.

4.1. Gaps in the Functioning of the Quality Systems of the

Subsidiaries — with the Requested Theoretical Profile

1) No consistent approach for integrating the acquired
quality system into the existing quality system was
identified. Slow quality system integration is required
in order not to harm and impact its operations — but this
is not always the case. In other cases, no change will be
necessary. “In the case of companies in loss, the
approach is to enforce prompt standardization and not
give them the freedom to act.”

2) The acquiring company’s quality systems and
organizational maturity level are significant factors in
the standardization process.

3) A factor that can impact the integration is driven by a
“customer’s purchase of a ‘mature organization,” which
requires adapting internal processes to the customer’s
requirements in many cases.”

4) The level of requirements from the quality system of the
acquired company also depends on the quality manager
himself. “If the company has compliant quality systems,
there will be more rigorous requirements.”

5) Integration of acquired quality systems ranges between
providing high autonomy and enforcement of absolute
standardization. The increased independence mainly
characterizes the acquisition of a company from
another industry (the hub is unlinked). Another
alternative is to “harmonize,” which means combining
the two quality systems without extensive changes.

6) The maturity level of the quality systems in the group can
be characterized by significant variance. Some acquired

7)

8)

9)

companies bring with them mature quality systems but
some do not. “Sometimes it happens that a company is
acquired and doesn’t even have an ISO certificate.”

The geographical area of the acquired company is also
of great importance. In some countries and
organizations, all actions are carried out individually
(following the acquisition), classifying quality per risk,
and examining all aspects.

There are relationships between the group’s
subsidiaries, such as vendor-customer relationships,
common markets, competing companies (within the
group), etc. Cooperation between the companies is also
expressed through the use of complementary products
and services developed by one subsidiary for the needs
of others in the Group, and vice versa.

There is ambiguity regarding integrating an acquired
local quality system into the cross-organization business
processes of the multinational company. It should be
taken into account that the dynamics of M&A can
continue simultaneously in both the parent company and
a subsidiary, because each has its own subsidiaries and
can continue acquiring other companies.

10)The quality system of the subsidiary is required to

operate closely with the local operation and marketing
teams (similar to how it acted before its acquisition). At
the same time, it is necessary to integrate, adapt and
respond to the guidance provided by the parent
company and Corporate Quality. This collaboration
will include business priorities, budget, operational
effectiveness, and resources.

11)The quality system can often find itself isolated from
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its original suppliers and customers due to a central
procurement policy required by Corporate Quality.

12)The subsidiaries’ existing and acquired quality systems

are exposed to the dynamic changes in the local market,
and also to the dynamics of the requirements and
guidelines required by Corporate Quality (policies,
harmonization, and standardization) — arising from global
interests of coordination and operational effectiveness.

13)The quality system operates and interacts with both

local and global needs. The quality system is required
to adapt and show flexibility against these changing
needs. To function and meet the requirements within
the local-global environment, the local level must
adjust the dynamics of the market and its customers. At
the same time, it must adapt to corporate requirements,
mainly on issues related to operational efficiencies
such as central procurement, etc.

14)There is uncertainty regarding the contribution of the

local quality system to the company’s global value and
its integration with the group’s other quality systems.

15)The relationships between the different quality systems

in the group are usually unaligned. The dynamics of
joining new quality systems in the group are
accompanied by ambiguity regarding the “global
identity” both in the newly-acquired company and the
existing companies. The following quotations from
interviews with quality managers in subsidiaries
express the existing gaps:

a. “Sometimes within a week you buy a company in
China, in Brazil... Each has hundreds of employees
and another USA giant... for $1 million.

b. “At the current level, there is no ongoing relationship
between the quality managers in the group. This
limited relationship also relates to the newly acquired
company. While there is a forum of quality managers,
nothing is binding — there are guidelines on methods
and processes.”

c. “Ensuring the same product and consistency between
you and your ‘partner company’ can be difficult if the
additional source, ‘Your twin’ does not report to you
and does not coordinate with you.”

d. “At the global quality management level, there are
trials and moves, but not real things. There are
specific initiatives and individual attempts to
organize the business.”

e. “The interaction in the field of quality management
between the factories is extremely poor.”

f. “The greater the differences between the factories
and the smaller the similarity between the quality
systems, the smaller the connection and the
interaction between the organizations in the group.”

16)There is awareness among the quality VPs and

operations managers interviewed during the field study
of the risk resulting from the lack of connection and
coordination between quality systems (existing and
acquired).

17)The study’s findings indicate that the ability of

subsidiaries or various operational units to produce
uniform products, without coordination between them,
is highly problematic. This is despite the process
standardization implemented in some cases.

18)Mergers, acquisitions, and strategic partnerships create

dynamics of change in forming network structure of
the operational system. This is caused by the very
existence or absence of strategic interactions,
operational and marketing. As a result, there are quality
systems that need to function at a high level of
integration, maximum synchronization, and even the
highest standardization level. Conversely, there are
quality systems that be allowed to function with a high
level of autonomy. The lack of communication with the
different quality systems in the group is due to the
significant variability between them.

19)The local quality system is required to range from

“adaptive” to “proactive” (initiative, long-term vision).

20)Its proactivity is naturally limited to its functioning as a

local system. Its connection to the other quality systems
in the group is not dependent on the local quality system
related to high-level strategic activities and initiatives
driven by the broader organization. During the interview,
the quality managers of the acquired companies
suggested that there is usually no real connection.

21)The balance between adaptivity and proactivity of the

individual quality system in the group of the
subsidiaries should be managed and navigated by the
parent company’s quality corporate headquarters body.
It should be backed by a clear concept and strategy,
which are currently not available.

4.2. Gaps in the Functioning of the Quality Systems of

1))

2)

3)

Corporate Quality

The business environment is becoming increasingly
complex, a multifaceted mix of companies, regions,
business processes, business environments, and
customers. Suppliers also merge, which makes
managing complexity a key concept reflected in the
functioning of functional systems at the headquarters,
including the quality system. The main challenges of
Corporate Quality are primarily focused on developing
the appropriate integration mechanisms that will ensure
that the different parts (the different quality systems)
remain connected and function as a single organizational
entity. This connection will enable the success of the
quality of the products, services, and processes along the
length and breadth of the multinational company.

The considerable effort invested in developing the
appropriate integration mechanisms is still in its initiation
phase. There is no defined approach by Corporate Quality
on managing the quality system, which brings
uncertainties regarding how to conduct integration.

The findings of the field study indicate low
involvement of the global quality system at
headquarters in strategic moves by the parent company.
The lack of this functional involvement is reflected in



4)

5)

6)

7)

8)
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the absence of assessments regarding the absorption a
new quality system following M&A processes.

In the early stages following the acquisition process,
the parent company’s tendency to maintain low
involvement in the activity of the acquired subsidiary is
notable. This low involvement is also reflected in the
management activities of Corporate Quality at
headquarters. “As long as the companies succeed, we’ll
keep letting them do what they know.” They try not to
shock them during initial stages after purchase, to
allow for continued normal functioning.

In practice, a diverse mix of quality systems can be
obtained. There are acquired companies that bring
orderly quality systems with them but others do not.
There may be quality systems certified to CMMIS (due
to historical customer requirements) but lack ISO
certification within the same company. Following the
purchase processes and the addition of companies and
sites, different quality systems may not necessarily
“talk to each other.”

Over time, inner vision grows and attempts to integrate
begin. Processes for “starting to work together” are
initiated. After the “hug” stage, process of examining
the possibility of integration commences. Corporate
Quality attempts to develop a common language,
thought teams and workgroups. “Uniform, clear and
dictated standards for suppliers certification and a
central mechanism for control of procurement costs
begin to be created.” There is a process towards more
active control of quality systems operating in divisions
and factories. The goal is to create “One Company” —
taking advantage of the aggregate ability of the
Group’s companies and, at the same time, maintaining
the unique character of each subsidiary.

Following the M&A dynamic, searches for an effective
way to integrate (as described in the previous sections)
appears, but the absence of a clear perception prompts
integration based on economic rationale and increased
operational effectiveness. In the field, possibilities for
creating integrative activity of the wvarious quality
systems, based on shared resources are identified, to
offset out-of-group spending, standardize procurement
processes, and manage suppliers (for the benefits of
scale created by central procurement). “The business
and intuitive reality undoubtedly prevail. There’s no
clear strategy.” The variance between the products and
processes in the group makes it difficult to implement
standardization and create a uniform quality system in
the group. There are specific attempts by the parent
company that are, in most cases, a process of
continuous search and “trial and error” that reflect in a
broad spectrum of conduct, from providing autonomy
to enforcing standardization. A parent company’s
demand for standardization will require the subsidiary
to “completely align” work processes, process
management, standards, etc.

Not all companies have a Corporate Quality unit. This

9)

may reflect the low importance attributed to
coordinating quality issues in the group (professional
technicians are sufficient in some cases). The lack of
Corporate Quality can lead to an unorganized process
for integrating the local company quality system. In
these cases, the collaboration between the quality
systems is low, and there are few shared projects. The
company can trigger cooperation and implementation
of shared management processes.

Corporate Quality acts as a guiding body that is
identified with and of great importance to companies
with less developed quality systems (e.g., acquired
companies in South America and elsewhere) “for which
it can be really eye-opener due to their relatively low
level. Regarding acquired companies from Europe or the
United States, which function from the outset to high
standards, it is less significant.” That is, some acquired
organizations need more support and guidance.

10)The absence of orderly integrative mechanisms that

“connect” the company’s quality system acquired to the
group’s other quality systems may jeopardize detection
of counterfeit products and impair the level of
consistency required.

11)Additional risks arising from the lack of a clear

perception of how to integrate the quality systems of

the acquired (and existing) companies into the group

and stem from field studies:

a. Replication — Duplication and unnecessary tasks
performed simultaneously on several sites.

b. Lack of coordination between parts resulting from
cuts in the production process, working to different
standards.

c. The remoteness of process managers due to a lack of
communication.

d. Impaired transfer of knowledge: knowledge and
experience accumulated over time are not transferred
to the benefit of the employees and managers in the
value of the other subsidiaries.

12)The difficulty in the aggregate management of the

group’s various quality systems, including the
integration of the new, acquired quality systems into the
Group’s global quality management activity, increases as
the company’s international level of development
(expansion) grows. The parent company finds it
challenging to coordinate aggregate quality activity
within innovative structures that characterize high levels
of global development, such as network organizations,
fragmented organizations, and a variety of strategic
partnerships designed to increase the level of flexibility
of the organizations. These structures express complex
interactions based on diverse combinations of business
processes, different types of collaborations, and a variety
of connections to suppliers. Absent a clear perception
regarding the aggregate management of the various
quality systems, and because regulatory requirements are
less likely to influence the behavioral patterns of
Corporate Quality than the core of business in the
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international field, Corporate Quality becomes an
adaptive body that is satisfied with the role of
“harmonization” between the various quality systems, or
a body that promotes and implements managerial
approaches among the subsidiaries, with minimal
involvement in strategic issues, including M&A.

The study found that acquiring and merging companies do
not sufficiently examine aspects related to the quality
systems of the acquired companies. The challenges facing the
parent company and the subsidiaries are expressed in various
ways, between local interests and global interests, which
must be realized by the parent company’s Corporate Quality.
The requisite level of integration is critical to global
management but remains unclear because it is influenced by
strategic, operational, and marketing interests.

5. Discussion

Globalization of the international economy and the
subsequent changes in the workforce and technology have
greatly influenced the development of the concept of quality
around the world. These changes, taken together, necessitate
adopting a new approach to defining quality. Corporate efforts
to expand through M&A further add to the increasing
complexity and diversity of mutual relationships between
global quality processes and business transactions.

M&A and corporate expansion processes create network
organizations in which synergy is generated between
organizations or within a meta-organization. To depict global
maturation of QMS, Bashan and Notea propose a hierarchical
model for multinational organizations and derivative one for
subsidiaries. A mature global QMS must be built on
standardized processes that can be applied at all locations
that are part of the MNC [21]. The QMS dictates the
responsibilities, processes, and resources necessary for
guaranteeing high-quality organizational activities [10].
Bashan and Kordova demonstrated the need for a systems
approach in global quality management, which may help face
QMS-related challenges [22].

The effectiveness of M&A is influence by varied factors.
Considerable research has considered the financial, strategic,
operational, behavioral, and cross-cultural components of
M&A, with particular attending to financial and market
aspects [14, 17, 37, 38].

The literature considers several models that potentially
affect the results of M&A. Some scholars content that the
acquisition process, national culture, organizational practices
and corporate culture are all essential parts in a successful
M&A transaction [39]. Others found that communications is
a crucial factor for upgrading M&A outcomes [40].
Steigenberger outlined a model for M&A integration that is
based on four-categories, none of which include the quality
system as a factor in the success or failure of integration [41].

Analysis of the current findings identified existing gaps in
the desired, theoretical profile created as the basis for this
study that focuses on formulating a proactive perception of
global quality systems’ conduct when facing challenges and

the companies’ global expansion. This discussion chapter
presents a proposed framework for supporting the dynamic
development of multinational companies: mergers,
acquisitions, strategic partnerships, and business models, in
which companies use to achieve global competitiveness. The
current findings indicate the absence of a relevant strategy,
and the many challenges and dilemmas resulting from the
global quality management level. This framework
emphasizes creating effective integration mechanisms for
integrating functional systems — which are dedicated to
ensuring the quality of products and services along the length
and breadth of inter-company processes that cross the
organization and geographical areas. Figures 3 and 4 present
the framework for combining effective QMS with M&A that
can drive successful outcomes of M&A. This framework is
an essential part of the future development of a global quality
management strategy, strengthening the position of Quality at
Corporate Headquarters as a global headquarters body
involved in the company’s strategic steps and at the core of
international management.

g

Characteristics of
integration planning

Adjust the reporting
structure of the local
quality team

Figure 3. The framework for combining effective QMS with M&A —
Integration Planning.
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Characteristics of
integration execution

Periodic reporting on
progress

Figure 4. The framework for combining effective QMS with M&A —
Integration Execution.

Many companies rely on M&A as a quick way to
accelerate innovation when the necessary technology does
not exist internally. Since there were gaps in the previously
existing methodology and process for M&A, both internal
and external, there is a need to develop a framework and
process for executing M&A. This framework will facilitate
improving standardization across companies and thereby
enhance the acquisition’s efficiency and effective integration
for innovation. It was created based on the gaps identified
and proactive lessons learned, which are opportunities to
improve QA within a M&A process. In recent years, as the
number of M&As increased significantly, there has been a
need to ensure consistency and maximize efficient use of
resources across subordinate companies. Using the suggested
framework can enable (1) integrating the acquired company
more quickly, (2) enhancing customer satisfaction by
providing better quality products and services to their
respective clients, end-users, partners, and distributors, and
(3) reducing waste by the better use of material, time and
resources.

To drive an effective integration process, it is important to
correctly identify potential gaps that may lead to compliance
issues in the QMS once the acquisition is concluded. The
following steps are used during this phase of integration
planning:

1) While reviewing the status of the target company’s

QMS before the acquisition, the quality team develops a
high-level QMS integration plan. This plan considers

local governmental requirements, change management
aspects, and mandatory QMS elements that must be
integrated during the first year. This approach serves as
a tool for not overwhelming the target company and for
working together once the deal is finalized.

2) Prior to the acquisition, the acquiring company should
assess if the target company would be a good fit within
the acquiring company. This assessment includes
identifying essential workers who should be retained in
order to transfer knowledge. As part of planning and
implementing integration, these resources are used to
support not only the quality systems’ integration but
also transfer of knowledge from the local target QMS to
the global organization QMS.

3) The global company must plan the integration steps
carefully to ensure that their implementation does not
disrupt service to clients, end-users, partners, and
distributors. The commercial aspect is assessed to
evaluate if extending the distribution footprint
necessitates adapting the local company’s QMS and
expediting its integration into the global company QMS,
in to comply with regional regulations.

4) Target companies are expected to use the global QMS
IT software of the global company once the deal is
finalized. Therefore, appropriate QMS software should
be included when assembling the integration plan and
timelines, in order to ensure that all aspects — including
budget, timing, resources — are evaluated before
committing to due dates. In cases where the target
company already uses IT software, the integration plan
should describe the phases for transitioning to the
global company’s software and decommissioning the
current software.

5) The integration plan is typically a multi-year plan, for
the period between closure of the deal and completion
of the target company’s integration into the global QMS
of the acquiring company. This integration plan lists the
quality management elements and uses a risk-based
approach for categorizing the priority of integrating
these elements. One of the first actions take once the
acquisition is finalized is changing the reporting
structure of the local quality team (see the section on
implementation, below).

While the framework emphasizes the importance of
planning integration effectively, execution of the plan is also
very important. The implementation phase includes the
following steps:

1) The operational integration plan is created in a manner
that avoids disrupting clients, end-users, partners, and
distributors. It is essential to balance the speed of
operational integration with the target company’s daily
activities and transition from a small or medium
company into a global company. As a result, some of
the acquired company’s local operating activity is
retained and integrated into the global company at the
time specified in the integration plan.

2) One of the first actions take once the acquisition is
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finalized is changing the reporting structure of the local
quality team. The local quality team starts reporting to
the corporate quality team upon signing on the deal. Via
multiple communication and touch-points, the local
team is introduced to the global team and receives
guidance on keeping the corporate quality team
informed on the day-to-day activities and areas
requiring improvement.

3) The target company is integrated in phases that take
multiple factors into account. Once the acquisition is
finalized, the global company conducts a quality audit
to identify potential risks. The outcome of this audit is
used as input for the integration plan. As part of the due
diligence phase, the quality team develops a high-level
integration plan that includes business aspects, to ensure
that clients, end-users, partners, and distributors do not
suffer disruptions. Business prioritization, such as the
commercial launch of products in global regions, may
also trigger operational integration changes, requiring
compliance with region-specific regulations. Other
factors impacting the operational integration plan and
timelines are the QMS applicable software to ensure
that all aspects such as budget, timing, resources are
evaluated before committing to due dates.

4) A dashboard is used to monitor progress while
implementing integration and issue periodic reports on
that progress. This dashboard considers
multidisciplinary aspects such as finance, tax,
regulatory clearance, commercial readiness, supply
chain, quality, and more. The quality metrics use the
integrated QMS procedure.

6. Conclusion and Directions for Future
Research

The dynamics of global company development via the
mergers, acquisitions, strategic partnerships, and business
models, which are used by companies to enhance their global
competitiveness, have a direct impact the global company’s
quality objectives. The company must develop a strategy that
is appropriate for the company’s level of globalization and
include effective integration mechanisms that combine the
activities of its various functional systems and, of course, the
quality system — all while continuing to create global value.

The main benefits of developing and implementing the
proposed guiding framework are:

1) Identifying strategic, operational, and marketing
interactions in the global (multi-site) quality system
operation.

2) Mapping the needs of the quality system on both the
local and global levels and developing a framework for
their regulation and achievement of global value.

3) Developing local and global capabilities of the
network-based quality system.

4) Developing quality support programs for strategic,
marketing, and operational goals as a

proactive-dynamic factors that provide value and
develop capabilities for improving the quality of
products and services (Quality Value Adding)

5) Consulting and assistance in developing a quality
strategy that is derived from and supports the
company’s overall strategy.

6) Strengthening the global identity of the quality system
and strengthening the strategic, operational, and
marketing rationale for the way it works.

7) Enhancing the status of the Corporate Quality at
headquarters as a global headquarters body, involved in
the company’s strategic steps and at the core of
international management.

Directions for further research

This study lays the groundwork for future research to
evaluate and generalize the strategic approach to quality
management in global organizations. The ability to
effectively integrate global QMS with M&A, with integration
planning and implementation, may result in improved M&A
outcomes. For future research, we recommend:

Running simulations to confirm the proposed principles of
the model at different levels of globalization of operating
systems and quality systems (varied configurations).

Developing indicators that organizations can use to check
their condition at any given moment, and measure levels of
improvement achieved after implementing the proposed
methodology (information flow indices, distance indices,
information transfer indices).

Using an objective quantitative method (statistical analysis
of questionnaires) to evaluate the use of methodology among
a large number of organizations.

Mapping additional variables that can assist in the
integrative functional management of the quality system,
including variables representing different organizational
structures that can influence the aggregate management
method of the global quality system.

Evaluative studies regarding the level of use for the
proposed guiding framework among multinational companies
at different levels of global development, as presented in the
study:.

Improving inclusion of the proposed guiding framework
for managing additional functional systems such as global
operations, global human resources, global marketing, etc.;
developing an implementation model for methodology and
tools for evaluating their application.

Expanding the process approach underlying the proposed
model and extending the global quality system’s
responsibility for their coordination and overall effective
management of a branched “inter-social” process set
(between subsidiaries, strategic partners, etc.), which raises
the need for further research to examine implementation of
the suggested framework, within accepted models for quality
assessment in organizations such as ISO 9001, Malcolm
Baldrige’s excellence model, EFQM’s excellence model, and
others.

Developing a computerized tool for mapping the various
configurations of the networked operating systems, which
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characterize a multinational company. This mapping should
provide a view of the interactions and connectivity between
them (strategic connectivity, operational connectivity,
marketing connectivity) and identify the key groups
containing hubs that control a broad network of interactions.
This computerized tool should be designed to support the
coordination of the interdependence between quality systems,
within the identified key groups (global functional
integration of the quality system) and the development of
their global capabilities, on a network basis.
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