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Relationship Analytics for Post Merger Integration 

Accelerating Value Realization 
 

Mergers & Acquisitions have become routine in today’s modern business environment as companies 
across various industries and of different sizes recognise that growth through acquisition is a faster way to 
build competitive advantage and scale than through organic growth alone. 

Approximately 70% of all M&A’s fail to deliver on their forecasted expectations. 50% of those 
failures are due to culture and other people issues between the target and acquiring companies. 

Most M&A’s fail to realize the value which was forecast at the outset. While optimism at the 
announcement stage is high, when the merger integration team are tasked with realising the value, reality 
sets in. Delivery of the forecast synergy is often fraught with complexity. Lack of relevant data available to 
the merger integration team adds to the difficulty of the process. Organizations often fail to capitalize on 
the “initial promise” envisaged, resulting in disappointing the market several quarters down the track. 
Much of this disappointment could be avoided with access to essential data about the people dimensions 
of the M&A. 

 
Figure 1: How do "red team" and "blue team" become "NewCo" 
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1 Accelerating revenue synergies by facilitating cross-
sell/up-sell opportunities 

Mergers create an incredible opportunity for revenue acceleration, however come with a very 
unique set of limitations. By combining two sales forces into one, the opportunity to leverage the 
joint reach of both organizations is significant. The ability to cross-sell and up-sell each 
organization’s products to each others’ customers should, if done correctly, leverage the joint 
reach. However ensuring that these relationships can be leveraged quickly and efficiently takes 
time and effort. More often than not it takes longer than expected because the two teams first 
need to get to know another, then get to work on deals together. 

TrustSphere has developed an analytical solution, which accelerates the process of leveraging 
the newly combined relationship network of the two organizations. Called LinksWithin, 
TrustSphere’s simple yet effective solution allows members of both teams to rapidly leverage 
each others’ relationships by showing who in the combined organization already has a 
relationship with a target/prospect and how strong that relationship is. By making this available 
to key account executives and relationship managers the process of devolving and enabling 
them to leverage each others relationships becomes a reality much quicker than ever before, 
accelerating cross-sell/up-sell and helping achieve the synergies promoted to the market. 

2 Why the failure? 
Failure is hardly surprising when you consider that most members of that team are dealing with 
at least one part of a newly formed organization (NewCo) for which they have limited to no 
familiarity. External consultants are often called in to help; however they struggle to find 
objective data to measure the “people dimension” of both organizations. Much of the data 
available is subjective. Objective and empirical relationship data is almost impossible to acquire.  
Who are the influencers?  Who are the brokers?  Which teams have the best relationships with 
key clients? How should new cross-organizational and cross-functional teams be formed? How 
well is integration progressing across different teams and different geographies? Are teams 
collaborating or are they continuing to work in silos? Is the new leadership delivering the new set 
of shared values and creating a culture of cooperation? 

Post merger is a time of significant uncertainty during the combined entity’s new life. People 
leave, organizational structures change, new client sales and delivery teams are formed, a new 
culture develops. People, especially their networks and relationships are central to all of this. For 
instance, people from both the “red team” and the “blue team” come into NewCo with significant 
networks and relationships of their own. Historically these have been difficult to see, to measure 
and therefore to leverage.  Because the synergy case has been built on the notion that the ‘sum 
of the whole is greater than the sum of the individual parts’, the faster the red team and blue 
team start acting as NewCo, the quicker the value can be achieved. Traditionally, attempts to 
measure these has been subjective and anecdotal. Providing tools to help leverage NewCo’s 
recently expanded combined social networks therefore become an imperative. 

During the process of evaluating an M&A, teams and advisors attempt to estimate the value and 
effectiveness of the combined entity and accelerate integration while minimizing business 
disruption. 

The synergy case values presented to the market are typically predicated on two fundamental 
attributes: 
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1) Increased revenue:  the value of the combined client base and leveraging both 
organisations joint networks can increase revenues through cross selling and upselling 
(establishing the growth platform). 
 

2) Cost reduction:  removing duplication, rationalizing shared infrastructure, vendor 
consolidation and more efficiently using the joint resources of the combined entity 
(benefiting from economies of scale). 

 
TrustSphere has developed a set of analytical tools which specifically help merger integration 
teams navigate the change initiatives and deliver value.  These form part of our People Analytics 
tool set. 

3 TrustSphere’s offerings 
TrustSphere’s People Analytics solution set provides real time quantifiable data about 
employees and their relationship networks. These include both internal networks and those with 
customers, business partners and other third parties.  

This granular and objective data fills a vital gap to ensure M&A’s are more successful by 
providing a complete view of both organizations, how they work, who they are connected too 
and vitally who owns (or should own) relationships and touch points with customers, vendors 
and business partners. 

In addition to supporting the actual integration of the two organizations, the analytics also 
provide support to the vital change management and communication processes by quantifiably 
identifying influential employees, communicators and network hubs. 

3.1 How do teams and departments really work? 
In contrast to the formal organizational chart which offers little insight into how work really gets 
done, TrustSphere presents a view of how individuals and groups really work based on their 
digital interactions. See the strength of relationships between individuals and teams, and 
understand how teams, departments and geographies interact and collaborate.  

 
Figure 2 See how teams and departments work 

3.2 Who owns vital relationships with customers and suppliers? 
Before any people decisions can be made, it’s vital to have a clear understanding of who holds 
the key relationships that drive business and revenue. In addition to measuring relationship 
strength, the heat (representing intensity of the relationship) of the relationship is also measured 
and quantified. 
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Figure 3 Find out who has the strongest and most current relationship with any account 

3.3 Who has the strongest (and weakest) networks? 
The internal and external networks employees have can be quantifiably compared to see their 
size, reach and strength of networks and their relationships. The correlation of these networks 
with sales targets, territory sizes and sales outcomes gives an indicator of which networks are 
most valuable to the organization.  The data analysis often reveals patterns, which could 
otherwise remain hidden.  

 
Figure 4 Comparison of network size and overlap 

3.4 Where will we have overlaps, redundancy and duplications? 
During any restructuring people’s networks become an important factor in planning the 
reorganizing. The overlaps, intersections and duplications of relationships between individual’s 
networks can be quickly visualized and identified. Areas of focus such as key accounts, 
customers or critical relationships can be “reverse searched” to see who internally has the 
strongest relationship with any individual or company. 
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Figure 5 Identify key relationship overlaps and duplications 

3.5 How can we retain the institutional knowledge of leavers? 
Even before headcount reduction is planned, most M&A processes create an environment of 
uncertainty which leads to an increase in turnover. Each time an employee walks out the door, 
the organization loses a wealth of knowledge and relationships built up over years or decades. 
The simple to use Transition Report enables organizations to generate a snapshot of an 
employee’s relationships and network at their time of departure. This objective and quantified 
assessment enables organizations to see which are the key relationships that need to be 
transitioned, ideally before the departing employee leaves or receives a final pay check. 

 
 

Figure 6 Real time relationship handover reports 
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3.6 How can we find the influencers to support and drive change? 
Our powerful algorithm statistically ranks all employees in terms of their influence within their 
team, department, geography or organization. These key employees can be recruited to become 
change advocates for the new organization and utilized to drive natural and organic change and 
communications within their network. This increases the speed, impact and effectiveness of key 
changes and messaging organization wide.  

 
Figure 7 Influential employees quantifiably identified 

3.7 Are our people building new networks and integrating? 
Measuring the rate of change as the two separate organizations merge and become one new 
organization has always been difficult, particularly in cross border M&As. Our analytics show the 
changes in employee networks and relationships in real time, allowing targeted change 
programs to be implemented for specific departments and/or geographies to ensure the new 
organization is effective as quickly as possible. 

 
Figure 8 Understand the growth and change in relationships and networks 
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4 Technology 
The underlying technology, TrustVault consumes the transaction logs of multiple formats of 
digital communications, however shorter term project customers typically focus solely on email 
communication logs. For customers undergoing M&A, in addition to a permanent or semi-
permanent connection between their email infrastructure and TrustVault (the processing 
engine), we can also facilitate a one off (or a series of) Secure File Transfers (SFTP) of data 
from other email systems and load it into a TrustVault instance in the cloud for analysis.   

Cloud analysis uniquely enables us to evaluate the data of two separate organizations, even 
prior to the formal or regulatory close. Providing a unified view of the resulting networks enables 
more accurate assessment of the real opportunity. Once loaded, the combined data will be 
processed as normal by TrustVault and be available for visualization and reporting in TrustView 
and extraction by the standard set of TrustVault APIs. 

At the end of the project, the TrustView client and all data is permanently removed and deleted. 
No backup data is retained at the end of the project. It is designed as a limited time white room 
exercise to identify and assess market synergies. 

 
Figure 9 Data Transfer Process. 

TrustVault is the analytics engine; TrustView is the visualization and reporting application. 
TrustVault typically consumes the transaction logs of enterprise communication applications, for 
example Exchange, Office365, Lotus Notes etc.  

Only the email message meta data, NOT the content or any attachments, are transferred 
to TrustVault. 

A typical data file will look something like this: 

 
Figure 10 Sample email server log file 
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5 Data Privacy and Security  
TrustSphere treats data privacy and security as its number one priority. Our technology and 
approach have been built in line with ‘privacy by design’ principles. 

No content or subject lines are ever analyzed to ensure compliance with international privacy 
legislation and best practices. 

TrustSphere’s role is as a Data Processer for customers who remain the Data Controller. 
TrustSphere does not determine the purposes for which the data is being processed, but has 
responsibility for the processing of data on behalf of the Data Controller (customer). 

Our Privacy Practitioners Guide and Information Security Practices documents are available 
from our website, they outline our compliance with all major pieces of legislation regarding 
privacy and security of our client’s data including but not limited to the EU Privacy Directive. 

For more information, please contact us at: PeopleAnalytics@trustsphere.com 

About TrustSphere 
TrustSphere is the widely recognized market leader in Relationship Analytics. We enable 
forward thinking organizations to unlock the inherent value of their own networks using our next 
generation technology. Our solutions provide real-time intelligence and insights which help 
clients across the globe improve sales force effectiveness, enterprise-wide collaboration and 
corporate governance. We deliver our solutions through leading technology and business 
partners including IBM, Salesforce.com and SugarCRM. 
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