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Executive Summary
CREM- “CREM is the management of the corporate real estate portfolio by fitting the portfolio and the
delivered services on the core tasks and business processes, with the aim of achieving maximum added
value to the company and thereby contribute to the common performance and the business results”.
(Krumm, Dewolf & De Jonge, 2000, p.32)- has grown as a professional discipline over the past
decades. There has been a clear development, both in academic and professional terms, in corporate
CREM. It has developed into a strategic management discipline that requires the same amount of
attention as other strategic disciplines (Gibson and Luck, 2006). More companies are pursuing
merger and acquisition growth strategies, but real estate is often overlooked in this process (Jones
Lang LaSalle, 2014). Taking a merger perspective sets a fine stage for enhancing the performance of
people and of the CREM department (Bloch, 1999). Also the role and activities of the CREM
organization in a M&A process could be more clarified. Literature has shown there is little known
about CREM activities in the M&A process and the alignment of the CREM organization. The research
question for this study is therefore:
“Which CREM activities are important during the different phases of the M&A process and how
could the CREM organization be aligned?”
To work towards the answer of the research question the study is split into two parts. First a
literature study is performed on the CREM activities which have been discussed by other authors
and the motives, types and the process of M&A. Secondly the alignment of the CREM organization in
the M&A process has been studied.
CREM

Within CREM four management perspectives have been distinguished: General management, asset
management, facility management and cost control (De Jonge, 1997). These components can have a
focus on different levels. Van Driel (2010) has developed a CREM pyramid which identified three
management levels of CREM: strategic, tactical and operational level. Those levels are
corresponding to portfolio management, asset management and property management respectively.
From the literature study a general CREM activity list with 33 activities is composed and those
activities have been assigned to the three levels of CREM defined by Van Driel (2010) and to
management and support functions. This draft is shown in Figure 1.

Figure 1. CREM activities from the literature assigned to the CREM levels
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Concerning the CREM organization models of Kämpf-Dern and Pfnür (2014) and Ploumen (2014)
five aspects of CREM are defined: CREM organization, centralization, sourcing, organizational
structure, culture/ HR and process management. Factors have been assigned to the five aspects and
a format has been made for studying the alignment of those aspects in the M&A process. This format
is shown in figure 2. Each of the factors have been concluded in the interviews.
The recurrent appearance of M&A over the last decades has led to increased attention for this
phenomenon in today’s corporate world (Freitag, 2014). M&As are the most popular means of
corporate restructuring or business combinations (Bose, 2014). They have played an important role
in the external growth of a number of leading companies all over the world. The motives for M&A
are identified as operating- or financial synergy, diversification, strategic realignment, hubris,
buying undervalue assets, mismanagement, managerialism, tax considerations, market power and
misevaluation. Different types of M&A have been identified: Mergers, acquisitions and consolidation.
The processes of those three seemed to be fairly identical and for this study are considered as one
overall M&A process. According to Freitag (2014) the M&A process have been divided into three
phases: the pre-merger phase, transaction phase and post-merger phase. The first phase involves
corporate analysis, defining M&A strategies and goals and a candidate assessment. The second
phase is mostly about due diligence, pricing, negotiation and deal closing. The post-merger phase is
about integration planning and transformation. Also critical success factors have been identified for
the pre-merger/ transaction phase and post-merger phase, as shown in table 1.
Table 1. Critical success factors
Pre-merger/ transaction phase

Post-merger phase

Choice and evaluation of the strategic partner

Integration Strategies

Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Post-Acquisition Leadership
Speed of Implementation
Communication During Implementation
Managing Corporate and National Culture Differences
Integration Strategies

Research approach

This thesis is focused on relevant CREM activities in each of the phases of the M&A process and how
the CREM organization could be aligned in the M&A process. The expectation is that CREM could be
more relevant in the M&A process of a company. Therefore this study is explorative to acquire more
insight in the activities and alignment of the CREM organization in the M&A process. First a
literature study has been performed on existing knowledge concerning this topic. Explorations have
been done on possible CREM activities in each of the M&A phases and important CREM aspects have
been identified. The CREM activity list and CREM organizational factors format are used as input for
the field study. This study consisted of case study interviews that have been conducted with the
companies Royal Philips, ABN Amro and Oracle Corporation to study the theory based on their
experience with M&A. They were asked to assign important activities of the CREM activity list to
each of the M&A phases; pre-merger phase, transaction phase and post-merger phase. and how the
CREM aspects CREM organization, sourcing, centralization, process management and culture/ HR
could be aligned in the M&A process. In addition three real estate advisors with M&A experience
have been interviewed as well for a comparison with the companies. The interviews were semistructured because the interviewees had to assign important activities of a pre-defined CREM
activity list to each of the M&A phases. For the second part of the interview factors for each of the
aspects have been discussed. The answer options were often pre-defined but some of them were
open questions. The interviewees had to answer those factors particularly based on the M&A
process and not based on the regular day-to-day situation. The format for the first part of the
interview is shown in table 2 and the format for the second part of the interview is shown in figure
2.
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Table 2. Format for CREM activities through the M&A phases
Pre-merger

Transaction

Post-merger

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management

Figure 2. Format for CREM aspects and factors
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CREM in M&A

According to the model of Freitag (2014) and practical models of CBRE (2010) and Jones Lang
LaSalle (2008) CREM activities for each of the M&A phases have been identified. After that, case
study interviews have been performed to examine the CREM activities in each of the M&A phases. In
table 3 all the mentioned CREM activities by the interviewees have been listed in the sequence of
most mentioned to less mentioned. The activities which are colored dark blue are mentioned by 4-6
interviewees, one shade lighter are mentioned by 2-3 employees and the lightest blue are
mentioned just by 1 interviewee.
Table 3. CREM activities in the M&A phases
Pre-merger phase

Transaction phase

Post-merger phase

Portfolio management
(Financial) analysis and counseling
Finance/ Accounting

Data(room) management
Appraisal
Risk management

Acquisition and disposition
Organization optimization
Transition management

Performance measurement/benchmarking

(Workplace) design / space planning

Strategic planning / scenario planning

Acquisition and disposition
Leasing and property (lease)
administration

Value management

Location practices

Data (room) management

Personnel management/ HR

Compliance
Acquisition and disposition
Alliance management
Appraisal

Portfolio management
(Financial) analysis and counseling
Asset management
Contract management and law/ legal

Contract management and law/ legal
Investment appraisal
IT
Location practices
Management and Governance

Facility management
Finance/ Accounting
Negotiation and deal making
Project management / -development
Security and safety

Marketing/ Communication
Negotiation and deal making
Organization optimization
Personnel management/ HR
Project management / -development
Risk management
Security and safety

Strategic planning / scenario planning
Compliance
(Real estate) development
Environmental management
Investment appraisal
IT
Management and Governance
Marketing/ Communication
Organization optimization
Property management/ building
operations
RE Finance
(Workplace) design / space planning
Design- and construction management
Transition management

Finance/ Accounting
Leasing and property (lease)
administration
Performance
measurement/benchmarking
Portfolio management
Project management / -development
Strategic planning / scenario planning
Asset management
Customer- and client relationship
management
Personnel management/ HR
Risk management
Value management
Alliance management
Community relations/ governmental
regulation
Contract management and law/ legal
Design- and construction management
Facility management
IT
Location practices
Management and Governance
Marketing/ Communication
(Financial) analysis and counseling
(Real estate) development
Environmental management
Negotiation and deal making
Property management/ building
operations
Security and safety
Compliance
Data(room) management
Appraisal
Investment appraisal
RE Finance

Based on the conducted case study interviews a process framework has been developed for CRE
executives when undergoing a M&A. This model has appointed the most important CREM activities
(mentioned 3 times or more by the interviewees) for each of the M&A phases: pre-merger phase,
transaction phase and post-merger phase. This process framework is shown in figure 3 on the next
page.
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Figure 3. CREM process framework in the M&A process
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According to the pre-merger phase just a few relevant activities were found for the CREM
organization. Based on the case study interviews the activity list became longer. It is remarkable
that the opinion of the interviewees about the role of the CREM organization in the pre-merger
phase are strongly diverting. Portfolio management is mentioned the most and this is primarily
about having a clear record of the current own real estate portfolio and identifying all the risks,
before acquiring another company with a real estate portfolio. Also the internal Finance and
accounting could already be put in order before doing new acquisitions. (Financial) analysis and
counseling, appraisal, contract management and law/ legal, risk management and safety/security
are mentioned as activities mostly focused on mapping the current portfolio of the CREM
organization.
In contrast to the pre-merger phase, the CREM organization became much more relevant in the
transaction phase. In the transaction phase the due diligence is mentioned as a very important issue
in the process, which is confirming Angwin (2001) who said the due diligence plays a critical role in
M&A and is yet assumed to be objective and neutral. The most important activity which is
mentioned by all of the interviewees is data(room) management. According to the interviewees,
when the transaction phase starts a data room needs to be opened, thereby IT is also relevant (also
for real estate reporting). In this data room all the data of initially the target company needs to be
uploaded, but also from the acquiring company. After that, appraisal and risk management
(especially relating to real estate) are mentioned the most. Each property of the target company
needs to be valued and the risks about all activities and assets of the target should be identified.
Value management is applicable in combination with appraisals to search for hidden values.
The post-merger phase is the phase in which all the set up ideas and plans need to be implemented
and activities should be integrated. Each of the defined CREM activities has been mentioned at least
by one interviewee. The physical acquisition and disposition will truly take place in the beginning of
the post-merger phase. Transition management and organization optimization are mentioned as
being important by all of the interviewees as well. After that (workplace) design and space planning
about the planning and physical integration of workplaces is mentioned as important. Within
Finance and accounting the financial systems, profit and loss statement and balance sheet need to be
integrated. The leasing and property (lease) administration is relevant because of integrating the
lease and property administration of the properties of both companies. It is remarkable that all of
the advisors mentioned value management against just one of the companies. This could probably
be explained because by the fact that maximizing added value is the core business of a consultant,
where the companies are busy to manage all the activities on time and are not always able also
maximizing the added value.
The most important critical success factors mentioned for the pre-merger/ transaction phase are an
accumulated experience with M&A, paying the right price and size mismatches and organization.
The most important critical success factors for the post-merger phase are all the defined critical
success factors only without the speed of implementation. Most of the companies mention that the
quality exceeds the speed of implementation.
CREM aspects

The interviewees have been asked about the five aspects for CREM: CREM organization, sourcing,
centralization, process management and HR/culture. This part of the study was focused on the
alignment of the CREM organization with the M&A process. For each of the aspects factors had to be
filled in by the interviewees. Figure 4 shows the most important findings for each of the CREM
aspects.
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Figure 4. CREM aspects and factors aligned in the M&A process

Reflection and recommendation

The overall study is realized with a limited number of real estate experts and the results are very
diverting, therefore the results are limited in the practical usage. However this study succeeded in
providing more insights in the possible activities and the alignment of the CREM organization in the
M&A process. In addition to the literature some new activities have been found: data(room)
management and compliance. Those are additions to the literature. Also the importance of a project
team has been emphasized.
Recommendations are made for CREM. An important recommendation for CREM is to be prepared
well for a M&A process. Mapping the entire current portfolio like checking appraisals and balance
sheets, reviewing lease- and alliance contracts and risk analysis on property conditions are
examples of tasks for preparing the current portfolio. Within the transaction phase the creation of a
data room and project team with other work streams very important. Concerning the post-merger
phase it is very important to manage the implementation and integration of all the activities and
functions. Five aspects have been found which are important for the CREM organization. Those need
to be aligned in the M&A process for an easy-going process. For example aligning the organizational
structure with the company’s structure. The focus of CREM would be strategic before the deal and
tactical/ operational after the deal.
Considering the explorative nature of this study, recommendations for further research are
inevitable. The post-merger phase of the M&A process mainly consists of the real integration
between organizations. For further research it would be interesting to perform in-depth research on
the real integration process of two CREM organizations in a M&A. For a more financial approach,
10

studies should be done to the financial benefits a company could take advantage of when involving
the CREM organization in the entire M&A process. Also the comparison between the M&A process
and the opposite process of a divestiture/ care out/ spin off could be studied for CREM.
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Chapter 1 Problem exploration

Chapter 1 is about introducing the subject of this thesis and how the research is conducted.
Paragraph 1.1 and 1.2 provide the motivation of the choice of the subject and the problem
definition. Paragraph 1.3 describes the research objective and the formulated research questions.
Paragraph 1.4 and 1.5 give the demarcation and relevance of the study. Paragraph 1.6 illustrates the
research outline and paragraph 1.7 gives a short description of the company EY who provided the
internship.

16

1.1 Motivation

Over the last 20 years there has been a clear development, both in academic and professional terms,
in corporate real estate management (CREM). CREM has developed into a strategic management
discipline that requires the same amount of attention as other strategic disciplines (Gibson and
Luck, 2006). The evolution of CREM has shown a changing role for CREM from task master to
business strategist (Joroff et al., 1993). The primary aim of the CREM organization is that the
Corporate Real Estate (CRE) strategies should be aligned with the corporate strategies to achieve
added value to the organization. Several authors (Roulac, 2001; Lindholm and Gibler, 2006;
Lindholm and Leväinen, 2006; Scheffer, Singer and Van Meerwijk, 2006; Ramakers, 2008; Heywood,
2011; Haynes, 2012; Appel-Meulenbroek and Haynes, 2014) studied the alignment of CRE strategies
and corporate strategies. Scheffer, Singer and van Meerwijk, Ramakers, Heywood and AppelMeulenbroek and Haynes, provided CRE executives with a measurement tool for pinpointing and
enhancing the contribution of CRE to corporate strategy. Appel-Meulenbroek and Feijts (2007)
identified 51 potential measures for CRE aspects to correlate them with the performance of the
organization. Common strategic approaches of CRE executives in developing CRE strategies and
measuring the performance and added value to the company have been studied (Lindholm and
Leväinen, 2006; Lindholm and Gibler, 2006; Lindholm and Gibler, 2012).
CREM has become of strategic importance for more companies. It is thereby relevant that CREM is
working effective and efficient as much as possible. Ploumen (2014) examined how the organization
of CREM could be optimally aligned with the implemented CRE strategies. This study elaborated on
the model of Kämpf-Dern and Pfnür (2014) about parameters that drive CREM and how they are
integrated. When the relation between CRE strategies and the CREM organization is examined, these
CRE strategies can be linked to CRE decision making. Lindholm, Gibler and Levaïnen (2006)
developed a model in which the core business strategies of companies can be translated into real
estate strategies that drive related real estate decisions. Many studies focused on operational level
decision making (Barovick and Steele, 2001; Lindholm, Gibler and Levaïnen, 2006; Barkham and
Park, 2011; Nunnington and Haynes, 2011) and less on strategic level decision making of the
organization. Within this strategic and organizational decision making, there is little known about
the decision making process.
Decisions in organizations are made every day, but decisions are especially important when changes
are applied in an organization, like corporate restructuring. One of the most popular means of
corporate restructuring is a merger or acquisition (M&A). When a company merges with another
company, it acquires obligations, holdings, liabilities and also real estate assets. More companies are
pursuing merger and acquisition growth strategies, but real estate is often overlooked in the
process (Jones Lang LaSalle, 2014). Bloch (1999) stated that taking a merger perspective sets a fine
stage for enhancing the performance of people and of the CREM organization. He linked the merger
perspective with the corporate goals and strategies. So the moment of executing a merger could be
the moment to reconsider and improve the CREM organization. In a M&A the CREM organization
needs to be aligned to go through the M&A process. Also the activities of the CREM organization in a
M&A process could be more clarified. Kessler-Park and Butler (2002) set out a comprehensive
framework and process for determining and evaluating merged or consolidated site and facility
plans. Their paper has provided some interesting insights in CREM in a merger process but
performed no empirical research on the CREM organization in a M&A. Kooman (2006) examined the
added value of the real estate asset by the physical integration of real estate in a merger or
acquisition, which resulted in a checklist that indicates how real estate can contribute to mergers
and acquisitions. He did not discuss CREM in the M&A process and the alignment of the CREM
organization in the process either. Willems (2005) focused on the role of CREM in a merger or
acquisition but did not discuss the CREM organization and also did no empirical research.
The literature shows there is a lack of research on the link of the CREM organization with M&A.
More insight is needed in the activities of the CREM organization in the M&A process and how the
CREM organization could be aligned. Valenziano and kious (2005) discussed the redesigns of a
CREM organization, which included a review of organizational structures and suggestions for
17

approaching the organizational redesigns of a CREM department, but this was not in the particular
case of a M&A.

1.2 Problem definition

The literature shows there is a lack of research on the link of the CREM organization with M&A and a
lack of knowledge about the role and activities of the CREM organization in the M&A process. Also
little is known about the alignment of a CREM organization in a M&A process. The acquired new
insights can be translated in a process framework that can be used by CRE executives in a M&A
process.
Based on the motivation mentioned above the following problem definition is formulated:
“Over the last 20 years there has been growing attention for CREM, but there is little known about the
activities of the CREM organization during the M&A process and the alignment of the CREM
organization. This can be supported by a process framework for CRE executives involving the activities
and aspects of the CREM organization in a M&A process”.

1.3 Research objective and questions
The problem definition is the basis for the research objective and research questions. This
paragraph will first discuss the research objective and after that the research and sub questions.
1.3.1 Research objective
The objective of the research is to provide more insight in the role and activities of the CREM
organization during the M&A process and how the CREM organization can be aligned in the M&A
process. This will be achieved by analyzing this process and developing a process framework.
1.3.2 Research and sub questions
The research objective leads to the following research question:
“Which CREM activities are important during the different phases of the M&A process and how
should the CREM organization be aligned?”
To answer the research question several sub questions are drawn up:
1.
2.
3.
4.
5.

Which activities and aspects of a CREM organization can be distinguished?
What are general M&A types, motives and processes?
Which CREM activities can be appointed to which phases of the M&A process?
How is the CREM organization aligned best to go through an M&A process?
What would a process framework to support CREM during M&A processes look like?
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1.4 Research approach

To provide the answers to the research and sub questions the study is split in two parts. First a
comprehensive literature study has been performed to explore all the relevant CREM activities
which have been discussed by other authors. This literature study has resulted in a list with found
CREM activities in the literature. Also the CREM organization and important aspects for CREM have
been explored. This has resulted in a CREM format with aspects which are important for the CREM
organization. The CREM activity list and the CREM format with aspects are the theoretical
framework of this study. The second part of the study consists of the performed empirical study in
which the theoretical frameworks are used. Case study interviews are conducted with three
companies in which they are asked about the activities of the CREM organization in the M&A
process and the CREM aspects. Also three real estate advisors with M&A experience have been
asked for the same. A cross case analysis is applied to the results of the interviews in which
comparisons are made and similarities and differences between the answers of the interviewees are
discussed. The results are also compared with the literature. The performed literature study and
conducted interviews have led to a process framework which could be used by the CREM
organization in a M&A process and a figure which shows relevant CREM aspects. The study for this
thesis is explorative and is focused on providing more insight on the topic. A more detailed
description of the research plan has been discussed in chapter 5.

1.5 Demarcation

As discussed previously the study is focusing on the activities of the CREM organization in the M&A
process and CREM aspects. The study is explorative by which first a literature study has been
performed and afterwards the theory is studied through case study interviews with companies and
advisors. Concerning the companies the study has focused on multinational companies of which the
primary business is not about real estate. For example real estate holdings are not involved in the
study. For the companies used in the study there were several criteria. First of all the companies
need to have a CREM organization otherwise they are not useful for studying the CREM organization.
Secondly the companies need to have experienced at least one M&A deal in the last decade
otherwise there is no connection with M&A. Preferably the companies are large multinational
companies and the primary business should not be on real estate. Within multinational companies it
is likely that more real estate is involved and the CREM organization would probably be more
mature. Also multinational companies will probably be more operative on the M&A market. For the
comparison with the opinions of the companies some real estate advisors are involved in the study
as well. These advisors should have expertise in CREM and should have experience with M&A.

1.5 Relevance

The scientific relevance is to broaden the scientific knowledge on the activities of the CREM
organization in the several phases of the M&A process and the possible alignment of this
organization particularly for the M&A process. Scientific research conducted on this topic is scarce.
In the literature there is little known about the role of this CREM organization in the M&A process
and alignment of the CREM organization in this situation. The process framework for a M&A which
will be developed can be used by CRE executives as a guide.
The practical relevance is the understanding, for real estate advisors and CRE executives, of the
possible activities in each of the phases of the M&A process and the alignment of the CREM
organization. The results from the study will not show the optimal CREM organization during the
M&A process but will provide more insight in the role of CREM in the M&A process. The results will
not be generalizable for every CREM organization. The findings from the study can show the
importance of the CREM organization of which companies can become aware. Real estate and the
CREM organization are still often overlooked or less involved in the M&A process. With the results
companies can have a more in-depth look at the identified activities of the CREM organization. They
can also acquire more knowledge about the alignment of the CREM organization in the M&A process.
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1.6 Research outline

The research outline shows the structure of the thesis, divided in several chapters in a chronological
order for problem solving. Figure 1.1 gives a graphic view of the research outline.
Chapter 2: CREM organization
This chapter describes how the CREM organization is structured and what general CREM activities
are in the day-to-day business. This is achieved by describing important aspects of CREM and
discussing the CREM organizations activities. This chapter has answered sub question 1.
Chapter 3: Mergers and acquisitions (M&A)
This chapter will start with general M&A motives and strategies of companies. Second, the M&A
phases will be discussed and critical factors are identified. This chapter has answered sub question
2.
Chapter 4: Theoretical model
In chapter 2 and 3 the CREM organization and the M&A process have been described individually. In
chapter 4 the theory of the CREM organization and the theory of the M&A process will be integrated
by exploring the important activities of the CREM organization in the M&A process. Also the
alignment of the organization will be studied.
Chapter 5: Research plan
In this chapter the research plan, method and data collection for the study are discussed.
Chapter 6: Research and results
In this chapter the case study interviews with CRE managers and real estate advisors which have
undergone a M&A have been discussed. The activities of the CREM organization and the way for
CREM to guide the M&A process are translated in a process framework for CRE manages and
advisors. This chapter has answered the sub questions 3, 4 and 5.
Chapter 7: Conclusion & recommendations
The final chapter will end with the conclusion on the research question. Furthermore a reflection on
the study is included and recommendations for CREM and further research on this topic are
provided.
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Problem exploration

CREM organization
Subq. 1 Which activities and aspects of a
CREM organization can be distinguished?
- Chapter 2: CREM organization

M&A
Subq. 2 What are general M&A types, motives
and processes?
- Chapter 3: Mergers & Acquisitions

CREM in M&A
Subq. 3 Which CREM activities can be
appointed to which phases of the M&A
process?
- Chapter 4: CREM in the M&A process

Research and results
Subq. 3 Which CREM activities can be
appointed to which phases of the M&A
process?
Subq. 4 How is the CREM organization
aligned best to go through a M&A process?
Subq. 5 What would a process framework to
support CREM during M&A processes look
like?
- Chapter 5: Research plan
- Chapter 6: Case studies

Conclusion & recommendations
- Chapter 7: Conclusion & recommendations

Figure 1.1 Research outline
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1.7 EY Real Estate Advisory Services (Transaction Advisory Support)

The thesis is supported by the company EY, department Real Estate Advisory Services BV. EY gave
the opportunity for the graduation research. EY Real Estate Advisory Services is a worldwide leading
real estate advisory organization. They advise clients like real estate investors, housing associations,
companies and governments through appraisals, portfolio analysis, strategy management, PPP,
feasibility studies and risk management. REAS has basically four pillars:
► Real Estate Valuation & Business Modeling (valuation and business modeling);
► Transaction Real Estate Services (M&A, Capital Markets, Due Diligence);
► Strategic Real Estate Advisory Services (CRE Management and International Location Advisory);
► Real Estate Project Finance & Infrastructure Advisory (Project Finance Advisory).
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Chapter 2 CREM organization

This chapter discusses the CREM organization. Paragraph 2.1 gives an introduction to CREM, after
which the general tasks and activities of CREM found in the literature are described. Paragraph 2.3 is
about CREM models of other authors which will lead to the model for this study. Paragraph 2.4
provides the conclusion of chapter 2 about CREM activities and the alignment of the CREM
organization.
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2.1 Introduction

Most companies need an accommodation for their employees and business activities. The
characteristics/ aspects can highly vary on location, size, atmosphere and more factors.
At the end of the twentieth century the amount of corporate real estate began to increase and
became more diversified. The high diversity in real estate needs, required more specialized
knowledge on managing real estate assets and fitting this with the organizational needs. Because of
this the CREM departments have arisen. The CREM department within a company was designed to
manage the real estate asset and the organization inherent with real estate. A clear definition of
CREM is given by Dewulf, Krumm and Jonge (2007):
“CREM is the management of the corporate real estate portfolio by fitting the portfolio and the
delivered services on the core tasks and business processes, with the aim of achieving maximum added
value to the company and thereby contribute to the common performance and the business results”.
The definition states that the CRE portfolio should be aligned with the goals, strategies and core
tasks of a company. There should be an alignment between the CRE strategies and the corporate
strategies, supported by the CREM organization. The evolution of CREM resulted for many
organizations in a changing role for CREM from task master to business strategist (Joroff et al.,
1993). This changing function might influence the role and factors of the CREM organization, but
also differs significantly per organization. Joroff et al. (1993) developed a model with 5 evolutionary
stages of CREM. The model is additive whereby the business strategist will deal with the tasks
identified with the previous levels as well. Each step forward will bring more added value by CRE to
the business which will also bring CRE closer to the management board. The evolution model is
shown in Figure 2.1.

Figure 2.1 Evolution of CREM
Source: Joroff et al., 1993

The taskmaster focuses on planning new buildings, maintenance and renovation of the existing
portfolio. The controller seeks for standardizing the space needs for minimizing occupancy costs.
The dealmaker negotiates about leases, sales and acquisitions and is still focusing on costs. The
entrepreneur is the first stage in which real estate strategies are drafted, and activities are
benchmarked to be sure that added value is delivered. The business strategist sits at the strategic
table with other business functions and should be able to add both use and exchange value by
alignment.
Management perspectives are found which influence the CREM organization. De Jonge (1997)
presented a framework which distinguishes those four different management perspectives on
CREM, which are General Management, Asset management, cost control and facility management
(Figure 2.2). The first perspective, general management, includes the overall corporate goals
concerning profit and long-term continuity. The second perspective, Asset management, is
concerned with reviewing the financial opportunities of real estate in relation to the financial
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position of the company. This perspective is an effect of allocating and balancing the financial
resources. The third perspective cost control is focusing on controlling the expenses and achieving
financial goals. The fourth perspective, facility management, is about optimizing the support of the
core business of the company and relates to daily needs for accommodation and flexibility (Krumm,
1999).

Figure 2.2 Four perspectives managing corporate real estate
Source: De Jonge, 1997

2.2 Tasks and activities

The definition of CREM has been described in the previous paragraph. This paragraph identifies the
activities of the CREM organization. The paragraph starts with a study assembly of the found studies
concerning CREM activities. After that an overview of all the found CREM activities is provided and
duplicates are eliminated. The end result is a total CREM activity list.
2.2.1 Tasks from the literature
Processes could be differentiated into core, support and management processes like Rüegg-Stürm
(2002) did in his St. Gallen management model. The core processes generate a product or service
and include the contact with clients. Support processes facilitate the other processes but are not
directly connected with products or services. The management processes develop the system and
lead the elements to fulfill the organization and reach its goals. The CREM organization is generally
not directly generating core activities, but it is generating a service and has internal clients. So the
CREM organization could be assumed as having a support function within a company. The St. Gallen
management model could be applied to CRE activities with all three process levels. Kämpf-Dern and
Pfnür (2014) made this application and graphed a model which is shown in Figure 2.3.

Figure 2.3 CRE related tasks, according to St. Gallen management model
Source: Kämpf-Dern and Pfnür , 2009; Kämpf-Dern and Pfnür, 2014

The figure shows the distinction between the three process levels of the CREM organization. Each
process level has its own tasks. The first level involves the management tasks of the CREM
organization like governance, portfolio management, asset management and operative real estate
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facility management. These tasks corresponds to the CREM management perspectives of De Jonge
(1997). The second level consists of the CRE core tasks or services of the CREM organization. A
distinction is made between supply, usage/operations and recovery. Each of these service lines has
its own tasks. The second level consists of tactical and operational activities. The last process level
consists of support functions like human resource, legal, IT and internal communications.
The middle part of the model is assigned as the real estate tasks along the real estate lifecycle, given
by Hartmann et al. (2010), as shown in Figure 2.4. They described the allocation of the
responsibility of real estate functions within the company and identified the performance of those
responsibilities. The CRE core tasks consist of tasks needed to support the entire real estate
lifecycle.

Figure 2.4 Real estate tasks along the real estate lifecycle
Source: Hartmann et al, 2010 (own adaptation with numbers)

Hartmann et al. (2010) identified different organizational models concerning the functions and
responsibilities which are assigned to CRE professionals of companies in Europe and North America.
Within their defined real estate tasks along the real estate lifecycle, they assume only Facility
management as Operations. For this research the tasks will be added to the activity list of CREM in
the last paragraph. Acquisition and Disposition could be both seen as transactions and could thereby
be put together (2+8), as Hartmann et al. (2010) also did. They defined the following seven tasks of
portfolio management:
► Space planning;
► Acquisition and Disposition;
► Leasing and lease administration;
► Development;
► Technical facilities management;
► Infrastructural facilities management;
► Commercial facilities management.
Heywood and Kenley (2007) developed the CREM strategic framework, which provides a
comprehensive account of the real estate practices required for CREM to operate strategically. The
framework is shown in Figure 2.5. Functions are given for the CREM organization for each of the
three levels organizational strategy, management & control and operations. A part of the tasks from
Figure 2.3 and Figure 2.4 correspond with the activities within the level operations defined by
Heywood and Kenley (2007).
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Figure 2.5 The CREM strategic framework
Source: Heywood and Kenley, 2007

The real estate tasks along the real estate lifecycle from Hartmann et al. (2010) are similar to the
operations level of the strategic framework of Heywood and Kenley (2007). Hartmann et all. defined
these as operations as well. However, Heywood and Kenley (2007) put the operations in a wider
perspective where facility management is just one of the operational activities. This can be
explained because Hartmann et al. (2010) primarily focused on portfolio management in which they
consider facility management as operations. However the wider scope of operations within the
CREM organization also include tasks like design occupancy planning/ workplace style practices,
building operations/property administration and CRE transactions as defined by Heywood and
Kenley (2007). The first one can be compared with the space planning within the provision of space
from Figure 2.4. The second and third can be compared to leasing and lease administration and
acquisition/disposition within the provision of space and recovery.
A comparative model is given by van Driel (2010) who also distinguished three levels of CREM.
Those three are the strategic, tactical and operational level. The levels correspond respectively to
portfolio management, asset management and property management. The CREM pyramid is shown
in
. On strategic levels strategies will be formulated which will influence the entire real estate portfolio
of the company. On tactical level the policy will be drawn up which is in line with the strategy. At
this level the focus is still on the portfolio but also starts to focus on property level. According to van
Driel (2010) the property management is mainly focused on facility management and location
managers are assigned to specific properties.

Figure 2.6 Real Estate pyramid
with levels of CREM
Source: Van Driel, 2010
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Some authors (Gibler et al., 2002; Roulac et al., 2003) have studied the future knowledge and skills
which seems to be important to CREM. Gibler et al. (2002) analyzed the knowledge and skills
perceived as important to CREM in the future for Australia, Hong Kong, the U.K. and the U.S. Roulac
et al. (2003) studied the role of real estate in corporate decision making only within Ireland and
compared this with the results from the study of Gibler et al. (2002). The respondents , with the
focus on senior management level, were asked to rank the role/characteristics of real estate and
future knowledge and skills perceived as important for CREM. Comparisons are drawn from the
results of another similar survey of Gibler et al. (2002) at an international level. Because the
international rank will be more applicable for other countries, this rank is taken as the main rank.
The knowledge/skills represent activities of the CREM organization. The ranks are shown in
Table 2.1.
Table 2.1Future knowledge and skills important to CREM
Source: Gibler et al. , 2002; Roulac et al., 2003
Knowledge/skills
Rank International
Strategic planning
RE portfolio management
Organization core business activity
Negotiation and deal making
Customer relations
Performance measurement / benchmarking
IT and communication technology
Project management
E-business
Environmental management
Facility management
HR
Security and safety management
Investment appraisal
RE development
Government regulation
Community relations
Design and construction management
Management accounting
Marketing
Internal Finance/ Economics
Taxation management
Foreign languages

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23

Rank Ireland
8
2
16
1
20
7
12
11
15
19
13
18
10
8
6
17
22
14
5
21
3
4
23

According to Roulac et al. (2003) the comparative analysis at an international level indicates that the
findings from the Irish survey does not differ significantly from work at an international level and in
larger economies (U.K., U.S, Australia, Hong Kong). The sequences of the ranks are different. The top
5 of the international average is (1) strategic planning, (2) real estate portfolio management, (3)
organization core business activity, (4) negotiation and deal making and (5) customer relations. Two
of these are in the rank top 5 of Ireland and three of them are in the rank bottom 5. Although those
different sequence the scores do not differ significantly. All the knowledge/skills can be seen as
CREM activities.
Epley (2004) studied the ranking of decision making subject areas for CRE executives. The interview
was targeting a broad range of the U.S and international CRE executives. He asked respondents to
rank the areas of real estate decision making that were the most important to his/her area of
responsibility. The results of this study are shown in table 2.2. The table shows the top five areas of
real estate decision making by CRE executives that appraisal the most important areas of their
responsibility. These areas are Management, Leasing, Development, RE Finance and Acquisition &
Sales.
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Table 2.2 Ranking areas of responsibility of CRE executives
Source: Epley, 2004
Area of responsibility
Rank
Management
Leasing
Development
RE finance
Acquisition
Sales
Analysis and counseling
Construction
Appraisal
Negotiation
Analysis only
All areas

1
2
3
4
5
5
6
7
8
9
10
11

The top 5 results of Epley (2004) differs from the average rank of Roulac et al. (2003). One
remarkable observation is the different ranks of Negotiation in both results. Within the results of
Epley Negotiation scores low at rank 9 and within the results of Roulac et al. (2003) for the
international rank at rank 4. Within the ranking of Ireland negotiation is even the first rank. The
authors have not mentioned any explanation for those differences.
Matsham and Heywood (2012) defined eight types of CRE sub-functions for their study about
outsourcing of CRE functions, which will be described further in paragraph 2.3. These functions are
shown in Table 2.3.
Table 2.3 CRE sub-functions defined
Source: Matsham and Heywood, 2012
Type of CRE function
1. Strategic planning
2. Client relationship management
3. Acquisition, leasing & development
4. Portfolio management
5. Financial analysis
6. Facility management
7. Property management & building operations
8. Maintenance & repairs
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2.2.2 Total list of activities
Several authors have identified skills and activities of CREM. All these skills and activities are
summarized in Appendix I. After that the elimination of some activities have been described and the
merge of similar activities are indicated. This results in a list of 31 identified main activities for the
CREM organization, which are shown in Table 2.4. The X marks indicate which authors mentioned
that particular activity in their paper. The definitions of the defined activities and the clarification of
the mergers made to get 31 activities are described in appendix II.
Table 2.4 Defined identical CREM activities from the literature
Activities
Gibler et Roulac
Epley
al.
et al.
(2004)
(2002)
(2003)

Facility
management
(Real estate)
development
Leasing and
property (lease)
administration
Acquisition and
disposition
Strategic planning /
scenario planning
IT
Portfolio
management
Project management
/ -development
Appraisal
Customer- and
client relationship
management
(Workplace) design
/ space planning
Design- and
construction
management
Finance/ Accounting
Marketing/
Communication
Negotiation and deal
making
Personnel
management/ HR
Environmental
management
Performance
measurement/benc
hmarking
Property
management/
building operations
Community
relations/
governmental
regulation
Contract
management and
law/ legal
Investment
appraisal

X

X

X

X

Heywood
and
Kenley
(2007)

Van
Driel

X
X
X

Matsham
and
Heywood
(2012)

Kämpf
-Dern
and
Pfnür
(2014

Total

(2010)

Hartma
nn et al.
(2010)

X

X

X

X

7

X

X

X

X

X

X

5

X

X

X

5

X

X

X

X

X

X

X
X

X
X

X

X

X
X
X

X
X

6

X

X

5

X

X
X

4
4

X

X

4

X

3
3

X

X

X

X

3

X

X

X

3

X
X

X
X

X

X

X

X

X

X

X

3

X

X

X

3

X
X
X

3
X

X
X

X

X

X

2

X
X

3

3

X

X

3
3

2
2
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Management and
Governance
Security and safety
Alliance
management
(Financial) analysis
and counseling
Asset management
Location practices
RE Finance
Risk management
Value management

X
X
X

X

2

X

2
1
X

1
X
X

X
X
X

X

1
2
1
1
1

The drawn up list of activities of CREM consists now of 31 unique activities which will be used as
input for the case studies and will be described further in this chapter about functional areas of the
CREM organization. Based on Table 2.4 some activities are prominent on the list, based on how
many times the activities have been mentioned by the authors. The most prominent (mentioned >3
times) general CREM activities for a CREM organization are:
► Facility management;
► (Real estate) development;
► Leasing and property (lease) administration;
► Acquisition and disposition;
► Strategic planning / scenario planning.
► IT;
► Portfolio management;
► Project management / -development.
According to the 31 identified and described activities of the CREM organization from Table 2.4 and
the CREM pyramid of Van Driel (2010) the identified activities are assigned to the three levels of
CREM: the strategic portfolio management, tactical asset management and operational property
management level. This is shown in Figure 2.7. The General management and support functions
have been added separately to create a kind of organizational structure for CREM and to assign the
activities which are not related to any of the three levels.
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Figure 2.7 CREM activities assigned to the levels of CREM and management and support functions

2.3 CREM organization aspects

The activities of the CREM organization have been identified in the previous paragraph. This
paragraph starts with discussing the previously developed CREM models about the CREM
organization from Kämpf-Dern and Pfnür (2014) and Ploumen (2014). This second model
elaborates on the first model with Ploumen’s own adaptation. The system of this model will be used
to test the influence on and the redesign of the CREM organizational structure. This organizational
structure is developed with the own 31 identified CREM activities which are assembled to functional
areas which form the organizational structure.
2.3.1 CREM spheres
Kämpf-Dern et al. (2012) gathered broadly accepted structures of general management frameworks
and developed a theoretical framework, the CREM map. Within general management it is known
that purpose or mission as well as vision and mission lead the management processes and thereby
corporate action (Kämpf-Dern and Pfnür, 2014). Based on general management frameworks and
research on CREM issues, a CRE framework is suggested which guides the study about which
parameters drive CREM and how they are integrated. Their used approach is qualitative and collects
data from large European companies. The major management processes are planning/strategy
development, organization, and steering/controlling (Steinmann and Schreyögg, 2005). According
to Kämpf-Dern and Pfnür (2014) a management framework thereby needs to include the following
spheres (domains) of activity: CREM targets, CREM strategies, CREM organization and CREM
controlling systems (Figure 2.8). The results of the research confirmed that there are important
interdependencies between the four domains that need to be considered when designing a CREM
system. The figure also distinguishes the internal corporate environment of CREM and the external
corporate environment of interaction. Each of the spheres will be described.
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Figure 2.8 CREM map
Source: Kämpf-Dern and Pfnür, 2014

External and internal corporate environment
The external corporate environment of interaction and the internal corporate environment of CREM
are the context of CREM. Important parameters of the external context seem to be the industry of
the company, its regulation, growth and the competition (Hartmann, 2011). According to Hartmann
(2011) internal CREM context parameters are company targets and strategies, the business model,
size and internationality of the company, and its portfolio structure like size, segments, geographical
scatter.
CREM targets
The CREM targets are derived from the corporates mission and targets. Clear CREM targets in
combination with corporate targets and strategies are of great importance to guide the development
of CREM strategies, but also the design of the CREM organization and systems (Kampf-Dern and
Pfnur, 2014). They could also be seen as benchmark for measuring the performance of CREM. CREM
should always be aware of the three perspectives of real estate and their respective intentions. The
three perspectives are (Kampf-Dern and Pfnur, 2014):
► CRE producer perspective. Maximization of profit from providing/maintaining real estate and
real estate services, respectively, minimizing occupancy cost;
► CRE investor (owner) perspective. Maximization of capital value invested in real estate;
► CRE user (core business) perspective. Maximization of benefit-cost ratio of real estate resources.
CREM strategies
The CREM strategies are policies and plans to reach the formulated CREM targets and to support
building corporate competitive advantage. Previous research (Manning and Roulac, 2001; Gibler et
al., 2002; Bon et al., 2003; De Vries, De Jonge and Van der Voordt, 2008; Gibler, Lindholm and
Anderson, 2010; Gibler and Lindholm, 2012) has shown that cost related targets and strategies are
the most aspired. Because of this focus on unit costs and building condition rather than the overall
costs and business outcomes, is said to be the reason that CREM still keeps failing to capture full
strategic attention (Price, Ellison and MacDonald, 2009). Also Ploumen (2014) concluded from his
study that the CRE strategy cost reduction is the most applied strategy by CREM departments. CRE
actions have become more strategic, covering space optimization, strategic occupancy planning,
workplace solutions and financial alignment. The strong interdependencies are to be recognized
between the domains. Targets, strategy and organization, all require a deep understanding of
corporate strategy and goals (Kampf-Dern and Pfnur, 2014). Relevant determinants within the
domain strategy are:
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►
►
►

The process and degree to which the CREM strategies and the corporate strategies/targets are
aligned;
The width and depth of the strategies;
The form (shape) in which strategies are available and operationalized.

CREM organization
The CREM organization does not solely cover the structure of the CREM organization itself. It is used
corresponding with organization theory where it encloses both formal and informal rules which
structure the CREM system, activities, resources and information, and align activities resources and
information in a way necessary to implement CREM strategies and achieve the formulated CREM
targets (Kampf-Dern and Pfnur, 2014). According to the authors the following parameters are
relevant for the institutionalization of CREM (making a stable CREM organization):
► The organizational structure for CREM functions;
► (De)centralization of decision making;
► CRE sourcing;
► CREM culture and human resource;
► Process management.
CREM controlling
Controlling systems of CREM includes all the systems that are meant to support the other spheres in
the model, through providing communication channels and information for steering and controlling
the core processes and management processes (Kampf-Dern and Pfnur, 2014). The controlling
systems should enable the effective and efficient work of the CREM functions and levels. CREM
involves several parties that assume different roles, resulting in targets which are supported by
CREM controlling systems. According to Kampf-Dern and Pfnur the most important parameters for
the institutionalization are:
► Level of transparency;
► Standardization and integration information/communication and its processes;
► Integration of processes and participants for planning/budgeting and reporting;
► Transfer-pricing system and other systems for the optimal allocation of resources;
► Quality management systems.
The CREM organization is the main focus for this thesis. Therefore the other three spheres CREM
targets, CREM strategies and CREM controlling are always involved but will be less discussed.
2.3.2 Aspects and factors

As discussed before, according to Kampf-Dern and Pfnur (2014), the CREM organization consists of
five aspects which have influence on the CREM organization: Centralization, Sourcing, organizational
structure, HR/culture and process management. Ploumen (2014) took the CREM map model as the
basis of his research and adopted the five aspects of the CREM organization as themes, as shown in
Figure 2.9. He merged the aspect organizational structure with centralization and added CREM
organization. To each of the themes Ploumen added factors which influences these themes,
according to his literature study. When adopting one CRE strategy the model leads through the five
aspects and factors associating with these aspects. These factors should be filled in to develop the
model of the organization by each CRE strategy. For example for the implemented CRE strategy cost
reduction, within the CREM organization the focus on activities will be on operational level, the
important management parts are asset management and financial management. When each factor is
filled in correctly the CRE executives have an idea of how the organization could be designed for
each CRE strategy. This system of the model will be used to study the best alignment of the CREM
organization.
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Figure 2.9 aspects and factors of CREM
Source: Ploumen, 2014

The mentioned five aspects in Figure 2.9 will be discussed in the following part of this paragraph.
CREM organization

As mentioned before, Ploumen replaced the aspect organizational structure by his own aspect CREM
organization. Within the aspects he added several factors which are important within each of the
aspects. These factors are focus on activities, evolution of CREM, importance 4 management parts
(De Jonge, 1997), responsibility CREM and added value of CREM. All of the aspects are adopted for
this study.
Sourcing

Firms outsource business functions to focus on the core competencies. Valenziano and Kious (2005)
stated there are no unimportant functions, but the organization should make decisions for internal
focus. Companies have to consider agency costs for the optimal staffing/ outsourcing balance (Gibler
& Black, 2004). Outsourcing may increase the short term returns and it will result in lower
investments in developing the internal skills necessary for the companies long term competitive
advantage. When companies outsource to assist in achieving the corporate goals, it is important that
the client and providers work closely together, to be sure what the interests of both party are. A
possible mismatch in the expectations and outcomes of the parties is the providers lack of
understanding of the corporate culture and history (Gibler and Black, 2004). A survey of Ernst &
Young (2002) and Columbia University found transaction management, project management,
facilities management, space planning/moves and changes as most often outsourced by
organizations.
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McDonagh and Hayward (2000) studied the services which are outsourced above average among
companies in New Zealand and ranked those. The results of this study are shown in Table 2.5. It
appears that mainly valuations are outsourced to external companies. This can be explained by the
fact that within most countries companies are ordered to get appraisals performed by
(independent) third parties.
Table 2.5 Activities which are outsourced above average
Source: McDonagh and Hayward, 2000
Activities

Rank

Valuation/ appraisal
Building design
Fit-out
Environmental compliance
Disposal/ marketing
Space planning
Building Act compliance
Procurement
Feasibility studies/ market analysis
Facilities management
Site selection
Lease administration
Strategic planning

1
2
3
4
5
6
7
8
9
10
11
12
13

Matsham and Heywood (2012) studied the outsourcing of CREM in Melbourne. They asked six
organizations to indicate which of the eight listed sub-functions from Table 2.6 are managed inhouse or are outsourced. They listed eight CRE sub-functions (as noticed earlier in paragraph 2.1)
and assigned those to the three levels strategic, management & control and operational, (Figure 2.5)
in the CREM strategic framework of Heywood and Kenley (2007).
Table 2.6 Type of CRE sub-functions outsourced
Source: Matsham and Heywood, 2012
Type of CRE function
Strategic planning
Client relationship management
Acquisition, leasing & development
Portfolio management
Financial analysis
Facility management
Property management & building operations
Maintenance & repairs

In-house

Outsourced

6
6
4
2
2
2
2
2

0
0
2
4
4
4
4
4

Strategic
Management & control
Operational

All of the surveyed organizations mentioned they manage the strategic functions in-house, which
include the Strategic planning and the Client relationship management. Within the Management &
control and Operational sub-functions the result was mixed. Four out of six organizations
outsourced these sub-functions with the exception of the Acquisition, leasing & development by
which two out of six organizations outsourced this sub-function.
In their study Matsham and Heywood also identified five factors that contributed to the reason for
CREM outsourcing. These factors are listed below, in the sequence of importance.
► Cost savings;
► Access to skills, technology and best practice;
► Organizational restructuring;
► Business process re-engineering;
► Legislation and policies.
The findings confirm previous studies that show that outsourcing in CREM is primarily done to
achieve cost savings. Ploumen added the factors reasons for outsourcing, activities suitable for
outsourcing, levels of outsourcing and use of strategic partners to the CREM aspect sourcing.
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Centralization

The aspect Centralization concerns the (de)centralization of the CREM organization within a
company. According to Ploumen the organizational structure is derived from the extent of
centralization of the CREM organization. Therefore he integrated the aspect organization structure
with the aspect Centralization. First the decentralized and centralized model will be discussed.
Decentralized model
Decentralized models are the historic pillar of Corporate Real Estate, and nowadays many
organizations still employ this type of CRE structure (Cushman & Wakefield, 2013). Also Benezet &
Welch (2006) stated that despite obvious benefits of the centralized structure, many organizations
still continue managing CRE in a decentralized structure. In decentralized models, the organizations
are regionally and business line based. Decentralized organizations are “aligned by activity”
(Benezet & Welch, 2006). The quality of real estate in a decentralized structure can vary extensively
from location to location, also within the same business line or functionality. The main advantage of
a decentralized structure is timing (Cushman & Wakefield, 2013). When decisions are made locally,
without corporate oversight, the effectiveness of the decisions are instant. This directly provides the
ability to move quickly on opportunities to acquire or dispose a property.
Centralized model
In the centralized structure, the functions are managed from a central structure, with decisions
made at the top of the organization which has the knowledge of business strategy and goals.
Centralization implies that both the real estate/facility assets and real estate functions (transactions,
project management, portfolio planning, space management, and facilities management) are
managed by a centralized corporate services organization. This model is also referred to as “aligned
by function” (Benezet & Welch, 2006). For industries in which office space is the most dominant,
centralization is the most popular structure. Standardization is one of the main advantages of the
centralized structure, which also directly leads to lower costs. When decision are made at the top of
the organization, it is easier to develop and implement strategies and influence the CRE
performance.
The factors Ploumen added to the CREM aspect Centralization are the macro organizational
structures, position CREM in structure and organizational structure CREM. The centralization aspect
is in this case combined with the aspect organizational structure because the extent of centralization
forms the organizational structure. As mentioned before, the organizational structure has thereby
been integrated with this aspect.
Organizational structures
Several authors (Page and Valenziano, 2001; Miciunas, 2002; Valenziano and Kious, 2005) described
organizational structures of CRE. According Valenziano and Kious, the design of the organization
should make it simple for customers to do business with the organization. The authors distinguished
five basic types of CRE organizational designs: functional, product, market/ customer, geographical
and process. A matrix structure is a combination of structures which could take the form of product
and geographical divisions or functional and divisional structures operating in tandem (Johnson et
al., 2008). The organizational structures are described below:
► Functional: is seen as the default structure where entities begin when organizing around activity
or function. The functional structure supports training and knowledge transfer, permits greater
specialization and scale within functions and supports standardization.
► Product: is organized by the type of buildings, properties, spaces or facilities, e.g. headquarters
offices, field offices, distribution/warehouses, call centers, research laboratories, manufacturing.
► Market/customer: this structure responds to buyer power as a fundamental force in global
markets. The structure facilitates customer relationship management execution and delivers
superior customer knowledge to support the rapid service and product cycles. It is an efficient
platform for outsourcing.
► Geographical: When companies expand the functional offerings across geographical areas, then
the process is suited for the geographic or region structure.
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►

►

Process: based on complete flow of work. The structure gathers people across functions into
teams with end to end responsibility for an overall process. It promotes process improvement
and redesign, supports accountability for a cross-functional process and reduces cycle times.
Matrix: A matrix structure is a combination of structures. It is a structure in which the reporting
lines are set up as a grid, or matrix, rather than the traditional vertical hierarchy. The employees
have dual reporting lines, generally to both a functional manager and a product manager
(vertical and horizontal).

It is rare that an organization is exactly designed like one of the five mentioned structures. Any
organization is most likely to be a hybrid combination of those five structures (Miciunas, 2002).
Process management

Process management is important to guarantee the quality of the organization. A definition of
process management is given by Noordam (2005):
“Process management is the integral management of processes of the organization with the aim to
realize the defined performance, like products and services, according to the quality requirements
whereby to less or more extent ICT support is used: the design of processes out of strategy and products,
steering and controlling the processes and the continuously improvement of processes”.
It inappropriate for companies to outsource their responsibility for CRE process management, in
particular the entrepreneur and business strategist CRE management levels (Manning, Rodriguez &
Roulac, 1997). According to Ploumen (2014) within the process management three main factors
could be distinguished which influence the performance of CREM: information, knowledge and
network. Within the factor information the management information systems (MIS) plays a crucial
role. MIS integrates external research with the organizations internal research and documentation.
All management parts need access to the MIS: general management, asset management, facility
management and cost control (Gibler, Gibler, & Anderson, 2010).
The second factor knowledge is also important because without specialized knowledge it is hard to
deliver CRE which perfectly satisfy the requirements. The most important knowledge among CRE
managers is studied by Epley (2004) and gave the following results: (1) Access and interpret market
data, (2) Identifying customers and aims, (3) Performing location analysis, (4) Use of market data by
determining rent, (5) Analyzing the needs of users of CRE, (6) Recognize the impact of demographic
adjustments, (7) Recognize grow patterns.
Within the third factor network both the internal and external network are important. Processes
will develop more quickly when having a lot of contacts both internal and external. Furthermore
CRE managers should always be involved in important decision making like M&A or selling a
division (Ploumen, 2014; Bloch, 1999).
Organizational culture/ HR

The organizational culture is a common set of values, traditions and beliefs that influence
management and employee behavior within a firm (DePamphilis, 2011). Armstrong (2006) defined
organizational culture as:
“Organizational or corporate culture is the pattern of values, norms, beliefs, attitudes and assumptions
that may not have been articulated but shape the ways in which people behave and things get done.
Values refer to what is believed to be important about how people and the organizations behave.
Norms are the unwritten rules of behavior”.
The culture of an organization is often conceived as consisting of four layers (Armstrong, 2006):
► Values;
► Beliefs;
► Behaviors;
► Taken for granted assumptions.
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Values are often written down as the statements about an organizations mission, objectives and
strategies. Beliefs are more specific than values, but they can be discerned in how people talk about
the issues the organization is facing. Behaviors are the daily way in which an organization operates
and can be seen by people both inside and outside the organization. The taken-for-granted
assumptions are the core of the culture of an organization. They are referred to as the organizational
paradigm. The paradigm is the set of assumptions held in common and taken for granted in an
organization. For an organization to operate effectively there is bound to be such a generally
accepted set of assumptions. For a CREM organization these four layers can also be applied.
The culture has important influences on the development and the change of the organizational
strategy (Johnson, Scholes, & Whittington, 2008). When an organization operates internationally, it
should take into account that the culture could widely differ in the various countries the
organization operates. Also within the same country the organizational culture could be different
per region (subnational cultures).
The beliefs and basic assumptions managers have are subjective and relate to an endless variety of
topics (Weber and Tarba, 2012). M&A studies (Chatterjee et al., 1992; Weber, 1996; Weber et al.,
1996; Weber and Tarba, 2011) draw up how the different beliefs and assumptions could be
distinguished into seven dimensions of organizational culture (Weber and Tarba, 2012):
►

Approach to innovation and activity

►

Approach to risk

Management with focus on innovation encourage rapid response to changes and to competition
Management philosophy and beliefs about risks are the main factors that differentiate between most
organizations. Taking risks affects many decisions such as investment in initiatives, acquisition and
investment in productions and technologies.

►

Horizontal relationship
Management can have different approaches to the importance of cooperation and connection
between units of an organization for enterprise goals or the encouragement of competition between
units to increase motivation and effort.

►

Vertical-hierarchical contact

This dimension consists of management beliefs about attitudes toward subordinates, such as support,
understanding and encouragement. The beliefs have to do with human nature and therefore can vary
extensively, for example, the X and Y theories of employee motivation.

►

Autonomy and decision making

Characteristic of management is the belief about level of autonomy and responsibility that should be
delegated in important decisions. These beliefs affect the form of the organizational structure, the
definitions of the roles and procedures within the organization and the level of formality of the
definitions.
►

Approach to performance

The requirements placed on managers and employees and the focus on performance evaluations are
important aspects of the management culture.

►

Approach to rewards

Organizational culture can also be expressed in the way in which rewards are granted.

The factors Ploumen added to the CREM aspect HR/ culture are history of the CREM organization,
independence CREM organization and the acceptance of changes by employees. For the real focus
on the culture in the M&A process the following factors will be added for this study to the aspect
organizational culture/HR: Dimensions of organizational culture, cultural differences,
discharge/hire people. The first factor originates from the defined seven areas of dimensions of
organizational culture by Weber and Tarba (2012). The second is about the cultural differences
between the organizations. The third is copied from Ploumen (2014) because in an M&A situation
employees could also resist to changes in the organization. The fourth factor refers to the probable
dismissals or hiring of employees. This is added because Guzey and Yurtseven (2011) mentioned
that employees can leave, be fired or be relocated due to a M&A, which is a source of concern.
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Format

The factors Ploumen mentioned in his model within the CREM aspect process management are (1)
reporting performance of CRE, (2) advisory by CREM, (3) sufficient insight in corporate strategy, (4)
MIS, (5) invoice use CRE and (6) standard service package. Based on the assumed importance of
those factors for the M&A process the following factors have been used for the model: (1) reporting
performance of CRE, (2) advisory by CREM, (3) MIS. The reporting of performance of CRE is about
the frequency in which it occurs, e.g. weekly, monthly or yearly. Advisory by CREM is whether the
CREM organizations plays an advisory role or decision role within the company. Sufficient insight in
corporate strategy is about whether there is enough insight in the overall corporate strategies. MIS
is, as described before, a completely integrated communication and management information
system, which integrates external research with the organizations internal research.
Based on the discussed aspects and factors of the CREM organization of Ploumen (2014),
adjustments have been made to his model. The newly formed model is shown in Figure 2.10. This
format is used as input for the second part of the case study interviews.

Figure 2.10 Adjusted model of aspects and factors based on Ploumen (2014)
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2.4 Conclusion

Within chapter 2 the first sub question have been answered:
Sub question 1: Which activities and aspects of a CREM organization can be distinguished?
Five evolutionary stages of CREM have been identified: taskmaster, controller, dealmaker,
entrepeneur and business strategist. Each step forward will bring more added value by CRE to the
business which will also bring CRE closer to the management board. The management of CREM
involves general management, asset management, facility management and cost control. All of these
perspectives correspond to the CRE management tasks which have been confirmed by other
authors. Three levels of CREM are distinguished in the CREM pyramid: strategic (portfolio
management), tactical (asset management) and operational (property management).
An overview has been given of all the activities of the CREM organization found in the literature. This
activity list with 33 unique activities will function as input for the case study interviews. The
activities are appointed to each of the three levels of CREM and to management and support
functions. activity list is shown in figure 1. The definitions of all the activities can be found in
appendix II.

Figure 1. CREM activities assigned to the levels of CREM and management and support functions

Based on the models from the literature five aspects of the CREM organization have been identified:
CREM organization, Sourcing, Centralization, Process management and Culture/ HR. To each of
those factors have been assigned for examining the CREM organization in the M&A process. This has
led to a framework with CREM aspects and factors which is shown in the input model for the case
study interviews and is shown in figure 2.
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Figure2. Aspects and factors of CREM organization(own adaption of Ploumen, 2014)
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Chapter 3 Mergers and acquisitions

The CREM organization and its activities have been discussed in chapter 2. Chapter 3 is concerning
Mergers & Acquisitions (M&A). This chapter is describing the general M&A situation without a
connection to real estate yet. This connection will be made in chapter 4. Paragraph 3.1 describes the
motives for companies to undergo a M&A, paragraph 3.2 shows the types of M&A and chapter 3.3
describes the phased of the M&A process. Paragraph 3.4 ends with a conclusion about this chapter.
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3.1 Motives for M&A

The recurrent appearance of M&A over the last decades has led to increasing attention for this
phenomenon in todays corporate world (Freitag, 2014). Numerous publications around this topic
are contributed by academia. M&A became a standard instrument for strategic management. This
applies equally to large international corporations and to small and medium sized enterprises. At
the same time, the perception of M&A in our society is mostly negative as it is related to cost cutting
and loss of workplaces (Freitag, 2014).
M&As are the most popular means of corporate restructuring or business combinations (Bose,
2014). They have played an important role in the external growth of a number of leading companies
all over the world. M&A activity around the world has been booming for the last three decades
(Weber and Tarba, 2012). In 2007, the M&A activity peaked at a value of $4.6 trillion and in 2014
the global M&A volume reached $3.6 trillion (Dealogic, 2015). Acquisition is defined as an act of
acquiring effective control over assets or management of a company by another company without
any combination of business or companies. A merger is said to occur when two or more (equal)
companies combine into one new company (Bose, 2014).
The reasons for a M&A to occur are numerous and the importance of factors which rise the M&A
activity varies over time. DePamphilis (2010) outlined eleven different motives for M&A, which are
summarized in Table 3.1.
Table 3.1 Motives for a M&A
Source: DePamphilis, 2010
Theory
Operating synergy
► Economies of scale
► Economies of scope
Financial synergy
Diversification
► New Products/Current Markets
► New Products/New Markets
► Current Products/New Markets
Strategic realignment
► Technological Change
► Regulatory and Political Change
Hubris (managerial pride)
Buying undervalued assets (q ratio)
Mismanagement (agency problems)
Managerialism
Tax considerations
Market power
Misevaluation

Motivation
Improve operating efficiency through economies of scale or scope by acquiring a
customer, supplier, or competitor.
Lower cost of capital
Position the firm in higher growth products or markets

Acquire capabilities to adapt more rapidly to environmental changes than could be
achieved if they were developed internally
Acquirers believe their valuation of target more accurate than the markets, causing
them to overpay by overestimating synergy
Acquire assets more cheaply when the equity of existing companies is less than the
cost of buying or building the assets
Replace managers not acting in the best interests of the owners
Increase the size of a company to increase the power and pay of managers
Obtain unused net operating losses and tax credits, asset write-ups, and substitute
capital gains for ordinary income
Increase market share to improve ability to set prices above competitive levels
Investor overvaluation of acquirers stock encourages M&As

Real estate is often not the driver in a M&A although Table 3.1 mentioned the buying of undervalued
assets as an motive for M&A . This undervalued assets can also denotes real estate assets. Brounen,
Verschoor and Würdemann (2012) mentioned that undervalued balance sheets of real estate
holdings can attract hostile takeover bids. However this thesis does not focus on real estate holdings
by which this motive will probably be not under discussion.
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3.2 Types of M&A

The types of M&A will be described based on the corporate restructuring process flow model of
DePamphilis (2011).
Corporate restructuring

When a company wants to restructure it could undergo different types of restructuring forms.
DePamphilis (2011) summarized the various forms of corporate restructuring which could be
undertaken by companies. This overview is shown in Figure 3.1.

Figure 3.1 Corporate restructuring process
Source: DePamphilis, 2011

This study focusses on the M&A process of companies, which is part of the Operational
restructuring. The blue path is the area which refers to the field of this study.
Friendly vs. hostile takeover

When it comes to a friendly takeover, the targets board and management are receptive to the idea
and recommend shareholder approval (DePamphilis, 2011). The acquiring company normally offers
a premium to the current stock price. An unfriendly takeover occurs when the initial approach was
unsolicited, the target was not seeking a M&A and the approach was contested by the targets
management and board (DePamphilis, 2011). In friendly takeovers, a negotiated settlement is
possible, without the acquirer resorting to aggressive tactics (DePamphilis, 2011). This will advance
the M&A and the collaboration between the companies. For this study the focus is therefore on
friendly takeovers, for the best organizational result.
Merger, acquisition and consolidation

A merger is the combination of two or more companies in which all but one cease to exist legally.
The combined organizations will continue under the original name of the surviving company
(DePamphilis, 2011). In a typical merger the shareholders are voting for approving the merger. A
statutory merger is a merger in which the acquiring company assumes the assets and liabilities of
the target in accordance with the statutes of the states in which the combined companies will be
incorporated (DePamphilis, 2011). A subsidiary merger means the target is becoming a subsidiary of
the parent company. Merger of equals is a framework applied when both companies are of
comparable size, competitive position, profitability, and market capitalization.
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The business combinations could also be defined depending on whether the companies are in the
same industry and on the position in the corporate chain of value. Here the distinction is made
between:
Horizontal merger
It comes about a horizontal merger when the merge take place between two direct opponents
within the same industry, whereby the companies mostly produce the same product (Krishnan and
Park, 2002).
Vertical merger
A vertical merger involves firms which participate at different levels of the production or value
chain, so companies which work on different phases of the same product (Krishnan and Park, 2002).
Conglomerate
A conglomerate merger is one in which the acquiring company purchases a firm which is in a totally
unrelated industry (Krishnan and Park, 2002).
An acquisition occurs when one company takes the controlling ownership interest in another
company, a legal subsidiary of another company, or selected assets of another company
(DePamphilis, 2011). An acquisition involve the purchase of anther company, with this acquired
company continuing to exist as a legally owned subsidiary. In contrast a divestiture is the sale of all
or part of the company to generate cash. The goal of an acquisition is to acquire the majority interest
in another company (Defeen, 2007).
Acquisitions are very often referred to the takeover acquisitions of entire firms (Hwa, 2003)
However there are also transactions which involves the acquisition of individual properties or
business unit/sections/divisions. These transactions could be termed as partial acquisitions (Hwa,
2003). The differences between the takeover acquisition and partial acquisition are summarized by
Alexandrou and Sudarsanam (2001):
► the size of the acquisition;
► the complexity of the deal;
► transactions costs;
► the need for post-acquisition restructuring;
► the ease of integrating the acquired business with the buyers business.
A consolidation involves the merge of two or more companies to form a new company, but this is
technically not a merger. All legal entities that are consolidated are dissolved during the formation
of the new company, which usually has a new name (DePamphilis, 2011). In a merger, either the
acquirer or the target survives.
Demarcation

For the demarcation of this study is chosen for the blue marked options. Because this study focusses
on the activities and alignment of the CREM organization the most applicable type will be the
operational restructuring, so the type financial restructuring could already be excluded. The study
also focuses on takeovers where companies increase and the new real estate (organization) needs to
be reorganized. So the path of takeover and buyout needs to be followed. Within the friendly
takeovers companies will merge or acquire voluntary and would likely be willing to cooperate to
achieve the highest possible result for both companies. The hostile takeovers mostly happen due to
financial gains and competition reasons. In this case the companies will likely be not willing to
cooperate. The three processes (1) Merger, (2) Consolidation and (3) Acquisition remains. The
concepts and processes of a Merger or Acquisition are mostly used interchangeably and
Acquisitions are in practice mostly presented as a merger of equals (Batelaan and van Essen, 2006).
Thereby the processes will be fairly identical and for this study will be assumed as one overall M&A
process.
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3.3 M&A process

With the division of the M&A process into phases, and the definition of individual tasks which have
to be performed in these phases, a conceptual framework can be created. This framework provides
a simplification of the often very complex M&A process. Freitag (2014) divided the M&A process in
the pre-merger phase, the transaction phase and the post-merger phase. In the first phase all the pre
deal activities should be done before closing the deal, the second phase involves the introduction to
the deal and the deal itself and the last phase is about the implementation and integration after the
deal is closed. Mergers and acquisitions are (legally) different types but for the process they are
quite identical, and thereby these processes are named as the M&A process as one denominator. The
process goes from the pre-merger phase to the post-merger phase when ownership is transferred
from the acquired company to the acquiring company (Törnell and Lindén, 2013). According to
Kürsten (2008), the pre-merger phase begins with a desire for value creation and according to
Weber and Tarba (2012), the post-merger phase can be seen as completed when this value creation
has been fulfilled.
The defined three M&A process phases of Freitag (2014) will be discussed in the sub-paragraphs
3.3.1 to 3.3.3.
3.3.1 Pre-merger phase
The pre-merger phase is the phase before the deal is closed. Weiner and Hill (2008) insisted the premerger activities are the most critical, but believed many companies to fail focusing on this aspect
because they are too focused on the financial aspects of the deal. The first phase ranges from
strategic planning of corporate M&A activities to preparation of possible transactions. Figure 3.2
consists of a list of activities concerning the first phase of the M&A process.

Figure 3.2 Pre-merger phase aspects
source: Freitag, 2014

Concerning the pre-merger phase Freitag (2014) defined five process steps which are instituted in
this phase. A clarification of these steps and corresponding main activities will be now described.
Corporate analysis
Supporting the decision on the future direction of the enterprise and potential acquisitions and
performing a thorough analysis of the own company in terms of its strategy, business model, core
competencies, strategic potentials and gaps (Freitag, 2014). The activities concerning this phase are
the analysis of company goals and business model, analysis of strategic potentials and gaps and the
transformation self-assessment.
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Environment analysis
An analysis of opportunities and risks in the corporate environment and market and influences from
external stakeholders complements the internal evaluation of the enterprise (Freitag, 2014). The
activities concerning this phase are analysis of corporate environment, analysis of industry and
market and completing the SWOT analysis.
Define M&A strategy and goals
Based on the internal evaluation and the analysis of the environment, the industry, and market, an
M&A strategy is elaborated by identifying strategic gaps and decide on acquisition measure to
address each gap (Freitag, 2014). The activities concerning this phase are the identification of gaps,
deriving M&A needs and options and finalizing M&A strategy & goals.
Identify candidates
Identification of candidates for potential acquisitions to close the identified strategic gaps according
to a defined acquisition strategy (Freitag, 2014). The activities concerning this phase are Defining
candidate selection criteria and analysis of acquisition environment.
Candidate assessment and simulation
A more detailed analysis of short list candidates is supported by simulation of possible target
scenarios and a validation of general approvability (Freitag, 2014). The activities concerning this
phase are modeling of the integrated company and validation of approvability.
3.3.2 Transaction phase
The transaction phase comprises the activities for the preparation and finally the execution of the
M&A deal. The phase starts with the initial contact and negotiations and ends with the execution of
the deal. Figure 3.3 provides an overview of the transaction phase activities.

Figure 3.3 Transaction phase aspects
Source: Freitag, 2014

With the transaction phase Freitag (2014) defined five process steps which are instituted in this
phase. A clarification of these steps and corresponding main activities will be now described.
Contact and negotiation
Selection of the target candidate including the establishment of a direct contact and issue of
required formal and legal documents. Activities concerning this phase are candidate selection,
contact candidate and guarantee financing.
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Due diligence
Due diligence plays a critical role in M&A and yet is assumed to be objective and neutral (Angwin,
2001). Due diligence is an exhaustive review of the records and facilities and particularly
continuous throughout the negotiation phase (DePamphilis, 2011). Mostly the due diligence is
associated with buyers, but both sellers and lenders will also conduct a due diligence. A due
diligence consists of three different reviews. The strategic and operational review asks questions
which are focused on the sellers management team, the operations, and sales & marketing
strategies. The financial review is focusing on the accuracy, timeliness, and completeness of the
sellers financial statement. The last review, the legal review, is focused on corporate records,
financial matters, management and employee issues, tangible and intangible assets of the sellers and
finally material contracts and obligations of the seller (DePamphilis, 2011). Within the due diligence
the companies should conduct an internal and external audit, to evaluate the strengths and
weakness of the internal environment and the opportunities and threats of the external
environment (the SWOT model).
Pre-merger integration planning
Substantiation of the target scenario for the selected candidate and preparation for post-merger
planning and post-merger transformation of the integrated enterprise. The activity concerning this
phase is preparing the integration.
Pricing
Determination of the purchase price and definition of additional financial parameters of the deal.
The activity concerning this step is the purchase price definition by financial calculation models.
Deal execution
The deal execution comprises the announcement, signing of transaction contracts, and closing the
deal.
3.3.3 Post-merger phase
The post-merger phase starts immediately after the transaction phase has been completed, at day
one. It comprises the finalization of the planning and execution of post-merger transformation
activities, a post-merger audit and a definition of the follow up activities. Figure 3.4 gives an
overview of the activities of the post-merger phase in the M&A process. The post-merger consists of
the integration of the companies and implementation of the plans.

Figure 3.4 Post-merger phase aspects
Source: Freitag, 2014

Normally the duration of this phase is several years, and thereby much longer than the previous
phases. Kessler-Park and butler (2002) agreed with this by saying that true integration may not
happen before one year to 18 months. This involves the entire organization, so it would be plausible
that smaller CREM organizations are integrated earlier than larger CREM organizations. With the
post-merger phase Freitag (2014) defined three process steps which are instituted in this phase. A
clarification of these steps and corresponding main activities will be now described.
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Post-closing-integration planning
Is about the preparation of the post-merger transformation by developing a post-merger integration
Plan and establishment of the PMI organization and processes, as well as adequate integration
controlling and communication. Activities concerning this phase are developing a PMI (Post-Merger
Integration) plan, establishing a PMI organization and establishing internal and external
communication.
Post-merger transformation
Accomplishing the post-merger transformation to establish a common market presence, and to
integrate organization, culture, business processes, ICT architecture, operations, administration, and
external relationships. Activities concerning this phase are integration strategies, integration of
market presence, integration of organization and culture, integration of business information and
IT, and the integration of infrastructure.
Post-merger audit
Post-merger analysis of M&A performance in terms of financials and soft factors to identify
refinishing needs, includes a documentation of lessons learned and potentials for improvement of
the M&A capability. soft factors are like the education of employees or employee satisfaction. Hard
factors are like maximizing the profit, shareholder wealth or cost reduction. Activities concerning
this phase are controlling the achievement of targets and definition of follow-up measures.
3.3.4 Success factors
Most M&A deals fail to meet the expectations of the purchasers and it is clear that the due diligence,
valuation analysis, and negotiation that precede the closing of a transaction cannot guarantee its
success (Venema, 2012). Many purchasers either fail to plan the integration of the target adequately
or conduct the integration process too slowly. Gomes et al. (2003) did a review on the literature
about critical success factors of both the pre- and post-merger phase. Törnell and Lindén (2013)
found critical success factors for both those phases, which were relevant to explore. For this thesis
the division is made in the pre-merger, transaction and post-merger phase. Therefore the critical
success factors of Törnell and Lindén (2013) for the pre-merger phase will be applicable for the premerger and transaction phase of this thesis together. The post-merger critical success factors will be
applicable for defined post-merger phase. The critical success factors will now be described.
3.3.4.1 Pre-merger/ transaction phase

The six pre-merger phase critical success factors which are found relevant to explore by Törnell and
Lindén (2013) and are assigned to the pre-merger and transaction phase together are:
► Choice and evaluation of the strategic partner
► Pay the right price
► Size mismatches and organization
► Accumulated experience on M&A
► Courtship
► Communication before the merger
Choice and evaluation of the strategic partner
The first step in the M&A process for the acquiring company is choosing a strategic partner. At this
point, the acquiring firm has to evaluate the potential strategic partners strength and weaknesses,
requirements for future investments, quality in management, and if any barriers for implementation
exists (Gomes et al., 2013). The information will be collected by due diligence, which is the process
where the acquiring company scans the target company to enhance knowledge and information and
is used to reduce risks (Howson, 2003).
Pay the right price
A major reason for failure in M&A is sometimes due to the fact that acquirers pay too much in the
deal (Gomes et al., 2013). Value can be destroyed when paying too much and therefore makes it
difficult to achieve high enough return. An overpaid acquisition has been proved to be a reason for
companies to not fulfill expected value creation. Awareness of this risk, due to paying the right price,
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should, therefore, be taken into consideration when evaluating target companies market value
(Törnell and Línden, 2013).
Size mismatches and organization
Size matching or mismatching between organizations play an important role for M&A outcome
when choosing a strategic partner (Törnell and Línden, 2013). Small companies seem to manage
better than large companies when acquiring or merging (Moeller et al., 2003). A similar
organizational company size between the acquirer and target company has been proved to perform
better and even that smaller firms acquiring larger firms are preferable than large firms acquiring
small firms (Gomes et al., 2013).
Accumulated experience on M&A
A high number of M&A deals can be seen as unsuccessful based on a lower performance than
expected (Seldeslachts, 2011). However, companies with previous experience with acquisitions
have been argued to more often achieve successful outcomes compared to companies without this
experience (Haleblian & Finkelstein, 1999). Managers with more M&A experience are more able to
avoid poor decisions (Kim et al, 2011). With the earlier experience with M&A managers can create
standardized routines and templates and necessary information can be documented to avoid poor
decision-making.
Courtship
This is the moment when the companies get to know each other before making the big decision of
the merge (Gomes et al, 2013). It is important to trust each other and to build confidence, but also to
avoid any future conflicts based on the lack of mutual knowledge. The courtship period can be seen
as a due diligence supplement to get a wider knowledge about the other company.
Communication before merger
The communication plays an important role in the M&A process. To continuously keep employees
informed during the pre-merger phase can, therefore, be helpful to reduce any feelings of threats by
group members, based on the change or adaption of characteristics between the merging firms
(Leeuwen, van et al., 2003; Gomes et al., 2013). The identity of a company will change with the M&A.
By providing employees with realistic information about the M&A process during the whole premerger phase, it keeps unwanted uncertainties away, which otherwise may damage the outcome of
the integration of the two organizations (Bhaskar, Bhal, & Mishra, 2012).
3.3.4.2 Post-merger phase

Törnell and Lindén (2013) found critical factors relevant to explore for the post-merger phase.
Those are:
► Integration Strategies;
► Post-Acquisition Leadership;
► Speed of Implementation;
► Communication During Implementation;
► Managing Corporate and National Culture Differences.
Integration Strategies
Integration strategies play a major role in whether a M&A is going to be successful or not (Gomes et
al., 2013). According to Angwin and Meadows (2009), the majority of post-acquisition integration
styles examines the cultural cohesion rather than the organizational change. Haspeslagh and
Jemison (1991) examined different post-acquisition organizational styles that are linked to different
organizational changes, which resulted in four organizational integration styles: Preservation,
Absorption, Symbiotic and Holding.
► Preservation:
Little is changed in the acquired firm in terms of culture, systems or personnel. General
management skills might be transferred from the parent along with strict financial performance
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►

►

►

yardsticks and demanding incentive schemes. The preservation is characterized by a strong
need for autonomy and a limited need for coherence and integration between the organizations.
Absorption:
The absorption integration approach is the most far-reaching of integration approaches and is
characterized by a low degree of autonomy and a strong degree of integration. The expected
value creation by this type of integration is achieved by a full merger of the activities,
organization and culture.
Symbiotic:
The symbiotic integration approach is characterized by a strong need for integration but also a
strong need for autonomy. This mostly means, in practice, that these organizations first will
coexist and gradually integrate.
Holding:
The holding structure is no real integration. The organizations merge but continue to operate
independently within a holding structure.

Post-Acquisition Leadership
Multiple studies have reported findings in which the post-acquisition leadership is a vital factor for a
successful outcome of a M&A (Gomes et al. 2013; Angwin and Meadow, 2009; Kavanagh and
Ashkanasy, 2006; Karaevli, 2007). Gomes et al. (2013) mentioned that the relationship and
management between the companies must be established in order to succeed with a M&A. The
choice of new leadership in the acquired company can be a person within the company (insider) or
a person from outside the acquired company (outsider) (Angwin & Meadows, 2009). The choice of
leadership in an acquired company is important for strategic and influential reasons. Venema
(2012) confirms the management of the integration process is an important factor.
Speed of Implementation
Homburg and Bucerius (2006) found that a lot of authors identified the speed of integration as one
of the post-acquisition success factors. It is argued that a quick implementation minimizes the
uncertainties between companies, especially for the employees. Angwin (2004) suggests that the
first 100-days after the ownership transfer, when the integration phase begins, is the most critical
towards success. Homburg and Bucerius (2006) identified that a slow integration could help the
acquiring firm. The slow-speed integration may built the acquired firms trust and decrease the risk
of conflicts.
Communication During Implementation
The same as within the pre-merger phase, also in the post-merger phase communication is very
important. Gomes et al. (2013) have found that communication during the integration process, postacquisition, is vital to a successful integration. It is important to report any progress and change of
the integration to the acquired company (Weber et al., 2011). Communication during the integration
process is important for the acquiring company; this is the only channel that they have to inform the
acquired company about changes.
Managing Corporate and National Culture Differences
An example of the definition of Corporate culture is “beliefs, values and assumptions shared by an
organizations members” (Teerikangas & Very, 2006). But also productivity, commitment, longevity
and satisfaction of an employee could be considered as part of organizational culture. Weber and
Tarba (2012) argue that cultural differences should already have been assessed in the pre-merger
phase. Teerikangas and Very (2006) state that differences in organizational culture have an impact
on the M&A performance. It is found that cross-border M&A and cultural differences are positively
related. Teerikangas and Very (2006) conclude that cultural differences and performance of an M&A
are both complex and subtle. Venema (2012) stated that it is important for the integration plan to be
sensitive to the organization and culture of the target.
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3.4 Conclusion

This chapter gave the answer to sub question 2:
Sub question 2: What are general M&A types, motives and processes?
M&As are the most popular means of corporate restructuring or business combinations. The
reasons for M&A to occur are numerous and the importance of factors which rise the M&A activity
varies over time. Eleven motives are identified from the literature which cause M&A and those will
also be taken into account for the case studies:
► Operating synergy;
► Financial synergy;
► Diversification;
► Strategic realignment;
► Hubris;
► Buying undervalued assets;
► Mismanagement;
► Managerialism;
► Tax considerations;
► Market power;
► Misvaluation.
The identified main types of M&A are corporate merger, stock merger, legal merger and acquisition.
Within the legal perspective it involves the statutory merger and subsidiary merger. The economic
perspective can be split into horizontal merger, conglomerate and vertical merger. Within the
merger two companies combine their power to form a new company. When it comes to an
acquisition one company (mostly a larger one) takes over another (smaller) company. Differences
are mostly due to legal factors of the M&A and are visible in small details. Concerning the process a
company should go through in a M&A, there are little differences. Therefore the M&A process will be
assumed for M&A in general and no real distinction is made in merger or acquisition.
The M&A process can be divided into three phases: the pre-merger phase, the transaction phase and
the post-merger phase. In the first phase the candidate selection and assessment are executed, the
second phase is approaching and closing the deal and the last phase is about the implementation
and integration after the deal. Table shows for each of the three phases the defined main activities
for companies to execute.
Table 1. CREM activities for each of the M&A phases
Pre-merger phase

Transaction phase

Post-merger phase

Corporate analysis

Contact and negotiation

Post-closing integration planning

Environment analysis
Define M&A strategies and goals
Identify candidates
Candidate assessment and simulation

Due diligence
Pre-merger integration planning
Pricing
Deal execution

Post-merger transformation
Post-merger audit

Most M&A deals fail to meet the expectations of the purchasers. Critical success factors for both preand post-merger have been identified. Table shows the found critical success factors for the premerger/ transaction phase (pre-deal) and post-merger phase (post-deal).
Table 2. Critical success factors in the M&A process
Pre-merger/ transaction phase

Post-merger phase

Choice and evaluation of the strategic partner

Integration Strategies

Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Post-Acquisition Leadership
Speed of Implementation
Communication During Implementation
Managing Corporate and National Culture Differences
Integration Strategies
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Chapter 4 CREM in the M&A process

In chapter 2 and 3 the CREM organization and the M&A process are described individually. In
chapter 4 the CREM organization and the M&A process will be aligned by describing the role and
activities of the CREM organization in the M&A process. Paragraph 4.1 will start with a short
introduction, after which paragraph 4.2 will discuss some literature about the role of CREM in the
M&A process. Paragraph 4.3 describes possible activities for CREM based on the M&A process of
chapter 3 and some practical models. The last paragraph 4.4 will end with the conclusion and the
answer to sub question 3.

54

4.1 Introduction

Even though corporate real estate issues may not be the critical deal maker or breaker, they will
contribute significantly to the success of change in general and M&A in particular (Kessler-Park and
Butler, 2002). How can managers become prepared for a M&A? And how can one participate
effectively during the integration? To be as efficient as possible and to provide more added value, the
CRE department should participate with the higher management in the pre-merger phase, due to
making clear and planning how to achieve the objectives of the M&A (Hint Stern , 2000; Bloch,
1999). More companies are pursuing merger and acquisition growth strategies but real estate is
often overlooked in the process (Jones Lang LaSalle, 2014).

4.2 Role of CREM

Some studies (Willems, 2005; Jones Lang LaSalle, 2008; CBRE, 2010) are found concerning the role
of CREM in the M&A process and will be described in this paragraph. The CREM organization is part
of the company and supports the primary business. The CREM organization could also play a role in
a M&A process.
Willems (2005) mentioned three roles for the CREM organization in the M&A process:
1. Role of informant;
2. Role of facilitator;
3. Role depending on integration approach.
Role of informant
According to Willems(2005) the role of CREM in the first phase of the M&A process is mostly
focused on gathering all the required information for the management: the informant for the
management. It is important that the information is complete and reliable. To meet this requirement
it is relevant that the CREM department has a real estate information system at ones disposal in
which all the information of the entire portfolio is stored.
Role of facilitator
In the second phase of the M&A process a decision is made about the M&A proposal. When reaching
a positive decision, a new organization strategy will be designed. When this new strategy is
formulated, the CREM organization can set new CRE strategies. By this the CRE strategies can
contribute to the goals of the new organization. When an unrealistic time schedule will be used this
will give problems with the real estate: accommodation which is not managed on time. Stoner
(1999) have given four ways in which real estate could be used by the new organization to support
the M&A organization and facilitate the changes:
► Decisions regarding the location;
► The CRE departments;
► Transformation of the workplace;
► Financial management.
Role depending on integration approach
In the third phase the role of CREM is mainly as stimulator (Willems, 2005). The real estate strategy
will be implemented and will thereby be visible for the newly formed organization. Within the
integration the roles of CREM departments are strongly dependent on the used integration
approach (Willems, 2005):
► Within the absorption approach a collective real estate strategy needs to be executed by one
new CREM department, by which the new accommodation is used for forming the new
organization and facilitating the integration.
► Within the symbiotic approach there is a collective vision on accommodation, but the
implementation of this requires more time than within the absorption approach. According to
Willems this approach seems to be implemented easier because of the characteristics of real
estate.
► Within the preservation approach there is a conservation of the status quo by which the
management has the task to keep all the resources intact.
55

According to Jones Lang LaSalle (2008) the CREM organization has a critical role in supporting the
wider organization, because of the enormous changes and challenges presented by a M&A. Jones
Lang LaSalle (2008) determined five roles for the CREM organization through the M&A process:
► Supporting and informing the due diligence process underpinning the transaction and
determining deal price;
► Improving the speed, efficiency and effectiveness of the integration process;
► Assisting in the minimization of operational and financial risks to the organization pre and post
integration;
► Ensuring that the revised real estate portfolio is fit for purpose, has a common standard of
quality and appropriate working styles;
► Enabling the business to maximize capital release from surplus (and in some instances
operational) real estate.
Strong mature CREM organizations should be able to fulfill all of those tasks. They do not only add
value to the business through the M&A process, but they also establish a stronger and more
influential position for themselves within the business (Jones Lang LaSalle, 2008).
CBRE (2010) said that the CREM organization has a significant role to play in each of the phases of
the M&A process. Those roles are:
► Supporting the deal team;
► Informing them of the potential risks and rewards of acquisition;
► Delivering cost and operational synergy targets arising from the merger.
Willems (2005), Jones Lang LaSalle (2008) and CBRE (2010) all agree on the role of informant and
facilitator/ supporter in the M&A process. Jones Lang LaSalle (2008) and CBRE (2010) both
mentioned informing and minimizing (potential) financial risk as one of the roles of CREM.

4.3 Activities of CREM

In chapter 2 the CREM organization with all of her activities and responsibilities has been discussed
and resulted in a total list of activities as shown in Table 2.4. Afterwards chapter 3 described the
entire general M&A process which is applicable for every company which undergoes a M&A. The
activities and responsibilities of the CREM organization will be explored for the general M&A
process, to identify where the CREM organization could play a role in each of the M&A phases premerger, transaction phase and post-merger phase. The total activity list will be connected to each of
the phases of the M&A process. After that a comparison is made with the models from CBRE (2010)
and Jones Lang LaSalle (2012) about the role of CREM in the M&A phase from their perspective.
These models can be found in Appendix II and III.
4.3.1 Pre-merger phase
First connections between the activities of the M&A process model of Freitag (2014) and the CREM
activity list are explored. After that the activities are compared with two practical models of CBRE
(2010) and Jones Lang LaSalle (2008) and, where necessary, completed with missing activities from
those practical models.
Model of Freitag

In chapter 3 the M&A process model of Freitag (2014) has been described. For each of the three
phases CREM activities will be assigned when they seems to be relevant. Based on the CREM activity
list from chapter 2, the following activities for CREM are found to probably correspond to the
activities defined by Freitag (2014) required for the pre-merger phase of a M&A:

56

Corporate analysis
The activities in this phase are the analysis of company goals and business model, analysis of
strategic potential and gaps and the transformation self-assessment. When assuming the CREM
activity list of chapter 2, the activities (Financial) analysis and counseling, strategic and scenario
planning and portfolio management seem to fit in with the first activity in the pre-merger phase.
Environment analysis
The activities concerning this phase are the analysis of the corporate environment, analysis of the
industry and market and completing the SWOT analysis. Considering the CREM activity list, the
activities (Financial) analysis and counseling and strategic planning/ scenario planning seem to fit
in with the second activity.
Define M&A strategy and goals
The activities concerning this phase are the identification of gaps, deriving M&A needs and options
and finalizing M&A strategy & goals. Bases on the CREM activity list, the activities strategic/scenario
planning and acquisition/ disposition seem to be relevant.
Identify candidates
The activities concerning this phase are Defining candidate selection criteria and the analysis of the
acquisition environment. This candidate selection will likely be managed on board level. Assuming
the CREM activity list the activities (Financial) analysis and counseling and acquisition/ disposition
can fit in with this activity.
Candidate assessment and simulation
The activities concerning this phase are the modeling of the integrated company and validation of
approvability. In this candidate assessment the CREM organization will probably have no role,
because this assessment is on the management board level.
Regarding the previously discussed M&A activities, the CREM organization seem to have relevant
activities to execute for supporting the business in almost all of the activities of the pre-merger
phase. strategic/scenario planning, analysis and counseling and acquisition/disposition seems to be
likely the most relevant activities of the CREM organization to support in the pre-merger phase.
Comparison with models of CBRE and Jones Lang LaSalle

Now a comparison will be made with two practical models of CBRE (2010) and Jones Lang LaSalle
(2008) concerning CREM in the M&A process. Both models have divided the M&A process into the
pre-merger phase and the post-merger phase, however for this thesis the M&A process is divided
into the pre-merger phase, transaction phase and post-merger phase. The model of Jones Lang
LaSalle (2008) immediately starts with the Due Diligence of the pre-merger, which is equal to the
Due Diligence in the transaction phase, as defined for this study. According to this model there are
no activities yet applicable for the CREM organization before the Due diligence starts. Therefore no
replenishments are made from this model for the activity list of the pre-merger phase. The model of
CBRE (2010) defined the pre signing which, besides due diligence, also consists of pre deal
preparation. This pre deal preparation could be assumed as the pre-merger phase as defined for this
thesis. Within this pre deal preparation the following activities seem to be relevant:
Pre deal preparation
According to the model of CBRE (2010) in this stage the M&A deal team needs to sets up the
structure of the project and determine timing, deadlines, resource requirements, roles and
responsibilities, key deliverables, constraints and risks. The CRE team needs to have their own
specific project structure. The seven key tasks in this stage are mentioned in
Table 4.1 below. After each of the stages similarities with the defined activities from chapter 2 are
explored:
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Table 4.1 Comparison CBRE model and defined CREM activities for the pre-merger phase
Key tasks according to CBRE (2010)
Setting up the Project Team
Creating an action plan for the Due Diligence and Integration phases
Creating a Project Plan with associated tasks, roles and responsibilities and deliverables
Creating a Governance and Communication Plan with described stakeholders, messages,
responsibilities and limitations;
Creating a reporting timeline and format;
Creating a risk register with mitigation plans for each risk identified;
Creating an M&A balanced scorecard for the team to ensure that, at any point in time, progress
is on track to meet the overall timing and objectives of the transaction.

Corresponding activity of CREM
list ( own assumption)
Project management
Project management
Management and Governance
Marketing and communication
Risk management
-

According to the provided activities of the model of CBRE (2010), the activities project management,
management and governance, marketing and communication and risk management seem to be
relevant in the pre-merger phase. No new additions are made to the CREM activity list.
4.3.2 Transaction phase
For the transaction phase CREM activities have been explored as well. A comparison is made with
the model of CBRE (2010). The model of Jones Lang LaSalle (2008) have not defined this phase.
Model of Freitag

The following activities for CREM are assigned to the activities required for the transaction phase of
a M&A based on the activities of Freitag (2014):
Contact and negotiation
Activities concerning this phase are candidate selection, contact candidate and guarantee financing.
Assuming the activity list, the activities contact and negotiation and finance and accounting seem to
play a role.
Due Diligence
Three aspects were found in the literature for performing a due diligence: the strategic and
operational aspect which is focused on the sellers management team, the operations, and sales &
marketing strategies. The financial aspect is focused on the accuracy, timeliness and completeness
of the sellers financial statement. The legal aspect is focused on corporate records, financial matters,
management and employee issues, tangible and intangible assets of the sellers and finally material
contracts and obligations of the seller (DePamphilis, 2011). Assuming the CREM activity list, the
activities strategic/ scenario planning, management and governance, marketing and
communication, finance and accounting, appraisal, (financial) analysis and counseling, contract
management and law/ legal, asset management, and risk management seems to fit in those reviews
of the due diligence.
Pre-merger integration planning
The activity concerning this phase is preparing the integration. Assuming the CREM activity list
there seems no CREM activity to directly fit in the activity pre-merger integration planning.
Probably the Personnel / HR activity could play a role.
Pricing
The activity concerning this step is the purchase price definition by financial calculation models.
Assuming the CREM activity list, the activities (Financial) analysis and counseling, appraisal and RE
Finance seems to fit in this activity.
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Deal execution
The Deal Execution comprises announcement, signing of transaction contracts, and closing of the
deal. The activity contract management and law/ legal could play a role in this phase.
According the previous discussed M&A activities, the CREM organization seem to has relevant
activities to support or contribute in each of the activities of the transaction phase. Investment
appraisal, (financial) analysis and counseling, appraisal and negotiation and deal-making seem to
be likely the most important knowledge/skills and responsibilities of the CREM organization to
support in the transaction phase.
Comparison with model of Jones Lang LaSalle

The model of Jones Lang LaSalle (2008) starts at the due diligence which is equal to the defined
transaction phase of this thesis. In appendix IV relevant CREM activities have been explored based
on the CREM activity list. The activities are concerning due diligence and opportunity assessment.
The confirmed relevant CREM activities in the transaction phase by Jones Lang LaSalle (2008) are:
Activities
Project management
Facility management
Lease and property (lease) administration
Risk management
Strategic- / scenario planning
Contract management and law/ legal
(Financial) analysis and counseling
Risk management
Marketing and communication
(Workplace) design and space planning
Appraisal
IT
Finance and accounting

Comparison with model of CBRE

When the pre-deal preparation and due diligence are done, the CRE team embark on full integration
planning (CBRE, 2010). During this phase the CRE teams of both companies engage in preparing
plans for integrating the property portfolio, CRE organizations, processes, service
providers/partners and systems. Identifying separate linked integration work-streams for the
different components of CRE can often be more achievable than a single integration plan. Typically
this could include having separate plans for each of the parts listed in Table 2.4, defined by CBRE
(2010). A comparison is made with the own defined CREM activities in Table 4.2.
Table 4.2 Comparison CBRE model and defined CREM activities for the transaction phase
Parts
Corresponding activity of CREM list ( own assumption)
Organizational portfolio

Portfolio management

CRE organization
Transaction management
Portfolio and lease administration
Project management
Facilities management
CRE technology

Acquisition/ disposition
Lease and property (lease) administration
Project management
Facility management
IT

According to the model of CBRE (2010) the activities portfolio management,
acquisition/disposition, lease and property (lease) administration, project management, facility
management and IT could be added as CREM activities which seems to suit in the transaction phase.
CRE organization is no activity, no new additions have to be made in the CREM list.
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4.3.3 Post-merger phase
First the connection is tried to be identified between the CREM activities and the general activities
of the post-merger phase defined by Freitag (2014). After that the comparison is made again with
the two practical models of CBRE (2010) and Jones Lang LaSalle (2008).
Model of Freitag

The following activities for CREM could correspond to the activities required for the post-merger
phase of a M&A, based on the activities of Freitag (2014):
Post-closing integration planning
The activities concerning this phase are developing a PMI (Post-Merger Integration) plan,
establishing a PMI organization and establishing internal and external communication. The Postmerger integration organization includes the entire organization. There most of the activities will be
involved in this phase.
Post-merger transformation
The activities concerning this phase are integration strategies, integration of market presence,
integration of organization and culture, integration of business information and IT, and integration
of infrastructure. Also for this activity most of the activities of CREM will be involved because it
includes again the entire organization. In particular strategic/ scenario planning, personnel/ HR , IT
and Facility management seems to be important.
Post-merger audit
The activities concerning this phase are controlling the achievement of targets and definition of
follow-up measures. Assuming the CREM activity list , the activity Performance measurement/
benchmarking seems to fit in the post-merger audit activity.
According the previous discussed M&A activities, the CREM organization will likely needs most of
the activities for supporting the post-merger phase. Strategic/ scenario planning, Personnel/ HR, IT
and Facility management seems to be likely the most important activities of the CREM organization
to support in the post-merger phase.
Comparison with model of Jones Lang LaSalle

Within the post-merger phase the activities shown in Table 4.3 are CREM activities which are
corresponding to provided activities of the model of Jones Lang LaSalle (2008).
Table 4.3 CREM activities provided by the model of Jones Lang LaSalle of being important
Corresponding CREM activities for the post-merger phase
(Financial) analysis and counseling
(Workplace) design and space planning
Portfolio management
Facility management
Contract management and law/ legal
Portfolio management
Facility management
IT
Management and governance
Asset management
Lease and (property) lease administration
Finance and accounting

Transition management and organization optimization are mentioned by the model of Jones Lang
LaSalle (2008) and have not been found in the literature before. These two activities will be added
to the CREM activity list, which is shown in Table 4.5.

60

Comparison with model of CBRE

When the deal has been closed and the M&A contract has been signed, the combined CRE team of
both companies can initiate the process of implementing the plans which were prepared in the
previous phase (CBRE, 2010).
The integration efforts can take 18-24 months before full completion, it is true that there is a higher
probability of success when the integration is executed rapidly. Homburg and Bucerius (2006) find
that a great deal of authors identify speed of integration as one of the post-acquisition success
factors. It is argued that a quick implementation minimizes the uncertainties between companies,
especially for the employees. Angwin (2004) suggests that the first 100-days after the ownership
transfer, when the integration phase begins, is the most critical towards success.
The most important activities defined by CBRE(2010) for the CREM organization are shown in Table
4.4.
Table 4.4 Comparison CBRE model and defined CREM activities for the post-merger phase
Parts
Corresponding activity of CREM list ( own assumption)
Streamlining of organization structure, allocation of roles and
responsibilities, and induction/ training for the integrated team
Internal and external communication
Portfolio management
Sourcing plan implementation
Strategy plan
Post-merger risk management and mitigation measures

Marketing and communication
Portfolio management
Strategic/ scenario planning
Risk management
Performance measurement / benchmarking

When corresponding the activities of the CREM activity list with the model of CBRE (2010) the
CREM activities marketing and communication, portfolio management, strategic-/ scenario
planning, risk management and performance measurement/ benchmarking are highlighted for the
post-merger phase. The first activity is about the changing organization and will be
When the integration activities has been initiated the CRE teams need to bring the projects to a
closure and continue focusing on the business as usual activities. The integration of two separate
organizations into a new, hybrid model is likely to take longer than selective incorporation of
certain individuals into a largely unchanged existing operation.
Activity list in the M&A process

Previous, the general M&A activities provided by Freitag (2014) have been discussed. After that a
comparison has been made with the CREM in M&A models of CBRE (2010) and Jones Lang LaSalle
(2008). When combing those three models, a total activity list for each phases of the M&A process
has been identified. This list with CREM activities in the M&A process is shown in Table 4.5.
Table 4.5 Identified CREM activities from the literature for each of the M&A phases
Activities
Pre-merger phase
Transaction phase
Post- merger phase

Acquisition and disposition
Alliance management
(Financial) analysis and
counseling
Appraisal
Asset management
Community relations/
governmental regulation

X

X (transaction
management)

X

X

X

X

X
X

X

X

X

Contract management and
law/ legal
Customer- and client
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relationship management
(Workplace) design / space
planning
Design- and construction
management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease)
administration
Location practices
Management and
Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance
measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / development
Property management/
building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario
planning
Transition management

X

X

X
X

X
X

X
X

X
X

X

X

X

X

X
X

X
X
X

X
X

X
X
X

X

X
X

X

X

X

X
X
X

Value management

Compared to the CREM activity list from the literature, the activities transition management and
organization optimization have been identified in the models of CBRE (2010) and Jones Lang LaSalle
(2008) and will be added to the CREM list from chapter 2.

4.4 Conclusion

The activities of the CREM organization in the M&A process have been explored in this chapter. In
this conclusion the answer is provided to the third research question:
Sub question 3: Which CREM activities can be appointed to which phases of the M&A process?
The M&A process has been divided into three levels: the pre-merger phase, the transaction phase
and the post-merger phase. Based on the models of Freitag, CBRE and Jones Lang LaSalle relevant
CREM activities have been explored for each of the three M&A phases. The CREM organization
seems to have the most relevant activities in the transaction phase and post-merger phase. In the
pre-merger phase there seems to be a relative small role for the CREM organization yet, because the
real work starts with the due diligence. The explored possible relevant activities of CREM within the
three M&A phases are shown in table 4.
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Table1. Explored CREM activities for each of the M&A phases
Pre-merger phase
Transaction phase
Acquisition/ disposition
(Financial) analysis and counseling
Management and Governance
Marketing and communication
Portfolio management
Project management
Risk management
Strategic/ scenario planning

Acquisition and disposition
(Financial) analysis and counseling
Appraisal
Asset management
Contract management and law/ legal
Facility management
Finance and accounting
IT
Lease and property (lease) administration
Management and governance
Marketing and communication
Negotiation and deal making
Personnel/ HR
Portfolio management
Project management
RE Finance
Risk management
Strategic/ scenario planning
(Workplace) design and space planning

Post-merger phase
Acquisition and disposition
(Financial) analysis and counseling
(Workplace) design and space planning
Asset management
Contract management and law/ legal
Facility management
Finance and accounting
IT
Lease and (property) lease administration
Management and governance
Marketing and communication
Organization optimization
Performance measurement / benchmarking
Personnel/ HR
Portfolio management
Risk management
Strategic/ scenario planning
Transition management
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Chapter 5 Research plan

The theory of the CREM organization, the M&A process and the connection between those two have
been discussed in the previous chapters. The results and assumptions from the theory will be
discussed by performing case study interviews. Therefore the research plan is described in this
chapter. The following parts will be discussed in the given sequence: research design, methodology,
case studies, cross case analysis, results and validity.
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Research design

This study is intended to provide more insight in the activities of the CREM organization in the M&A
process and the alignment of the CREM organization. It is expected that the CREM organization
could certainly play an important role in the M&A process and could contribute to a better deal
result. This is an exploratory study because the study is about acquiring more insights in the role of
CREM in the M&A process.
The research units are multinational companies which have recently undergone a M&A process.
Multiple criteria were applied in selecting the companies for the case studies. First of all the
companies had to have an experienced CREM organization. A small company with just one building
in use is not interesting for this study. The CREM organization should have a certain size to make it
worthwhile making a profound study on the CREM organization in the M&A process. The second
criteria is that the company has recently (last 10 years) undergone at least one M&A deal where the
CREM organization has been involved and has played an important role in the process. Eventually
three companies have been found for the case studies, all from a different industry. Also three real
estate advisors with extensive experience in CREM during a M&A process have been asked for their
opinion.
The aim of the study was not to analyze a lot of companies, but to give more profound insight in the
activities of the CREM organization and the alignment of the CREM organization when it comes to a
M&A process. Therefore is chosen for an in-depth study with a couple of companies instead of a
superficial study with many companies.
Methodology

In this study the qualitative approach is applied, using semi-structured interviews with CRE
managers of CREM organization of companies which have recently undergone a M&A process. The
qualitative approach was the most appropriate method for exploring the activities of the CREM
organization in the M&A process and the alignment of the CREM organization. Several authors have
done qualitative research for identifying the skills, knowledge and activities of the CREM
organization. Because of the smaller amount of interviewees for this study the quantitative
approach is not applicable.
Case studies

For the practical part of this thesis three case studies have been performed for the study on
multinational companies with a CREM organization and which have recently experienced at least
one M&A process. The selected companies are all from different industries. The three selected
companies are:
► Royal Philips (The Netherlands)
- Technology
► ABN Amro (The Netherlands)
- Banking
► Oracle Corporation (UK)
- Software
The case studies consist of a short document analysis on provided information about the companies
and detailed information about the M&A deals, which will be discussed in the interviewees. For
testing the theory from the literature and obtaining more company specific information interviews
will be conducted with the CRE managers of the CREM organizations. The document analysis is for
more background information and the interviews consist of the practical study. The setup of the
case studies is:
Document analysis:
► Company information
(Business, revenues, amount of employees, etc.);
►

M&A deal information

(involved companies, deal amount, motives, integration, etc.);
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Interviews:
► Activities of CREM organization
(role and tasks of the CREM organization in each of the M&A phases, critical success factors);
►

Alignment of CREM organization

(Alignment of the CREM organizations, changes in CREM organization, etc.)

For a comparison with the opinion of the companies about CREM in M&A based on their experience,
three real estate advisors have been asked as well about their perspective on the CREM organization
in a M&A process. They are also asked about the possible activities for the CREM organization in the
M&A process and the alignment of the CREM organization. The advisors work for the following
companies:
► The support factory (Willem Hetebrij, owner and partner);
► Verwaaijen Management BV (Flip Verwaaijen, owner);
► CBRE (Remco Kroeze, senior director).
The interviews consisted of two parts: one part was concerning appointing the important CREM
activities to each of the M&A phases. The defined CREM activity list with 33 activities has been used
as the input for this part of the interview. The interviewees had to appoint important CREM
activities to the phases by marking the activities of the list. A short explanation can be given to each
of
the
activities.
The
format
for
marking
the
activities
is
shown
in
Table 5.1.
Table 5.1 Format for CREM activities through the M&A phase
Pre-merger

Transaction

Post-merger

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management

In addition to the CREM activities the interviewees were asked to indicate whether the following
critical success factors for M&A were also applicable for CREM:
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Table 5.2 Critical success factors format
Pre-merger/ transaction
phase

Yes/no

Choice and evaluation of the
strategic partner
Pay the right price
Size mismatches and
organization
Accumulated experience on M&A
Courtship
Communication before the
merger

Post-merger phase

Yes/no

Integration Strategies
Post-Acquisition Leadership
Speed of Implementation
Communication During Implementation
Managing Corporate and National Culture
Differences
Integration Strategies

The second part of the interviews consisted of the alignment of the CREM organization in the M&A
process based on the five CREM aspects; CREM organization, sourcing, centralization, process
management and culture/ HR. Factors have been assigned to each of those aspects. The factors are
based on found literature. The interviewees had to answer the multiple choice of those factors.
Some of them are open questions. This part of the study is focused on exploring the best alignment
of CREM based on taking the aspects and factors of CREM into account. The format for the second
part of the interview is provided in Figure 5.1.

Figure 5.1 Format for CREM aspects and factors

Cross case analysis

A cross case analysis is applied to the results of the interviews. The goal of the cross case analysis is
to analyze the comparisons and differences between the case studies. This analysis will be used to
explore the possible activities of the CREM organization and the alignment of the CREM organization
in the M&A process. The M&A processes of the companies will be compared to search for
similarities and differences. Also the opinions of the real estate advisors will be compared with the
opinions of the companies. After that a short feedback to the literature will be done.
The answers of the interviewees on the defined 5 aspects of the CREM organization will be
compared as well to search for the best alignment of CREM. The answers will be compared to search
for similarities and differences. In addition the answers of the real estate advisors are compared
with the companies as well.
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Results

The results from the cross case analysis will be written down and remarkable results will be
discussed. Explanations will be explored for the similarities and differences.
The results of the first part will be translated into a process framework for CREM in the M&A
process which can be used by CRE managers and advisors as a kind of guidebook or manual. This
framework describes the most important CREM activities and appoints them to the phases of the
M&A process.
Validity

The activity list and CREM aspects format are applied to a small sample of three companies for an
in-depth study in the role of the CREM organization in the M&A process. Because of the smaller
sample of an in-depth analysis, the study delivered a profound and detailed study on the three
selected companies. Therefore the information will be more complete and will meet in a higher
degree the requirements of giving more insight in activities and aspects of the CREM organization in
the M&A process. The internal validity is high, because the detailed information will provide a better
understanding of the important activities of CREM in the M&A process. Because of the smaller
amount of companies the external validity will be lower and the results will not be generalizable for
every company. However the goal of the study is providing more insights in the activities of the
CREM organization in the M&A process and how CREM could be aligned. The three selected
companies are all from a different industry which puts the results in a wider perspective. The
required activities and bottlenecks will be useful for every company. The results will lead to a
process framework for CREM which can function as a guidebook or manual for CRE managers and
advisors.
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Chapter 6 Case study interviews

In this chapter the case studies of the selected companies and the perspective of the advisors will be
discussed. Each case study consists of two parts, first the activities of the CREM organization in the
M&A process will be explored. Secondly the factors of the CREM organization in the M&A process
will be studied. Paragraph 6.1 provides a short overview of the companies which are interviewed.
Paragraph 6.2 concerns the intra case analysis which describes the companies and some of their
M&A experience. Paragraph 6.3 describes the performed cross case analysis on the CREM activities
in each of the phases of the M&A process and the alignment of CREM. This paragraph ends with the
process framework. Paragraph 6.4 ends with a conclusion of this chapter.
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6.1 Companies overview

In chapter 5 the selection criteria are described for possible companies for the case studies and the
selected companies are announced. In Table 6.1 a general overview of the selected three companies
is provided for a first impression of the companies.
Table 6.1 General overview of selected companies

Royal Philips

ABN Amro

Oracle Corporation

Industry
Operations/products

Technology
Consumer lifestyle,
Healthcare, Lighting

Banking
Retail-, Business-, Private-,
investment banking

Annual Turnover
No. of employee

€ 21,4 billion
113.678

€ 8,1 billion
22.215

Software
Databases, developer tools,
Oracle Corporation fusion
middleware, E-business
€ 38,3 billion
115.000

6.2 Intra case analysis

Three companies have been interviewed concerning their experience with the M&A process. First an
intra-case analysis is performed consisting general company information and after that some
information about their M&A deals. The complete written down interviews can be found in
appendix V, VI and VII. After the intra-case analysis a cross case analysis is applied to compare the
answers given by the individual companies. Within this cross case analysis the opinions of the three
advisors have been included as well. Those interviews can be found in appendix VIII-IX.
6.2.1 Royal Philips
Royal Philips is a Dutch AEX listed diversified technology company. The company has its roots in
Eindhoven but the headquarter is currently located in Amsterdam. Royal Philips is one of the
leaders in cardiac care, acute care and home healthcare, energy efficient lighting solutions and new
lighting applications, as well as male shaving and grooming and oral healthcare. The company
focusses on improving people’s lives through meaningful innovation, currently in the areas of
healthcare, consumer lifestyle and lighting. The company is about to split into two separate
divisions, lighting and healthtech (combination of consumer lifestyle and healthcare). Table 6.2
provides some general company information.
Table 6.2 General company information
Industry
Divisions
Annual turnover/ net profit company
P&L RE
No. of employees
No. of CREM employees
No. of properties

Technology
Lighting, Healthcare and Consumer lifestyle will be split into Lighting and
HealthTech
€ 21,4 billion/ € 415 million (2014)
€ 600 million
113.678
600
900 (20% owned, 80% leased)

In the year 2014, Philips acquired Unisensor which is a Danish healthcare company, and also a 51%
interest in General Lighting Company (GLC) which is based in The Kingdom of Saudi Arabia (KSA).
Philips also purchased some minor magnetic resonance imaging (MRI) activities from Hologic, an US
Healthcare company. Acquisitions in 2014 and previous years led to post-merger integration
charges of €1 million in Healthcare, €1 million in Consumer Lifestyle and €19 million in Lighting. In
February 2015 Royal Philips completed the tender offer for acquiring all of the issued and
outstanding shares of Volcano corporation, which is global leader in intravascular imaging for
coronary and peripheral applications and physiology. Table 6.3 provides some general M&A
information about the two largest acquisitions they did the last two years.
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Table 6.3 General M&A information

Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

(1) Volcano corporation, 2015
(2) General Lighting Company (GLC), 2014
(1) € 1,0 billion
(2) €146 million
Expand portfolio, capabilities and market share
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control

All of Royal Philips M&A activities could be assumed as being acquisitions. Royal Philips has no
merger experience. Royal Philips acquires smaller companies, whereby Philips can expand the
portfolio, capabilities and market share. Most of the acquisitions can be seen as a vertical integration
direction. Because of the size of Royal Philips and often smaller targets, the integration approach is
absorption and the distribution of power is in the majority or even full control by Royal Philips.
Now some general information about Royal Philips and some general M&A information have been
discussed. For most of the acquisitions, the CREM organization of Royal Philips has been involved to
a greater or lesser extent.
A general CREM activity model has been provided by mister Van der Burgt about activities of the
CREM organization of Philips, based on their M&A experience. This is shown below in Figure 6.1.

Figure 6.1 Activity model of the CREM organization of Philips in a M&A
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6.2.2 ABN Amro
ABN Amro Group NV is the holding company of the Dutch banking group ABN Amro, which is
established during the financial crisis by the merge of the Dutch parts of the formal Fortis and ABN
Amro. ABN Amro is one of the large private- and commercial banks in The Netherlands. Although
the roots are in The Netherlands, ABN Amro serves her customers worldwide. ABN Amro has
expertise in different areas, like Private Banking, Energy, Commodities & Transportation (ECT) and
Clearing. ABN Amro is about to have an initial public offering and will then be listed at the AEX. First
some general information about the company is provided in Table 6.4.
Table 6.4 General company information

Attribute
Industry
Operations
Annual turnover/ net profit company
CREM Finance
No. of employees
No. of CREM employees
No. of properties involved

Banking
Retail-, Business-, Private-, investment banking
€ 8,06 billion/ €1,13 billion (2014)
€270 million operational expenditures and €95 million capital
expenditures
22.215
portfolio management 5, asset management 3, property
management 10
ABN Amro 500 in The Netherlands and 100 Global
Fortis 150 in The Netherlands and 50 Global
55% owned and 45% leased properties, headquarters are owned

ABN Amro has experienced several M&A deals in the last decennium. First ABN AMRO was split into
three parts before it was taken over by a consortium of Fortis, Royal bank of Scotland and Banco
Santander (total deal € 72 billion). Royal Bank of Scotland took over the American bank activities
and Banco Santander took over the Italian and Brazilian businesses. Fortis took over the Dutch
Private Banking, Asset Management and the business unit of The Netherlands. The objective of the
M&A deal was to avert a possible bankruptcy of Fortis and ABN Amro as both systemically
important financial institutions in The Netherlands. The acquisition of the Dutch parts of Fortis is
part of the measures to ensure the confidence in and the stability of the Dutch financial system.
Within the acquisition of the other two parts RBS and Banco Santander took over the banking
activities and clients of ABN Amro were transferred to those banks. Systems are transmitted to the
systems of RBS and Banco Santander and ABN disappeared. People of ABN Amro were also
transferred to RBS and Banco Santander, but over time a lot of employees ran away.
In 2014 ABN Amro also acquired the German private banking division of Credit Suisse. Through this
acquisition ABN Amro became the third largest private bank in Germany. The transaction is in line
with the growth strategy of ABN Amro defined recently for its private banking activities in Europe.
The acquisition of these activities fit perfectly into the strategy and customer approach of ABN
Amro.
In the M&A deals of ABN Amro the CREM organization of ABN Amro is always involved in the
process. Some general M&A information of ABN Amro is provided in Table 6.5.

72

Table 6.5 General M&A information

Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

-

Fortis took over ABN Amro 2007-2008
Some acquisitions of foreign banks
€ 24 billion
Market share and financial rescue (credit crisis)
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control

As Table 6.5 shows, the deal motivation of acquisitions is about market share, like in the case of
Credit Suisse. However the biggest deal ABN Amro has experienced, the merge with Fortis, was
about averting a bankruptcy of both banks. This was about a financial rescue, where two packs of
stocks are put together. ABN Amro has experienced both merger and acquisitions. The acquisitions
of RBS and Banco Santander were about the symbiotic- and absorption approach and the power of
RBS and Banco Santander was in majority. In case of Fortis it was announced as being a merger of
equals, and also absorption. But ABN Amro was 2 times the size of Fortis, which becomes apparent
in the amount of employees.
The direction of the integrations is often horizontal, so two direct opponents within the same
industry, whereby the companies mostly produce the same product. For the case study of ABN Amro
the merger of Fortis and ABN Amro is taken as main deal, because this deal had the most impact and
it came about a real integration. However also the overall M&A perspective of ABN Amro Real Estate
is taken into account, like other acquisitions ABN have experienced.
6.2.3 Oracle Corporation
Oracle Corporation is an American software/ computer technology company which is listed at the
NYSE at the S&P 500 list. The headquarter is in Redwood City and the company has globally more
than 100.000 employees. The company was primarily specialized in developing and marketing
computer hardware systems and enterprise software products, particularly its own brands of
database management systems. In 2011 Oracle was the second-largest software maker by revenue,
after Microsoft. The company also develops and builds tools for database development and systems
of middle-tier software, enterprise resource planning (ERP) software, customer relationship
management (CRM) software and supply chain management (SCM) software. Table 6.6 provides
some general company information of Oracle Corporation.
Table 6.6 General company information

Attribute
Industry
Operations
Annual turnover/ net profit company
P&L RE
No. of employees
No. of CREM employees
No. of properties involved

Oracle Corporation
Software
Databases, developer tools, Oracle Corporation fusion
middleware, E-business
€ 38,3 billion / € 11,0 billion (2014)
€3,7 million
115.000
1.042
619

Through acquisition activities, Oracle seeks to strengthen its product offerings, accelerate
innovation, meet customer demand more rapidly, and expand their partner opportunities. Since
2013 Oracle has bought 7 applications companies, 3 industry solutions companies, 2 middle ware
companies and 4 servers, storage and networking companies. In the previous decennium Oracle has
even done approximately 75 acquisitions varying from small to large companies. The top three
acquisition in size over the past years has been illustrated in Table 6.7.
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Table 6.7 General M&A information

Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

BEA systems, January 2008
Sun Microsystems, January 2010
MICROS systems, June 2014
€8,5 billion
€7,4 billion
€5,3 billion
Market penetration and growth
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control

The M&A experience of Oracle is always about acquisition of other companies to achieve market
penetration and growth. The transaction type is always an acquisition. The directions of the
integrations are both horizontal and vertical. So some deals took place with a direct opponent
within the same industry, whereby the companies mostly produce the same product. Other deals
involve firms which participate at different levels of the production or value chain, so the companies
work on different phases of the same product. The integration approach is often absorption within
the deals Oracle Corporation has done. The distribution of power is always full control for Oracle
Corporation.
6.2.4 Advisor perspective
In the previous paragraphs the M&A experience of the three selected companies has been described.
In addition to the M&A experience of those companies the vision of three real estate advisors has
been asked for. In the cross case analysis the given answers of both the companies and the advisors
are put together in one table. The experience of the advisors is described below:
Flip Verwaaijen
Flip Verwaaijen has been Managing Director of Post NL/TNT Real Estate for almost 9 years in the
period 2003-2011. In this period he has experienced the separation of Post NL and TNT (de-merger)
but also some merger or acquisition deals. After that he has been the chairman of the board of
directors of housing association VIEYA till mid-2014. Since 2012 Verwaaijen is also in the board of
advice of Solved, which has advised D.E Master Blenders 1753 with their new headquarter in
Amsterdam. In 2012 Verwaaijen also started his own advisory company Verwaaijen Management
B.V. focused on real estate and organizational activities.
The vision of Flip Verwaaijen on the role of the CREM organization in the M&A process is based on
both his acquired experience in the business world and his function nowadays as advisor for other
companies.
Willem Hetebrij
Willem Hetebrij has been Director of TNT for a period of 4 years and Group Director of Connexxion
Holding NV for a period of almost 6 years. In this period Hetebrij has also experienced the
acquisition of Novio by Connexxion. Since 2010 Hetebrij is owner and partner of The Support
Factory where he gives advice on accommodation, facility management, procurement and supply
chain and shared services.
The vision of Willem Hetebrij on the role of the CREM organization in the M&A process is based on
both his acquired experience in the business world and his function nowadays as advisor for other
companies.
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Remco Kroeze
Remco Kroeze is currently senior director at CBRE Global Corporate Services and has been working
here now for around 8,5 years. The subjects on which the Global Corporate Services team gives
advice are consultancy, managing agent, corporate strategies, transaction management/tenant
advisory services, portfolio management, petroleum & automotive, project management and facility
management. The vision of Remco Kroeze on the role of the CREM organization in the M&A process
is based on his acquired experience as an advisor. CBRE has also undergone a M&A process as well.
The vision of Remco Kroeze on the role of the CREM organization in the M&A process is based on his
acquired experience as an advisor for other companies.

6.3 Cross case analysis

In the previous paragraph the individual case studies and information of the performed interviews
have been described. For each of the case studies of the companies the activities of the CREM
organization in the M&A process have been discussed and the alignment of the CREM organization
in the M&A situation. The first part of the case studies, comprising the CREM activities for each of
the phases, will be compared for the companies and advisors. Also the opinions of the advisors are
taken into account. The interviewees have assigned the CREM activities of the predefined list,
resulting from the literature, to the phases of the M&A process. Table 6.8, Table 6.9 and Table 6.10
show the compared results of the companies and advisors for each of the phases. The last column of
every table shows how many times an activity has been mentioned and the activities are ranked
based on this total score. After that Table 6.12 and Table 6.13 indicate which critical success factors
are assigned by the interviewees as being relevant for the CREM organization in the M&A process.
6.3.1 Pre-merger phase
Table 6.8 provides an overview of the opinions of the interviewees about the role and activities of
the CREM organization in the pre-merger phase of a M&A deal, based on their expertise and
experience.
Table 6.8 CREM activities in the pre-merger phase
Companies
Activities

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24

Portfolio management
(Financial) analysis and counseling
Finance/ Accounting
Performance measurement/benchmarking
Strategic planning / scenario planning
Value management
Data (room) management*
Compliance*
Acquisition and disposition
Alliance management
Appraisal
Contract management and law/ legal
Investment appraisal
IT
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Personnel management/ HR
Project management / -development
Risk management
Security and safety
Asset management

Royal
Philips

ABN
Amro

X

X

Advisors
Oracle
Corpora
tion

X
X
X
X

X
X

Hete
-brij

Total
Kroeze

X
X
X

X
X
X
X
X
X

Verwaaijen

X

X

X
X
X
X
X
X
X
X
X
X
X
X
X

Total

3
2
2
2
2
2
2
2
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
0
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25
26
27
28
29
30
31
32
33
34
35

Community relations/ governmental
regulation
Customer- and client relationship
management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Leasing and property (lease) administration
Property management/ building operations
RE Finance
Transition management

0
0
0
0
0
0
0
0
0
0
0

* New mentioned activities which have not been found in the literature
Activities

It is remarkable that the opinion of the interviewees about the role of the CREM organization in the
pre-merger phase are strongly diverting. Two out of three advisors think the CREM organization has
just a small or even no role in the pre-merger phase. This phase is the initial startup for looking for
M&A opportunities and the identification of candidates and the assessment of candidates. In this
stage mostly only the board of the company knows about the possible M&A deal and the CREM
organization is mostly not involved in this stage. Nevertheless some activities for the CREM
organization could already be relevant in this first stage of the M&A process. Portfolio management
is mentioned the most and this is primarily about having a clear record of the current own real
estate portfolio and identifying all the risks, before acquiring another company with a real estate
portfolio. Also the internal Finance and accounting could already be put in order before doing new
acquisitions. (Financial) analysis and counseling, appraisal, contract management and law/ legal,
risk management and safety/security are mentioned by one interviewee as activities mostly focused
on mapping the current portfolio of the CREM organization. When the CREM organization already
got noticed by the deal in the pre-merger phase, some of the companies indicated that some initial
activities (or at least already think about it) could be done on the field of acquisition/disposition,
location practices, personnel/HR planning and performance measurement/ benchmarking of the
current portfolio characteristics. Also marketing and communication could already start to be
relevant. The company could already think about disposing some of the properties or looking for the
opportunities for acquisitions of new properties. Thereby strategic/ scenario planning and location
practices will also be important. Concerning the Personnel management/HR the CREM organization
could already revise their staffing plans.
Compliance was not found in the literature in chapter 2, but is mentioned by two interviewees as
being important for every organization in each of the phases of the M&A process. This vision is
based on real estate fraud cases in the past. Data(room) management, which was also not found in
the literature yet, is mentioned as well by two interviewees as being relevant in the pre-merger
phase. This data(room) management is about reporting everything of the current real estate
portfolio. Further in the process the data of the target company will also be put in the data room.
Companies vs. advisors

Figure 6.2 show that the advisors mentioned much less CREM activities as being relevant in the premerger phase. The companies together have mentioned 19 activities for the CREM organization in
the pre-merger phase, against 9 activities mentioned by the advisors. The advisors all agree on the
limited role for the CREM organization in the pre-merger phase, because the CREM organization
mostly gets involved in the transaction phase and is supporting the primary business. The
companies however have the opinion they could already be relevant. This could be explained
because they have their daily business which could be seen as preparation for a possible deal and
they would say they have influence within their company. The companies noticed they could already
do some prework before the due diligence starts. However the real hard work for the CREM
organization will start from the due diligence, which is also confirmed by the companies. The only
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activities which are mentioned from both the side of the companies and the advisors are portfolio
management, (financial) analysis and counseling, finance/ accounting, strategic/scenario planning
and compliance. Those are often about preparing the transaction phase and due diligence. Activities
which have been mentioned by one advisor, but not confirmed by any company, are Appraisal,
contract management and law/legal, risk management and security and safety. Those activities are
mainly concerned the mapping of the current portfolio before starting a M&A process. This could
probably be explained because most of the companies would suggest their portfolio is already in
order.
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Transition management
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Contract management and law/ legal

Compliance

Project management / -development

Strategic planning / scenario planning

Organization optimization

Personnel management/ HR
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Figure 6.2 Comparison of the answers of the companies and the advisors for the pre-merger phase

Relation to theory chapter 4

In chapter 4 relevant CREM activities have been identified for the pre-merger phase, based on the
model of Freitag (2014) and the practical models of CBRE (2010) and Jones Lang LaSalle (2008).
The results from the cross case analysis can be compared with the identified activities from the
models for the pre-merger phase. Figure 6.3 shows which of those activities are confirmed as being
important in the pre-merger phase, by the amount of interviewees.
3

2

1

0

Figure 6.3 The quantity of mentioned activities from the literature in the case studies concerning the pre-merger phase
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As Figure 6.3 shows, the activities are never mentioned by more than half of the interviewees, so the
CREM organization seems to be less relevant in the pre-merger phase. Portfolio management is the
most mentioned activity confirming the literature. This is based on mapping the current portfolio.
After that (financial) analysis and counseling, finance and accounting and strategic/scenario
planning are confirmed by two of the interviewees.
As already noticed the interviewees have mentioned a lot of activities which were not identified in
the models. Most of those activities, however are just mentioned by just one interviewee, and are
about preparing for the transaction phase activities and about mapping the current portfolio. The
current real estate portfolio needs to be updated, be in order and all risks should be identified and
financial consequences need to be calculated.
6.3.2 Transaction phase
Table 6.9 provides an overview of the opinions of the interviewees about the role and activities of
the CREM organization in the transaction phase of a M&A deal, based on their experience.
Table 6.9 CREM activities in the transaction phase
Companies
Activities

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35

Data(room) management*
Appraisal
Risk management
Acquisition and disposition
Leasing and property (lease) administration
Location practices
Personnel management/ HR
Portfolio management
(Financial) analysis and counseling
Asset management
Contract management and law/ legal
Facility management
Finance/ Accounting
Negotiation and deal making
Project management / -development
Strategic planning / scenario planning
Compliance*
(Real estate) development
Environmental management
Security and safety
Investment appraisal
IT
Management and Governance
Marketing/ Communication
Organization optimization
Property management/ building operations
RE Finance
(Workplace) design / space planning
Design- and construction management
Transition management
Alliance management
Community relations/ governmental
regulation
Customer- and client relationship
management

Advisors

Total

Royal
Philips

ABN
Amro

Oracle
Corpora
tion

Hetebrij

Verwaaijen

Kroeze

X
X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X

X

X
X
X
X
X
X
X
X

X
X
X
X

X
X
X
X
X
X
X
X
X

X
X
X

X

6
5
5
4
4
4
4
4
3
3
3
3
3
3
3
3
3
2
2
2
2
2
2
2
2
2
2
1
1
1
0

X
X
X

X
X
X
X

X

X
X

X
X
X
X

Total

X
X
X
X
X
X
X

X
X

X
X

X
X
X
X
X

X
X
X
X
X
X
X
X

X

0
0

Performance measurement/benchmarking

0

Value management

0

* New mentioned activities which have not been found in the literature
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Activities

In contrast to the pre-merger phase, the CREM organization will be much more relevant in the
transaction phase and could perform a lot more activities to support the business during the M&A
process. In the transaction phase the due diligence is mentioned as a very important issue in the
process, which is confirming Angwin (2001) who said that due diligence plays a critical role in a
M&A. In this due diligence the entire target company will be scrutinized by the acquirer. The most
important activity which is mentioned by all of the interviewees is data(room) management.
According to the interviewees, when the transaction phase starts a data room needs to be opened,
thereby IT is also relevant (also for real estate reporting). For this data room the CREM organization
will need the rental contracts, proprietary contracts, financial statements, property maintenance
plans, information about the real estate organization and facility management services outsourcing
contracts to abstract and analyze, for acquiring the key data of the portfolio of the target company.
The acquiring company would set up a set of questions which should be answered by the target. The
CREM organizations could already set up a data room with her own data in the pre-merger phase.
Data(room) management has not been found in the literature, however the importance can be
explained by the fact that many data is needed for a transaction and should be stored in a secured
environment. A data room is unnecessary for day-to-day activities. After that data(room)
management the appraisal and risk management (especially relating to real estate) are mentioned
the most. Appraisals are performed by external companies because of the law. Each property of the
target company needs to be valued and the risks about all activities and assets of the target should
be identified. Within risks could be thought of financials, all liabilities, leasing- and proprietary
contracts, environment, land soil and property conditions. Also possible Real Estate developments
need to be checked for liabilities in the future. Asset management is often concerning performance
measurements but also technical asset management or property ownership. Alliance contracts of
the target also need to be looked at. Risks should always immediately be mitigated. Value
management is applicable in combination with appraisals to search for hidden value. Hidden value
can be the examination of possible developments to create added value. With regard to the
appraisals the company should do two types: the as-is appraisal which will be communicated to the
target and the potential future appraisal for internal use to seek for hidden value. Overlap between
the own CREM organization and the CREM organization or CREM staff of the target need to be
identified. Acquisition/disposition and location practices are both mentioned by many of the
interviewees as relevant, for example overlap of real estate/locations need to be identified, to seek
for quick wins. Property management and building operations is sometimes indicated as technical
facility management, so facility management plays a small role. Also facility contracts can be
reviewed. This is not meeting the expectations, because in Table 2.4 of chapter 2 facility
management is the most mentioned activity by the authors. This could be explained because facility
management is mostly outsourced and is thereby no activity for the CREM organization. However
facility contracts/ partners could be reconsidered. Ending contracts could be re-negotiated, thereby
contract management and law/legal is important. Those ending contracts close to the merger were
reviewed and not automatically extended. Despite being the transaction phase, only three of the
interviewees have mentioned negotiation and deal making as relevant because mostly CREM is not
involved in the negotiations of the company. Only when the company has owned properties the
negotiation and deal making will be more applicable. One of the advisors has the opinion that the
CREM organization should always be involved in the negotiation of the deal when the company has
owned properties. One advisor emphasized the importance of real estate reporting, which is
concerning the progress of all the characteristics of the properties. Portfolio management is
continuously important, by which the business has priority and decisions lead to strategic portfolio
management. This is also concerning the planning of the new portfolio. Environmental management
will sometimes start to play a role further in the post-merger, after a couple of years, because it had
no priority in the beginning. When CREM should be focused on cost savings, because of the
strategies, the finance and accounting would be much more relevant than a M&A deal without
required cost savings. Strategic planning/ scenario planning is just mentioned by half of the
employees, because the business is priority and this will determine CREM.
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Only the activities alliance management, community relations/ government regulation, customerand client relationship management, performance measurement/ benchmarking and value
management are not mentioned by any of the interviewees.
Companies vs. advisors

With regard to the amount of possible activities for the CREM organization in the transaction phase
the companies assigned approximately the same amount of activities to this phase as the advisors,
but the type of activities differ. The comparison between the answers of the companies and advisors
is shown in Figure 6.4. Almost all of the activities mentioned by the companies are confirmed by at
least one of the advisors. The only activity the companies and advisors fully agree on is Data(room)
management, followed by appraisal and risk management. This could be explained because of the
due diligence. The advisors mentioned 4 activities which are not confirmed by the companies:
(workplace) design and space planning, design- and construction management, (real estate)
development and RE Finance. However (workplace) design and space planning and (real estate)
development are mentioned as aspects which should be included in the appraisals for determining
the value and appraisal was already mentioned as being relevant.
3
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Figure 6.4 Comparison of the answers of the companies and the advisors for the transaction phase

Relation to theory chapter 4

In chapter 4 relevant CREM activities have been identified for the transaction phase, based on the
model of Freitag (2014) and the practical models of CBRE (2010) and Jones Lang LaSalle (2008).
Figure 6.5 shows which of those identified activities from the models are confirmed as being
important in the transaction phase, by the amount of interviewees.
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Figure 6.5 The quantity of mentioned activities from the literature in the case studies concerning the transaction phase

All of the activities for the transaction phase introduced by the literature are confirmed by the
interviewees, as the dark blue bars show. The most confirmed activities are appraisal and Risk
Management, which are both important ingredients of the Due Diligence. So the interviewees
confirmed the same activities as important for the Due diligence as the literature. Acquisition and
disposition, lease and property (lease) administration, personnel/HR and portfolio management
have been confirmed by most of the interviewees. In this phase the CREM organization will already
think about new acquisitions or dispositions and leasing contracts need to be revised. Also staffing
planning will already start to play a role and the new portfolio needs to be drawn up. Although
Facility management has been mentioned many times in the literature, the interviewees do not
indicate this as important, due to the fact that facility management is often already outsourced.
6.3.3 Post-merger phase
Table 6.10 provides an overview of the opinions of the interviewees about the role and activities of
the CREM organization in the post-merger phase of a M&A deal, based on their experience.
Table 6.10 CREM activities in the post-merger phase
Companies
Activities

1
2
3
4
5
6
7
8
9
10
11
12
13

Acquisition and disposition
Organization optimization
Transition management
(Workplace) design / space planning
Finance/ Accounting
Leasing and property (lease) administration
Performance measurement/benchmarking
Portfolio management
Project management / -development
Strategic planning / scenario planning
Asset management
Customer- and client relationship
management
Personnel management/ HR

Advisors

Total

Royal
Philips

ABN
Amro

Oracle
Corpora
tion

Hetebrij

Verwaai
jen

Kroeze

X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X
X

X
X
X

X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X
X

X
X

X
X

X
X
X

X

X
X

X
X
X

X

Total

6
6
6
5
5
5
5
5
5
5
4

X
X

4
4
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14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35

Risk management
Value management
Alliance management
Community relations/ governmental
regulation
Contract management and law/ legal
Design- and construction management
Facility management
IT
Location practices
Management and Governance
Data(room) management*
Marketing/ Communication
(Financial) analysis and counseling
(Real estate) development
Environmental management
Negotiation and deal making
Property management/ building operations
Security and safety
Compliance*
Appraisal
Investment appraisal
RE Finance

X
X

X
X

X
X
X
X
X
X

X
X
X
X
X
X

X
X
X

X

X
X
X
X

X
X

X
X
X

4
4
3

X

3
3
3
3
3
3
3
3
3
2
2
2
2
2
2
2
1
1
1

X
X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X
X
X

X
X
X

X

* New mentioned activities which have not been found in the literature
Activities

The post-merger phase is the phase in which all the set up ideas and plans need to be implemented
and activities should be integrated. In this phase the real integration is the center of the attention. In
this field M&A deals can easily end up in a failure. Concerning the CREM organization, all the
activities are mentioned by at least one interviewee, so every activity seems to be relevant in the
post-merger phase. One company has mentioned all of the activities as being relevant in the postmerger phase, except IT which is assigned to a different department.
The physical acquisition and disposition will truly take place in the beginning of the post-merger
phase, like the implementation of the plans made before closing the deal. This activity is mentioned
by all of the interviewees. The real sale or dispose of properties will occur in this phase. Transition
management and organization optimization are mentioned as being important by all of the
interviewees as well. The transition management in this case means the systematic implementation
and monitoring of the changes in the CREM organization. This changing organization should always
be optimized which will be executed in the post-merger phase, because the implementation takes
place in this phase. This will also lead to added value. (Workplace) design and space planning
concerning the planning and physical integration of workplaces is mentioned by most of the
interviewees as important. The employees of the entire company should have as little disturb
concerning moves and changes as possible. Within Finance and accounting the financial systems,
profit and loss statement and balance sheet need to be integrated. The leasing and property (lease)
administration is relevant because of integrating the lease and property administration of the
properties of both companies. Contract management and law/legal can be related to supplier
contracts. Within facility management the facility management of both companies can be integrated
aligned (facility contracts). The performance measurement of the implemented plans is also
mentioned as highly important. Managing the new portfolio is concerning the new integrated
portfolio and this is indicated as relevant as well. This is based on all its assets. Risk management is
a continuous process in which risks should be reported and mitigated. Within alliance management
relations need to be maintained or new alliances need to be found. When it comes to community
relations/ governmental regulation this could include the request for permits and licenses. Project
management and development are applicable by dividing the plans into individual projects. Also
strategic planning/ scenario planning is important, concerning the execution of the strategic plans
and mapping of the drawn scenarios. Changes are mostly initiated centrally and the plans will be
82

handed over to the operational staff locally. The least important activities, but still mentioned by at
least one interviewee, are appraisal, investment appraisal and RE finance. Those activities often take
place in the previous phases and are not relevant anymore. Within IT the primary functions need to
be integrated first and secondary functions do not need to be integrated directly, because of the
limited time the team has to deal with in a M&A process. When it comes to customer- and client
relationship management, the internal stakeholder management is important and the relation
between the management of both companies as well. This is also related to the internal
communication. Data(room) management is still mentioned because of the monitoring of data
adjustments of changes. In the new situation a strong management is needed for managing all the
transitions and showing leadership.
Companies vs. advisors

Figure 6.6 shows that most of the activities have been mentioned by at least one company and one
advisor. Appraisal, investment appraisal, property management/building operations, real estate
finance and security and safety have all been mentioned by one company , but are not confirmed by
any of the advisors. The companies and advisors all agree on the activities acquisition and
disposition, organization optimization and transition management. The activities which are the most
confirmed by both the companies and advisors are acquisition/ disposition, asset management,
organization and optimization, performance measurement/ benchmarking, risk management and
transition management. It is remarkable that all of the advisors mentioned value management
against just one of the companies. This can be explained because the advisors are within their work
mostly advising companies about maximizing the added value for the organizations, where the
companies are busy managing all the activities on time and are not always able to maximize added
value.
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Figure 6.6 Comparison of the answers of the companies and the advisors for the post-merger phase

Relation to theory chapter 4

In chapter 4 relevant CREM activities have been identified for the post-merger phase, based on the
model of Freitag (2014) and the practical models of CBRE (2010) and Jones Lang LaSalle (2008).
Figure 6.7 shows which of those identified activities from the models are confirmed as being
important in the transaction phase, by the amount of interviewees.
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Figure 6.7 Confirmation of identified activities of chapter 4 concerning the post-merger phase

All of the identified activities from the literature have been confirmed by at least two of the
interviewees, as shown in Figure 6.7. The activities from the literature which are confirmed by all of
the interviewees are acquisition and disposition, organization optimization and transition
management. The figure also shows that the activities introduced by the literature are mentioned
many times. The activities (workplace) design and space planning, finance and accounting, lease and
property (lease) administration, performance measurement/ benchmarking, portfolio management
and strategic/scenario planning have been mentioned by almost all of the interviewees. However
facility management has been mentioned many times in the literature, the interviewees do not
indicate this as very important, due to the fact that facility management is often already outsourced.
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6.3.4 Process framework
Paragraphs 6.3.1-6.3.3 have discussed all the important CREM activities for each of the M&A phases
that are mentioned by the interviewees. For a better overview of important activities and to
improve the practical use of the results, a process framework for CREM has been developed. Before
describing the framework an overview is given with the mentioned activities for the three M&A
phases together in Table 6.11. The dark blue colored activities have been mentioned 4 times or
more, the activities colored one shade lighter are mentioned 3 times and the lightest blue shaded
activities are mentioned less than 3 times. The developed process framework is shown in. Figure
6.8.
Table 6.11 Overview of mentioned activities for each of the phases
Pre-merger phase

Transaction phase

Post-merger phase

Portfolio management
(Financial) analysis and counseling
Finance/ Accounting

Data(room) management
Appraisal
Risk management

Acquisition and disposition
Organization optimization
Transition management

Performance measurement/benchmarking

(Workplace) design / space planning

Strategic planning / scenario planning

Acquisition and disposition
Leasing and property (lease)
administration

Value management

Location practices

Data (room) management

Personnel management/ HR

Compliance
Acquisition and disposition
Alliance management
Appraisal

Portfolio management
(Financial) analysis and counseling
Asset management
Contract management and law/ legal

Contract management and law/ legal
Investment appraisal
IT
Location practices
Management and Governance

Facility management
Finance/ Accounting
Negotiation and deal making
Project management / -development
Strategic planning / scenario planning

Marketing/ Communication
Negotiation and deal making
Organization optimization
Personnel management/ HR
Project management / -development
Risk management
Security and safety

Compliance
(Real estate) development
Security and safety
Environmental management
Investment appraisal
IT
Management and Governance
Marketing/ Communication
Organization optimization
Property management/ building
operations
RE Finance
(Workplace) design / space planning
Design- and construction management
Transition management

Finance/ Accounting
Leasing and property (lease)
administration
Performance
measurement/benchmarking
Portfolio management
Project management / -development
Strategic planning / scenario planning
Asset management
Customer- and client relationship
management
Personnel management/ HR
Risk management
Value management
Alliance management
Community relations/ governmental
regulation
Contract management and law/ legal
Design- and construction management
Facility management
IT
Location practices
Management and Governance
Marketing/ Communication
(Financial) analysis and counseling
(Real estate) development
Environmental management
Negotiation and deal making
Property management/ building
operations
Security and safety
Compliance
Data(room) management
Appraisal
Investment appraisal
RE Finance
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Figure 6.8 Process framework of CREM activities
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For the process framework of Figure 6.8 concerning the activities a consideration has been mad
based on the amount of times an activity has been mentioned. In the process framework activities
are included which have been mentioned 3 times or more by the interviewees. As described in
chapter 3 the M&A process is divided into three phases: pre-merger phase, transaction phase and
post-merger phase. Those three phases are included in the process framework and the important
activities are appointed to those phases. Concerning the pre-merger phase only portfolio
management is mentioned 3 times or more so the subtitle of this phase is called portfolio. Within
the transaction phase data(room) management is mentioned the most and this has everything to do
with the due diligence. The subtitle of this phase is called data and due diligence. The last phase is
concerning the implementation of plans and the integration of all the activities. This phase is called
implementation and integration. The activities in the process framework are all mentioned 3 times
or more and the descriptions are based on the answers of the case study interviews. Because of the
continuous M&A flow some of the companies are in, an arrow has been redirected from the postmerger phase back to the pre-merger phase.
Pre-merger phase

Concerning the pre-merger phase only the activity portfolio management has been mentioned. This
is about mapping the entire current portfolio of the company and identifying all the risks issued
with the portfolio. It is also about strategic portfolio planning.
Transaction phase

The most important activity is data(room) management in which rental- and proprietary contracts,
financial statements, property maintenance plans, information about the real estate organization
and facility management outsourcing contracts are uploaded. Appraisals are important and need to
be done by an independent third party. A potential future appraisal can be done to search for hidden
value. Risk management is focused on leasing- and proprietary contracts, environment, land soil,
financials, property conditions and all liabilities. M&A project team and analysis and counseling is
concerning project management/ development and (financial) analysis and counseling. A project
team with all the work streams does the analysis and reports to the board. Acquisition/ disposition
and location practices are for example concerning overlay in properties and locations and
acquisition/ disposition based on location studies. Finance and accounting is about controlling the
costs, especially when cost savings are needed. Leasing and other contracts are concerning leaseand property lease administration/ contract management and law/legal: Synergies could be
identified and contracts need to be reviewed. Personnel is based on the activity personnel
management / HR whereby the staffing needs to be reconsidered, especially when some employees
need to be dismissed. Portfolio management and strategic/ scenario planning is concerning the
planning of the new portfolio and strategic/ scenario planning which follows the business. Asset
management is mainly concerning performance measurement and technical asset management.
Compliance is very important, especially because of recent real estate frauds. Negotiation and dealmaking is related to contracts are when the company has property ownership
Post-merger phase

The post-merger phase is mainly about the implementation of plans and integration of all the
functions and the entire organization. The acquisition/ disposition is mentioned the most and is
about the real acquire or dispose of real estate, also based on location studies and overlay.
Communication/ relationship is concerning customer- and client relationship management which is
also based on the internal stakeholder management and the internal communication
(marketing/communication). Transition management is based on the implementation and
monitoring of changes, supported by change programs. Optimization is applicable when integrating
both organizations and which could add value. Alliance is related to alliance management and is
about the review and integration of alliances which could be ended or started. Leasing and other
contracts are concerning lease and property (lease) administration and contract management and
law/legal and is related to e.g. lease or suppliers. In the post-merger phase those can be stopped,
renewed or integrated. Within personnel it is about the awareness of employee turnover and the
dismissal employees or employ new people. Workplace is related to (workplace) design and space
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planning and is concerning the integration of workplaces and new design and planning of needed
space. Data room management is still applicable based on monitoring the data and adjust changes.
Performance is related to the activity performance measurement/ benchmarking and consists of the
performance measurement of the new portfolio and implemented plans. Strategic planning is about
the continuous strategic planning (strategic-/ scenario planning) of the organization for further
growth and improvements. Especially when the organization continuously experience a M&A.
Finance and accounting is has to do with integration of the financial systems, profit and loss
statement and balance sheet of both organizations. Project management involves project
management/ development and design- and construction management and is concerning the
partition of plans into individual plans. Management and Governance is applied as need for strong
leadership and management. Portfolio and asset management is based on managing and controlling
the changes in the portfolio with all its assets. Risk management continuous and risks should be
reported and mitigated.
6.3.4 Success factors
For the pre-merger and transaction phase some overall critical success factors have been identified
from the literature, which also has been examined for this study. In Table 6.12 an overview is given
of all the mentioned critical success factors by the interviewees.
Table 6.12 Critical success factors in the pre-merger/transaction phase
Activities
Accumulated experience on M&A
Pay the right price
Size mismatches and organization
Communication before the
merger
Choice and evaluation of the
strategic partner
Courtship

Royal
Philips

ABN
Amro

Oracle
Corporation

Kroeze

Verwaaijen

Hetebrij

Total

X

X
X
X
X

X
X
X
X

X
X
X

X
X

X
X
X

6
5
5

X
X

X
4

X

X
X

X

X

3
2

Most of the critical success factors for the pre-merger/transaction phase are confirmed by the
interviewees. However courtship seems to be barely important, because it is indicated as being
important by only two of the interviewees. The accumulated experience with M&A is mentioned by
all of the interviewees and thereby seems to be the most important critical factor. This particular
finding is in line with the arguments of Heleblian and Finkelstein (1999) that organizations with
previous M&A experience more often achieve a successful M&A than companies without previous
experience. Experience in M&A can increase the manager’s knowledge about how to evaluate risks
and values of the target company. After that paying the right price and size mismatches and
organization are mentioned as the most important critical factors. Within paying the right price the
search for hidden value within real estate is important, because of possible value increases in the
future with new real estate strategies. And if the acquiring firm pays “too much”, it can be difficult to
achieve the expected return on the investment. This agrees with the conclusion of Törnell and
Línden (2013) that the critical success factor pay the right price can be seen to have a direct effect
on the outcome of the M&A.
Also for the post-merger phase some critical success factors have been identified. In Table 6.13 an
overview is given of all the mentioned critical success factors by the interviewees.
Table 6.13 Critical success factors in the post-merger phase
Activities
Integration strategies
Post-acquisition leadership
Communication during
implementation
Managing corporate and National
Culture differences
Speed of implementation

Royal
Philips

ABN
Amro

Oracle
Corporation

Kroeze

Verwaaijen

Hetebrij

Total

X
X
X

X
X
X

X
X
X

X
X
X

X
X
X

X
X
X

6
6
6

X

X

X

X

X

X

6

X

1
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All of the companies and the advisors have confirmed exactly the same critical success factors for
the CREM organization in a M&A process. Integration strategies are given as important critical
success factor. All of the companies have indicated their integration approach is generally
absorption which worked well for them. The assigned importance of post-acquisition leadership is
confirming the studies which have reported findings in which the post-acquisition leadership is a
vital factor for a successful outcome of a M&A (Gomes et al. 2013; Angwin and Meadow, 2009;
Kavanagh and Ashkanasy, 2006; Karaevli, 2007). Communication during the implementation also
seems to be important for the CREM organization. Weber et al. (2011) argued already that it is
important to report any progress and changes of the integration to the acquired company, however
the interviewees particularly mentioned the relevance of the internal communication. Managing the
cultural differences is mentioned by all the interviewees as well, and could be supported by change
management. Only the speed of implementation is mentioned by only one company. Most of the
companies still mention that the quality exceeds the speed of implementation.
6.3.5 Aspects of the CREM organization
For this part of the cross-analysis the interviewees are asked about their vision on the factors of the
CREM organization during the M&A process, concerning the defined 5 aspects CREM organization,
sourcing, centralization, process management and culture/ HR. The common tread will be
discussed, as well as the similarities and differences. Each of the 5 aspects will be discussed one by
one.
6.3.5.1 CREM Organization

In this sub paragraph the general organization of CREM in the M&A process will be described based
on the interviews. Concerning the focus of activities within the M&A process, 2 out of 3 companies
indicated the focus is strategically. Two advisors confirmed this focus as being the most advisable,
especially when the CREM organization is high in the organizational structure. One company
mentioned a shift of focus can be noticed from strategic before the deal to operational after deal.
This is because all the strategic plans need to be implemented.
The evolution of most CREM organizations was mentioned as at least controller and dealmaker. Two
companies indicated they are business strategist. The advisors agree on saying that just few CREM
organizations have evolved to business strategist and it highly depends on the maturity of the CREM
organization. One advisor also said the business strategist is the most applicable, another advisor
said the dealmaker and entrepeneur are the most important. Also the evolution depends on the
maturity of the CREM organization and the role within the company.
All of the companies mentioned general management as being the most important management part
of CREM, followed by cost control. All of the advisors confirmed general management is the most
important, thus the companies and advisors agree on this point.
Concerning the responsibility of CREM the answers divert. Within the companies the mentioned
main responsibilities are cost control, data transparency, risk mitigation and facilitating the
transaction. Concerning the CREM activity list, cost control can be assigned to finance and
accounting, data transparency to data(room) management and risk mitigation to Risk management.
Facilitating the transaction is not related to any CREM activity, however this responsibility is
confirming the role of facilitator for the CREM organization in the M&A process mentioned by
Willems (2005). According to the cross case analysis of paragraphs 6.3.1-6.3.3 the activities finance
and accounting, data(room) management and risk management are mentioned by the interviewees
for each of the phases of the M&A process. So the main responsibilities of CREM organization,
mentioned by the interviewees, are applicable through the entire process. According to the advisors
the main responsibility of the CREM organization in the M&A process is to create value to the
business, improvement of the result of the primary process, strategic internal advisory and
stakeholder management. The creation of value for the business relates to the activity Value
management and is mostly assigned to the post-merger phase, by the advisors. In general, the
advisors emphasized the role of CREM being limited to supporting the business.
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Concerning the added value the answers of the companies are close to those of the responsibility of
CREM: Cost reduction, data transparency and operational excellence are mentioned as the main
added value of the CREM organization in a M&A process. Also communication and stakeholder
management are mentioned. One of the advisors confirmed that the main added value has to do
with extracting data. The other two advisors mentioned cost reduction as the main added value to
the deal. It is clear that cost reduction is mentioned the most as added value of CREM. Concerning
the added value of the CREM organization the activities finance and accounting and data(room)
management are mentioned for each of the phases of the M&A process, as found in the cross case
analysis of paragraphs 6.3.1-6.3.3. Communication and stakeholder management can be connected
to the activities marketing and communication and customer- and client relationship management.
Marketing and communication (particularly the internal communication) is mentioned in each of
the phases in paragraphs 6.3.1-6.3.3, but mainly in the in transaction and post-merger phase. The
customer- and client relationship management, which can be seen as stakeholder management
according to the interviewees, is mentioned only being important in the post-merger phase.
6.3.5.2 Sourcing

All the companies mentioned the access to skills as one of the main reasons for in-/outsourcing
some of their activities. This has been confirmed by one advisor. Also temporarily enlarge the
capacity and bring in operational excellence/ knowhow are reasons for in-/outsourcing. Expertise is
confirmed by all of the advisors as being an important reason for in-/outsourcing. Especially when
the CREM organization is less mature it will more likely need to insource expertise. Also capacity
and cost reduction have been confirmed by two of the advisors. So expertise and capacity are the
main reasons for in/outsourcing. This differs from the results of Ploumen (2014) where cost
reduction was mentioned as the main reason for in/outsourcing. However this thesis particularly
focused on the M&A process and the thesis of Ploumen (2014) was focused on a day-to-day
situation of the CREM organization. Although the findings are in line with Matsham and Heywood
(2012), who found in the literature that access to skills, technology and best practice where the
most mentioned reasons.
The in-/outsourcing occurs on several levels. Within the strategic level the activities are always
performed in-house or some advisors are insourced to support the team (capacity+ expertise).
Tactical and operational activities are often outsourced. This situation does not particularly change
due to the M&A. However some changes occur when both companies had different outsourcing
strategies before the deal. Mostly the strategy of the most mature organization will be chosen after
the deal. The results are confirming the study of Matsham and Heywood (2012) where all of the
respondents had the strategic planning in-house and 4 out of 6 companies had their portfolio
management, facility management and property management/building operations outsourced. The
outsourcing activities are often the activities related to the tactical and operational level but this is
particular applied because of the M&A. For example location practices, lease administration and
contract management have been mentioned as outsourced activities in the M&A process. Activities
of profound and independent expertise, like appraisals, also need to be outsourced. The outsourcing
of the appraisals, location practices and lease administration are confirming some of the found
outsourced activities in the study of McDonagh and Hayward (2000). Appraisal was mentioned as
outsourced most often. In paragraphs 6.3.1-6.3.3 the activities location practices, lease and
property(lease) administration and contract management and law/legal have been mentioned the
most for the transaction phase and post-merger phase. Appraisal is primarily mentioned to be
relevant in the transaction phase. Based on those activities it would be reasonable that most
in/outsourcing happens in the transaction phase and post-merger phase.
CREM organizations mostly already have strategic partners concerning outsourcing, and most of the
interviewees indicated the existing strategic partners will be kept after the deal. However one
advisor mentioned to search for a new strategic partner for new blood. Another advisor confirmed
finding a new strategic partner particularly in a merger situation.
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6.3.5.3 Centralization

Two of the companies have a matrix structure and one company has a functional structure with
geographical divisions. Those structures did not change after the M&A. The acquired companies will
be included in the existing organizational structure of the acquiring company, for example, because
the target company is mostly smaller than the acquirer. One advisor advocates for a matrix
structure and another advisor for a functional structure. The structure highly differs per company
and the interviewees mentioned the structure often not changes due to the M&A deal.
The CREM organizations of all of the companies were centralized before the deal and stayed
centralized after the deal. The companies have global leadership for CREM with tactical/operational
staff locally.
The position of CREM in the company’s organization structure is by two companies indicated as high
and by one company as relatively low. The advisors all degree on a high position for having more
control. However one advisor mentioned the CREM organizations in The Netherlands are mostly
relatively immature in comparison to foreign companies and just a few CREM organizations are
situated high in the company’s organizational structure. Also is indicated that when owning
properties the CREM organization should be high in the structure and when leasing the properties
the CREM organization could be low in the structure. This advised high position in the company’s
organizational structure is in line with the previous mentioned focus on strategic level activities and
evolution to dealmaker and business strategist.
6.3.5.4 Process management

For the normal day-to-day business the CREM organization normally reports monthly about KPIs,
financial targets, property data, facility management and business operations. One advisor indicates
financial reporting should be at least monthly, quarterly is more qualitative and the (half) year
reporting is about the balance sheet and financial statement. Particularly in case of a M&A it is
advisable to report weekly to the board mostly about financials, properties and business operations.
The companies all indicated the CREM organization has an advising role in the M&A process to the
board. For example data assembling when participating in a project team with other work streams
of the company like HR, Finance, etc. One company mentioned having a decision making role
concerning the accommodation. After the deal it has an advising and strategic role.
All of the companies already had a good Management Information System (MIS). After the deal two
companies said they normally integrate the system of the target company with their system or
transfer the data of the target company to their system. One company indicated that the systems of
the target company will almost never be integrated with their system, but got adopted.
6.3.5.5 HR/culture

The dimensions of the organizational culture of the CREM organization differ per company and
there is no optimal dimension.
All of the interviewees indicated that the cultural differences between the companies, including the
CREM organization, are very large. One company mentioned the importance of change management.
Two advisors confirmed this by recommending setting up a change program and giving the
employees autonomy in their work. Managing the corporate and national cultural differences has
also been mentioned as critical success factor by all the interviewees.
The resistance of people on the work place is high and sometimes they do not see the essence of the
M&A. But people can also be scared about their job before the deal closes. According to the advisors
it is important to set up a change program and give the employees autonomy in their work.
The vision on discharging and hiring new people during or after the M&A process highly differs per
company and its vision and strategy. One company emphasized the importance of the human asset
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and the need to retain the human asset as much as possible. Another company had to fire 30% of the
employees due to cost saving strategies. The third company indicated to evaluate and seek for the
best people. The advisors also differ in their vision but mostly indicate a selection should be made to
maintaining the best people. After the deal people will also disappear because they are not satisfied
with the takeover, so the human asset can be a risk. The issue of discharging people will probably be
more sensitive for the companies than for the advisors which will have a more objective view on the
situation.
Concerning the above discussed factors within the five aspects of CREM an overview is given of the
most important findings for the alignment of the CREM organization in the M&A process. This
overview is shown in Figure 6.9.

Figure 6.9 Alignment CREM organization aspects in a M&A
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6.4 Conclusion

The first part of the interviews reveals the vision on the activities appointed to the M&A phases by
the companies and the advisors. Together they gave new insights in relevant activities of the CREM
organization, which are not always introduced by the literature. The connection between the
literature and the practice provides a clear image of relevant activities for CREM in the M&A
process. Portfolio management seems to be the most important activity for the pre-merger phase,
and one advisor emphasized the importance of having a clear view of the current portfolio before
starting the M&A process. Within the transaction phase data(room) management, which was not
introduced by the literature, is mentioned as the most important activity for providing all the
relevant data for the process. This could be explained because many information is needed for a
transaction and should be stored. After that the appraisal of real estate is very important. One
advisor emphasized the importance of profound and independent expertise for those appraisals.
Also risk management and the mitigation of those risks is an important activity for the CREM
organization. When it comes to the post-merger phase the physical acquisition/ disposition of
properties is important, the optimization of the organization concerning the implementations and
transition management about all the changes which should be made. Especially data(room)
management and compliance have been mentioned by the companies as very relevant. Those were
not included in the activity list from the literature. Chapter 4 ended with a CREM activity list for
each of the M&A phases, based on the models of Freitag, CBRE and Jones Lang LaSalle. The results of
the interviewees showed there are a lot more activities the CREM organization could perform
through the M&A process. The CREM activity list per phase is shown in the following table. This
table is the adjusted version of Table 4.5 from chapter 4 and is the adjusted answer for the answer
of sub question 3:
Sub question 3: Which CREM activities can be appointed to which phases of the M&A process?
Table 1. Activities of CREM appointed to each of the M&A phases in sequence of importance
Pre-merger phase

Transaction phase

Post-merger phase

Portfolio management
(Financial) analysis and counseling
Finance/ Accounting

Data(room) management
Appraisal
Risk management

Acquisition and disposition
Organization optimization
Transition management

Performance measurement/benchmarking

(Workplace) design / space planning

Strategic planning / scenario planning

Acquisition and disposition
Leasing and property (lease)
administration

Value management

Location practices

Data (room) management

Personnel management/ HR

Compliance
Acquisition and disposition
Alliance management
Appraisal

Portfolio management
(Financial) analysis and counseling
Asset management
Contract management and law/ legal

Contract management and law/ legal
Investment appraisal
IT
Location practices
Management and Governance

Facility management
Finance/ Accounting
Negotiation and deal making
Project management / -development
Security and safety

Marketing/ Communication
Negotiation and deal making
Organization optimization
Personnel management/ HR
Project management / -development
Risk management
Security and safety

Strategic planning / scenario planning
Compliance
(Real estate) development
Environmental management
Investment appraisal
IT
Management and Governance
Marketing/ Communication
Organization optimization
Property management/ building
operations

Finance/ Accounting
Leasing and property (lease)
administration
Performance
measurement/benchmarking
Portfolio management
Project management / -development
Strategic planning / scenario planning
Asset management
Customer- and client relationship
management
Personnel management/ HR
Risk management
Value management
Alliance management
Community relations/ governmental
regulation
Contract management and law/ legal
Design- and construction management
Facility management
IT
Location practices
Management and Governance
Marketing/ Communication
(Financial) analysis and counseling
(Real estate) development
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RE Finance
(Workplace) design / space planning
Design- and construction management
Transition management

Environmental management
Negotiation and deal making
Property management/ building
operations
Security and safety
Compliance
Data(room) management
Appraisal
Investment appraisal
RE Finance

This final CREM activity list concerning the M&A process has been largely extended in reference to
the activity table in chapter 4, based on the given answers of the interviewees. This table shows the
CREM organization could perform a lot more activities than initially was thought, based on the
practical models.
In addition to the important activities the interviewees mentioned that an accumulated experience
with M&A, paying the right price and size mismatches and organization are the most important
critical success factors concerning the pre-merger/ transaction phase. Concerning the post-merger
phase all the critical success factors have been mentioned as important except the activity speed of
implementation: integration strategies, post-acquisition leadership, communication during the
implementation and managing corporate and national cultures.
The second part of the interviews has given insight in the vision of the companies and advisors on
the alignment of the CREM organization in the M&A process. The research question which has been
answered in this chapter is:
Sub question 4: How is the CREM organization aligned best to go through a M&A process?
For this part a slightly adjusted model of Ploumen has been applied for the M&A process. Within the
general organization the focus on the strategic level will be advisable for having the most influence
and having a decision role. This focus will shift to tactical and operational after the deal. General
management and cost control are the most important management parts and the responsibility and
added value of CREM in the M&A process are mostly about data transparency, cost control,
supporting the primary business of the company and communication/ stakeholder management.
When it comes to in-/outsourcing, mostly the tactical and operational level are already outsourced
and this does not change because of the M&A. On strategic level the activities are always in-house or
can be insourced. The main reasons for in-/outsourcing are capacity, access to skills/expertise and
cost savings. The existing strategic partnerships will often continue after the deal, only when the
company wants to have a fresh start it could arrange new alliances. Concerning centralization the
best structure seems to be a centralized CREM organization with strategic decision making and
operational staff locally(geographical divisions). The CREM organization should be high in the
structure to have more control during the process, especially when it involves owned properties.
Within process management it needs to be said that reporting should be more frequent during the
M&A process, for example weekly, and it should contain information about financials, properties
and business operations. A project team has to be set up to report to the board. The CREM
organization has an advising role and supports the primary business of the company in the M&A
process. Cultural differences are large and they could be mitigated by implementing change
programs. Concerning HR the human asset should be retained as much as possible, but the
organizations should still seek for the best people. The CREM organization should also be aware of
employees who leave the company because they are not satisfied with the changed situation.
Change programs could be implemented for supporting the integration of organizations. An
overview of the CREM aspects was given in figure 6.9 in paragraph 6.3.5.
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The last sub question which has been answered in this chapter is:
Sub question 5: What would a process framework to support CREM during M&A processes look like?
Bases on the results of the case study interviews which have been discussed earlier a process
framework has been developed for the CREM organization in the M&A process. This framework is
divided into the three defined phases of M&A: pre-merger phase, transaction phase and post-merger
phase. The activities from table 1 on the previous page which have been mentioned 3 times or more
are included in the framework. The framework can be used as a guidebook or manual for CRE
managers or advisors to refer to concerning CREM activities in the M&A process. Every important
activity of the CREM organization is appointed to each of the phases. This framework can be found
in Figure 6.8 in paragraph 6.3.4.
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Chapter 7 Conclusion and recommendation
7.1 Conclusion

The research of this thesis reveals the view of the interviewees on the activities of the CREM
organization in the M&A process and the alignment of the CREM organization in the process.
The research question which was stated in chapter 1 of this thesis is:
“Which CREM activities are important during the different phases of the M&A process and how
could the CREM organization be aligned?”
The analysis and the results of the case study interviews showed there is no unambiguous answer to
the research objective.
In order to answer the research questions several sub questions were drawn to be answered first. In
chapter two it can be concluded that three levels of CREM are distinguished in the CREM pyramid:
strategic (portfolio management), tactical (asset management) and operational (property
management). In total 33 unique CREM activities have been found in the literature and those have
been appointed to the CREM levels and to management and support functions. This is shown in the
figure below.

Figure 1. CREM activities assigned to the levels of CREM and management and support functions

In chapter 3 it can be concluded that general M&A motives are:
►
►
►
►
►

Financial synergy;
Diversification;
Strategic realignment;
Hubris;
Buying undervalued assets;

►
►
►
►
►

Mismanagement;
Managerialism;
Tax considerations;
Market power;
Misvaluation.
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The identified main types of M&A are corporate merger, stock merger, legal merger and acquisition.
Within the legal perspective it involves the statutory merger and subsidiary merger. Concerning the
process of those types, there are little differences. Therefore the M&A process has been assumed as
one overall M&A process. The M&A process has been divided into three phases: the pre-merger
phase, the transaction phase and the post-merger phase. In the first phase the candidate selection
and assessment are executed, the second phase is approaching and closing the deal and the last
phase is about the implementation and integration after the deal.
The following critical success factors for M&A have been found in the literature:
Table 1. Critical success factors in M&A
Pre-merger/ transaction phase

Post-merger phase

Choice and evaluation of the strategic partner

Integration Strategies

Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Post-Acquisition Leadership
Speed of Implementation
Communication During Implementation
Managing Corporate and National Culture Differences
Integration Strategies

In chapter 4 a first attempt has been done to answer the sub question about relevant CREM
activities in the phases of the M&A process. However at the end of chapter 6 an adjusted list of
important CREM activities has been provided based on the case study interviews. This CREM
activity list is shown in table 2, in sequence of importance (dark blue mentioned 4 times or more by
the interviewees, one shade lighter is mentioned 3 times and the lightest shade is mentioned less
than 3 times).
Table 2. CREM activities for each of the M&A phases
Pre-merger phase

Transaction phase

Post-merger phase

Portfolio management
(Financial) analysis and counseling
Finance/ Accounting

Data(room) management
Appraisal
Risk management

Acquisition and disposition
Organization optimization
Transition management

Performance measurement/benchmarking

(Workplace) design / space planning

Strategic planning / scenario planning

Acquisition and disposition
Leasing and property (lease)
administration

Value management

Location practices

Data (room) management

Personnel management/ HR

Compliance
Acquisition and disposition
Alliance management
Appraisal

Portfolio management
(Financial) analysis and counseling
Asset management
Contract management and law/ legal

Contract management and law/ legal
Investment appraisal
IT
Location practices
Management and Governance

Facility management
Finance/ Accounting
Negotiation and deal making
Project management / -development
Security and safety

Marketing/ Communication
Negotiation and deal making
Organization optimization
Personnel management/ HR
Project management / -development
Risk management
Security and safety

Strategic planning / scenario planning
Compliance
(Real estate) development
Environmental management
Investment appraisal
IT
Management and Governance
Marketing/ Communication
Organization optimization
Property management/ building
operations

Finance/ Accounting
Leasing and property (lease)
administration
Performance
measurement/benchmarking
Portfolio management
Project management / -development
Strategic planning / scenario planning
Asset management
Customer- and client relationship
management
Personnel management/ HR
Risk management
Value management
Alliance management
Community relations/ governmental
regulation
Contract management and law/ legal
Design- and construction management
Facility management
IT
Location practices
Management and Governance
Marketing/ Communication
(Financial) analysis and counseling
(Real estate) development
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RE Finance
(Workplace) design / space planning
Design- and construction management
Transition management

Environmental management
Negotiation and deal making
Property management/ building
operations
Security and safety
Compliance
Data(room) management
Appraisal
Investment appraisal
RE Finance

The opinions of the interviewees are sometimes highly diverting. However this chapter tried to
provide more insight in the possible activities and alignment of the CREM organization in the M&A
process. In general the CREM organization seems to be less relevant in the pre-merger phase
already. Although the CREM organization could already review the current portfolio and perform
some strategic portfolio planning. When the companies decided to start with the due diligence, the
CREM organization starts to be far more relevant. The opening of a data room is indicated as the
most important activity. After that all the information of the target company like rental- and
proprietary contracts, financial statements, property maintenance plans, information of the real
estate organization and facility management outsourcing contracts need to be collected and
analyzed. Also cresting a project team with other work streams is important. In the post-merger
phase the real implementations and integration occurs. The actual acquisitions and dispositions will
be done in this phase and the entire organization needs to be optimized. The transition could be
supported by change programs and the physical workplaces need to be integrated. Financial
consolidation needs to be done in this phase. New leasing contracts will be arranged and the lease
administration would be integrated. Performance measurement concerning the new
implementations will be performed by the CREM organization. Strategic planning/ scenario
planning will still be applicable for a continued growth and improvement of the organization and its
strategies. The vision of the interviewees, together with the literature study, provides a complete
picture of the possible activities for the CREM organization. The activities have been translated in a
process framework for CREM which is shown in figure 2.

Figure 2. CREM process framework for M&A
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When it comes to the aspects of the CREM organization there is no best way to align CREM. Figure 3
provides an overview of the CREM aspects. In general, before the deal it is mentioned that the CREM
organization should mainly focus on the strategic level of activities to have the most contribution
and influence to the deal. After the deal the focus will be more on the tactical and operational level.
The evolution of CREM highly depends of the company but it is advisable to be at least dealmaker or
entrepeneur. General management and cost control are the most important management parts. The
main responsibility and added value of the CREM organization is on data (transparency), cost
control, supporting the primary business, and communication and stakeholder management.
Activities on tactical and operational level are mostly already outsourced. In case of the M&A on
strategic level insourcing can be applied due to capacity and access to expertise. Specific
outsourcing activities in a M&A are appraisals, location/ building selections and leasing- and
contract management. Strategic partnerships are mostly maintained after the deal. The extent of
centralization and the organizational structure do not really change because of the deal. Mostly
strategic CREM is (globally) centralized with tactical/operational staff locally. The position of the
CREM organization in the organizational structure of the company depends on the company, but
should be higher in the structure the more property ownership the company has. Concerning
process management the CREM organization advises and supports the primary business of the
company. During the deal the CREM organization should report weekly to the board. A good MIS is
important; the system of the target company will mostly be adopted by the acquirer, not really
integrated. Concerning Culture/HR the cultural differences are high, employees could resist and
some employees will leave the company. Change programs can be implemented for guiding the
integration of the organizations.

Figure 3. Alignment CREM organization aspects in a M&A
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7.2 Reflection

This paragraph is about the reflection on the master thesis and consists of three components: the
reflection on the literature, the reflection on the performed research and a reflection on the practice.
The performed study is focused on providing more insights in the important activities of the CREM
organization and the alignment of the CREM organization in the M&A process based on the five
aspects CREM organization, sourcing, centralization, process management and culture/ HR. During
the literature study it became apparent that the amount of useful publications on the CREM
organization was limited. However it was not really hard to find general activities of the CREM
organization. Several studies have been found with long lists of CREM activities which were relevant
for this study. The only shortcoming was the fact that the activities found in the studies did not
always have the same abstraction levels. Concerning the CREM organization and aspects the found
literature was also limited. I hoped to find more literature on the design of the CREM organization
(in a M&A process). However the model of Kämpf-Dern and Pfnür and Ploumen has already been
studied by Ploumen and the five aspects seemed to be relevant. So this model has been applicable as
well for studying the CREM organization in the M&A process. Due to the availability of literature the
focus has slightly shifted more to the activities than the organizational aspects. Literature about the
relation between CREM and the M&A process was limited as well. So first some explorations had to
be done concerning CREM activities found in some practical models.
The search for suitable companies for the case study interviews was more difficult than expected
before. Cases were sometimes difficult to identify because first I had to search for companies with a
CREM organization and then I had to look whether the company had experienced any M&A. When
approaching the companies it turned out that some of the companies did not have a CREM
organization, did not experience any M&A (or at least without a role for CREM) or had no time for
collaboration. This has resulted in 3 companies who wanted to collaborate in the interviews. The
study is realized with a limited number of companies and the results are very diverting, therefore
the results are limited in the practical usage. A larger sample of companies would have given more
reliable information but is very difficult to find for this topic. However the three companies who
joined the interviews are large multinational companies with large CREM organizations which have
experienced several M&A deals. Therefore those companies were highly appropriate to show the
relevant activities and alignment of the CREM organization in the M&A process. In my opinion the
case study interviews have provided many new decent information and insights in CREM
concerning the M&A process.
In addition to the literature some new CREM activities have been mentioned that have not been
found in the literature. The first activity is data(room) management which is mentioned as the most
important in the due diligence phase because all the data of the target company needs to be
collected and put in a data room for analyzing. Also compliance came forward as relevant in each of
the phases of CREM. This also had to do with the recent real estate frauds. Most of the literature
talked about CREM activities starting from the due diligence. However the case study interviews
revealed that the CREM organization could already start in the pre-merger phase with managing
correctly their current portfolio like mapping all the risks, update reporting’s about properties and
review appraisals and financial statements. In the literature facility management and negotiation
and deal-making were mentioned by several authors, however those activities have not been
mentioned many times by the interviewees. The previous mentioned findings are interesting
additions to the literature and knowledge of CREM.
Concerning the alignment of CREM based on the five aspects CREM organization I had expected
before that there will be more changes in the CREM organization than the interviewees mentioned.
However the advice for a higher position of CREM in the company’s organizational structure when
the company has much property ownership is an interesting finding. The fact that the interviewees
mentioned the organizational structure of CREM does not change due to the M&A was surprising for
me because two organizations will integrate. The study has obviously provided more insight in the
possible relevant CREM activities in the M&A process and how the CREM organization could be
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aligned best. CREM organizations of companies with little experience with M&A can get more
insight in important activities for them and the best alignment of CREM to guide the M&A process.
Because of the explorative character of the study CREM managers can find a lot information in about
their role in the M&A process.
The case study interviews were quite time-consuming, around 1 two 1,5 hour per interviewee. One
company did not has the time to discuss all the theory and send the answers without the long
explanations the other interviewees have given. Concerning another interviewee some questions
had to be send afterwards because of the lack of time. When redoing the research it would probably
be better to scale down the activity list because the interviewees started to tell an anecdote
concerning every activity and that is very time-consuming. Also the focus on both the CREM
activities and the alignment of CREM was maybe a little bit too much. However the anecdotes and
both part of the interviews were very useful because of the explorative character of this study. It
was very interesting and educational for me doing the interviews. Both the companies and the
advisors have told me very interesting things and anecdotes. I have learned that the CREM
organization can perform many activities to support and guide the M&A process. Also a wellconsidered alignment of CREM could result in a more easy-going process.

7.3 Recommendations
Recommendations for CREM

Concerning the activities an important recommendation for CREM is to be prepared well for a M&A
process. Mapping the entire current portfolio like checking appraisals and balance sheets, reviewing
lease- and alliance contracts and risk analysis on property conditions are examples of activities for
preparing the current portfolio. Also thinking along with the primary business of the company is
advisable. Concerning the transaction phase it is very important to open a big data room in which all
the information of the target company will be uploaded. The CREM organization should also ask
some serious questions about the portfolio of the target to acquire all the needed information. A
proper risk analysis on appraisals, finance, rental contracts, alliance contracts and employees of the
target company is essential. Looking for hidden value in real estate assets of the target can be very
profitable for the organization. It is advisable for CREM to immediately create a M&A project team
with other work streams (e.g. HR and finance) for a strong integrated analysis team and a direct
reporting line to the board. Concerning the post-merger phase it is very important to manage the
implementation and integration of all the activities and functions. The employees of the entire
company should be disrupted as little as possible within the move of the company and all the reintegrations of workplaces etc. The focus on activities will be mainly on tactical and operational
level.
For the alignment of the CREM organization in the M&A process it is recommended trying to have a
strategic role in the beginning of the process, especially when properties are owned. After the deal
the focus of the CREM organization should be on implementation. A stronger cooperation with other
work streams and a more frequent reporting is important to improve the process. The main
responsibilities and added value on CREM are about data transparency and cost savings in the deal
and integration. Also the awareness of supporting the primary business in the M&A process is
relevant. It is important for CREM to be aware of their responsibility and added value. Managing the
move of the company, internal communication and stakeholder management are issues for the
CREM organization. A proper structure for CREM is a centralized strategic management and
operational staff locally for the implementations. The tactical and operational level are often
outsourced, but CREM organizations could consider insourcing on the strategic level due to the
possible lack of capacity and access to skills/expertise. A change program is recommended to
implement for guiding the transitions within the organization.
The developed process framework of chapter 6 can be used by CRE managers or applied by advisors
for their clients as a kind of guidebook or manual when going through a M&A process. The process
framework shows the most important CREM activities found in the conducted case study interviews.
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Users of the process framework can be pointed to the activities they should be aware off. However
the process framework does not show every activity because some activities seemed to be barely
important. The framework is based on the results of six interviews and the process will never be the
same. CRE managers or advisors should always still have a critical look at their current situation.
Recommendations for further research

Considering the explorative nature of the study, recommendations for further research are
inevitable. This paragraph provides recommendations for further research on this subject.
This study has focused on the possible activities the CREM organization of a company could perform
in each of the M&A phases: pre-merger phase, transaction phase and post-merger phase.
Furthermore the overall aspects and management of the CREM organization has been explored to
obtain more insight in the contribution of the CREM organization to the M&A process. The postmerger phase is the phase in which the real integration occurs between the merging companies.
This integration process for the CREM organization has not been discussed in-depth, because of the
organizational focus on the CREM activities and the general aspects of the CREM organization in this
process. The real (stepwise) integration process took matters too far for this study. Furthermore
few companies have an own CREM organization so there is often no integration between two CREM
organizations.
For further research it would be interesting to perform in-depth research on the real integration of
two CREM organizations in a M&A process. Although it will probably be hard to find appropriate
companies for this research.
A second recommendation for further research is in the field of financial consequences. The CREM
organization is still mostly seen as supporting the primary business and one of the main
responsibilities is to save costs. For a more financial approach, studies could be done to the financial
benefits a company could take advantage of when involving the CREM organization in the entire
M&A process. Then the focus should also be more on tactical and operational level, so the financial
consequences per property could be calculated.
This study has focused on the mergers and acquisitions whereby organizations will integrate and
the real estate portfolio will grow. The opposite direction of this process is a divestiture, carve out
or spin off. In those situations a company will dispose some of its business units by selling it. By
selling business units real estate can also be involved and the real estate portfolio will become
smaller. Further research can be conducted on the differences for the CREM organization between
the M&A process and the divesture/ carve-out/ spin off process.
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Appendix I CREM activities from the literature

The first table gives an overview of all the skills and activities of CREM found in the literature, which
have been discussed. The activities colored red are eliminated from the final activity list. The reason
for the elimination is discussed in the second table. The third table indicates which activities are
assumed to be overlapping and could be combined.
Gibler et al. (2002)
Strategic planning
Real estate portfolio
management
Organizations business or
activity
Negotiation and deal making
Customer relations
Performance management
IT general
Project management
Information management
Risk management
Value management
Workplace design
Performance benchmarking
E-business
Environmental management
Facility management
General business
administration

Roulac et al. (2003)

Epley (2004)

Security and safety
Investment appraisal

Strategic planning
RE portfolio management

Management
Leasing

Real estate development

Organization core business activity

Development

Governmental regulation
Community relations
Construction management

Negotiation and deal making
Customer relations
Performance measurement /
benchmarking
IT and communication technology

RE finance
Acquisition
Sales

Project management
E-business
Environmental management
Facility management
HR
Security and safety management

Construction
Appraisal
Negotiation
Analysis only
All areas

Contract management and
law
Process re-engineering
Globalized services
Design management
Management accounting
Marketing
International
Finance/economics
Tax management
Foreign languages
Corporate finance

Personnel management
Quality management

Scenario planning
Corporate infra
management
Alliance management

Heywood and Kenley (2007)

Hartmann et al. (2010)

Competiveness alignment
Organisational practices
CRE decision making

Space planning
Acquisition
Leasing and lease
administration
Development
Technical facilities
management
Infrastructural facilities
management
Commercial facilities
management
Disposition

Financial and accounting
Metrics practices
CRE IT practices
Location practices
Workplace style practices
Facility management
Building operations/ property
administration
Design occupancy planning

Analysis and counseling

Investment appraisal
RE development
Government regulation
Community relations
Design and construction
management
Management accounting
Marketing
International Finance/ Economics
Taxation management
Foreign languages
Matsham and Heywood (2012)
Strategic planning
Client relationship management
Acquisition, leasing & development

Kämpf-Dern and Pfnür
(2014)
Governance
Portfolio management
Asset management

Portfolio management
Financial analysis

RE facility management
Leasing

Facility management

Acquisition

Property management & building
operations
Maintenance & repairs

Project development
Technical
Infrastructural
Commercial services
Letting
Sale
Communication
IT
HR
Accounting
Legal

Van Driel (2010)
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Strategic plan
Performance analysis
Location studies
Acquisition
Disposition
(Re) development
Renovation/ upgrading
Property management
Energy management
Park/ area management
Accommodation management
Facility management

Eliminated

Explanation

Organizations business or activity
Organizations core business activity
Organizational practices
Foreign languages (2x)
Globalized services
All areas
CRE decision making
International finance/ economics (2x)

Is too general, is not one real activity or function
Is a combination, no real activity or function
Is too general, is not one real activity or function
Is a language skill, no real activity
Is the centralization/ outsourcing of functions, no real activity
Covering all activities, is not a function it self
Is a strategic choice, no real activity
Is a finance skill, no real activity

Combined

Main activity name

Acquisition (4x) disposition, sale
Alliance management
Analysis only, analysis and counseling, financial analysis
Appraisal
Asset management
Governmental regulation (2x), Community relations (2x)
Contract management, legal
Customer relations (2x), client relationship management
Design occupancy planning, workplace style practice,
workplace design, space planning, accommodation
management
Construction management, design management, design and
construction management, construction
Real estate development, RE development, development (3x),
(re) development
Environmental management (2x), energy management,
sustainability
Facility management (4x), RE facility management, Technical
facilities management, infrastructural facilities management,
commercial facilities management, commercial services
Corporate finance, financial and accounting, accounting, tax
management, management accounting (2x), taxation
management
Investment appraisal (2x)
IT general, E-business (2x), IT and communication technology,
CRE IT practices, IT, information management
Leasing (3x), leasing and lease administration, property
administration, letting
Location practices, park/ area management
Management, governance, business administration
Marketing (2x), communication
Negotiation and deal making (2x), negotiation
Performance benchmarking, performance
measurement/benchmarking, metrics practices, performance
management, quality management, process re-engineering
Personnel management. HR (2x)
Real estate portfolio management, RE portfolio management,
portfolio management (2x),
Project management (2x), project development

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulations
Contract management and law/ legal
Customer- and client relationship management

(Workplace) design / space planning
Design and construction management
Real estate development
Environmental management

Facility management

Finance/ Accounting
Investment appraisal
IT and communication technology
Leasing and property (lease) administration
Location practices
Management and governance
Marketing/ Communication
Negotiation and deal making

Performance measurement/ benchmarking
Personnel management/ HR
Portfolio management
Project management /-development
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Building operations, maintenance and repair, property
management & building operations, renovation/ upgrading
RE finance
Risk management
Security and safety, security and safety management
Strategic planning, scenario planning, competiveness
alignment
Value management

Property management/ building operations
RE finance
Risk management
Security and safety
Strategic planning / scenario planning
Value management
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Appendix II Definitions of CREM activities
This appendix gives the definition of the 31 defined identical activities and the explanation of the
combinations of activities which are made in the previous table.
The given definitions of the CREM activities are from the following resources:
► Businessdictionary.com
► Dictionary. com
► Financial-dictionary.thefreedictionary.com
► Investopedia.com
► Keerisvastgoedconsultancy.nl
Acquisition and Disposition
Acquisition and Disposition is about acquiring or disposing real estate. Also sale is added to this
activity as the synonym of disposition.
Alliance management
The management of strategic alliances, which are agreements between companies to pursue mutual
benefits. An example is an alliance for outsourcing some of the business.
(Financial) analysis and counseling
General (financial) analysis work and the advising role of the CREM organization.
Appraisal
Is an estimate of the value of properties: valuation.
Asset management
The process whereby a large organization collects and maintains a comprehensive list of the items it
owns. The management of individual building assets to maintain their ongoing operational and
financial value. Is about maximizing return and property value and reducing costs.
Community relations and governmental regulations
Community relations is the particular state of affairs in an area where potentially conflicting ethnic,
religious, cultural, political, or linguistic groups live together. Governmental regulations are a
governmental order having the force of law. Also called executive order. Those two are combined
because both are about external (not client based) relations and regulations.
Contract management and law/ Legal
The management of contracts made with customers, vendors, partners, or employees. The personnel
involved in Contract Administration required to negotiate, support and manage effective contracts
are expensive to train and retain. Law is complying with the principles and regulations established
in a community by some authority, whether in the form of legislation or of custom and policies
recognized and enforced by judicial decision.
Customer- and client Relationship Management
The principles, practices, and guidelines that an organization follows when interacting with its
customers. From the organizations point of view, this entire relationship not only encompasses the
direct interaction aspect, such as sales and/or service related processes, but also in the forecasting
and analysis of customer trends and behaviors, which ultimately serve to enhance the customers
overall experience. Client and customer are synonyms and thereby combined.
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(Workplace) Design and space planning
Configuring the interior of a building for the optimum use of interior spaces in order to meet the
needs of business and employees. A good planner can minimize the square footage necessary for
ones needs, thus saving expenses. Design occupancy planning, workplace style practice, workplace
design and space planning are combined because they are all concerned workplace matters.
Design management and Construction management
Design Management is a business discipline that uses project management, design, strategy, and
supply chain techniques to control a creative process, support a culture of creativity, and build a
structure and organization for design. The objective of design management is to develop and
maintain a business environment in which an organization can achieve its strategic and mission
goals through design, and by establishing and managing an efficient and effective system.
Construction management or construction project management (CPM) is the overall planning,
coordination, and control of a project from beginning to completion. CPM is aimed at meeting a
client’s requirement in order to produce a functionally and financially viable project. Both design
management and construction management are a kind or projection management and concerning
strategies and are thereby combined.
(Real Estate) Development
The (re)development of new buildings.
Environmental management
An attempt to control human impact on and interaction with the environment in order to preserve
natural resources. Environmental management focuses on the improvement of human welfare for
present and future generations. About sustainability.
Facility management
The practice of coordinating the physical workplace with the people and work of the organization. It
integrates the principles of business administration, architecture and the behavioral and
engineering sciences. RE facility, technical facilities management, infrastructural facilities
management and commercial facilities management/ commercial services are all about the facility
management and thereby combined.
Finance and accounting
The financial activities related to running and controlling the company. A division or department
that oversees the financial activities of a company. The combined activities are: corporate finance,
finance and accounting, accounting, tax management and management accounting. Corporate
finance is primarily concerned with maximizing shareholder value through long-term and shortterm financial planning and the implementation of various strategies. Tax management is about tax
issues and savings of the company and thereby financial. Finance and accounting and management
accounting are all synonyms for the financial accounting within a company.
Investment Appraisal
An evaluation of the attractiveness of an investment proposal, using methods such as average rate of
return, internal rate of return (IRR), net present value (NPV), or payback period.
IT
Information technology (IT) is the application of computers and telecommunications equipment to
store, retrieve, transmit and manipulate data, often in the context of a business or other enterprise.
The term is commonly used as a synonym for computers and computer networks. E-business, or
Electronic business, is the application of information and communication technologies (ICT) in
support of all the activities of business and is combined with the IT activity for the model.
Communication technology is also based on information systems and added to the main activity IT.
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Leasing and (property) lease administration
Leasing is the process by which the company can obtain the use of a certain fixed assets for which it
must pay a series of contractual, periodic, tax deductible payments. Lease administration involves,
but not limited to: receiving rents from facilities they own and paying rent for the facilities they
lease. Leasing and the administration of lease are related and thereby combined.
Location practices
Practices like location- and site selection.
Management and Governance
Management is the organization and coordination of the activities of a business in order to achieve
defined objectives. Governance is the framework of rules and practices by which a board of directors
ensures accountability, fairness, and transparency in a company’s relationship with its all
stakeholders (financiers, customers, management, employees, government, and the community).
Governance is combined with management because governance is part of the management.
Management accounting/business administration are included because management
accounting/business administration are the process of preparing management reports and accounts
that provide accurate and timely financial and statistical information required by managers to make
day-to-day and short-term decisions on management level.
Marketing and communication
Marketing is the process of communicating the value of a product or service to customers, for the
purpose of selling the product or service. It is a critical business function for attracting customers.
Communication is the activity of conveying information through the exchange of thoughts, messages,
or information, as by speech, visuals, signals, writing, or behavior, for both employees as to
customers. Based on the descriptions marketing and communication are related.
Negotiation and deal making:
A strategic discussion that resolves an issue in a way that both parties find acceptable. In a
negotiation, each party tries to persuade the other to agree with his or her point of view. Deal
making is bringing commercial or political deals to a satisfactory conclusion.
Organization optimization
The act, process, or methodology of making the organization as fully perfect, functional, or effective
as possible. Finding the maximum of the organization.
Performance measurement/ benchmarking
Performance measurement/benchmarking is generally defined as regular measurement of
outcomes and results, which generates for example reliable data on the effectiveness and efficiency
of real estate. These data could be analyzed and compared with the benchmarks. Metrics practices is
about standards of measurement by which efficiency, performance, progress, or quality of a plan,
process, or product can be assessed and seems to be related with the performance measurement.
Process re-engineering is documenting, analyzing, and comparing a process to benchmarks such as
best-in-class practices, implementing the required changes, or installing a different process. This is
related to performance benchmarking and thereby combined.
Personnel management/ HR
Administrative discipline of hiring and developing employees so that they become more valuable to
the organization. It includes (1) conducting job analyses, (2) planning personnel needs, and
recruitment, (3) selecting the right people for the job, (4) orienting and training, (5) determining
and managing wages and salaries, (6) providing benefits and incentives, (7) appraising performance,
(8) resolving disputes, (9) communicating with all employees at all levels. Also training and
development of personnel are tasks.
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Portfolio management
On strategic level (re)building and controlling the real estate portfolio. Managing real properties as a
group in order to achieve greater corporate benefits from them as productive working environment
assets, financial assets and strategic assets, above the benefits derived from managing them
individually. The art and science of making decisions about investment mix and policy, matching
investments to objectives, asset allocation for individuals and institutions, and balancing risk against
performance. Portfolio management is all about strengths, weaknesses, opportunities and threats in
the choice of debt vs. equity, domestic vs. international, growth vs. safety, and many other tradeoffs
encountered in the attempt to maximize return at a given appetite for risk.
Project management/development
The process of planning, organizing, staffing, directing and controlling the production of a system.
Property management/ building operations
The management and administration of individual legal interests in property(s), both from an
occupier and landlord perspective. It is about the day-to-day management activities for a property.
Building operations is the general name for the day-to-day operations of the venue and thereby
related to property management. Maintenance and repairs are added as being building operations.
RE finance
Dealing with the financing aspects and regulations of the company’s real estate, like interest and
redemption and real estate as collateral.
Risk management
Risk management refers to the practice of identifying potential risks concerning real estate in
advance, analyzing them and taking precautionary steps to reduce/curb the risk.
Security and safety
Security management is the identification of an organizations assets (including information assets),
followed by the development, documentation, and implementation of policies and procedures for
protecting these assets. An organization uses such security management procedures as information
classification, risk assessment, and risk analysis to identify threats, categorize assets, and rate
system vulnerabilities so that they can implement effective controls.
Strategic planning/ Scenario planning
Is an organizations process of defining its strategy, or direction, and making decisions on allocating
its resources to pursue this strategy. It may also extend to control mechanisms for guiding the
implementation of the strategy. Scenario planning, also called scenario thinking or scenario analysis,
is a strategic planning method that some organizations use to make flexible long-term plans.
Competiveness alignment is also on strategy level and thereby added. Process re-engineering is the
thorough rethinking of all business processes, job definitions, management systems, organizational
structure, work flow, and underlying assumptions and beliefs. This is management bases and
thereby combined with strategic planning and scenario planning.
Transition management
The Systematic planning, implementing, and monitoring of change in an organization.
Value management
Application of value analysis (value engineering) techniques for improvement of business
effectiveness and efficiency.
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Appendix III Model of CREM in M&A by CBRE

According to CBRE (2010) the role of CREM in M&A could be divided into activities for four phases
(as shown in the figure below) because of the earlier distinction in the pre-merger phase,
transaction phase and post-merger phase. The phases of CBRE will be translated into those three:
Pre signing could be compared with the pre-merger phase, sign to close with the transaction phase
and close to 100 days and post 100 days with the post-merger phase.

Appendix IV Model of CREM in M&A by Jones Lang LaSalle
Jones LangLaSalle (2008) developed a diagram which sets out the end-to-end approach to
supporting M&A activities. The diagram is shown in the figure below. The four step process has
been developed based on their global M&A experience:
► Due diligence;
Pre-merger
► Opportunity assessment;
_
► Quick wins;
Post-merger
► Restructuring, integration and consolidation.

Program and
project
management

Due diligence

Opportunity assessment

Quick wins

►

►

Implementation program
plan
CRE/F-related financial and
legal risks assessed and
managed
-Contract management and
law/ legal
-(Financial) analysis and
counseling
- Risk management
Restacking and re-branding
plan
-Marketing and
communication
CRE/F initiatives
coordinated with wider
transformation agenda

►

Property and leases
analyzed ,synergies
identified, evaluated, and
consolidation actions
prioritized
-Lease and property (lease)
administration
FM services contract
consolidation opportunities
identified
-Facility management

►

Opportunities for financial
benefits from M&A for
capital and operating costs
quantified
-Finance and accounting
Monetization opportunities
through sales or sellleaseback evaluated

►

►
►

►
►

Corporate real
estate and
facilities
management

►

►
►

►

►
Financial

►

Integrated Project
Team mobilized and
project governance
structure set up
-Project management
CRE/F program for
M&A structure
-Facility management
Property and lease
database set up
-Lease and property
(lease) administration
Risk register set up
-Risk management
CRE/F aligned with
corporate M&A
objectives
-Strategic / scenario
planning
Ownership and lease
abstractions collated
-Lease and property
(lease) administration
Costs identified with
consistent definitions
Supply and demand
profiled, and space
utilization summarized
with key metrics
-(Workplace) design
and space planning
Property condition,
sustainability assessed
-Lease and property
(lease) administration
FM services reviewed
-Facility management
Valuations carried out
-Appraisal

►

►

►

►

►

►

►

►
►

►

►

“Quick wins” program
managed
Transition program
management
Re-stacking,
refurbishment and rebranding managed
- Marketing and
communication
Liaison with wider M&A
transformation teams as
required

“Quick win” asset
disposals implemented
“First cut” FM services
leveraged spend and
consolidation
opportunities
implemented

Restructuring, integration
and consolidation
► Financial and nonfinancial benefits of M&A
process tracking and
realization
(Financial) analysis and
counseling
► Restacking and rebranding program
implementation
► Consistent approach to
managing multiple work
streams Program

►

►
►

Quick wins benefits
tracked and measured:
- Asset disposals and lease
exits
-Asset management
-Lease and (property)
lease administration
-Leveraged FM spend
-Finance and accounting

►

Space standards and
occupancy planning
standardized throughout
the portfolio
(workplace) design and
space planning
Integrated portfolio
strategy formalized
-portfolio management
FM contracts converged,
SLAs standardized
Corporate
-Facility management
- contract management
and law/ legal

Financial benefits of
integration and
consolidation tracked, and
measured:
-Consolidated portfolio
rationalization
-Integrated FM service
provision
-CRE/F organization
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Process &
Organisational
design

►

►

Target CRE/F
organizational
structure, size, and
skills profiled
Existing processes,
tools, technology and
systems evaluated
-IT

►

►
►

Requirements for merged
organization, processes,
tools, technology and
systems identified
-IT
Opportunities identified
Convergence process
developed

►

Transition management

►

►

►

optimized
- Portfolio management
- Facility management
Efficiencies of integrated
corporate real estate and
facilities organization
realized
-Facility management
Processes, tools,
technology and systems
standardized across the
merged organization
-IT
Integrated Governance
Plan formalized Process
-Management and
governance
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Appendix V Interview Royal Philips
General company information of Royal Philips
Industry
Divisions
Annual turnover/ net profit company
P&L RE
No. of employees
No. of CREM employees
No. of properties

Technology
Lighting, Healthcare and Consumer lifestyle will be split into Lighting and
HealthTech
€ 21,4 billion/ € 415 million (2014)
€ 600 million
113.678
600
900 (20% owned, 80% leased)

M&A experience of Royal Philips
Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

(3) Volcano corporation, 2015
(4) General Lighting Company (GLC), 2014
(3) € 1,0 billion
(4) €146 million
Expand portfolio, capabilities and market share
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control
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Part 1. Activities
Activities

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management
Added
Data(room) management

Premerger
phase

Transactio
n phase

Post-merger
phase
X

X
X
X
X
X
X
X

X
X

X
X
X
X
X
X
X

X

X

X
X
X
X

X
X

X
X

X
X
X
X

X

Royal Philips emphasized the importance of Data(room) management in the Transaction phase. This
activity was not included in the defined CREM activity list yet.
Pre-merger
Before the Due diligence there are almost no activities for the CREM organization. Only looking for
potential targets and portfolio management. This is called Building the case. Then it comes to
looking what is close to the company and were synergies could be realized. The CREM organization
is enabling for the company. The real work for the CREM organization starts in the Transaction
phase and the role is reactively informative. Mostly the CREM organization gets informed about a
deal in the pre-merger phase but get really involved in the transaction phase.
Transaction phase
Philips has developed the 10 golden questions directed to the target company about information
they want to know. The target company then opens a data room. So IT is immediately relevant. Each
work stream of Philips (Finance, IT, Real Estate, Strategy, HR, etc.) has its own questions directed to
the company. Based on those questions the target company uploads the documents in the data room.
Philips then starts with their analysis with the documents. Thereby the Due Diligence has started.
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The Due diligence is to deliver a positive contribution to the business case. The companies try to
work together to get the best insight in the target company and to estimate the risks and
opportunities. After that the opportunities should be taken and risks should be mitigated. The CREM
organization of Philips always starts with data data(room) management which is the key subject.
The CREM organization is looking for rental contracts, proprietary contracts, financial statements,
property maintenance plans, information about the real estate organization, facility management
services outsourcing contracts. Rental- and proprietary contracts are abstracted and analyzed and
then you have the key data of the portfolio of the target company. Also the search for possibilities of
integration workplaces between buildings to terminate rental contracts of other buildings is
applicable. But this also depends on the strategies and the goals of the acquisition. It does not always
need to be a full integration (absorption), but mostly it is. Some acquired companies do not get part
of the brand Philips but remain the same.
There is no one size fits all deal”
Acquisition and disposition is not applicable yet. Alliance management is not applicable for the own
CREM organization but Philips does look at alliance contracts of the target company. Only the
contract with Jones Lang LaSalle could may be seen as alliance management, but this does not differ
for the M&A process. This could be better called contract management and law, because contracts
are analyzed. According to Philips Property management and building operations could be seen as
operational facility management, so facility management is applicable. Everything which has an
impact on the Profit and Loss (P&L) and provides a liability is relevant in the Due Diligence. Asset
management is applicable for the technical part. But also how property ownership is registered in
the financial statement is a form of asset management. Finance and accounting is applicable and real
estate financing constructions are analyzed. Valuation and appraisal of the properties is relevant.
Lease and property (lease) administration is related to this. (Financial) analysis and counseling,
strategic/scenario planning are all included in the transaction phase. IT (real estate technology) is
still relevant in this phase. The set up data room of the pre-merger phase translates the information
to native language and this information is used for the Due diligence. This leads to risk analysis (risk
management), strategic/scenario planning and facility management. Based on this information
appraisal and asset management are the next step. About investment appraisals advice is given to
the board. The CREM organization is not involved in the negotiation and deal making, only enabling
role. Within environmental management the soil of land is the most occurring. Customer- and client
relationship management is announced by Philips as mostly internal. Concerning HR, most of the
companies Philips acquired had no real CREM organization, but Philips is looked whether the target
company has CRE employees.
Post-merger phase
From day one, after the deal, the entire Corporate Real Estate management is important, but this is a
stretched process. The integration process is the main focus of the post-merger phase. Portfolio
management is important in this process. Project management is applicable to translate the
transitions to a new situation. Finance and accounting is about integrating the acquisitions in the
financial statements. Also setting up the customer- and client relationship with the target company
is a task in the post-merger phase. When Philips acquires a company in the US the M&A analysis is
performed in The Netherlands. They initiated the changes and tried to do the handover to the
operational people in the US, to perform the changes, as soon as possible. The changes are about
everything what changes from day 1 after the deal in comparison with before the deal is closed. The
CREM organization tries to shrink from two to one building, if possible. Design and construction
management is also applicable here. But this really depends in the deal because in most of the cases
it is not possible to shrink from two to one building. Scenario planning about new scenarios is
marked too. In an acquisition in the Middle East Philips had to set up a good lease administration
first because there was no proper lease administration. Some companies have no good control, so
Philips needs to create the control first.
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Critical success factors pre-merger/transaction phase and post-merger phase:
Pre-merger/transaction phase
factors
Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Yes
X
X
X

Post-merger phase
factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture differences

Yes
X
X
X
X

X
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Part 2. CREM organization

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

 Strategic
 Business Strategist
 General management
 Data transparency, Opportunities, Risk mitigation, Cost saving.
 Data transparency , Knowhow, Cost saving

- Reasons of outsourcing
- Levels of outsourcing
- Outsourcing activities
- Use of strategic partner

 Acces to skills , Capacity during M&A process
 Strategic insourcing, tactical and operational outsourced
 Strategic/scenario planning and portfolio management insourced, on
tactical and operational level everything is outsourced
 Existing partner

Centralization

- Organizational structure
- Centralization
- Position CREM in structure

 Matrix, only fine-tuned after M&A, no restructuring
 Centralized, global leadership with tactical/operational staff locally
 High in organizational structure of company

Process
management

- Performance reporting CREM
- Advisory CREM
- Management Information Systems (MIS)

 KPI, monthly and consolidation
 Data assembling trough project teams
 Gebruikte systemen

Culture/ HR

- Dimensions of organizational culture
- Cultural differences
- Acceptance of changes by employees
- Discharge/hire people

 Depends on volume/ matrix
 High differences
 A lot of resistance, mostly people at the workplace
 Humans are the most important asset, so retain as much as possible

Organization

Management

Sourcing

Support
functions

Portfolio
management

Asset
management

Property
management
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Notifications :

Organization

Within the M&A process the focus of the CREM organization is on the strategic level, because it is at
the highest strategic level of the organization of Philips.
The CREM organization is placed as Business Strategist in the organization.
Concerning the management parts, van der Burgt said the General management is being the most
applicable for the CREM organization because the organization is busy with everything.
The highest responsibilities of the CREM organization are data transparency, insights, opportunity
mapping, risk analysis and mitigation, cost savings and speeds to success. Because the CREM
organization is involved in an early stage, opportunities and risks could be identified quickly.
The highest added value is provided by a mix of the previous discussed aspects of the
responsibilities of CREM. Also the added value depends on the deal. In an acquisition in Saudi-Arabia
the most important was providing more insights and providing data. The knowhow and expertise of
the CREM organization also contributes in the process. Added value also consists of cost reduction,
data transparency and risk analysis, escalating positive or negative impact

Sourcing

Assuming the full integration, the target companies should learn how to work like Philips does. The
acquisition of Volcano was also full integration and they need to learn to work like Philips does,
within a couple of months. This also involves outsourcing and partnerships.
Philips mostly applies insourcing to cope with the peak capacity need. This is done by insourcing
people of Jones Lang LaSalle. Philips hires knowledge (access to skills). Also scope and geography
are reasons for outsourcing because Jones Lang LaSalle has global expertise.
The level of insourcing is on the strategic level of the organization. The activities on tactical and
operational level are fully outsourced. Philips uses the strategic partner Jones Lang LaSalle. Philips
mostly uses existing strategic partner. But for example, when having a tax issue, a tax
company/person will be involved.

Centralization

The previous couple of years Philips has bought a lot of small companies which have no real
organization. How bigger the organization are, the more mature they are and they become more
formal. It depends on their volume and development phase. Philips has a global personnel/HR
system which have been fine tuned to sub regions involving different countries with different laws
etc. Those are back offices which have a central contract.
The CREM organization of Philips is centralized. CREM works under global leadership, and has
tactical/operational staff locally.
The organizational structure of Philips is a matrix structure. When Philips acquires a company it will
be stick to the existing matrix structure of Philips based on region. By doing this most functions will
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be centralized to Philips. The target company will be absorbed in the matrix structure. In the M&A
process the CREM organization works through the matrix in every direction. Philips Real Estate is
moving on both the vertical and horizontal axis of the matrix.
The M&A strategy of an organization is very important. The change Philips acquires a similar
company is very small. The most deals of Philips are mostly about small innovative companies which
mostly do not have a Corporate Real Estate Organization. So mostly this is not an important issue.
The real estate of the acquired company will be placed under the real estate organization of Philips
per region in the matrix. When the acquired company does have a CREM organization the
organizational structure does not get adjusted, but there will be changes in the organization.
Philips Real Estate in the pre-merger phase is mostly business as usual. Van der Burgt is about M&A
and divestments and mostly the other team members are not informed about the case and have their
own work. And when the deal is closed and it comes about integration the other team members got
involved in the process and take over the work of van der Burgt. Then it is business as usual again.
Jones Lang LaSalle is assisting in the pre-merger and transaction phase. It actually does not mean
how the organization is structured, but it is important to have the right range and the right
entrances in the organization.
The position of the CREM organization within the organizational structure of Philips is high in the
structure. The position has a direct report role to the board.
Process
management

The CREM organization has to report monthly the financial targets, KPI structures, balance score
cards. Reports should also be consolidated because Philips is listed at the AEX. In the M&A process
there is mostly a project structure, project budget and project reporting. Real Estate is one of the
parts of the project team. When Philips buys a company, approximately 20 functions (Real Estate,
Finance, HR, Strategy, Logistics, Sales, Governmental, R&D, Legal, etc.) are involved in the process
and each function has to report in the project structure.
The advice role for CREM is mostly about the analyzing and providing data and identifying the risks
and opportunities. And those can be translated into tangible strategies. The advice role is through
the project team to the board. Within the project team there is also the deal team (Business
manager, legal and Finance) which does the negotiation with the target company.
Philips has an integrated workplace management system, which is an integral IT platform. En this is
linked to sub systems. Philips also uses outsourcing systems for example for the lease
administration. The own SAP system is responsible for Finance. After the M&A deal the data of the
target company will be implemented in the existing systems of Philips (consolidation).
Culture/ HR

The cultural differences between organizations are indicated as being significant. The cultural
differences depends on the target company. For example Ahold and Delhaize will likely have less
cultural differences, then when Philips acquires a complete different organization in another
continent. Cultural differences also depend on the country.
It comes about resistance of employees of the target company when Philips acquires a company,
because mostly they do not want to be acquired. This resistance is mostly on operational level (on
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the workplace). A lot of people experience a M&A deal as threat for their position. Philips is very
advanced in outsourcing, so people are scared to lose their jobs.
In the M&A deal Philips tries to retain the existing human resource as much as possible. People
retention is important. Philips acquires a company because the target contains value, which is
mostly created by the people /employees. Mostly the target companies are of a high operational
level, and then majority leaves to suppliers over time.
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Appendix VI Interview ABN Amro
General company information of ABN Amro
Attribute
Industry
Operations
Annual turnover/ net profit company
CREM Finance

Banking
Retail-, Business-, Private-, investment banking
€ 8,06 billion/ €1,13 billion (2014)
€270 million Operational expenditures and €95 million
capital expenditures
22.215
Portfolio management 5, Asset management 3, Property
management 10
ABN Amro 500 in The Netherlands and 100 Global
Fortis 150 in The Netherlands and 50 Global
55% owned and 45% leased properties, headquarters are
owned

No. of employees
No. of CREM employees
No. of properties involved

M&A experience of ABN Amro
Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

-

Fortis took over ABN Amro 2007-2008
Some acquisitions of foreign banks
€ 24 billion
Market share and financial rescue (credit crisis)
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control
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Part 1. Activities
Activities

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental
regulation
Contract management and law/ legal
Customer- and client relationship
management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease)
administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building
operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management
Added
Data(room) management
Compliance

Premerger
phase

Transaction
phase

Post-merger
phase

X

X
X
X

X
X
X

X

X
X
X
X
X
X

X
X
X
X
X
X
X

X
X

X
X
X

X

X
X

X
X
X
X
X

X

X
X
X
X

X
X
X
X
X
X

X
X
X
X

X
X
X
X

X
X

X

X

X

The importance of data(room) management has been confirmed by ABN Amro, after Philips
mentioned this activity already. According to ABN Amro the data(room) management is applicable
for each of the M&A phases. Compliance is added by ABN for the transaction phase, because they
had to deal with strict compliance for their real estate transactions because of the recent real estate
fraud.
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Pre-merger
In case of the merger between ABN Amro and Fortis there was there was no real preparation.
Wouter Bos came with two packages of shares of ABN Amro and Fortis and they had to merge, also
due to the financial crisis. So in this case there was no exploring element for the companies (like
Ahold and Delhaize). So the pre-merger phase is skipped and the transaction phase started. The
moment they decided to merge the shares and business, a sort of pre-merger phase started this
could already been seen as the transaction phase. When taking other acquisition deals of ABN into
account the CREM organization had to analyze the real estate of the target in the pre-merger phase,
therefore portfolio management was applicable. Personnel/HR was also important. Value
management, in this case, is applicable because there was more time upfront to create more added
value. In the case of Fortis/ABN this was not applicable because the first step was skipped and they
just had to merge. There was no time to maximize the added value in the beginning. Marketing and
communication plays a bigger role because the CREM organization was called in from the early
beginning. Negotiation and deal making was also relevant because of negotiations with the merger
partner. Performance management/ benchmarking was relevant because the performance of all the
properties have been analyzed.
Transaction phase
For ABN/Fortis in the transaction phase the contract management and law/legal and lease and
property (lease) administration were immediately relevant. Also acquisition and disposition. Fortis
had 150 establishments which were located close to ABN Amro establishments, so after the merger
there would be on 150 places two establishments next to each other. The CREM organization had to
choose which establishments should be retained. Alliance management is not being under
discussion in this phase. The (financial) analysis and counseling and appraisal were both applicable
in this phase. Asset management was also important, because immediately the CREM organization
looked at possibilities to intervene in ending rental contracts etc. Ending contracts close to the
merger were reviewed and not automatically extended. So Asset management in transaction level
was applied to be flexible in the future as much as possible. Choices have been made according
whether to retain or reject locations. ABN had 1.800 employees and had to drop down to 1.200
employees. The CREM organization had to choose where to put all those 1.200 employees. Giving
them a comfortable workplace will be performed in the post-merger phase. Design and construction
management was definitely under discussion. Real Estate Development was absolutely not
applicable. Environmental management is under discussion nowadays, so much further in the postmerger process. Facility management was applicable because everything had to be managed like
workplaces, access to entrance gate, security, and enough sandwiches in the canteen. Contracts for
cleaning services had to be arranged. Because of the emergency situation of the banks, they had to
save 1 billion euros, so Finance and accounting was important from the beginning. Investment
appraisal and IT are not relevant in this phase. Management and governance started in this phase.
When it comes to communication and marketing they put in a lot of effort internally, not externally.
On some elements the negotiation and deal making was already initiated, because they had to
negotiate with lessors when contracts were ending. Performance management/ benchmarking
started in the post-merger phase. Personnel/HR was also under discussion in the transaction phase.
Portfolio management also started from the beginning of the transaction phase. Project management
was applicable because a project team was set up. Real estate was very specific and high in the
organization. Every function (IT, HR, Finance, Real Estate, etc.) had his own project team which
operated independently. This project teams had to report and this was assembled on managerial
level. Property management and building operations were put together when they decide to merge.
Real Estate Finance is not applicable because that is a banking activity so that is not applicable for
the CREM organization. Only financing structures are set up by the CREM organization. There is only
a cooperation between the CREM organization and the Real Estate Finance department mostly about
appraisers and appraisals. Risk management was also applicable in this phase. Because of the recent
real estate fraud the CREM organization had to be careful with transaction and had, on that field, to
cope with security and safety. This could be better called as compliance. But the physic security and

128

safety could be fit in facility management. Strategic/ scenario planning was already involved. Value
management was not applicable.
Post-merger phase
Acquisition/ disposition have already be done, but still continued at a lower level. Alliance
management was also applicable. Contracts of systems and services had to be arranged. Concerning
the systems the integration of IT is applicable. (Financial) analysis and counseling was still relevant.
Appraisal has already been done in the transaction phase. Asset management still continuous in the
post-merger phase. Community relations/ governmental regulation was in the post-merger phase
relevant, for example permits and licenses. Customer and client relationship was applicable but less
important. For example the CREM organization gave the clients from private banking and Real Estate
Finance the opportunity to buy interesting properties which were disposed by ABN. The only
contradiction here was that the CREM organization wanted the highest revenue for the properties
and private banking/real estate finance wanted the lowest funding, because of the loan to value.
(Workplace) design and space planning was applicable for the new properties. ABN employees had
to go to Fortis buildings where the furniture and logos were still of Fortis. Design and construction
management was still relevant. Environmental management started approximately two years after
the deal was closed which initially had no priority. Facility management was important in the
integration. Also Finance and accounting was relevant to integrate, like systems but also choices for
depreciation of assets for the balance sheets. Investment appraisal is not relevant and the
integration of IT was relevant for sure. Lease and property (lease) administration had to be
integrated and the results of the location practices need to be implemented in the post-merger
phase. Some decisions made in the transaction phase about location choices are withdrawn because
some moves to other buildings seem not to be practical. Management and governance was not
explicitly relevant in the post-merger phase. Negotiation and deal making was not under discussion
anymore. Performance measurement/ benchmarking appraisal applied to analyze the made choices
and the integration of personnel/HR was really important. Portfolio management, project
management and property management and building operations still continued in the post-merger
phase. Real estate finance was still not applicable. Risk management was involved to take care for
transparency of transactions due to strict supervision because of the real estate fraud. Strategic/
scenario planning really started to be important in the post-merger phase, like still thinking about
growing or shrinking the organization and strategic property decisions. One third of the employees
has been dismissed and some people are for example moved from Utrecht to Amsterdam. So the
organization decreased in Utrecht (vacant building) and increased in Amsterdam. There was no real
value management involved, only value of location practices.
Critical success factors pre-merger/ transaction phase and post-merger phase:
Pre-merger phase factors
Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Yes
X
X
X

Post-merger phase factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture differences

Yes
X
X
X
X

X
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Part 2. CREM organization
Organization

Management

Sourcing

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

 Tactical and operational
 Dealmaker and Business Strategist
 General management and Cost control
 Cost control and transaction.
 Cost reduction and Operational excellence

- Reasons of outsourcing
- Levels of outsourcing
- Outsourcing activities
- Use of strategic partner

 Operational excellence during the M&A and Access to skills
after the M&A. Also organizational structuring
 Tactical and operational
 ABN had commercial and administrative outsourced, after the deal not anymore.
Both ABN and Fortis had technical maintenance outsourced on operation level,
also after the deal.
ABN had tactical level outsourced, after the deal also.
 Existing partner, after M&A extended to partnership like
maintenance contract

- Organizational structure
- Centralization
- Position CREM in structure

 Functional with regional partition
 Both centralized, also after the deal
 High in organizational structure

Support
functions

Portfolio
management

Centralization

Asset
management

Property
management

Process
management

- Performance reporting CREM
- Advisory CREM
- Management Information Systems
(MIS)

 Monthly, about financials and Facility management
 Accommodation decisions. During M&A less decision making and
more advise role. After M&A advise and strategic role
 Gebruikte systemen

Culture/ HR

- Dimensions of organizational culture
- Cultural differences
- Acceptance of changes by employees
- Discharge/hire people

 After M&A approach to risk and innovation
 High differences
 Resistance low/medium
 30% of employees fired
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Notifications:
Organization

The focus of the CREM organization is mostly on operational and tactical level in the M&A.
The evolution of the CREM organization has developed to dealmaker and business strategist. The
CREM organization has a lot of deals to cope with, but the most attention and effort goes to the
strategic partnership with users.
When it comes to the management parts, cost control is mentioned as being the most applicable.
Also General management is involved. In the day-to-day business the General management is the
most important for the CREM organization of ABN Amro. When it comes to a M&A, the focus is
more on cost control. After the deal the focus is back again on general management.
The main responsibilities for the CREM organization in the M&A are cost control and
transactions.
The added value of the CREM organization in the M&A are cost reduction (also due to financial
crisis) and operational excellence, because there entire organization had to be merged. It was the
job that the employees should have that little inconvenience and disturbance concerning
buildings, workplaces and services as possible.

Sourcing

The main reasons of outsourcing (actually insourcing) for the CREM organization of ABN was
based on bringing in operational excellence, mostly by DTZ. Now in the post-merger phase which
take years, the organization starts thinking again which tasks could out-/insourced and which
tasks should be keep in house.
The levels of outsourcing (or insourcing) in the M&A are by definition on operational level and
sometimes on tactical level. For the normal day-to-day activities the CREM organization applies
insourcing for bringing in operational excellence.
Before the deal ABN Amro had the commercial and administrative maintenance outsourced,
Fortis had those activities in-house. After the deal those maintenance has been insourced (like
the Fortis model). For both ABN and Fortis the technical maintenance on operational level was
outsourced, also after the deal. ABN Amro had the activities on tactical level outsourced, after the
deal this model of ABN Amro is applied. Activities on strategic level are never outsourced.
The use of strategic partners did not really change in the M&A situation. Only outsourcing
contracts for technical maintenance has been arranged after the merger. From the five partners,
two are changed, but only due to normal negotiation, not particular because of the merger. In the
post-merger, with some suppliers a partnership is started. Before the merger ABN already
outsourced a lot of activities, and Fortis less.
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Centralization

The organizational structure of the CREM organization of ABN has a functional structure divided
into regions (geographical). Before the merger ABN had a functional structure and centralized
organization. Fortis had a more regional (geographical) structure and more focused on
customer- or product groups. For example ABN had a regional dividing, but in one region the
activities for Retail, office and parking were managed by the same people. Fortis also had a
regional dividing, but they had one person for retail, one for offices and one for parking.
Nowadays on some elements you can see again a geographical dividing with a product-customer
combination. So there is a small shift from the ABN perspective to the Fortis perspective from
before the merger. The management and support functions were already centralized and kept
centralized after the merger.
The CREM organization of ABN Amro and Fortis were centralized, also after the deal.
The position of the CREM organization in the organization of ABN is somewhere half way, but the
director of Real Estate is just two ranks below the Board, so the position could be assumed as
high. But because of the high operational excellence of the CREM organization during the M&A
the relation between the CREM organization and the board has been strengthen and became
more direct.
Process
management

Within the merger process it was a complex situation with all the systems. Normally the CREM
organization had to report monthly to the board about KPIs, financials, facility management,
complaints and failures and transactions. Within the merger it was a complex situation to
manage all the reporting’s and processes. Systems had to be chosen and integrated. But there
have been no real changes in the process management concerning reporting and systems.
The advisory of CREM comprises of accommodation decisions which goes to the board. The
CREM organization has both an advising as a decision role. In the merger process the decision
role was less than normal, because the M&A consists of a project organization which finally made
the decisions. ABN also provides advice for closing or moving front office establishments were
only few customers visit the store or where the target group decreases. After the merger the
advising/ strategic role has strengthen.
An integration of two systems is almost not possible. In the merger ABN considered which
system was the best and choose that one. Lease and property (lease) administration was by far
the most important and therefore ABN had the best system, which is SAP. So the lease and
property (lease) administration of Fortis has been imported to this system. Besides that, ABN
and Fortis had a different property system with general information about the properties like
addresses, drawings, etc. They just chose one but till now they are still not really satisfied with
the system. So for the real estate information the merger has brought no real improvements.
Data should be translated into information.

Culture/ HR

In the pre-merger and transaction phase people were cautious with resistance, because they did
not want to lose their jobs. After the merger a culture has started in which the two companies
had to concede to each other and be more critical. Autonomy and decision making and verticalhierarchical contact were applicable. The vertical-hierarchical contact within Fortis was much
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more stronger than within ABN Amro, so Fortis was more hierarchic. The hierarchy and quick
decision was the culture of Fortis and raising objections to the manager with alternatives was
more the culture of ABN Amro. After the merger the organization has become less hierarchical,
which have probably been caused by the change of the management. When it comes to the
dimensions of the organizational structure again, after the merger the approach to innovation
and activity was applicable and also a little bit the approach to risk.
The cultural differences between ABN Amro and Fortis were significant. Fortis had a quick
decision process and ABN had a long analyzing and discussing time before action. After the
merger new processes are introduced so everybody does their work the same way.
In the pre-merger phase people were scared to lose their jobs so there was no much resistance.
Within the CREM organization people just had to do their job and there was no real resistance.
In the organization of ABN Amro (including the CREM organization) approximately 30% of the
employees has been dismissed due to the merger and savings. And further in the post-merger
phase new employees have been employed and others are dismissed or quitted.
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Appendix VII Interview Oracle Corporation
General company information of Oracle Corporation
Attribute

Oracle Corporation

Industry
Operations

Software
Databases, developer tools, Oracle Corporation fusion
middleware, E-business
€ 38,3 billion / € 11,0 billion (2014)
€3,7 million
115.000
1.042
619

Annual turnover/ net profit company
P&L RE
No. of employees
No. of CREM employees
No. of properties involved

M&A experience of Oracle Corporation
Attribute
M&A partner and date
Deal size
Deal motivation
Formal transaction type
Direction of integration
Integration approach
Distribution of power

BEA systems, January 2008
Sun Microsystems, January 2010
MICROS systems, June 2014
€8,5 billion
€7,4 billion
€5,3 billion
Market penetration and growth
Merger
Acquisition
Horizontal
Vertical
Conglomerate
Preservation
Symbiotic
Absorption
Holding
Minor
Equal
Majority
Full control
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Part 1. Activities
Activities

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Value management
Added
Data(room) management
Compliance

Premerger
phase

Transactio
n phase

Post-merger
phase

X
X
X

X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X

X

X

X

X
X

X

X
X

X
X

X
X
X
X
X
X
X
X
X
X
X
X
X
X
X

X
X

Critical success factors pre-merger/transaction phase and post-merger phase:
re-merger/transaction phase factors

Yes

Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship

X
X
X
X

Communication before the merger

X

Post-merger phase factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture
differences

Yes
X
X
X
X
X
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Part 2. CREM organization
Organization

Sourcing
Management

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

 Strategic , after the deal operational
 Controller and dealmaker
 General management and Cost control
 Facilitator (service)
 Communication, bringing together stakeholders, manage to continue the
business without interruption

- Reasons of outsourcing
- Levels of outsourcing
- Outsourcing activities
- Use of strategic partner

 Cost savings and access to skills
 Operational
 location/building selections, leasing and contracts
 Existing partner

- Organizational structure
- Centralization
- Position CREM in structure

 Matrix, geographical
 Centralized, with regional directors and operational staff
 Low in organizational structure

Support
functions

Portfolio

Centralization

management

Asset
management

Property
management

Process
management

- Performance reporting CREM
- Advisory CREM
- Management Information Systems (MIS)

 Weekly, about financials, properties and business operations
 Advising and supporting role of CREM
 Own MIS, adopting system of target company, no integration

Culture/ HR

- Dimensions of organizational culture
- Cultural differences
- Acceptance of changes by employees
- Discharge/hire people

 Vertical hierarchical
 High differences, change management
 Resistance low by the right people
 Evaluating, always looking for good people, discharge surplus
employees
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Appendix VIII Interview Willem Hetebrij (Support Factory)
Part 1. Activities
Activities

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management
Added
Data(room) management
Compliance

Premerger
phase

Transactio
n phase

Post-merger
phase
X

X
X

X

X

X

X
X
X (intern)

X

X

X
X

X
X
X

X

X
X

X
X
X
X

X
X
X
X

Pre-merger phase
When the organization has chosen for a M&A, the company and the CREM organization needs to
prepare for the transaction. The CREM organization could already manage to have a wellorganized and high performing portfolio. The risk analysis of the current portfolio is very
important and risks should be reported. The legal and financial risks should be clear. Thereby
portfolio management and risk management are important. Appraisals and contracts should be
available and correct, so appraisal and contract management and law/legal are applicable. It is
important that the appraised values correspond with the financial statements, so financial
analysis and counseling and finance and accounting are applicable in the pre-merger phase.
Compliance is always important, during the process. Security and safety is also important in the
pre-merger phase because of risk concerning locations like labor conditions and land soil. The
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strategic planning of the business is determining for real estate, so the strategic planning is not
directly relevant for CREM.
Transaction phase
When you are about having a M&A a data room needs to be set up. All the relevant and
confidential information of the target will be put in this data room, so data(room) management
is important. Everything which has been prepared in the pre-merger phase is also put in the data
room. Also Appraisals and all financial information are put in the data room. The companies will
seek for benefits of the cooperation and identify where departments could be connected and
properties could be retained or sold. (Real estate) developments are important to take into
account as possible liabilities for the future. Leasing and property (lease) administration is also
interesting in this phase, also due to liabilities associated with lease terms. The functional value
is more important than the asset value. Personnel/ HR information is included in the data room.
RE finance is important. Also risk management and safety and security are important in the
transaction phase. The buildings and land could form risks for human and environment, this
could lead to high financial risks. Strategic planning is not mentioned, because real estate follows
the business. The strategic planning of the business is determined for CREM.
Post-merger phase
The previous performed strategic planning on acquisition/disposition will be executed in the
post-merger phase. Location practices is connected with acquisition/ disposition. Organization
optimization comes forward in this phase. Performance measurement/ benchmarking is
applicable. Personnel management /HR occurs on the field of planning people. The entire
portfolio management will be applied in this phase due to changes in the portfolio. In the
completion of the post-merger the company has to deal with what to dispose and how to
optimize. This will lead to project management. Project management is always applicable for the
CREM organization and not particular for transactions. Strategic planning/ scenario planning, in
particular scenario planning comes forward. Assuming the M&A is happening within the scope
of a strategic plan, scenarios are set up for different situations. Transition management and
value management are both applicable. Every set up plan before the transaction will be executed
in this phase and performance measurement will be applied. Achieving added value is important
in this phase. Secondary functions could be used in different systems and does not need to be
integrated, primary functions (more client based functions) are mostly integrated.
Critical success factors pre-merger/transaction phase and post-merger phase:
Pre-merger/ transaction phase factors
Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Yes
X
X
X
X

Post-merger phase factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture differences

Yes
X
X
X
X
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Part 2. CREM organization
Organization

Management

Sourcing

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

- Reasons of outsourcing
- Levels of outsourcing
- Outsourcing activities
- Use of strategic partner

 Strategic (high in org.), Tactical and Operational (low in org.)
 Dealmaker and entrepeneur
 General management
 Result improvement of the primary process
 Cost reduction

 Capacity and expertise
 Operational, after the deal tactical
…
 Existing by acquisition, new partner when merging

Support
functions

Portfolio

Centralization

management

- Organizational structure
- Centralization
- Position CREM in structure

 Functional
…
 High

Asset
management

Property
management

Process
management

Culture/ HR

Hetebrij

- Performance reporting CREM
- Advisory CREM
- Management Information Systems (MIS)

- Dimensions of organizational culture
- Cultural differences
- Acceptance of changes by employees
- Discharge/hire people

 Financial monthly, quarterly qualitative and (half) year about financial
balance sheet
 Advise role for CREM
 Retain the best system which could also be connected to the financial
system

 No optimal dimension
 Cultural differences high, the management need to be trained
 Resistance high, need to set up a change program
 Retain as much as possible, First see how the integration process
develops
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Notifications

Organization

When you start the M&A process with an immature CREM organization, then the CREM
organization will operate on tactical and operational level, and does not make a contribution to
the strategic goals of the company. When the CREM organization has a more mature role high in
the organization, the focus will be more on strategic level. Within bigger companies CREM is on
operational and tactical level. When a company has troubles with regard to real estate, the
company should insert the CREM organization on strategic level. The CREM organization should
have at least a tactical role in the M&A process.
When the CREM organization is on strategic level, the CREM organization is on dealmaker and
entrepeneur level. It is important for the CREM organization to think along with the business.
A general manager is driving the process, so General management is important.
The main responsibility of the CREM organization in a M&A process is contributing the highest
added value to realization of the targets of the primary processes of the company. A CREM
organization is a means to an end. So the main responsibility is to help the stakeholders in the
organization with the accommodation and achieving the targets.
The added value of the CREM organization is the improvement of the result of the primary
process of the business. It is better to be located on an expensive location where the production
has the highest productivity and efficiency than just having the cheapest location.
Expertise is very important and can be the main reason for insourcing. There is mostly a limited
Sourcing

capacity concerning the CREM organization for a M&A process, so capacity is also a reason.
The level of outsourcing is normally on operational level, like the management and maintenance
of properties. After the deal the CREM organization should outsource on tactical level and
strategic management should be taken in-house.
When the CREM organization has a good partner, this partnership will mostly be retained after
the deal. This partner has a lot of expertise and knowledge of the company mostly on tactical
level. The acquired company will get the same partner as the acquiring company. When
undergoing a merger, Hetebrij recommends to find a new strategic partner to have a new fresh
start. The degree of acceptance will be higher for both companies.

Centralization

Hetebrij is no supporter of the matrix structure, because the vertical and horizontal are crossed
and the responsibility of people is mostly unclear. Functional would be better because of the
vertical upfront reporting line to the management and no intertwining of processes and
reporting lines.
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The position of CREM should be high to achieve the goals the CREM organization aims at, with a
close connection to the board.
Process
management

Monthly reports have a more financial focus. The quarterly reports will add the qualitative
aspects and the (half) year reports are about the balance sheet and cash flow statement. A large
CREM organization provides the financial data (like appraisals of properties) which will be used
for the balance sheet and cash flow statement of the business.
CREM has always an advisory role, especially within a functional organizational structure, to the
board of the company. However the CREM organization should sometimes also have complete
control to execute the plans and achieve the goals. When making the plans the CREM
organization should advise, and when plans are approved the CREM organization should have a
decision-making and executive role (acquisition, disposition, rental).
It is important to take into account the quality of the used systems of both companies and
whether those are compatible with the financial systems. Real estate is an expense which should
be able to be translated to and loaded in the financial system.

Culture/ HR

You have to deal with the existing culture of both companies. There should be a somewhat
connection between the companies to continue together.
The training of the management, especially when the M&A is internationally focused, on the
cultural differences of people and countries are very important to counteract the troubles due to
cultural differences.
Every change in an organization will deliver resistance of the employees. An change program
could be set up to reminder the essence and necessity of the deal for trying to take away some
resistance.
Retain as much as possible of the human asset. When starting immediately with the discharge of
people it result in more resistance and anxiety. Also some employees will leave the organization
because of the M&A, so first wait for these developments. When there are a lot of double
functions, the surplus of employees may could be placed somewhere else.
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Appendix IX Interview Flip Verwaaijen (Verwaaijen Management bv)
Part 1. Activities
Activities

Premerger
phase

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety

Post-merger
phase

X

X

X
X

X
X

X
X

X
X

X
X

X

X

X

X
X
X
X
X (intern)
X
X

X
X

X
X
X
X
X
X

X
X (intern)
X
X
X
X
X
X
X

X (from
business)

Strategic planning / scenario planning
Transition management
Value management
Added
Data(room) management
Compliance
Real Estate reporting

Transaction
phase

X
X

X

X
X
X

X
X

Verwaaijen has confirmed that the activities data(room) management and compliance are
relevant for the CREM organization in the M&A process.
Pre-merger phase
Within the pre-merger phase in which companies initiate the first steps, the CREM organization
does not belong to this phase. When companies are exploring each other this is concerning the
industry they are operating in and their primary business. In the second place the resources the
company has will be used like IT, HR or Real Estate. The CREM organization should be drawn up
reserved and is mostly not aware of M&A initiatives in the pre-merger phase. Concerning the
pre-merger phase there will be no applicable activities yet.
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Transaction phase
First nondisclosure agreements will be signed. On a neutral place the first contacts will be set up.
In this phase the CREM organization will be called in. The target company is expected to set up a
data room, so data(room) management is very important from the beginning. All the provided
data of the target needs to be verified and checked. An accurate selection of hired advisors is
very important to be convinced of the independency of advisors. Acquisition and disposition will
be included in the appraisals. The acquiring company will analyze the target company on which
companies they are operating with and signed contracts, so contract management and law/legal
is important. The CREM team has close connections to the legal team in this phase. (workplace)
design and space planning will also be adopted in the appraisals. The efficiency of the use of
square meters is important. There are two types of appraisals, the as-is appraisal of the property
and the potential future appraisal with hidden values. Environmental management concerning
land soil is included in the due diligence. Facility management is mostly already outsourced and
is not important in this phase. The CREM organization cooperates with Finance and accounting
for the appraisals in relation to the balance sheet. IT is important, like systems used for
reporting of real estate. In this system the property management and buildings operations needs
to be maintained. Lease and property (lease) administration is connected with finance and
accounting. The importance of location practices depends on the industry of a location and is
following the business. Compliance is very important concerning the integrity the company.
When the company has property ownership the negotiation and deal making will be more
applicable. Organization optimization should already be thought about in conjunction with
personnel management/ HR. Portfolio management is included based on following the business.
The business is priority and decisions lead to strategic portfolio management. RE finance could
be seen is the combination of corporate finance with corporate real estate. Risk management is
very important and is applicable for every activity of CREM. Value management is applicable
concerning the appraisals and hidden value.
Post-merger phase
Acquisition and disposition is definitely applicable in the post-merger phase. Asset management
still continuous. Compliance is also a continuous factor. Customer- and client relationship, in this
case, is based on the relationship between both management. (Workplace) design and space
planning will be executed in the post-merger phase. Project management consists of project
teams for the M&A. The team will be responsible for the success. RE development will be
executed in the post-merger phase and facility management is not very interesting in this phase.
Finance/accounting is very important because both companies should use the same financial
systems and reporting’s. The lease and property (lease) administration of both companies
should be aligned. The internal communication is very important to keep the people motivated
and inspired. Personnel management/ HR is connected with this activity. Marketing could be
applied when attempting to sell (vacant) buildings. Organization optimization is based on
optimizing the changed organization due to the implementation of the plans made before the
deal. Performance measurement/ benchmarking is important after the deal is closed. Portfolio
management is performed about forming and managing the new portfolio. Project management
and property management/building operations should be aligned. Risk management is
applicable on all fields of the CREM organization activities. People management is important, like
bullying on the workplace and dealing with people who are close to retirement. Planned
scenarios will be performed in this phase. Transition management and value management are
applicable, are the expectations of added value realized? This will be tested by a periodic
analysis.
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Critical success factors pre-merger/transaction phase and post-merger phase:
Pre-merger/ transaction phase factors
Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Yes
X
X
X

Post-merger phase factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture differences

Yes
X
X
X
X

X
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Part 2. CREM organization

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

 Tactical and Operational
 Strongly depends on maturity of organization
 General management (alignment)
 Create value to the business
 Financial (cost reduction)

- Reasons of outsourcing
- Levels of outsourcing
- Outsourcing activities
- Use of strategic partner

 Expertise
 Tactical and operational
 ..
 New

Centralization

- Organizational structure
- Centralization
- Position CREM in structure

 Matrix
 ..
 High when owning properties, low when renting properties

Process
management

- Performance reporting CREM
- Advisory CREM
- Management Information Systems (MIS)

 Choose the best reporting line of both companies
 Advise role for CREM
 A good MIS is very important

- Dimensions of organizational culture
- Cultural differences

 Approach to autonomy and decision making and approach to performance
 Cultural differences are high, try to solve this by good reporting and giving
the employees autonomy
 Resistance high, try to solve by giving the employees autonomy
 Keep the best employees
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Organization

Sourcing
Management

Support
functions

Portfolio
management

Asset
management

Property
management

Culture/ HR

Verwaaijen

- Acceptance of changes by employees
- Discharge/hire people

Notifications
Organization

CREM is a resource for supporting the primary business of the company. Therefore the focus on
activities in the M&A process should be on tactical and operational level.
The evolution of CREM is highly different per company and depends on maturity and size.
Within the CREM organization it is the most essential to having alignment with general
management. That situation is the closest to the business of the company and then you are called
business partner.
The main responsibility of the CREM organization in the M&A process is adding value to the
primary business of the company. In the end of the day the added value is mostly translated into
money.
The added value of the CREM organization is financially based as a contribution to the result of
the company.

Sourcing

The most important reason for outsourcing in the M&A process is professionalism and expertise,
which will translate into efficiency and cost reduction.
The most applicable levels for in- or outsourcing are on tactical and operational level.
When undergoing a M&A it is advisable to look for a new strategic partner, because sometimes it
is good to have some new blood.

Centralization

When the company was centralized, you can be sure the company will be decentralized after a
couple of years, because of changing perspectives of the management. According to Verwaaijen
the CREM organization should never be functional. The most complicated organizational
structure is the matrix, but then you will have the most interaction. The matrix structure would
be the best for a mature CREM organization.
When a company has property ownership the CREM organization should have a high position in
the organizational structure of the company, and low when only renting the properties.
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Process
management

When company A reports every month and company B reports every 6 months, the new
reporting will probably be 1 month. You will choose the best reporting line.
CREM is a resource and will never have a decision making role but an advisory role.
A good MIS system is very important. Then you will also automatically have frequencies of
reporting, etc.

Culture/ HR

When reasoning from a market perspective the approach to autonomy and decision making and
the approach to performance are important.
Cultural differences are very high and should be managed well. Cultural differences could be
solved by giving employees more autonomy.
Overall, employees have difficulties with changes and this could also be solved by giving
employees autonomy.
The human asset is important, but is also volatile. The hard site (legal, IT, processes, structure)
of the organization should be independent of people. If employees have no value for the future,
they should be discharged.
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Appendix X Interview Remco Kroeze (CBRE)
Part 1. Activities
Activities

Acquisition and disposition
Alliance management
(Financial) analysis and counseling
Appraisal
Asset management
Community relations/ governmental regulation
Contract management and law/ legal
Customer- and client relationship management
(Workplace) design / space planning
Design- and construction management
(Real estate) development
Environmental management
Facility management
Finance/ Accounting
Investment appraisal
IT
Leasing and property (lease) administration
Location practices
Management and Governance
Marketing/ Communication
Negotiation and deal making
Organization optimization
Performance measurement/benchmarking
Personnel management/ HR
Portfolio management
Project management / -development
Property management/ building operations
RE Finance
Risk management
Security and safety
Strategic planning / scenario planning
Transition management
Value management
Added activities
(Data)room management

Premerger
phase

Transaction
phase

Postmerger
phase

X

X
X

X
X
X
X
X
X
X

X

X
X

X
X

X
X
X
X

X

X

X
X

X

X

X

X
X
X

X

X
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Pre-merger phase
In general, in the Netherlands, the CREM organizations are still not to such a strong degree.
There are just a few companies in which those strong CREM organizations will be involved in the
pre-merger process, like Philips and Shell. It depends on the leaders of the CREM organizations.
Companies like Philips and Shell have lifted the CREM organization to a strategic level and
became strategic partner. Other companies, which do not have that skill level, will stick at the
tactical and operational level. The activity for the CREM organization in the pre-merger phase
will be on strategic planning/ scenario planning. In the opposite situation, a demerger or
disposition, the entire portfolio will be surveyed before starting the transaction phase.
Transaction phase
When this phase starts the overlap of real estate and locations needs to be identified and what
the quick wins are. So location practices are applicable. The target companies will mostly move
to the acquirer company, so facility management is important. Data needs to be transferred,
thereby data(room) management is an important activity for CREM. Mostly an M&A will be
pushed through under high pressure and there is little time to take into account all the aspects.
Only the activities with the highest priority will be performed and after the deal there will be an
optimization of all the other activities and aspects of the organization. In the transaction phase,
for larger buildings, the appraised values will be checked, so appraisal will be applied. The
acquired CREM organization will be integrated in the acquirer company (personnel
management/ HR). In the transaction phase there will already be thought about targets by
which fabrics could be closed, so acquisition and disposition will be taken into account. There
will be (financial) analysis and counseling and reporting to the board and strategic planning/
scenario planning. Asset management is in general not important in the transaction phase. In the
transaction phase there will sometimes also be some project management and design- and
construction management. Project teams were set up for the process. Risk management is
always applicable, but the CREM organization should be really involved in the negotiation of the
deal.
Post-merger phase
The real acquisition or disposition will be performed after the deal in the post-merger phase.
Alliance management is applicable in this phase concerning the internal stakeholder
management. Asset management is important for managing the new portfolio. Data(room)
management is relevant because two databases are put together. (workplace) Design and space
planning will be applied for the physical integration. Finance and accounting will be important
again as the business as usual and will be become more important in the future because of IFRS.
Lease and property (lease) administration will be included in the data(room) management.
Within the acquisition and disposition re-negotiations will be applicable so negotiation and deal
making is relevant. Organization optimization is very important in the post-merger phase and
also performance measurement/ benchmarking. Personnel management/ HR will be, the same
as IT, left to the HR department. But regarding the new way of working it could be little
applicable. Portfolio management is relevant in the post-merger phase. Risk management is
overall very important and should be applied by anything and is a continuous activity. Strategic
planning and scenario planning is important. Concerning transition management, the new house
rules should be discussed and implemented. Another name for this could be change
management. Value management could be compared with organization optimization, because
value will be created when optimizing the organization.
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Critical success factors pre-merger/transaction phase and post-merger phase:
Pre-merger/ transaction phase factors
Choice and evaluation of the strategic partner
Pay the right price
Size mismatches and organization
Accumulated experience on M&A
Courtship
Communication before the merger

Yes
X
X
X
X

Post-merger phase factors
Integration strategies
Post-acquisition leadership
Speed of implementation
Communication during implementation
Managing corporate and National Culture differences

Yes
X
X
X
X
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Part 2. CREM organization
Organization

Management

Sourcing

- Focus on activities
- Evolution of CREM
- Management parts
- Responsibility CREM
- Added value CREM

 Strategic
 Business strategist
 General management and asset management
 Strategic internal advisor and stakeholder manager
 Information out of data directing to the board

- Reasons of outsourcing
- Levels of outsourcing
- Use of strategic partner

 Cost reduction, Capacity and expertise
 Strategic/ tactical/ operational
 Existing

- Organizational structure
- Centralization
- Position CREM in structure

 Differs per company
…
 Differs per company, but in general Dutch CREM organizations are
relatively immature, so only a few have a high position in their
organization

Support
functions

Portfolio
management

Centralization
Asset
management

Property
management

Process
management

- Performance reporting CREM
- Advisory CREM
- Management Information Systems (MIS)

 Short term reporting in a M&A and mostly task-centered in the
direction of deal closure deadline
 Supporting role for CREM
 After the M&A

Culture/ HR

- Dimensions of organizational culture
- Cultural differences
- Acceptance of changes by employees
- Discharge/hire people

Usually high
 In the beginning a lot of resistance
 Mostly efficiency grade in M&A
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Appendix XI CREM organization aspects and factors overview
Organisational

Royal Philips

ABN Amro

Oracle Corporation

Hetebrij

Verwaaijen

CBRE

aspects
Organization (general)
Focus on activities

Strategic

Tactical and operational

Evolution of CREM

Business Strategist

Dealmaker and Business Strategist

Strategic, after the deal

Strategic (high in org.), tactical

operational

and operational (low in org.)

Controller and deal maker

Dealmaker and entrepeneur

Tactical and operational

Strategic

Strongly depends on maturity

Business Strategist

of CREM
Management parts

General management

General management and Cost control

General management and cost

General management

General management

control
Responsibility of CREM

Data transparency, opportunities,

Cost control and transaction

Facilitator (service)

risk mitigation, cost savings
Added value of CREM

management
Result improvement of the

Create value to the business

primary process

Data transparency, knowhow, cost

Cost reduction and operational

Communication and bringing

savings

excellence

together stakeholders. Manage

General management and asset

Cost reduction

Strategic internal advisor and
stakeholder manager

Financial (cost reduction)

Information extracting from
data directing to the board

to continue the business
without interruption
Sourcing
Reasons for outsourcing

Access to skills, Capacity during

Operational excellence during M&A and

M&A

access to skills after the M&A. Also

Cost savings and access to skills

Capacity and expertise

Expertise

Cost reduction, Capacity,
expertise

organizational structuring
Levels of outsourcing

Outsourcing activities

Strategic level insourced, tactical

Tactical and operational. ABN had the

and operational level are fully

tactical level outsourced, after the deal

operational

outsourced

also

Tactical and operational level fully

ABN had commercial and administrative

Location/ building selections,

outsourced

work outsourced, after the deal

leasing and contracts

Operational, after the deal

Tactical and operational

tactical

-

Strategic, tactical and
operational

Activities of profound and

-

independent expertise, like

insourced (model Fortis). Technical work

appraisals

was outsourced by both companies, also
after the deal.
Use of strategic partner

Existing partner

Existing partner, after M&A extended to

Existing partners

partnership like maintenance contracts

Existing by acquisition, new

New

Existing partner

Matrix

Differs highly per company

one when merging

Centralization
Organizational structure

Matrix, only fine-tuned after the

Functional with regional partition

Matrix, geographical

Functional

M&A, no real restructuring
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Centralization

Centralized, global leadership

Both centralized, after the deal

Centralized, with regional

with tactical/operational teams

unchanged

directors and operational staff

-

Strategic CREM should be
centralized, with operational

within the countries. After the

activities decentralized. Those

deals unchanged.

could be checked by
(de)centralized finance
departments

Position of CREM

High in organizational structure

High in organizational structure of the

of the company

company

Low

High in organization

High when owning properties,

In general, Dutch CREM

low when renting properties

organizations are immature,
only a few have a high position

Process management
Performance reporting

KPI, monthly reporting financial

Monthly, about financials and facility

Weekly. About financials,

Financial monthly,

Choose the best reporting line

Short term reporting, task

of CREM

targets and balance scorecard

management

properties and business

quarterly/yearly quality and

of both companies

centered in the direction of the

operations

compatibility

Advise role for CREM

(should be consolidated because

deal closure deadline

Philips is listed)
Advisory of CREM

Data assembling through project

Accommodation decisions. During M&A

Advising and supporting role

teams (participate in project

less decision and more advising role.

for CREM

team)

After the M&A advising and strategic

Advise role for CREM

Supporting role for CREM

Good MIS is important

After the M&A

Approach to autonomy and

-

role.
Management

Used system of Philips, data of

Used system of one company, the other

Own management information

Information Systems

target will be integrated

integrated

system, adopt system of target,

(MIS)

not integrated

Culture/ HR
Dimensions of

Depends on volume. Matrix

After M&A approach to innovation and

Vertical hierarchical, with quick

organizational culture

structure

risk

reaction

No optimal dimension

Cultural differences

Large differences

Large differences

Large differences, change

Differences large, the

Difference large, try to solve by

management

management need to be trained

good reporting and giving

The right people accept

Resistance high, need to set up

Resistance high, try to solve by

In the beginning a lot of

changes

change program

giving employees autonomy

resistance
Mostly efficiency grade in M&A

decision making and approach
to performance
Usually large differences

employees autonomy
Acceptance of changes

A lot of resistance of people at the

Resistance low/medium

by employees

workplace (operational)

Discharge/ hire people

Retain the human asset as much

30% of employees fired (extreme cost

Evaluating, always looking for

Retain the human asset as

Keep the best employees.

as possible

reduction due to financial crisis)

good people and discharge

much as possible. First see how

People can disappear.

surplus people

post-merger period develops.
People can disappear very
quickly
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