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Agenda
1. Overview: M&A Post Merger Integration
2. Plenary Panel: Discussion & Q&A
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1. Overview: M&A Post Merger Integration
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Why This Is Important: Frenzied Pace Of M&A

Total Behavioral Health Transactions by Quarter Addiction Treatment Transactions by Quarter

158 76100 111 5059

42% 52%
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Why This Is Important: Frenzied Pace Of M&A

Mental Health Transactions by Quarter Autism Service and I/DD Transactions by Quarter

56 4335 3835

60% 13%
27 Transactions in Q1
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M&A integration or Post-Merger Integration (PMI) is 
the process of bringing two or more companies 
together with the aim of maximizing synergies to 
ensure that the deal lives up to its predicted value.

What Is M&A Post Merger Integration?
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Post Merger Integration
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Main Reasons Why Mergers Fail

1. A lack of documenting decision authority
2. The process is rushed leading to missing critical communications with key 

constituents
3. Lack of agreement on who will lead the organization

a) Worst example is the “alternating-CEO” or “co-CEOs”

4. Lack of proper planning – especially financial planning
5. Hidden vulnerabilities in one or both organizations that are not uncovered 

during due diligence
6. A lack of a through communications plan (staff, community, regulatory)
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The Authority Matrix

1. Advise: Meaning having the ability to provide unsolicited advice

2. Consult: Meaning your advice must be solicited and considered prior to a 
decision being made

3. Decide: Means what it says – you get to make the decision

4. Ratify: A decision does not become final until you have approved – but you 
can not initiate the decision - you get to say yes or no
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Example
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Characteristics Of Successful Mergers

1. Well documented authority matrix
2. Clear communications with staff, the community and regulatory officials
3. A clear and detailed strategic and operating plans for the combined organization
4. A dedicated integration team with well defined roles and responsibilities
5. A focus on ensuring there is no “us” and “them”  
6. Defining the new organization’s culture recognizing that while there may be 

significant similarities, there will be discovered differences
7. Celebrating the combined organizations
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2. Plenary Panel: Discussion & Q&A
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We’re Merged, Now Change: 
Best Practices in Newly-Merged 
Organizations Work

Angela Weis, MS, CPLP, CEC, CAS
Senior Vice President, Mission Support



5,200 People Supported
750 Communities
5000 Workforce
$314,163,093 Revenue



2,400+ 
People Supported

2,100+ 
Workforce

94% Workforce 
Retention Rate



CHANGE MANAGEMENT



FYI - Course Description
Mergers and acquisitions are a fact of live in the health and human service field. But once the deal is done, how do managers make newly merged 
organizations function efficiently and effectively? There are best practice models for navigating the change required in newly-combined 
organizations. This session will focus on:

● The challenges of making newly-combined organizations effective
● Structural and communication practices to for merged organizations
● Best practice change management models for merged organizations



Alignment 

• Continuity of quality services for people supported    
• Smooth, respectful transition for the workforce
• Remain aligned to our mission, vision and values
• Honor the legacy of service from both organizations
• Commit to a collaborative integration process 



Communication

● Clear, consistent, positive messaging to all stakeholders jointly 
from both parties

● Transparency regarding major change impacts occurring at Day 1 
● Communicate in the ways the oncoming organization is familiar 

with
● Individualize communications based on audience 



Example Communication Matrix





Lessons Learned

• Integration objectives must be aligned, defined, measured and 
tracked

• Integration work must be prioritized at both organizations 
• Challenge the assumption that OldCo has better structure, 

processes, or systems than NewCo
• Be intentional about cultural integration throughout the project
• Complete Lessons Learned (be open to feedback)



Sometimes it is painful……



Angela’s Contact Information





▪ In 2008, Trivium was known as Crossroads of Western 
Iowa and was a $2.8 million organization, employed 90 
people, and served 250 clients. 

▪ Trivium has grown into a $28 million organization that 
employs more than 425 individuals and serves 8,000 
clients annually across five states.

▪ As we expanded, it was clear we needed a new unifying 
name; we found that in Trivium Life Services.

▪ Rebranding gives us a path to touch more lives by 
allowing for more growth and development 
opportunities.

▪ One key reason for the rebrand was to let our 
communities know we have evolved and are expanding 
our services. While we are known as a long-term support 
services provider for individuals with disabilities, we are 
now offering behavioral health services.



Vision 2025



Before the Transaction



M&A Best Practices



1. Leadership
▪ Org chart/role clarity
▪ “M&A Advisor”
▪ “Integrator”
▪ M&A stakeholder group
▪ Local leadership



2. Culture
▪ “The way we do things around here”
▪ Spirit of partnership
▪ Learn from each other
▪ Strengths-based teams
▪ Shared vision on integration priorities



3. Communication
▪ Stakeholder communication plan
▪ Key messages: why before what
▪ The four key questions from employees
▪ Communication tools/software
▪ Support Protocols 

▪ 1:1s, Monthly/Quarterly Conversations



After the Transaction



Brad Schroeder, SPHR, SHRM-SCP
Vice President, Human Resources
brad.schroeder@triviumlifeservices.org
linkedin.com/in/bradschroederomaha
linkedin.com/company/trivium-life-services

Let’s Connect

mailto:brad.schroeder@triviumlifeservices.org
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Gene Rodgers, MSW



Gene Rodgers, MSW was a founder of CBC in 2015 with a Private Equity partner & 
sponsor.   He is currently the Executive Vice President of M & A  and Corporate 
Development for Community Based Care, LLC. 

Mr. Rodgers has been in home and community based services for 30 years in a variety 
of roles, yet the last 15+ years has focused on Corporate Development and specifically 
M & A work. 

Since 2015 CBC has completed over 32 acquisitions and expanded the number of states 
they provide services to 5 and counting. 

CBC also was founded as a home and community based agency focusing on Medicaid 
Waiver services for the I/DD population, but has expanded services to include 
residential , ICF/I/DD homes  and now Medicaid non-skilled home care , predominately 
for the elderly. 

Community Based Care , LLC
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Mergers & Acquisitions

Best Practices in Making Newly Merged Organizations work 
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Key Components of each new deal

1. Relationships
2. Mission, Vision, and Values  
3. Retention ( employees and clients)
4.   Communication
5.   Culture
6.   Transparency
7.   Efficiencies
8.   Technology
9.    Implementation of new systems, payroll/EHR/ billing
10.  Measure Performance  vs Proforma
11.  Learn from each deal, debrief, lessons learned 



I. Internally weekly calls with our integration, project management, 
and leadership teams

II. Have “other company” involved in weekly calls just to touch base on 
each component of the integration/transition

III. Create shared document/ excel on all facets of integration and 
tracking to not miss any details

IV. Communicate with merger/acquisition  target leadership and key 
staff to all be on the same page , discuss culture, messaging to 
employees/consumers and payers.

Pre-Acquisition/Merger- Preparation, Planning  & Communication 
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I. Over communicate – some people “fear” M & A, and its an 
unknown future for some

II.Honest, transparent, and direct in the interactions with new 
staff, families, clients and payers

III.Focus on the culture  and communication to maximize 
success on any transitions of staff, employees, clients, and 
families 

IV.The challenges come in the “phase” as Payroll, Electronic 
Health Record, billing, authorizations and unexpected 
challenges arise. 

V.Identify key employees and “champions” of the new business 
relationship with the M & A target. 

Integration & Project Management 
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I. Measure successes and failures

II.Identify items and processes for improvement

III.Measure client retention

IV.Measure staff retention

V.Debrief with project manager and 
implementation/acquisition team.

VI. Lessons learned  ( No two deals are the same ) 

Post Merger or Acquisition 
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Gene Rodgers , MSW

Community Based Care, LLC. 

Founder /Executive Vice President- M & A 

grodgers@cbcare.com

www.cbcare.com

www.cbhomecare.com

Thank you 
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mailto:grodgers@cbcare.com
http://www.cbcare.com/
http://www.cbhomecare.com/


Turning Market Intelligence
Into Business Advantage
OPEN MINDS market intelligence and technical assistance helps over 550,000+ 
industry executives tackle business challenges, improve decision-making, and 
maximize organizational performance every day.
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