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Abstract: Mergers and acquisitions (M&A) have become a dominant strategy for achieving organizational growth, market 

penetration, and product complementarity. Yet the sustainability of M&A value creation depends critically on how Human 

Resources Management (HRM) manages the people, cultural, and governance dimensions of post-merger integration, a 

dimension that remains underexplored in sustainable HRM literature, particularly in cross-border transactions involving 

organizations from emerging and developed markets. This research examines how a sustainable HRM strategy can be 

designed and implemented in the context of a cross-border M&A, using the US$1.5 billion acquisition of Molycop, the world's 

leading grinding media producer, by India-based Tega Industries as its empirical case. A qualitative methodology was 

employed, drawing on semi-structured interviews with two senior executives directly involved in the transaction, which were 

analyzed thematically and triangulated with an industry analysis. The findings reveal three principal insights: (1) the primary 

M&A motive is product complementarity enabling integrated mill optimization solutions yet creates a cultural integration 

challenge requiring the synthesis of two heritage-rich organizational; (2) the most effective HR strategy for sustainability 

operates through three sequenced mechanisms: Awareness, Appreciation, and Assimilation (the Three A's model) embedding 

sustainability progressively from cultural identity to reward architecture; and (3) HR's strategic role is activated through 

board-level governance access combined with a commercially grounded business case framing sustainability as a social 

license, talent, and cost-of-capital imperative. The research contributes a practitioner-derived, materially grounded 

framework for HR-led sustainability integration in cross-border M&A, with specific recommendations for ESG materiality-

driven implementation sequencing and SDG-aligned performance architecture. 
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I. INTRODUCTION 

Mergers and acquisitions represent one of the most significant organizational transformation events available to 

management teams seeking rapid growth, market access, or product complementarity [1]. The Tega-Molycop transaction, a 

US$1.5 billion cross-border acquisition combining an Indian manufacturer of mill liners and wear-resistant mining 

consumables with the world's leading producer of grinding media, represents precisely this type of strategic combination [2]. 

Together, the entities create a combined revenue of approximately US$1.73 billion across 13 manufacturing plants in North 

and South America, Australia, Africa, and India, with a combined workforce of over 2,500 employees. 
 

Despite the extensive literature on the financial and operational dimensions of M&A, the human resource management 

(HR) dimensions of post-merger integration and particularly, the challenge of embedding sustainability as a shared 

organizational value, remain comparatively underexplored [3][4]. This is particularly true in cross-border transactions 

involving organizations from emerging and developed markets, where cultural distance, divergent ESG maturity levels, and 

different regulatory ESG requirements create a distinctive integration challenge that existing sustainable HRM frameworks do 

not fully address [5]. 
 

This paper addresses this gap by examining how a sustainable HRM strategy can be designed and implemented in the 

context of the Tega-Molycop acquisition. It draws on qualitative interview data from two senior HR leaders directly involved 

in the transaction, triangulated with an industry analysis. The paper makes three theoretical contributions: an HR Sustainability 

Enabler Framework; the Three A's change model for sustainability embedding; and an ESG double materiality-driven 

implementation sequencing framework. 
 

II. LITERATURE REVIEW 

A) Sustainable HRM and the ESG Social Pillar 

Sustainable HRM is defined as the adoption of HRM strategies and practices that enable the achievement of financial, 

social, and ecological goals [6]. Lopez-Cabrales and Valle-Cabrera [7] show that sustainable HRM plays a more effective role 

in achieving overall sustainability because of 3BL goals achievement as a holistic organizational mechanism. A systematic 
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review by Amrutha and Geetha [8] confirms that HR practices are one of the strongest organizational levers for sustainability 

performance across all three dimensions: environmental, social, and economic. 
 

The Social pillar of the ESG framework relates to a company's relationship with its employees and those in 

communities along the value chain; it is also the domain most influenced by HR practices. Using a paradox perspective, Ehnert 

[9] lays the conceptual foundation for sustainable HRM, stating that HR must balance its responsibility towards economic 

demands while simultaneously fulfilling the long-term social and environmental sustainability of the organization. Stahl et al. 

[10] go on to show that its application can be expanded beyond just the employee relations context as it relates to corporate 

sustainability within a multi-stakeholder perspective, thereby allowing for HR to maximize the value of all stakeholder 

relationships rather than only employee ones. 
 

B) M&A Integration and Cultural Challenges 

Mergers and acquisitions introduce specific HRM issues due to the merger of two previously separate organizational 

systems, cultures, and governance structures [3]. Bangura et al. These results align with the findings of other empirical case 

research in this field, which identified talent retention, cultural integration, and sustaining business performance as the three 

most enduring HRM challenges during post-merger integration [11]. In cross-border M&A, Ojakorotu [12] includes cultural 

misalignment as a source of value destruction, which gives HRM the opportunity to take a leading role in reducing this 

consequence. 
 

Tarba et al. [13] further, shows that management's explicit commitment to cultural integration during the early stages of 

post-merger integration is indeed the most powerful moderator of IC distance effects, and proactive cultural governance 

mitigates disintegration effects. According to Bansal [4], the organizations that deal with governance and people facets in the 

first 90 days are much more likely to attain better long-term results than those that postpone it. 
 

C) SDG Framework and Corporate ESG Strategy 

The United Nations 2030 Agenda for Sustainable Development [14] provides a universal framework of 17 Sustainable 

Development Goals and 169 targets against which corporate ESG commitments can be measured and reported. Chams and 

García-Blandón [15] demonstrate that sustainable HRM is one of the most effective organizational mechanisms for advancing 

SDG implementation within firms, arguing that HR practices- recruitment, development, performance management, and 

reward architecture- provide the organizational infrastructure through which SDG commitments are translated into behavioral 

outcomes. 
 

Baumüller and Sopp [16] establish double materiality, the simultaneous assessment of financial materiality to the 

organization and impact materiality on society and environment, as the emerging global standard for corporate ESG strategy 

and disclosure, required under the EU Corporate Sustainability Reporting Directive (CSRD) and increasingly expected under 

India's Business Responsibility and Sustainability Reporting (BRSR) framework. 
 

III. RESEARCH METHODOLOGY 

This research employs a qualitative case study methodology, consistent with the interpretive research paradigm 

appropriate for exploring complex organizational phenomena in naturalistic settings [17]. The empirical case, the Tega-

Molycop acquisition, was selected using purposive sampling based on three criteria: the live, real-time nature of the 

transaction; the availability of direct interview access to senior HR leaders involved in the integration; and the strategic and 

theoretical relevance of a cross-border emerging-to-developed market acquisition in a sustainability-intensive industrial sector. 
 

Primary data were collected through two semi-structured interviews with senior executives: Mr. Paul Griffiths (Chief 

HR Officer, Molycop) and one President of Tega Industries. Interviews were conducted in April 2026 and covered six thematic 

areas: the conceptual relationship between HR and sustainability; post-merger integration priorities; cultural harmonization; 

SDG strategy; HR's influence on leadership; and the mechanisms for embedding sustainability into organizational systems. 

Interview data were triangulated with secondary data from an industry analysis of the transaction. 
 

Data were analyzed using thematic analysis [18], following the six-phase process of familiarization, initial coding, 

theme development, review, definition, and write-up. Both interviewees confirmed that their responses represent personal 

professional opinions and do not constitute the formal sustainability strategy of the combined entity. 
 

IV. FINDINGS AND DISCUSSION 

A) HR as Strategic Enabler: The Conceptual Nexus 

The most foundational finding concerns the conceptual relationship between HR and sustainability. Mr. Griffiths 

articulated this with precision: 'When I think sustainability, thoughts of stability, security, future all come to mind. These 

concepts or ideas are fundamentally important to humans and are core to human behavior, hence the connection with HR.' This 



Adi Zamzam & Valid Hasyimi / IRJEMS, 5(7), 1-5, 2026 

3 

framing reveals that HR's connection to sustainability is not instrumental but constitutive: the same psychological constructs 

stability, security, and future that ground sustainable development as a human project are the constructs that HR is charged 

with nurturing in the employment relationship (cf. Maslow [19]). 
 

Mr. Griffiths further identified HR's board-level governance access as the critical enabling condition: 'HR is represented 

at the highest level of our organization, engages with the Board and therefore has the ability to influence the organization by 

presenting the compelling case for change or action.' Ren and Jackson [20] describe this as HR's institutional entrepreneur role 

using governance access to shape organizational structures, policies, and accountability systems through which sustainability 

becomes embedded. This board-level access is not merely cultural but structural: it enables HR to architect the governance 

mechanisms that convert sustainability aspirations into organizational obligations. 
 

The commercial business case for sustainability leadership is equally important. Mr. Griffiths identified social license to 

operate and talent attraction as the two interlocking commercial justifications: 'Being recognized in the market and community 

as a socially responsible organization is key to doing business in the countries in which we operate and an important factor in 

attracting, retaining and motivating current and future employees.' Anlesinya and Susomrith [21] confirm through systematic 

review that sustainable HRM practices generate measurably stronger talent attraction and retention outcomes directly relevant 

to the combined entity's challenge of retaining critical Molycop engineers and metallurgists in the immediate post-merger 

period [2]. 
 

B) Cultural Harmonization and Shared Sustainability Identity 
The integration culture survey identified by Mr. Griffiths as a central element of the integration program emerged as the 

primary organizational vehicle for embedding sustainability as a shared identity. His account of two organizations with 

century-long and fifty-year organizational heritages underscores the theoretical insight from Tarba et al. [13]: that both legacy 

cultures represent assets, not liabilities, and that the integration challenge is to construct a superordinate shared culture that 

preserves the valued elements of both. The CEO's aspiration to 'move forward as one' provides the unifying cultural narrative 

that Bansal [4] identifies as the justice-oriented mechanism most effective at reducing employee resistance during integration. 
 

The sustainability dimension of this cultural synthesis is both an opportunity and a strategic imperative. If sustainability 

values are explicitly incorporated into the target culture definition constructed through the culture survey, the integration 

process itself becomes the primary vehicle for embedding sustainability at the deepest level of organizational life. This finding 

is consistent with Amrutha and Geetha's [8] evidence that organizational environmental culture is a direct antecedent of green 

HRM effectiveness; organizations with sustainability-embedded cultures outperform those relying on policy mandates alone. 
 

C) The Three A's Change Model 

The most theoretically significant finding is the Three A's change model (Awareness, Appreciation, Assimilation), a 

practitioner-derived framework for embedding sustainability as a mainstream organizational agenda. The model operates 

through three sequenced stages: (1) Awareness: building foundational understanding of sustainability among all employees, 

connected to personal and planetary stakes 'if you do not care about the planet, there is really no plan B'; (2) Appreciation: 

developing specific sustainability competencies through structured learning programs covering the SDG framework, ESG 

reporting standards, and sector-specific metrics 'appreciation is where we will have to get into some very specific skill 

building'; and (3) Assimilation: institutionalizing sustainability as a normalized way of working through performance 

management and reward architecture 'assimilation is when it becomes a part of the goal sheet you are rated on.' 
 

The model converges with established change management theory, specifically the unfreezing-changing-refreezing 

sequence of Lewin [22] and the institutionalization steps of Kotter [23], while filling a specific gap identified by Chams and 

García-Blandón [15]: the absence of a practitioner-derived, sequenced framework for SDG-aligned sustainable HRM 

implementation. Dumont et al. [24] provide empirical support for the Awareness stage: employee sustainability programs 

connecting to personal values generate significantly greater and more durable behavioral change than compliance-oriented 

training alone, making the merger's culture survey the optimal delivery vehicle for the Awareness launch. 
 

D) ESG Materiality-Driven Implementation 

The application of ESG double materiality [16] as an implementation sequencing framework represents the third 

principal contribution. The combined entity's most financially material ESG issues, those where the cost of delay exceeds the 

cost of immediate action, are climate transition risk (GHG emissions, CBAM and Safeguard Mechanism regulatory exposure), 

workforce safety (LTIFR, ISO 45001 gap), and ESG governance quality (RACI framework, ISWG structure). These Phase 1 

priorities are time-critical and cannot be deferred without measurable financial consequences. Phase 2 formalizes the 

materiality framework through a stakeholder-validated double materiality assessment, adding gender diversity (1% female 

manufacturing plant participation against 15% industry benchmark), supply chain human rights (EU CS3D compliance), and 

talent architecture to the material ESG agenda. Phase 3 embeds the full material ESG landscape into compensation, capital 
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allocation, and business model strategy through ESG-linked short-term incentives, SBTi target submission, Green Bond 

issuance, and battery metals R&D investment aligned with SDG 7 and SDG 9. 
 

The SDG indicator framework (United Nations Statistics Division [25]) provides the specific metric anchors for this 

ESG agenda: Indicator 8.8.1 (occupational injuries per 100,000 workers) for safety; Indicator 5.5.2 (women in managerial 

positions) for diversity; Indicator 9.4.1 (CO₂ per unit of value added) for climate; Indicator 7.2.1 (renewable energy share)  for 

energy transition; and Indicator 6.4.1 (water-use efficiency) for water management. These indicators provide externally 

validated, globally comparable benchmarks that align the combined entity's ESG strategy with the 2030 Agenda. 
 

V. RECOMMENDATIONS 

Based on the findings, twelve targeted recommendations are proposed for the combined Tega-Molycop entity, 

organized by actor: 

 For the Board: (1) Establish a formal board-level ESG Committee within the first year of Indian stock exchange listing; 

(2) Add ESG as a standalone quarterly board agenda item from Day One of deal close. 

 For the CHRO: (3) Embed sustainability explicitly in the integration culture survey instrument and target culture 

definition; (4) Redesign leadership development programs to include sustainability competencies as a non-negotiable 

coaching mandate; (5) Develop a three-year gender diversity roadmap with structural plant-level interventions, 

addressing the 1% female participation rate; (6) Integrate ESG KPIs into the STI framework by FY29 at a minimum 

15% weighting. 

 For the CSO (to be appointed): (7) Complete the GHG Scope 1/2/3 inventory within 6 months and submit SBTi targets 

by FY29; (8) Conduct the double materiality assessment in Q1 FY28 and publish the first GRI-aligned sustainability 

report by March 2028. 

 For the CFO: (9) Execute a Sustainability-Linked Loan in H1 FY28 with GHG intensity, LTIFR, diversity, and HRDD 

coverage as KPI ratchets; (10) Explore Transition Bond structuring for Molycop steel plant decarbonization capex in 

FY29. 

 For the CEO: (11) Signal sustainability commitment consistently across all employee communications from Day One; 

(12) Champion the battery metals R&D investment as a strategic sustainability commitment embedded in the business 

model. 
 

VI. CONCLUSION 

This paper has examined how a sustainable HRM strategy can be designed and implemented in the context of the Tega-

Molycop cross-border acquisition. Three original theoretical contributions are advanced: the HR Sustainability Enabler 

Framework, demonstrating that HR activates sustainability through the psychological nexus, governance architecture, and 

commercial business case channels simultaneously; the Three A's change model (Awareness, Appreciation, Assimilation), a 

practitioner-derived, sequenced framework for embedding sustainability as a mainstream organizational competency; and ESG 

double materiality as an implementation sequencing tool that determines which issues are addressed in which phase with what 

urgency. 
 

The central conclusion of this research is that sustainability, in the context of this merger, is not a separate agenda to be 

pursued after integration is complete; it is the cultural and organizational architecture through which integration becomes 

genuinely sustainable. The CEO's aspiration to 'move forward as one' is, at its deepest level, a sustainability aspiration: the 

creation of an organization stable enough, purposeful enough, and value-aligned enough to endure across the decades to come. 

HR, as Mr. Griffiths articulated, is pivotal to that purpose. 
 

The limitations of this research include a sample of two interview respondents, the early integration phase timing, and 

the single-industry context. Future research should test the Three A's model across sectors, conduct a longitudinal study of 

ESG outcomes in the Tega-Molycop combined entity, and examine HR's sustainability enabler role in South-South cross-

border M&A transactions. 
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