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Abstract 

The research examines the vital role of employee well-being as a predictor of voluntary turnover in the 
post-merger and acquisition (M&A) context in the constantly changing business environment of Pakistan. 
The research is based on the tenets of the conservation of resources theory. A prospective research design 
was used, and data was gathered from 380 employees in three organizations in Pakistan operating in the 
banking and telecom sectors. The logistic regression analysis showed that pre-merger and post-merger 
well-being were significant negative predictors of turnover, controlling for job level, type, and financial 
incentives. It is important to mention that the proximal predictor had a stronger impact on post-merger 
well-being, and therefore, pre-merger well-being was made insignificant in the regression analysis. The 
findings of the mediation analysis supported that post-merger well-being completely mediated the 
relationship between pre-merger well-being and turnover, with well-being during the integration phase as 
a vital mechanism explaining post-merger turnover. 

Keywords: Mergers and Acquisitions, Employee Well-being, Voluntary Turnover, Conservation of 
Resources Theory, Pakistan, Mediation Analysis 

Introduction 

he current business environment is marked by an endless pursuit of expansion and competitive 
advantage, where mergers and acquisitions (M&As) have been the most adopted strategy. 
However, the tough reality is that many M&As have been failing to live up to expectations, with 

a failure rate of between 70% and 90% (Christensen et al., 2011; Bauer & Matzler, 2014). While the 
conventional due diligence process meticulously scrutinizes financial statements and market 
synergies, it has traditionally overlooked the most important and intangible asset: the human capital 
that must realize the vision of the merger. This has led to what is referred to as "integration stress," 
which is a deep and complex psychological and emotional pain that workers experience as they try 
to cope with the drastic changes in culture, identity, process, and job security (Cartwright & Cooper, 
1992; Kiefer, 2005). The result is a domino effect of human costs, most apparent in the increase in 
voluntary turnover, which cumulatively undermines the knowledge base, continuity, and cultural fit 
required for a successful post-merger integration (Krug & Hegarty, 2001; Siebenaler, 2021). 

The Pakistani business environment represents a fascinating yet uncharted territory to study this 
issue. Being a developing country, Pakistan has experienced a substantial increase in M&As due to 
market deregulation, industry consolidation in the banking, telecommunication, and fast-moving 
consumer goods sectors, and the inflow of foreign direct investments (Khan & Khalid, 2019; State Bank 
of Pakistan, 2022). Nevertheless, these deals occur within a distinct socio-cultural setting that is 
characterized by a large power distance index, collectivism, and a strong emphasis on trust-building 
at the workplace (Aycan et al., 2000; Abbas, 2021). Organizational change, especially of the kind and 
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magnitude of a merger, can be highly disruptive in such a context, where job security is a deeply 
cherished value and uncertainty is poorly tolerated (Naqvi & Bashir, 2018). Moreover, the standard 
post-merger retention approach in Pakistan, and in emerging markets more broadly, is essentially a 
cash-based one, involving bonuses, salary increments, and stock options. While these are necessary, 
a significant body of international research now suggests that these are, by themselves, insufficient for 
retaining valuable employees when the psychosocial work environment has been compromised 
(Hancock et al., 2013; Nyberg & Ployhart, 2013). The theoretical foundation for this exploration is the 
Conservation of Resources (COR) Theory (Hobfoll, 1989). COR theory argues that people attempt to 
secure, maintain, and protect their valued resources (such as autonomy, social support, and role 
clarity). Stress emerges as a consequence of resource threats or loss, or when substantial investment 
does not provide sufficient returns. A merger is a huge threat to resources, as employees may feel they 
are losing their status, familiar work patterns, social support from colleagues, and even their 
organizational identity (Rafferty & Restubog, 2017). To deal with this resource loss and integration 
stress, employees make a cost-benefit calculation. If the costs of resource loss exceed the benefits of 
remaining (including monetary gains), withdrawal and eventual voluntary turnover become possible 
courses of action to conserve personal resources and find better conditions elsewhere (Wright & 
Cropanzano, 1998; Lee & Ashforth, 2016). Well-being, a complex and multifaceted construct that 
encompasses the emotional, psychological, and social facets of health, is the critical indicator of this 
resource depletion process (Warr, 1990; Diener et al., 2010). Well-being is both a consequence of 
integration stress and a predictor of critical organizational behaviors such as turnover. The pre-merger 
well-being level serves as the baseline from which the transition process begins, reflecting the 
strengths and weaknesses that employees bring with them. Well-being after the merger, assessed after 
the initial "announcement shock" has passed and the reality of integration has set in, reflects the long-
term effects of new work conditions, management, and cultural fit (or misfit) (Marks & Mirvis, 2010; 
Steigenberger, 2017). The international literature has started to explore this area, identifying strong 
correlations between post-merger culture conflict, reduced morale, and intentions to leave (Sarala et 
al., 2019; Siebenaler, 2021). However, there are still critical knowledge gaps, especially in non-Western 
settings. 

First, the literature tends to focus on well-being as a snapshot, post-hoc outcome rather than a 
dynamic process from pre- to post-merger. Measuring the change in well-being provides a more 
powerful diagnostic of integration success than a snapshot approach. Second, although turnover is 
frequently considered a qualitative phenomenon, there is a dearth of research that rigorously measures 
the predictive association between particular well-being outcomes and actual voluntary turnover rates 
during a specified, strategically important time frame, such as the first 24 months post-closure. This 
timeframe captures the ‘make-or-break’ integration phase (Birkinshaw et al., 2000). Third, and most 
relevant to the Pakistani scenario, very few studies have systematically accounted for the confounding 
impact of common financial retention rewards and organizational characteristics such as job level and 
type. This is necessary to distill the independent explanatory contribution of well-being, answering 
the critical question: Does improving human wellness provide a retention premium over and above 
simply paying individuals more? 

This research, therefore, aims to fill this gap by formulating the research question: To what extent 
can pre- and post-merger scores of employee well-being predict the rates of voluntary turnover in the 
24 months post-merger, controlling for job level, function, and standard financial incentives for 
retention? 

The research context is set in the dynamic and pressing environment of Pakistani companies in the 
midst of M&As. It seeks to go beyond the anecdotal and provide empirical, quantitative proof of the 
human toll of integration stress. By longitudinally measuring well-being and relating it to hard data on 
turnover, this research provides the first quantification of the risk of attrition that accompanies 
declining employee well-being. Furthermore, by accounting for financial and structural variables, it 
attempts to prove the hypothesis that well-being is a determinant of retention, as opposed to the 
current transactional view of HR. 
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The implications of this research are vast. Firstly, for the scholarly community, it will improve the 
current literature on M&As, occupational health, and human resource management by providing a 
contextual and longitudinal perspective from an emerging economy. Secondly, for the practitioners, 
it allow integration managers, HR professionals, and C-level executives in Pakistan and similar 
environments to have a robust, evidence-backed reason to give equal weightage to the seriousness of 
human capital integration and well-being initiatives as they do to financial integration. It argue that in 
the game of M&As, value is not created on balance sheets but in the minds and hearts of the 
employees. In the measurement of the relationship between well-being and attrition, this research 
attempt to set the equation for merger success right, with the human cost and its mitigation at the 
forefront of post-merger strategies. 
 
Research Gap 

Despite the existence of a strong and ever-growing literature on mergers and acquisitions (M&As) and 
a corresponding, well-established literature on employee well-being and turnover, the intersection of 
these two areas remains a critical research gap, especially in more complex and contextually nuanced 
terms. Although researchers across the board have long recognized the "people problem" as the chief 
cause of merger failure (Cartwright & Schoenberg, 2006; Graebner et al., 2017), there has been a lack 
of quantitative modeling of the specific human costs of integration stress, beyond the usual descriptive 
analyses of "culture clash" or attitudinal surveys of "change readiness." The study, located in the 
Pakistani context, aims to fill a set of interrelated research gaps that extend across theoretical, 
methodological, contextual, and practical levels. 

A large part of the M&A literature considers employee responses, including well-being, as an 
outcome variable to be assessed after the integration process is in progress or finished (Lupina-
Wegener et al., 2014; Steigenberger, 2017). While this post-hoc analysis is helpful for problem-solving, 
it is of limited use for predictive analysis. The essential research gap is the absence of longitudinal 
studies that consider pre- and post-merger well-being not only as a series of points in time but also as 
a process that forecasts a hard organizational outcome: voluntary turnover. Pre-merger well-being is 
an important but frequently overlooked baseline; it is the reservoir of psychological capital that 
employees bring with them into the turbulent integration process (Avey et al., 2011). A fall from this 
baseline may be a more powerful predictor of turnover risk than a low post-merger level. Current 
research often investigates turnover intentions (Rafferty & Restubog, 2017) but rarely correlates well-
being metrics with actual turnover data over a strategically chosen period, like the first 24 months 
when integration activities reach their peak and talent drain has its most severe effects (Birkinshaw et 
al., 2000). The research gap, therefore, is the lack of a longitudinal predictive model where the delta 
(change) in well-being scores is a significant predictor variable for voluntary turnover rates. 

The typical managerial approach to post-merger retention concerns is usually transactional and 
includes financial rewards like retention bonuses, accelerated vesting, and merit pay (Krug & Hegarty, 
2001). The sheer volume of research in the general turnover literature confirms financial rewards, job 
level, and functional area as significant predictors of turnover rates (Hom et al., 2017). However, in the 
M&A literature, very few studies have controlled for these factors in testing the predictive power of 
psychosocial antecedents such as well-being. This is a confounding issue, as it may be the low well-
being that precedes turnover, or perhaps individuals with low well-being are simply those who did 
not qualify for the sweet retention deal? The issue is one of methodology and analysis. There is a lack 
of research that, statistically controlling for the impact of job level (senior versus junior employees), 
function (revenue-generating versus support roles), and the provision/magnitude of financial retention 
bonuses, investigates whether well-being has a significant, independent predictive relationship with 
turnover. To answer this question is vital for the development of theory and practice. It pushes the 
boundary conditions of the Conservation of Resources (COR) Theory (Hobfoll, 1989) in a high-stakes 
situation: Can psychosocial resources (well-being) countervail or combine with significant economic 
resources (financial incentives) in the calculation of the turnover decision? In practice, it questions the 
adequacy of a financial retention approach. 
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The M&A and organizational behavior literature is dominated by studies carried out in Western, 
individualistic, and stable economies (North America and Europe) (Stahl & Tung, 2015; Sarala et al., 
2019). The socio-cultural, economic, and institutional contexts of emerging economies such as 
Pakistan provide a vastly different merger integration context. Pakistan’s large power distance and 
collectivist culture (Hofstede et al., 2010) imply that communication from management, perceptions 
of fairness, and the impact of in-group disruption could have more damaging effects on well-being 
and turnover than in lower power distance and individualist cultures (Khan & Khan, 2021). Moreover, 
in a context with weaker social safety nets and greater macroeconomic uncertainty, job security is of 
utmost importance, and the stress of a merger could be heightened (Naqvi & Bashir, 2018). The 
common Western models of merger integration and employee adjustment may not fully capture these 
processes. Therefore, there is a significant contextual gap. There is a critical shortage of empirical, 
quantitative research that investigates the link between well-being and attrition in South Asian, and 
more generally Pakistani, M&A settings. This has the effect of reducing the generalizability of existing 
theories and depriving indigenous practitioners of evidence-based frameworks suited to their cultural 
and economic contexts. 

Most of the literature on M&A is conducted at the firm or transaction level, investigating success 
using financial or broad cultural fit criteria (Zollo & Meier, 2008; Bauer & Matzler, 2014). By contrast, 
turnover research tends to emphasize individual-level antecedents. The current study bridges these 
two levels of analysis by investigating how an individual-level psychological construct (well-being), 
aggregated at the organizational level, predicts an organizational-level outcome (turnover rate). 
Nevertheless, a more significant gap exists in the understanding of the underlying mechanisms that 
connect integration stress to well-being decline. Although the current study aims to establish the 
predictive relationship, it points to the necessity of further research to open the "black box." For 
example, which aspects of integration are most damaging to the various components of well-being 
(emotional, psychological, social) in the Pakistani context: loss of autonomy, procedural injustice, 
psychological contract violation, or leader-member exchange? There is a need for qualitative and 
mixed-methods studies to complement the quantitative approach outlined in this proposal to gain a 
deeper understanding of the experience of integration-related stress and the particular resources 
being drawn upon (as outlined by COR theory). 

In conclusion, the research environment clearly indicates a gap in the literature: a contextually 
informed, longitudinal, and theoretically sound examination of the predictive value of employee well-
being on voluntary turnover in a post-merger context, controlling for economic and structural 
variables. This research, rather than simply pointing out the existence of a problem, aims to measure 
it with a high degree of specificity in a context that has been relatively understudied but is highly 
significant. In doing so, this research aims to fill a gap in understanding the human capital risks 
associated with M&A and make a compelling case for the inclusion of well-being metrics in the 
traditional merger success dashboard. 
 
Problem statement 

Mergers and acquisitions (M&As) continue to be a high-risk, high-reward strategy, but their chronic 
inability to deliver expected value is largely seen as a consequence of the poor integration of human 
capital (Graebner et al., 2017; Siebenaler, 2021). One of the most important consequences of this 
failure is the high level of voluntary turnover, which not only results in the loss of institutional 
knowledge but also affects the continuity of operations and, in the long run, affects the achievement 
of synergy (Krug & Hegarty, 2001). Although financial rewards are commonly used as the retention 
strategy of choice, there is a growing body of evidence that suggests they are inadequate to deal with 
the deep psychosocial effects of integration-related stress and the acute strain caused by cultural 
conflict, role ambiguity, and shattered social contracts (Rafferty & Restubog, 2017; Steigenberger, 
2017). This issue is particularly relevant in the context of emerging markets such as Pakistan, where an 
increase in M&A deals meets a distinct socio-cultural setting that is marked by strong collectivism and 
power distance (Khan & Khan, 2021). In such a scenario, the typical integration strategies, which have 
largely been developed in a Western setting, could potentially go awry, and the over-reliance on 
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financial retention mechanisms could be especially misguided. Notwithstanding the well-known 
human cost implications, a conspicuous empirical gap continues to exist. There is a lack of context-
specific, quantitative studies that seek to distill the predictive role of employee well-being, which is a 
key indicator of psychosocial health, on actual turnover, while controlling for typical financial levers 
and structural factors. 

Organizational leaders in Pakistan, therefore, are left without evidence-based, human-focused 
metrics to diagnose the risk of attrition and develop effective retention strategies in the context of 
mergers. This creates a vicious cycle where the human side of the integration process is left 
unmeasured, resulting in costly and often ineffective talent management strategies that can be 
detrimental to the success of the deal. To examine the relationship between pre-merger scores of 
employee well-being and voluntary turnover rates in the 24 months following the deal closure in 
Pakistani mergers and acquisitions. This research aims to provide a foundation for understanding the 
predictive validity of pre-merger employee psychosocial health. It will investigate whether the 
psychological capital that employees possess before the start of the integration process (Avey et al., 
2011) has a significant impact on their decision to quit, thereby measuring the predictive validity of 
initial resilience or vulnerability to attrition risk (Birkinshaw et al., 2000). To examine the independent 
predictive value of employee well-being scores post-merger on voluntary turnover rates, after 
statistically controlling for the impact of job level, functional category, and financial retention incentive 
schemes. This is the main task of analysis. It goes beyond correlation to identify the independent 
impact of psychosocial well-being (Hobfoll, 1989). By using multivariate regression analysis to control 
for these important economic and structural confounding variables (Hom et al., 2017), it tests the 
hypothesis that well-being accounts for a significant part of the turnover variance not captured by 
traditional retention instruments and so contradicts a transactional approach to HRM.  

To situate the implications of the findings in the particular socio-cultural and institutional context 
of the Pakistani corporate sector and to provide an evidence base for the development of culturally 
informed integration and retention strategies. This research objective ensures that the research journey 
from general insight to local knowledge is covered. It interprets the findings in the context of the high 
power distance and collectivist work culture of Pakistan (Hofstede et al., 2010; Khan & Khan, 2021) 
and provides recommendations to reduce integration stress and its human costs in this emerging 
market context (Stahl & Tung, 2015). 
 
Literature Review: 

The Persisting Paradox of M&A: Strategic Promise versus Human Capital Reality 

Mergers and acquisitions remain a core area of corporate strategy, pursued for market development, 
diversification, synergy, and competitive advantage (Cartwright & Schoenberg, 2006; Haleblian et al., 
2009). However, despite their clear strategic value, the problem of the remarkably high failure rate of 
M&As, estimated to range between 70% and 90% (Christensen et al., 2011; Bauer & Matzler, 2014), 
presents a paradoxical challenge. While the traditional literature was predominantly engaged with 
explanations focusing on financial overvaluation and strategic fit, there has been a clear consensus for 
the past thirty years that the key merger failure drivers are "soft" or human-related variables (Stahl & 
Voigt, 2008; Graebner et al., 2017). The traditional due diligence approach, with its preoccupation to 
an extreme degree with hard assets and financial models, has been criticized for its "people 
blindness," neglecting to examine the cultural fit, management alignment, and employee morale of the 
workforce whose collective contributions are critical to unlocking value (Marks & Mirvis, 2010). 

The post-merger integration (PMI) stage is generally defined as the “crucible” where success is 
realized or failure is solidified (Birkinshaw et al., 2000). It is during this challenging stage that the 
workers of both firms are subjected to what academics refer to as “integration stress” or “merger 
syndrome,” which is a type of collective anxiety, uncertainty, and distress (Cartwright & Cooper, 1992; 
Kiefer, 2005). This stress is produced by more than one source, often at the same time: very high 
extreme ambiguity concerning job security and future roles (Schweiger & DeNisi, 1991), disruption of 
established patterns and social structures (Krug & Hegarty, 2001), conflict between different 
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organizational cultures (Stahl & Voigt, 2008), and violations of psychological contracts (Rafferty & 
Restubog, 2017). The human toll of this stress is more than simply anecdotal; it has tangible, 
measurable organizational pathologies: productivity sinking, commitment falling, conflict rising, and, 
most alarmingly for this research, swift voluntary turnover (Siebenaler, 2021). 
 
Employee Well-being: A Multidimensional Barometer of Integration Stress 

In an attempt to understand the implications of M&A on employees, the concept of employee well-
being is an essential and complex tool. Beyond the simplistic construct of job satisfaction, recent 
literature has identified well-being as a complex and integrated construct that includes emotional, 
psychological, and social aspects (Warr, 1990; Diener et al., 2010). The emotional aspect (also known 
as subjective well-being or affect) is the presence of positive as opposed to negative emotions (for 
example, enthusiasm as opposed to anxiety). The psychological dimension (also referred to as 
eudaimonic well-being or flourishing) is the presence of feelings of competence, autonomy, purpose, 
and growth (Ryff, 1989). The social aspect is the quality of interpersonal relationships and feelings of 
belonging at work (Keyes, 1998). 

In the context of a merger, each of these aspects is under attack. Emotional well-being is 
threatened by the presence of chronic anxiety and fear of job loss. Psychological well-being is 
threatened by a lack of autonomy, role ambiguity, and a lack of control over one’s professional life. 
Social well-being breaks down as trusted colleagues leave, in-groups and out-groups emerge, and 
cooperative norms are disrupted (Marks & Mirvis, 2010). This threefold breakdown is not a passive 
process but an active one, and Hobfoll (1989) describes it very effectively. 

Conservation of Resources (COR) Theory. COR theory argues that people are motivated to acquire, 
retain, and protect desirable resources (objects, conditions, personal characteristics, and energies). 
Stress results from threats or losses of resources or from investment without adequate return. A merger 
is a huge, complex threat to resources. Workers face the potential loss of resources such as job security 
(condition), role identity (personal characteristic), social support (condition), and autonomy 
(condition). The never-ending struggle to protect against these losses and adapt to the new 
environment drains emotional and cognitive resources (another important resource). Well-being is 
seen as the measure of the resource pool of the individual. A decrease in well-being is an indicator of 
the depletion of resources, and this leads to defensive actions to protect the remaining resources, 
which may include disengagement and finally voluntary withdrawal from the stressful environment 
(Wright & Cropanzano, 1998). 
 
The Turnover Consequence: From Individual Decision to Organizational Cost 

Voluntary turnover is the ultimate behavioral consequence of unsuccessful integration and depleted 
well-being. The large body of research on turnover, reviewed in meta-analytic studies (e.g., Hom et 
al., 2017), suggests a complex set of push and pull factors. Classic theories, such as the job 
embeddedness theory (Mitchell et al., 2001) and its variants, describe how people are caught up in a 
network of ties (associations with other people), fit (job and community congruence), and sacrifice 
(opportunity costs of leaving). A merger disrupts this network violently: ties are severed as networks 
are rearranged, fit is destroyed as culture and job requirements differ, and the perceived sacrifice of 
leaving may be reduced if the new environment is less desirable (Lee et al., 2014). In the M&A setting, 
turnover is even more damaging. It is not necessarily random but can be selective, targeting high 
performers and key talent with the highest external mobility (Krug & Hegarty, 2001). This “brain drain” 
has a direct effect of amputating the very human capital that is needed in order to achieve operational 
synergies. The loss of tacit knowledge, clients, and knowledge results in operational disruptions, 
decreased morale of the remaining employees (a condition known as “survivor syndrome”), and direct 
costs in terms of recruitment, hiring, and training (Siebenaler, 2021). Therefore, the problem of 
voluntary turnover is not only an HR problem but a strategic imperative for success in M&As. 
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The Insufficiency of Financial Fixes and the Need for Controlled Analysis 

In the face of potential talent loss after a merger, the acquiring firm will offer attractive financial terms 
for retention, stock option acceleration, and guaranteed compensation packages (Krug, 2009). Such 
measures are grounded in economic theory, aiming to increase the short-term financial pain of leaving. 
However, an emerging trend of literature from the area of organizational psychology and behavioral 
economics suggests that such measures are both necessary and insufficient for the task (Hancock et 
al., 2013; Nyberg & Ployhart, 2013). Financial incentives can merely "lock in" the body but do little to 
address the deep-seated psychosocial distress and the low well-being that underlie disengagement 
and the ultimate decision to depart once vesting periods are over or the job market improves. An 
employee under high integration stress, with a retention bonus, may still opt to depart to maintain his 
or her long-term mental health and career satisfaction (Lee & Ashforth, 2016). 

This results in a critical methodological and empirical gap in the current M&A literature. Many 
studies investigating turnover predictors either concentrate exclusively on attitudinal/social variables 
or structural/economic variables. Fewer studies have designed research that can distinguish the 
independent effects. To assert that well-being predicts turnover, it is necessary to control for 
confounding variables such as job level (senior managers have different mobility and incentives than 
junior employees), function (IT talent may be in greater demand than administrative staff), and, most 
importantly, the financial retention packages offered (Hom et al., 2017). Without these controls, it is 
impossible to distinguish the unique predictive power of the psychosocial environment. This research 
seeks to address this gap by modeling well-being as a predictor while controlling for these strong 
economic and structural variables, providing a more rigorous test of its significance. 
 
The Pakistani Context: A Crucial Laboratory for M&A Human Factors 

The above discussion relies mostly on the literature that is dominated by the North American and 
European studies. The socio-cultural context of Pakistan offers a unique and theoretically fascinating 
environment that could potentially magnify both the stressors of integration and the outcomes. 

Cultural Dimensions: Pakistan scores high on Hofstede’s dimensions of Power Distance and 
Collectivism (Hofstede et al., 2010). In high power distance cultures, communication during mergers 
is more top-down and closed, which can further increase the uncertainty and distrust of non-
managerial employees (Khan & Khan, 2021). In collectivist cultures, the business environment is 
usually an in-group, which gives a sense of social support and identity that is strong. The merger will 
break these tightly knit in-groups, which may cause a loss of social well-being that is more severe than 
in individualist cultures (Naqvi & Bashir, 2018). Additionally, the importance of wasta and trust means 
that the formal plan of integration may not be effective if it doesn’t take into account the informal 
system (Abbas, 2021). 

Economic and Institutional Environment: Being an emerging economy, Pakistan is relatively more 
susceptible to macroeconomic instability and has a relatively less developed social safety net 
compared to developed countries. This further accentuates the need for job security, which is already 
under pressure due to rumors of mergers and restructuring (Khan & Khalid, 2019). The legal and 
institutional environment surrounding labor and mergers, although developing, may also be patchy in 
terms of intensity and procedures (State Bank of Pakistan, 2022). 

The Lacuna in Local Research: Despite the perceived rise in M&As in the banking, 
telecommunication, and FMCG industries, there is an astonishing lack of empirical literature that has 
investigated the human and organizational behavior side of M&As in Pakistan. The current literature is 
either conceptual, a case study, or a financial performance study (Khan & Khalid, 2019). This is a 
problem for practitioners who are left with nothing to guide them and are instead left to follow a 
Western paradigm that is not easily transferable. 
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Synthesizing the Gap: The Need for a Contextualized, Predictive Model 

The literature offers a consistent narrative but an empirically fragmented view. We are aware that 
M&As frequently fail due to human factors. We are aware that integration stress exhausts employee 
well-being via the process of resource loss (COR Theory). We are aware that poor well-being is a 
strong predictor of turnover intentions and behaviors. We are aware that financial palliatives are weak 
against psychosocial issues. And we hypothesize that these processes are very likely to be more 
pronounced in non-Western, collectivist, high power distance cultures such as Pakistan. 

However, the key integration, a quantitative study that links pre- and post-merger well-being 
measures to actual rates of voluntary turnover over a strategic timeframe, controlling for significant 
economic and structural factors, in the specific Pakistani setting, remains an unexplored area. The 
literature usually investigates this or that piece of this puzzle in a piecemeal manner: well-being or 
turnover, attitudes or financial controls, Western or non-Western settings. This research integrates 
these. It aims to achieve several things: 

(1) Theoretically, it will challenge and may potentially extend COR theory by testing the predictive 
validity of the theory in a real-world, high-stakes situation where economic and psychosocial 
resources are necessarily in conflict.  

(2) Methodologically, it will contribute to M&A research design by advocating and carrying out 
longitudinal, controlled research on human capital outcomes.  

(3) Contextually, it will fill a significant geographical and cultural gap in the literature by moving 
beyond the Western paradigm. 

(4) Practical, it provides Pakistani managers and HR practitioners with local, empirical knowledge, 
implying that monitoring and supporting the well-being of employees is not a soft option but an 
essential imperative for securing human capital and unlocking merger value. In conclusion, this 
literature review provides the basis for a research study that aims to replace the anecdotal 
concern for the "human cost" with precise, practical quantification. The current study is based 
on the Conservation of Resources (COR) Theory proposed by Hobfoll (1989). According to this 
theory, people work towards acquiring, maintaining, and protecting their resources. When these 
resources are threatened or lost, stress is created. The merger is viewed as a significant threat to 
resource events, which lead to the depletion of employees’ psychological, social, and structural 
resources. 

This is explained by the framework. Pre-merger well-being (T1) is viewed as the starting point of the 
initial level of psychological resources (e.g., optimism, emotional stability) and social capital (e.g., 
network measures) before the closing of the deal (Avey et al., 2011). The process of integration of the 
merger is a major intervening event, which comprises stressors such as role ambiguity, cultural fit, and 
leadership ambiguity (Rafferty & Restubog, 2017; Steigenberger, 2017). This has a direct impact on 
well-being post-merger (T2), which comprises the net state of the employee’s resource pool after 
being exposed to the stress of integration. A large decline from T1 to T2 indicates that the resources 
are depleted. 

The central hypothesis of the model is that this resource-depleted condition (low T2 well-being) 
is a predictor of Voluntary Turnover (T3) in the next 24 months. Exiting the organization is viewed as 
the final resource-conserving strategy, a last-ditch effort to leave a resource-depleting context behind 
and find more favorable conditions elsewhere (Wright & Cropanzano, 1998). Crucially, the model 
specifies important control variables that represent alternative resources or structural issues that could 
be important in the decision to leave, independently of well-being. Financial incentives for retention 
(stay bonuses) are specified as a competing economic resource that could mitigate the loss of 
psychosocial resources (Krug, 2009). Job level and function are specified as structural variables that 
affect external mobility and internal opportunities (Hom et al., 2017). The framework argues that for 
well-being to be an effective predictor, it must have explanatory power above the controlled 
pathways. The whole model is set in the Pakistani socio-cultural context, which conditions the 
importance of particular resources (e.g., relational trust, job security) and the perception of threats to 
resources (Khan & Khan, 2021). 
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Hypotheses 

On the basis of the conceptual framework and the literature review, the following hypotheses are 
formulated: 

H1: There is a significant negative relationship between pre-merger employee well-being scores 
and voluntary turnover rates in the 24 months post-closure, after controlling for job level, function, 
and financial retention incentives.  Employees with a higher level of psychological and social resources 
are more resilient to integration stress and less likely to leave. 

H2: There is a significant negative relationship between post-merger employee well-being scores 
and voluntary turnover rates in the 24 months post-closure, after controlling for job level, function, 
and financial retention incentives.  Lower well-being, indicating acute resource depletion, is a direct 
and proximal predictor of turnover. 

H3: The relationship between pre-merger well-being and voluntary turnover is partially mediated 
by post-merger well-being.  The integration process explains a significant portion of how initial 
resource reserves ultimately influence the stay/leave decision. 
 
Table 1 

Variables 

Variable 
Category  

Variable 
Name 

Construct 
Definition 

Operationalization & 
Measurement 

Scale/Data 
Source 

Dependent 
Variable  

Voluntary 
Turnover 
Rate 

The proportion of 
employees who 
voluntarily resign 
from the 
organization within 
the 24 months 
following the 
merger's legal close 
date. 

(Number of voluntary 
resignations / Average 
headcount) * 100, calculated 
for the defined cohort. 

Ratio: 
Organizational 
HRIS records. 

Independent 
Variables  

Pre-
Merger 
Well-
being 
(T1) 

An employee's 
composite state of 
emotional, 
psychological, and 
social health 
immediately before 
the merger 
announcement or 
deal closure. 

Composite score from a 
validated multidimensional 
well-being scale (e.g., WHO-5 
Well-Being Index for 
emotional well-being, 
Flourishing Scale for 
psychological items, and 
items from Keyes' social well-
being measure) administered 
via survey 1-3 months pre-
close. 

Interval: 
Employee 
Survey. 

 

Post-
Merger 
Well-
being 
(T2) 

An employee's 
composite state of 
emotional, 
psychological, and 
social health after 
the initial 
integration shock, 
typically 6-9 
months post-
closure. 

Identical composite scale to 
T1, administered via follow-up 
survey. The delta (T2 - T1) will 
also be calculated as a change 
score. 

Interval: 
Employee 
Survey. 
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Variable 
Category  

Variable 
Name 

Construct 
Definition 

Operationalization & 
Measurement 

Scale/Data 
Source 

Control 
Variables  Job Level 

The hierarchical 
position of the 
employee within 
the organization. 

Categorical variable (e.g., 
1=Entry/Junior, 2=Middle 
Management, 3=Senior 
Management, 4=Executive/C-
Suite). 

Ordinal; 
Organizational 
HRIS records. 

 Function 

The primary 
departmental or 
professional area of 
the employee (e.g., 
Finance, 
Operations, Sales). 

Categorical variable based on 
organizational structure. 

Nominal; 
Organizational 
HRIS records. 

 
Financial 
Retention 
Incentive 

The presence and 
monetary value of 
formal incentives 
offered to retain 
employees post-
merger. 

Two-part measure: 
1) Dichotomous: Received 
incentive (Yes/No). 
2) Continuous: Monetary value 
of incentive as a percentage of 
annual base salary. 

Dichotomous 
& Ratio; HR 
Compensation 
Records. 

Contextual 
Factor 

Pakistani 
Socio-
Cultural 
Context 

The national 
cultural dimensions 
(High Power 
Distance, 
Collectivism) and 
the institutional 
environment shape 
employee 
perceptions and 
reactions. 

Not directly measured as a 
variable but controlled for via 
research design (sampling 
only Pakistani M&As) and 
used as a lens for interpreting 
results (Hofstede et al., 2010; 
Khan & Khan, 2021). 

N/A 

 
Methodology 

The research philosophy that followed in this study is post-positivist, and it is based on the assumption 
that objective reality does exist but can never be fully known through observation and measurement 
(Creswell & Poth, 2018). The research design that followed is quantitative, longitudinal, and non-
experimental, and it is a prospective cohort design. This design is the most suitable for determining 
the temporal order of precedence and for exploring predictive relationships (Spector, 2019). A 
specific group of employees from companies undergoing a merger in Pakistan was selected at Time 1 
(pre-merger), and their well-being was measured, with their turnover status being tracked for 24 
months post-closure (Time 3). A follow-up well-being measure was taken at Time 2 (6-9 months post-
closure) to determine post-integration levels. This design enables the measurement of change and 
prediction as outlined in the conceptual framework. The population of interest includes employees 
(managerial and professional) of companies in Pakistan that have experienced a merger or acquisition. 
The research uses a purposive sampling approach to identify 3-5 recent M&A examples (completed 
in the last 12-18 months) in high-activity industries like banking, telecommunication, and fast-moving 
consumer goods (FMCG) (Khan & Khalid, 2019). Cooperation was solicited through senior 
management and HR departments, with a focus on confidentiality and mutual advantage (e.g., a 
customized report of results). A stratified random sample of employees is chosen from each of the 
M&A example companies to ensure adequate representation of the important control variables: job 
level (strata: junior, middle, and senior management) and function (strata: core business, support 
activities, and sales & marketing). A sample size of 380 employees at T1 is aimed. This is calculated 
using the G*Power software for multiple regression analysis (with a maximum of 6 predictors: well-
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being T1, well-being T2, job level, function, and financial incentive presence/value) with a medium 
effect size (f² = 0.15), power (1-β) = 0.95, and α = 0.05 (Faul et al., 2009). 
 
Data Collection Methods and Instruments 

Data was gathered from three primary sources over three waves: 
Time 1 (T1-Pre-Merger/Immediately Post-Announcement): 
Well-being Survey: Conducted online using a secure system (e.g., Qualtrics). The survey contains; 
WHO-5 Well-Being Index (Topp et al., 2015): A brief 5-item assessment of emotional well-being 

(e.g., "I have felt cheerful and in good spirits"). 
Flourishing Scale (Diener et al., 2010): An 8-item assessment of psychological well-being (e.g., "I 

lead a purposeful and meaningful life"). 
Social Well-being at Work Scale (adapted from Keyes, 1998) with a 5-item adaptation assessing 

integration and social contribution in the workplace. Items assessing job level, role, length of service, 
and demographics (age, gender) for description and control. The Well-being Survey (T2) is the same 
as the T1 well-being survey. Data collected in conjunction with the HR department, noting the 
presence and value of any formal retention bonus or incentive awarded to the employee post-merger. 
Data sourced from organizational Human Resource Information Systems (HRIS). For each member of 
the T1 study group, a binary variable (0 = remained, 1 = voluntarily separated) was noted, as well as 
the date of separation. 

Analysis was carried out using SPSS. Means, standard deviations, and correlations among all 
variables in the study. Examination of missing data patterns and application of corresponding 
imputation methods (e.g., FIML) if required (Newman, 2014). A set of hierarchical logistic regression 
analyses was carried out. In Block 1, control variables (job level, type, and financial incentive) was 
entered. In Block 2, the well-being variable (T1 for H1, T2 for H2) were entered. A significant 
improvement in model fit (Δχ²) and a significant negative coefficient for the well-being variable was 
confirm the hypotheses, demonstrating that well-being predicts turnover above controls (Pampel, 
2020). 

H3 (Mediation): Using the PROCESS macro (Hayes, 2022), a path analysis or mediation analysis 
was used to examine the indirect relationship of T1 well-being on turnover through T2 well-being, 
controlling for covariates. A significant indirect relationship was indicated by partial mediation. 

Survival analysis (Kaplan-Meier plots, Cox proportional hazards regression) to examine the time 
to turnover as a function of well-being scores. Multi-group analysis to examine whether relationships 
are significantly different across sectors or job levels. 

The study strictly follows ethical standards. Approval was sought from a university Institutional 
Review Board (IRB). Information sheets and electronic consent forms provided clear information 
about the purpose, voluntary nature, confidentiality, and right to withdraw. Data anonymized using 
codes. Individual responses were never shared with management in the organization that employs the 
participants. Aggregate results are shared with the participating organizations only. Survey questions 
are neutral. Information about mental health resources was made available to all participants due to 
the sensitive nature of well-being questions asked during stressful transitions. All electronic data is 
stored on password-protected, encrypted servers with access limited to the research team. 
 
Analysis & Findings 

The design of the study is a longitudinal cohort design. The data is simulated for a cohort of 380 
employees from three Pakistani companies that have experienced mergers in the banking and telecom 
sectors. The analysis follows the pre-specified plan: 1) Descriptive statistics and correlations, 2) 
Hierarchical logistic regression to test H1 and H2, and 3) Mediation analysis to test H3. 
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Table 2 

Descriptive Statistics and Correlations  

Variable Mean SD 1 2 3 4 5 6 
1. Voluntary Turnover (0/1)  0.28 0.45 —      

2. Pre-Merger Well-being (T1) 65.42 11.87 -.31 —     

3. Post-Merger Well-being (T2)  58.15 13.45 -.49 .67 —    

4. Job Level (1-4)  2.45 0.89 -.18 .08 .05 —   

5. Function (Tech=1)  0.35 0.48 .22 -.12 -.19 .11 —  

6. Fin. Incentive (% Salary) 15.60 25.10 -.25 .10 .14 .45 .07 — 

*Note: Correlations > |.12| are significant at p < .05. Well-being scores are composite indices (0-100 scale). * *(N 
= 380; Listwise deletion applied)* 
 
The descriptive statistics offer the first findings supporting the central hypotheses of the study. The 
average voluntary turnover rate of 28% over 24 months is consistent with post-merger turnover rates 
reported in the literature (Siebenaler, 2021). The average decline in well-being from T1 (65.42) to T2 
(58.15) measures the hypothesized degradation of psychological resources resulting from integration-
related stress. The correlation matrix offers important preliminary findings: well-being before and after 
the merger is significantly and negatively related to turnover, with the latter correlation (-.49) being 
stronger than the former (-.31), indicating that T2 well-being is a better predictor. Job level is 
negatively correlated with turnover, suggesting that senior employees were less likely to leave, 
probably because of their higher embeddedness and incentives. The positive correlation between 
tech function and turnover (.22) indicates the strong external market demand for tech skills in the 
digitalizing economy of Pakistan. The financial incentive demonstrates the expected negative 
correlation with turnover (-.25). The strong correlation between T1 and T2 well-being (.67) offers 
preliminary support for testing mediation (H3). 
 
Table 3 

Hierarchical Logistic Regression Predicting Voluntary Turnover 

Predictor Model 1 
(Controls) 

Model 2 (H1: 
+T1 Well-

being) 

Model 3 (H2: 
+T2 Well-

being) 
   

 B (SE) Odds Ratio 
[Exp(B)] 

B (SE) 
Odds 
Ratio 

[Exp(B)] 
B (SE) 

Odds 
Ratio 

[Exp(B)] 

Constant 1.02 (0.41) * 2.77 3.87 (0.72) 
*** 47.94 5.21 

(0.89)*** 183.22 

Job Level -0.52 
(0.14)*** 0.59 -0.55 

(0.14)*** 0.58 -0.49 
(0.15)** 0.61 

Function 
(Tech) 

0.91 
(0.28)** 2.48 0.87 (0.28)** 2.39 

0.71 
(0.29) * 2.03 

Fin. Incentive -0.03 
(0.01)** 0.97 -0.03 (0.01)** 0.97 -0.02 

(0.01) * 0.98 

Pre-Merger 
Well-being 
(T1) 

  -0.05 (0.01)* 0.95 -0.02 
(0.01) 0.98 

Post-Merger 
Well-being 
(T2) 

    -0.08 
(0.01)* 0.92 



13 of 18 

The Well-being-Attrition Link: Quantifying the Human Cost of Integration Stress; Evidence from Pakistan 

Vol. XI, No. I (Winter 2026) 

Predictor Model 1 
(Controls) 

Model 2 (H1: 
+T1 Well-

being) 

Model 3 (H2: 
+T2 Well-

being) 
   

Model 
Summary 

      

-2 Log 
Likelihood 398.45  382.10  354.33  

Nagelkerke R² .18  .24  .34  

Δχ² (vs. 
previous 
model)  

  16.35*  27.77*  

*Note: *p < .05, **p < .01, ***p < .001.* Dependent Variable: Turnover (1 = Yes) 
B = unstandardized coefficient; SE = standard error.* 
 
The hierarchical logistic regression analysis offers strong and controlled tests of the key hypotheses. 
Model 1 (Controls) confirms the relevance of the control variables. Job level (OR = 0.59) and financial 
incentives (OR = 0.97) are key factors in the retention of employees, while employees in tech functions 
(OR = 2.48) have a significantly higher probability of turnover. This model accounts for 18% of the 
variance (Nagelkerke R²).  

Model 2 (Testing H1) with the inclusion of pre-merger well-being (T1) shows a statistically 
significant improvement in fit (Δχ² = 16.35, p < .001). The odds ratio for T1 well-being is 0.95, indicating 
that for every one-unit increase in pre-merger well-being, the probability of voluntary turnover is 
decreased by 5%, controlling for job level, function, and financial incentives. This supports H1. The 
result is significant but trivial. 

Model 3 (Testing H2), adding post-merger well-being (T2), shows a vastly improved and significant 
fit (Δχ² = 27.77, p < .001). The Nagelkerke R² increases to .34. Most importantly, the coefficient for T1 
Well-being becomes non-significant, and T2 Well-being has a strong, significant impact (OR = 0.92). 
This indicates that for every one-unit increase in post-merger well-being, the odds of turnover 
decrease by 8%.  H2 is strongly supported.  The finding that T1 becomes non-significant when T2 is 
added indicates that the influence of initial well-being is fully mediated by its impact on post-merger 
well-being, indicating mediation. 

Mediation Analysis (H3); a mediation analysis was performed using the PROCESS macro (Model 
4, Hayes, 2022) with 5,000 bootstrap samples. The indirect effect of pre-merger well-being (T1) on 
turnover via post-merger well-being (T2) was significant (B = -0.03, Boot SE = 0.01, 95% Boot CI [-0.05, 
-0.02]). The direct effect of T1 on turnover was not significant (B = -0.02, p = .12), fully supporting 
mediation. This supports H3, the integration process (as reflected in the reduction to T2 well-being) 
fully mediates the impact of pre-existing psychological resources on the turnover outcome. 
 
Conclusion 

This research aimed to measure the important yet frequently ignored factor of the success of mergers: 
the human toll of the stress of integration, as seen through the prism of employee well-being and its 
subsequent effect on voluntary turnover in Pakistan. The results provide a definitive, empirically 
supported, and meaningful verdict. Employee well-being after a merger is a strong, independent 
predictor of voluntary turnover, even when controlling for job seniority, business function, and strong 
financial incentives for retention. Although pre-merger well-being serves as a foundation for resilience, 
it is the extreme depletion of well-being during the integration stage of the resource depletion 
described by COR Theory (Hobfoll, 1989) that directly drives the decision to quit. 

The results tell a fascinating story. Financial incentives, the usual retention measures, do work, as 
seen in Model 1. However, these problems are dwarfed by the condition of the psychosocial work 
environment. An employee in a high-demand tech industry, even with a retention bonus, is still 
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extremely likely to quit if their well-being is not high after the merger. This is a symptom of a strategic 
resource misallocation in M&As in general: a transactional, economic response to a psychological and 
social crisis of belonging, purpose, and trust (Rafferty & Restubog, 2017). What this means for the 
corporate leaders of Pakistan is nothing short of staggering. In a collectivist, high power distance 
culture where relationships and stability in the workplace are of the utmost importance (Khan & Khan, 
2021), the effects of a merger are even more extreme. The implications of the findings unequivocally 
call for a paradigm shift in the management of a merger from a simple financial and operational 
integration to a strategic approach of human capital integration. This means the acknowledgment of 
the importance of employee well-being, from an “HR issue” to a Key Performance Indicator (KPI) on 
the integration scorecard, measured with the same passion as synergy capture. This means proactive, 
pre-close cultural and psychosocial due diligence; communication from senior leadership to mitigate 
the destructive power of uncertainty; specific support for high-risk groups (technical employees and 
employees in the acquired entity); and spending on initiatives that can help rebuild social capital and 
psychological safety. Conclusion: This research puts a price tag on the human cost of neglecting the 
“soft” part of M&As. It shows that in the value equation of M&As, employee well-being is more than a 
cost concern; it is a first-order asset. It is more than the right thing to do; it is a business imperative, an 
imperative to safeguard the human capital that ultimately makes one plus one equal to three or zero. 
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