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Abstract

Mergers and acquisitions (M&A) continue to reshape global business landscapes, placing extraordinary
pressure on Human Resource Information Systems (HRIS) to deliver seamless integration, compliance,
and workforce visibility. This paper explores the critical role of HR technology in navigating
organizational growth during M&A and large-scale expansion. Drawing on practical lessons from
implementations at Summit Behavioral Healthcare and BeiGene Ltd., the study presents a structured
framework for harmonizing data, processes, and culture through systems such as Workday. It highlights
governance models, integration strategies, and change-management methods that sustain workforce
continuity across diverse entities. Findings demonstrate that a standardized HRIS strategy reduces
onboarding friction by 40 percent, accelerates payroll consolidation by 35 percent, and improves post-
merger retention through analytics-driven alignment. Ultimately, the paper asserts that scalable HR
technology is not just a post-integration tool but a strategic enabler of organizational resilience, agility,
and cultural unification in the M&A era.

Keywords: HRIS Integration, Workday, Mergers and Acquisitions, Digital Transformation,
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1. Introduction

1.1 Background

The global pace of mergers, acquisitions, and market expansions has reached unprecedented velocity.
According to PwC’s 2024 M&A Outlook Report [1], more than 53 percent of executives cite post-deal
integration as the most complex phase of any transaction. Amid this turbulence, HR technology has
evolved from a supporting function to a strategic pillar in achieving integration success.

An organization’s ability to unify people, data, and processes determines whether it can realize projected
synergies. Yet, research from Deloitte [2] reveals that 62 percent of M&A failures are rooted in cultural or
human-capital misalignment. HR Information Systems (HRIS) such as Workday play a pivotal role by
centralizing employee data, enabling consistent policies, and ensuring compliance across merged entities.
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1.2 The HR Technology Mandate in M&A

Historically, HR systems were viewed as administrative repositories, focused mainly on payroll and
record-keeping. The modern HRIS landscape has transformed dramatically, offering advanced analytics,
automated workflows, and Al-enabled decision support. In M&A contexts, these capabilities translate into
three core functions:

1. Integration of Data and Processes: Consolidating multiple HR platforms (SAP, Oracle, local
systems) into a unified Workday instance ensures data integrity and reduces duplication.

2. Governance and Compliance: Centralized control enables consistent application of policies
across geographies, supporting SOX, HIPAA, GDPR, and local labor laws.

3. Cultural Alignment and Change Enablement: HR technology provides transparency in
organization structures, career frameworks, and communication channels—crucial for building
trust post-merger.

Figure 1.1 illustrates the strategic intersection of HR technology and M&A outcomes.

Fig. 1.1. HRIS as a central integration hub connecting Finance, Compliance, and Employee Experience
domains during M&A transitions.
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1.3 Problem Statement

While most organizations recognize the importance of HRIS in M&A integration, few have formal
strategies for managing it. Uncoordinated system consolidations often lead to data redundancy, payroll
errors, and regulatory breaches. At BeiGene and Summit BHC, rapid growth between 2020 and 2024
exposed limitations in legacy HR tools. Disparate payroll systems and manual data entry increased
reporting inaccuracies by 27 percent, while duplicate employee records across systems delayed financial
reconciliation.

The lack of a scalable HR technology strategy during these growth phases meant that workforce
integration was treated as a reactive task rather than a strategic initiative. This paper addresses how to
design a proactive HR technology framework for future mergers and expansions.
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1.4 Objectives of the Study
This paper aims to:
o Present a structured HR technology strategy for navigating M&A and expansion phases.
e Provide a case-based analysis of Workday integration projects at Summit BHC and BeiGene.
o Identify best practices in data migration, governance, and change management that drive
scalability.
e Quantify the impact of integrated HRIS on post-merger efficiency and employee engagement.

1.5 Research Methodology

The research adopts a qualitative case-study approach, drawing data from implementation records, project
dashboards, and stakeholder interviews conducted between 2021 and 2024. Secondary sources include
industry surveys and peer-reviewed reports from SHRM, Gartner, and Workday Community. The analysis
focuses on three indicators of success: data integrity, compliance stability, and time-to-integration.
Figure 1.2 outlines the methodological framework.

Fig. 1.2. Research Design Framework combining primary case data and secondary industry
benchmarks.
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1.6 Significance of the Study

Few academic or industry studies have explored HR technology integration as a determinant of M&A
success. This paper fills that gap by linking system architecture decisions to human capital outcomes. For
organizations operating in regulated industries such as healthcare and biotech, the findings demonstrate
how proactive HRIS strategy can mitigate compliance risk while accelerating cultural integration.

1.7 Structure of the Paper
e Section 2: Explores core pillars of HR technology strategy in M&A and expansion—Data
Governance, Integration Architecture, and Change Management.
e Section 3: Presents case studies from Summit BHC and BeiGene with figures and tables of
performance metrics.
e Section 4: Provides discussion and implications for HR leaders.
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e Section 5: Offers conclusion and future research recommendations.
2. HR Technology Framework for Organizational Growth
2.1 Overview
During M&A and expansion phases, organizations must harmonize data, systems, and policies while
ensuring minimal disruption to operations. A well-structured HR technology framework must support
scalability, governance, and human-capital agility. Figure 2.1 provides a high-level view of the three
foundational pillars of an effective HRIS growth strategy.

Fig. 2.1. Three Pillars of HR Technology Strategy in M&A and Expansion: Data Governance,
Integration Architecture, and Change Management.

Data Governance

Integration Architecture

Change Management

2.2 Pillar 1: Data Governance and Standardization
Data is the currency of integration. Without standardized definitions—such as “employee type,” “cost

center,” or “location hierarchy”—HR and Finance data diverge, compromising both compliance and
analytics.

1. Master Data Management (MDM):
o Establish a single source of truth in Workday Core HCM.
o Create global data dictionaries and validation rules.
o Implement automated data-quality dashboards.
2. Data Ownership Model:
o Assign stewardship roles (e.g., HRIS Analyst = Responsible; HR Director = Accountable).
o Embed periodic data audits into quarterly governance cycles.
3. Regulatory Alignment:
o Map data attributes to regional compliance frameworks (GDPR, HIPAA).
o Maintain auditable data-retention policies and access logs.

Table 2.1 summarizes common data-governance pain points observed in M&A projects and their
mitigation techniques.
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Table 2.1. Typical Data-Governance Challenges and Recommended Solutions

Challenge Impact Recommended Mitigation

Duplicate employee records||Payroll & tax errors Implement pre-load duplicate check scripts
Conflicting job codes Reporting inconsistencies||Standardize job catalog in Workday Job Profile
Inconsistent location data |[Compliance mis-filing |[Introduce geo-coded location master table

2.3 Pillar 2: Integration Architecture
A scalable integration architecture ensures that payroll, benefits, finance, and analytics systems remain
synchronized across entities.
o Workday as System of Record: Acts as hub for employee master data feeding downstream
systems.
e Middleware Integration: Tools such as Dell Boomi or Workday Studio enable real-time data
exchange.
o Financial Forecast Alignment: Workforce cost data transmitted to OneStream or Adaptive
Planning models supports predictive budgeting.

Fig. 2.2. Hybrid Integration Model linking Workday HCM < Payroll < Finance < Analytics
platforms.
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Key architectural principles:
1. Loose Coupling: Keep interfaces modular to reduce re-work during acquisitions.
2. API-First Design: Favor web-service APIs over flat-file transfers for scalability.
3. Security Layering: Enforce role-based access control and encryption across all integrations.

2.4 Pillar 3: Change Management and Cultural Integration

IJSAT250410089 Volume 16, Issue 4, October - December 2025 5



https://www.ijsat.org/

International Journal on Science and Technology (IJSAT)

— E-ISSN: 2229-7677 e \Website: www.ijsat.org e Email: editor@ijsat.org

Technology integration succeeds only when people adopt it. Change-management strategies during M&A
should address both operational and emotional dimensions.
1. Stakeholder Mapping: Identify executives, managers, and local HR champions early.
2. Communication Framework: Deliver multi-channel updates (email, town halls, Workday
announcements).
3. Training and Enablement: Create role-specific training paths leveraging Workday Learning.
4. Feedback Loops: Use pulse-survey tools such as Peakon to measure adoption sentiment.

Fig. 2.3. Change-Enablement Lifecycle: Awareness — Understanding — Adoption — Sustainment.

Awareness Understanding Adoption < Sustainment

Quantitative metrics—such as user-login frequency, completion of onboarding tasks, and survey
engagement scores—provide empirical evidence of adoption success.

3. Case Studies
3.1 BeiGene: Scaling HRIS in a Global Biotech Expansion

3.1.1 Organizational Context

BeiGene, a biotechnology firm headquartered in Beijing with operations across North America and
Europe, grew from 1,200 to 12,000 employees between 2017 and 2024.

Its legacy HR systems comprised regional instances of SAP and Oracle, with payroll localized by
country.

This created silos, inconsistent headcount data, and delays in compliance reporting.

3.1.2 Implementation Strategy
BeiGene adopted Workday Global HCM and Finance modules in a phased rollout:

e Phase 1: Core HCM and Recruiting across Asia-Pacific.

e Phase 2: Payroll integrations with ADP GlobalView for EU and US.

o Phase 3: Finance integration via Workday Financials and Adaptive Planning.
To standardize workforce data, the HRIS team created a unified Chart of Accounts (COA) mapping
workforce costs to financial GL structures—similar to the methodology described by Mola et al. [3].
The project established data dictionaries and approval hierarchies to maintain compliance across 23
countries.

3.1.3 Results and Metrics

Metric Pre-Implementation||Post-Implementation (Year 2)|Improvement
Headcount Reporting Accuracy||84 % 98 % +14 %
Payroll Cycle Time 9 days 6 days —33%
Compliance Audit Findings 7 1 —86 %
Employee Self-Service Usage |45 % 88 % +95 %
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Figure 3.1 visualizes these gains.
Fig. 3.1. BeiGene Post-Implementation Performance Improvements (Headcount Accuracy, Payroll Cycle
Time, Self-Service Adoption).

Fig 3.1 - Post-Integration Performance Improvements (%)

Improvement Percentage

3.1.4 Key Lessons
o Early COA alignment between HR and Finance prevents downstream payroll issues.
e Global data standards must precede system migration.
o Invest in change champions within each region to build trust and reduce resistance.

3.2 Summit Behavioral Healthcare: Integrating Acquired Facilities

3.2.1 Organizational Context

Summit Behavioral Healthcare (Summit BHC) operates 44 hospitals and outpatient facilities across the
United States. From 2020 to 2024, Summit BHC acquired 17 new facilities, each with distinct payroll
vendors, benefit plans, and HR systems.

The goal was to unify all workforce data under a single Workday instance without disrupting patient-
care operations.

3.2.2 Integration Approach
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The project was executed in four waves over 18 months:
1. Wave 1 — Data Assessment and Mapping:
o Conducted data audits for each acquired facility.
o Established common job-catalog and location structure.
2. Wave 2 — System Migration:
o Migrated 1.6 million historical records into Workday via EIB templates.
o Built API connections to Kronos and Paycom systems for transition facilities.
3. Wave 3 — Governance and Testing:
o Implemented change-control SOPs aligned to the corporate HRIS governance framework
(see Mola [4]).
o Created cross-functional approval committees for payroll and benefit configuration.
4. Wave 4 — Adoption and Optimization:
o Rolled out Workday Assistant for Al-enabled HR support.
o Integrated Peakon for engagement analytics across facilities.

3.2.3 Quantitative Outcomes

Table 3.2. Pre- and Post-Integration Performance Metrics at Summit BHC

Metric Before Integration|After Integration|Improvement
Payroll Error Rate 54 % 1.9 % —65 %
New-Hire Onboarding Time |7 days 4 days —43 %
HR Transaction Turnaround |72 hrs 36 hrs —50 %
Monthly Reporting Cycle Time||12 days 7 days —42 %

3.2.4 Qualitative Benefits
e Operational Resilience: Seamless payroll continuity during acquisition phases.
e Cultural Alignment: Common organizational hierarchy improved employee identity and
leadership visibility.
e Governance Scalability: SOPs from earlier projects were replicated to new facilities with minor
adjustments.

Fig. 3.2. Summit BHC Integration Timeline and Milestones (2022-2024).

Wave 1: Wave 3:
Data AsTssment GovernanT & Testing

Wave 2: Wave 4:
System Migration Adoption & Optimization

2022.0 2022.5 2023.0 2023.5 2024.0 2024.5 2025.0

Vaar
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3.2.5 Implementation Challenges

Resistance from local administrators initially slowed data migration. To address this, Summit introduced
“integration ambassadors” at each site to train local HR teams. Data quality variations across legacy
systems also required manual cleansing efforts for about 15 percent of records.

3.2.6 Strategic Insights
o Centralizing change management through a governance committee reduced risk.
o Integration projects should prioritize payroll and security first, followed by benefits and talent.
e Aligning analytics dashboards between HR and Finance enabled real-time labor-cost forecasting.

3.3 Cross-Case Comparative Analysis

Table 3.3. Comparative Insights from BeiGene and Summit BHC Projects

Dimension BeiGene Summit BHC Key Takeaway
Scale Global (23 countries) U.S. multi-state Framev.vork adaptable to size and
healthcare regulation
Primary Global data Post-acquisition HRIS strategy must fit growth
Objective standardization consolidation model
G ) Central . .
overnance Regional data stewards °n ra. Sovertiance Hybrid approach most effective

Model committee

. Workday Studio, EIB + API (Workday—  |[Tool choice depends on scale and
Integration Tools .

Boomi Kronos) budget
. . . . Ch t dri

Adoption Metric ||88 % self-service use (|92 % manager adoption sucirﬁs fanagement drives

Fig. 3.3. Cross-Case Performance Improvement Trends (Post-Integration Efficiency Gain Index).
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Both cases demonstrate that structured HR technology strategies enable rapid operational synergy
realization within 12 to 18 months post-merger.

4. Discussion and Implications

4.1 Strategic Analysis of Findings

The case studies from BeiGene and Summit BHC demonstrate that HR technology is no longer a back-
office enabler but a strategic control system that determines the pace and success of organizational
growth.

In both enterprises, the integration of Workday provided a unified data backbone, enabling workforce
visibility that directly supported executive decision-making.

Quantitatively, process efficiency improved by an average of 40 percent across payroll, onboarding, and
reporting metrics.

Qualitatively, governance discipline and change-management rigor strengthened cultural cohesion
among newly integrated entities.

These findings validate Deloitte’s 2024 conclusion that M&A integration programs with formal
HRIS strategies are 1.8x more likely to achieve projected synergy targets [2].

The analysis also highlights a structural shift in how organizations must view HR technology.

Rather than a cost center, the HRIS function operates as a digital core for organizational intelligence,
linking human-capital data with finance, operations, and compliance.

This “connected enterprise” model supports predictive insights such as attrition forecasting, cost
modeling, and skills-gap analytics—capabilities that are indispensable in post-merger stabilization.

4.2 Governance and Risk Implications

M&A events expose organizations to regulatory, payroll, and data-privacy risks.

The research underscores that standardized governance models—such as tiered approval workflows and
documented change-control procedures—reduce audit exceptions by up to 80 percent, echoing the
author’s previous HRIS governance findings [4].
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Workday’s configurable security framework further enhances risk mitigation by restricting access to
sensitive employee data through role-based permissions.

When coupled with automation tools for de-provisioning and audit logging, compliance readiness
becomes continuous rather than episodic.

Fig. 4.1. Governance—Risk—Compliance (GRC) Model Integration within HRIS Framework.

Governance

Risk Management

Compliance

4.3 Cultural and Human-Capital Implications

Technology integration alone does not guarantee cultural alignment.

Both organizations recognized that communication transparency and leadership modeling were
critical for sustaining trust.

By leveraging Al-enabled assistants (e.g., Workday Assistant) and real-time survey tools (e.g., Peakon),
employees experienced direct, consistent communication regardless of legacy affiliation.

Peakon sentiment data at Summit BHC showed a 15 percent increase in “trust in leadership” within
six months post-integration, while BeiGene’s employee-engagement index rose by 12 points after
implementing Workday-based performance frameworks.

These findings support the hypothesis that technology-driven transparency accelerates cultural
convergence in merged organizations.

4.4 Financial and Operational Implications

Integrating HR and Finance systems produces quantifiable financial benefits.

Unified workforce data enabled both organizations to link headcount plans with cost centers, reducing
budget variances by 20 to 30 percent.

Furthermore, workforce analytics embedded in financial models allowed real-time labor-cost
forecasting—a practice that replaced static spreadsheets and manual reconciliations.

Table 4.1 summarizes the cross-functional value generated through HRIS integration.

Table 4.1. Enterprise Value Outcomes of HRIS-Driven Integration

Value Driver Financial Impact Strategic Outcome
Payroll Accuracy Reduced re-work costs by $0.8 M annually||Compliance assurance
Faster Onboarding Productivity gains worth $1.1 M per year |Time-to-value acceleration
Unified Analytics Improved forecasting accuracy by 25 %  ||Data-driven decisions
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Engagement Improvement|+12 points in engagement index Talent retention

The evidence reinforces the proposition that investing in HRIS modernization during growth yields a
direct return on integration capital (ROIC).

4.5 Implications for HR Technology Leaders
1. Institutionalize Governance Early: Establish SOPs and data-ownership models during due
diligence, not post-acquisition.
2. Design for Scalability: Build modular integration layers that accommodate future acquisitions
without major re-engineering.
3. Balance Compliance and Agility: Implement tiered risk classification—tight controls for
payroll/security, flexible pathways for low-risk updates.
4. Measure Adoption as a KPI: Use analytics dashboards to monitor training completion, self-
service utilization, and system-access patterns.
5. Embed Culture in Technology: Configure organizational structures, values, and communication
tools within Workday to reflect a unified brand identity.
5. Conclusion
Organizational growth through mergers, acquisitions, and expansions tests the agility and resilience of HR
technology ecosystems. This study demonstrated that strategically deployed HRIS platforms—
anchored in governance, data standardization, and change management—serve as the backbone of
successful integration.
The comparative analysis of BeiGene and Summit BHC proved that Workday-based frameworks can
deliver tangible efficiency gains: 30 to 50 percent faster integration timelines, significant reductions in
compliance  exceptions, and  measurable improvements in  employee  engagement.
Beyond process optimization, these systems enable leadership to access real-time insights, aligning
workforce planning with financial and operational objectives.
In conclusion, HR technology strategy is an indispensable dimension of M&A success.
Organizations that treat HRIS as a strategic investment—not a post-deal afterthought—can realize
synergies faster, maintain cultural continuity, and build digital resilience for future growth.
Future research should expand the evidence base through quantitative ROI modeling and explore the
emerging role of Al-driven analytics in post-merger workforce integration.
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