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MAKE SURE YOUR CONCERNS ARE RAISED—AT THE RIGHT LEVEL
Leadership needs to know it isn’t just the EHR that will be affected. Talk to the CIO, CMIO, and CNO to 

make sure the lab folks will be given a seat at the table. Ideally, you can advocate for a voice early in 

the process, making it clear that you are only seeking to help protect and advance the goals of your 

organization, by safeguarding the smooth operation of the lab—and its continuity of service.

With all the considerations around a major acquisition, lab and LIS considerations can sometimes 

fall “off the radar” of senior leadership—until it’s too late.

But, if you explain that you’re trying to help your IT organization create the best plan possible, one that accounts 

for as many foreseeable elements as possible, it will be hard to discourage or dismiss your request for input.

BE PROACTIVE AND SPECIFIC
You’ll want to have a plan that includes provisions for specific aspects of the merger.

Of course, some elements of the merger may not be shared with general staff until later in the 

process, so there are likely to be many unknowns regarding duplication of services, staffing 

changes, divergent LIS platforms, etc.

Nonetheless, there will be lots of “moving parts” in need of consideration that will be relevant to almost any merger/

acquisition situation. You’ll want to think about everything you’ll need to transition laboratory workflows including:

 • Core Lab: What essential services will remain? Are they meeting current KPIs?

 •  Rapid Response Lab: How does each organization handle turnaround? Will new standards apply?

 •  Test Menu: What duplications exist? What investments may be required to meet an updated and revised 

test menu? Are standardizations required?

 •  Resource Allocation: What staffing changes can be expected? How can additional automation address 

new volume and response demands?
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Your organization is discussing a merger.
What can you do to make sure your labs are ready?
Addressing these key issues early can mean the difference between a smooth transition— 
or a disruptive and adversarial one.

ARTICLE

The steady stream of merger and acquisition announcements in the lab/hospital space seems poised to continue 

through 2022 (at least.) Fortunately, the proliferation of these events has helped our team generate some helpful 

perspectives around some steps lab directors and LIS managers can take—to minimize the disruption to their 

essential functions while making sure their needs are accounted for within a tremendously complex process.
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 •  Workflow and Process: Not just in terms of a the LIS, but in general:

  — How are workflows within each merging organization handled?

  — What will need to change?

  — Who will be responsible for training/re-training?

As you propose a strategy for your lab under the merged organization, you’ll want to clearly—and explicitly— tie 

your plan to the greater organization’s needs and vision. A good way to achieve this is to learn all you can about 

the organizations’ reasons for the merger. Try to ascertain from both formal and informal sources what they need 

to accomplish and make sure you connect each request or suggestion to one of these “greater goals.”

For example, if you’re requesting more resources, be sure to explain that they are required in order to keep 

physicians happy with the response times of your lab.

If you’re proposing expanded services, be sure to show how your patient population is evolving and requires these 

new investments/services.

SPEAK THE LANGUAGE OF M&A STAKEHOLDERS
Having a realistic understanding of where the power resides in a merger can go a long way in 

helping you position your lab for success under the new entity. Is your organization in a position 

of strength or need? Are your financials strong? Are there challenges with the quality of care... or 

attracting clinicians to the organization?

If you have a good lay of the land here, you can modulate your requests and expectations 

appropriately, making sure your plans are attuned to the overall concerns of decision-makers.

Speaking of which, do you know who will be making the ultimate decisions regarding the future of your lab? What 

influence can you reasonably expect? The sooner you can identify the post-merger organizational structure, the 

better (and, again, this may be a dynamic element, subject to change during the merger.)

As you develop your strategy, be sure to talk in terms of resources/FTEs/investments. 

There are issues you’ll want to approach from the enterprise level, such as lab space, standardization of 

instrumentation, and staffing.

Be aware of how changes to the lab may have implications that go beyond your department. e.g. If your plan calls 

for combining the microbiology and histology departments of both organizations, you may need to involve your HR 

department to account for all the ramifications.

As you begin to think like a CEO, you’ll naturally find opportunities for economies of scale, or ways to better 

conserve resources (e.g. ,consumables). Don’t forget to include this thinking in your presentations to stakeholders 

in order to help generate empathy and support. Remember, also, the lab can be a great revenue-generator for an 

organization. You’re not without power!

FOSTERING A SPIRIT OF COOPERATION
Even if you’re on the “strong” side of a proposed merger—and therefore in a position to direct 

how lab decisions will be made—you’ll want to avoid forcing through decisions without considering 

all parties. Consulting with the acquired organization and forming a collegial working group can 

be an important first step in establishing open communications.

  Some decisions will be made by senior leadership or enterprise-level IT managers. Communicating these “done 

deal” parameters honestly can prevent a lot of wasted effort, so  it’s critical to gain a realistic understanding of 

how much autonomy and input your group will ultimately have.
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Keeping the discussion dispassionate and emphasizing shared goals (e.g. better efficiency, accuracy, and 

workflows) is a good suggestion. And, don’t forget, the best ideas don’t always come from the bigger or most-

established partner. Be sure that you’re open to new thinking.

Understanding that some people will be nervous and defensive going into the process may help everyone display a 

little more patience during the process—which will go to everyone’s benefit.

TAP SOME EXPERIENCED ASSISTANCE
At S&P Consultants, we understand that living through a merger can be very difficult—especially 

for IT, LIS, and Lab leaders.

If you’re lucky, this will be a once-in-a-career experience for you, which provides even more reason 

to seek any needed assistance from people who do this day-in and day-out. S&P is happy to 

provide advice regarding best practices and approaches that have proven successful in the past.

Oftentimes, in a merger or acquisition, the personalities around the table respond better to evidence-based data, 

which can be hard to produce if this is your first experience. That’s where a third party like S&P, a Nordic Global 

Company, can bolster your initiatives with strategies (and cautionary tales) from a long history of engagements.

We can answer, with precision, questions like:

 •  What happens when you must standardize on a single EHR/LIS platform?

 •  What kind of investment is required to switch over a high-volume lab?

 •  What kind of time frame is reasonable to merge two (or more) labs?

 •  What training and re-training resources will be needed to bring staff up to speed?

Preserving the functioning and integrity of your lab and LIS infrastructure in the face of a merger is a matter of 

effective communication and responsible advocacy. If you approach the prospect in good faith—ready to help 

decision-makers reach smart conclusions—you can go a long way toward ensuring a smooth transaction and help 

the new entity launch with a maximum chance of success.

MORE ABOUT S&P CONSULTANTS, A NORDIC GLOBAL COMPANY

At S&P Consultants we use a proven framework—S&P InTegritySM—that lets clients confidently forecast the allocation 

of resources and the likely timing of a merger project. This process has been tested dozens of times under real-world 

conditions. Our dedication to doing right by our clients has earned us recognition by KLAS including a 2021 “Best 

in KLAS” award for implementations requiring eight or fewer resources and a 2022 “Best in KLAS” award for 

Technical Services. Learn more.

S&P World Headquarters 
15 Braintree Hill Office Park, Suite 102
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