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Abstract

MERGER AND ACQUISITION STORIES IN THE MEDIA - A NARRATIVE 
ANALYSIS OF THREE CASES OF FINNISH CROSS-BORDER PAPER 
INDUSTRY MERGERS AND ACQUISITIONS

Object of the Study

The object of this study was to examine the discourse on cross-border mergers and 

acquisitions employed in the media.

Research Material & Methods of Study

The study was conducted as case analysis, using two mergers and one acquisition in 

Finnish paper industry as cases. After a preliminary review of media text on the cases, 

46 articles from seven different newspapers, out of which four were Finnish, two 

Swedish and one American were chosen for deeper analysis. These articles were 

analyzed using two separate models of narrative analysis: Greimas’s mythical 

actantial model and discursive typing.

Results of the Study

The analysis suggests that the model of Greimas can well be utilized in managerial 

studies. In studies that use media texts as material the discursive typing and the 

actantial model of Greimas can be combined in order to get a multifaceted view on the 

texts. Rationalistic and nationalistic discourses are most frequent in the media after a 

cross-border merger or acquisition. Other types of discourse include societal (local 

and employment) discourse and individualistic discourse. The actants of Greimas’s 

actantial model seem to support the discourse types mentioned above. The different 

discourse types had many actants typical and common for only them in the four actant 

categories of subject, object, sender and receiver. The circumstants helper and 

opponent brought more case-by-case variation, yet even they had some common 

nominators.
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Tiivistelmä

YRITYSOSTO- JA FUUSIOTARINOITA MEDIASSA - KOLMEN SUOMA
LAISEN PAPERITEOLLISUUSALAN KANSAINVÄLISEN YRITYSOSTON 
JA FUUSION NARRATIIVINEN ANALYYSI

Tavoitteet

Tutkimuksen tavoitteena oli selvittää miten mediassa kirjoitetaan kansainvälisistä 

fuusioista ja yritysostoista.

Aineisto ja tutkimustapa

Tutkimuksen aineistona käytettiin suomalaisen metsäteollisuuden kahta kansainvälistä 

fuusiota sekä yhtä yritysostoa käsitteleviä mediatekstejä. Alustavan aineiston selailun 

jälkeen tarkempaa analyysiä varten valittiin 46 artikkelia seitsemästä sanomalehdestä, 

joista neljä oli suomalaista, kaksi ruotsalaista sekä yksi yhdysvaltalainen. Aineisto 

analysoitiin käyttämällä kahta erillistä narratiivisen anlyysin mallia: Greimasin 

myyttistä aktanttimallia sekä diskurssityyppimallia.

Tulokset

Analyysi osoitti, että Greimasin aktanttimallia voidaan hyvin hyödyntää liikkeenjoh

dollisissa tutkimuksissa. Tutkimuksissa, jotka hyödyntävät mediatekstejä, diskurssi

tyyppimallia sekä Greimasin aktanttimallia voidaan käyttää yhdessä, jolloin ne 

täydentävät toisiaan ja takaavat monipuolisemman analyysin. Tutkimuksessa 

havaittiin, että rationalistinen ja nationalistinen diskurssi olivat yleisimpiä 

diskurssilajeja artikkeleissa, jotka käsittelivät kansainvälisiä yritysostoja ja fuusioita. 

Muita esiintyneitä diskurssilajeja olivat yhteiskunnalliset paikallis- ja työllisyys- 

diskurssit sekä individualistinen diskurssi. Tutkimuksessa voitiin myös huomata, että 

Greimasin aktanttimallianalyysi tuki edellisentyyppistä lajittelua, sillä kullakin 

diskurssilajeilla oli useita omalle diskurssilleen tyypillisiä ja tapauksesta 

riippumattomia aktantteja kategorioissa subjekti, objekti, lähettäjä ja vastaanottaja. 

Vaikka apuaktantit auttaja ja vastustaja olivatkin enemmän tapauskohtaisia, myös 

näistä kategorioista oli löydettävissä eri diskurssilajeille tyypillisiä aktantteja.

Avainsanat

Diskurssi, fuusio, Greimas, media, narratiivi, yritysosto
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1. Introduction

‘Stora climbs over the Atlantic ’ (DN 23.2.2000)

‘Helsinki became the paper capital of the world’ (IS 23.2.2000)

‘Good timing but it certainly seems expensive ’ (SvD 23.2.2000)

‘The price of Consolidated rose well over market value ’ (KL 23.2.2000)

‘Stora Enso to buy Consolidated Paper. Finnish Firm ’s Agreement for $3.86 Billion 
signals Pickup in Global Trend’ (WSJ 23.2.2000)

‘Logical and well timed’ (KL 24.2.2000)

‘Conquering of America not likely to pose a threat to Southern Carelia
(ES 26.2.2000)

Stora Enso acquired an entire industrial town in Wisconsin ’ (HS 6.3.2000)

Above there are some headlines of the articles analyzed in this study that demonstrate 

how differently newspapers report and comment on one acquisition. Different narrator 

types such as rational, societal or nationalistic elicit different actants in the articles 

and they in turn bring out different interests and perspectives. The headlines display 

the various interests either very directly as in ‘Conquering of America not likely to 

pose a threat to Southern Carelia ’ or in more subtle ways such as is done for example 

in Stora climbs over the Atlantic ' by excluding the Enso-part of the company’s name.

Mergers and acquisitions are contemporary phenomena and have become established 

methods in companies’ growth and internationalization strategies (Hawawini 1992). 

They have an effect on the lives of employees, stockholders and consumers and 

therefore there is a need for collective sensemaking of the phenomena (Vaara 1999). 

This collective sensemaking takes place largely in media. The discourses employed 

by the press shape the understanding of the phenomena. From managerial perspective 

it is of importance from which viewpoint for example the merger and related 

measures are reported, for example that of the worker or of the company or of the 

industry. Therefore it can be assumed that public conversation investigation interests 

organizations. However, little attention so far has been directed to studying media
6



texts on mergers and acquisitions. This study is an attempt to analyze these texts in 

three cases of Finnish paper industry mergers and acquisitions.

Relatively little research on organizations has been conducted from narrative 

perspective. Czamiawska (for example 1995, 1997, 1998) has applied narrative 

analysis in her various studies on public administration in Sweden and Poland. She 

has also written several books on the topic of narratives in organizations and 

organization studies. Also another Swede, Sköldberg (1994), has researched public 

administration using narrative modes. When studying eight cases of change processes 

of municipalities and counties he found the processes representing three different 

forms of drama: tragedy, romantic comedy and satire. Corvellec and Sotto (1993) 

have studied stories of performance and compared them to traditional epic tales 

finding many similarities. Sims (1993) analyzed five managerial autobiographies of 

successful managers using discourse analysis. He studied the factors that managers 

themselves see as the root of their success concentrating on similarities, most striking 

differences and the absence of themes that are common elsewhere in managerial 

literature. Gahmberg (1986) investigated the values of strategic managers using a 

framework of Greimas, one applied also in this study. Interestingly Joutsenvirta 

(forthcoming) uses also Greimas’s model in her study of media texts concerning 

environmental issues in paper industry.

Qualitative methods predominate in studying organizational change processes such as 

mergers and acquisitions, because analysis and action often take place simultaneously 

(Gummesson 1988). Although qualitative methods are popular, narrative analysis has 

been a widely ignored method in merger and acquisition research. Vaara (1999) has 

studied the post-merger organizational integration process using narrative analysis. 

Tienari & Vaara (forthcoming) have analyzed media texts with discourse analysis 

methods in an attempt to find patterns of justification and legitimization. In their 

paper they have identified four discursive types. Vaara (forthcoming) has also in 

another study on discursive construction of success and failure in narratives of post

merger organizational integration identified four discursive types. The two studies 

identified three same discursive types; two types were only identified in one of the 

two studies. As these discursive types are used as a basis of analysis in this paper,

they will be introduced in detail in chapter 3.5.
7



Although there is a wide variety of studies on mergers and acquisitions, this study 

does offer a new narrative perspective into an established field of study.

1.1. Research Objective and Questions

The objective of this paper is to study the way in which the press accounts for the 

process of cross-border mergers and acquisitions concentrating on three cases of 

Finnish paper industry. This is analyzed using a combination of the mythical actant 

model of Greimas and the discursive typing proposed by Tienari and Vaara as a 

narrative framework.

The research questions raised in this study:

• How are merger and acquisition articles constructed in newspapers?

Subquestions through which the main question is to be answered:

• Who are the typical actants of Greimas’s mythical actant model in articles 

concerning cross-border mergers and acquisitions?

• What narrator types are present in the articles on cross-border mergers and 

acquisitions?

• Can the narrator typology and Greimas’s actantial model be integrated into one 

framework?

1.2. Limitations

The concentration in only three different cases all in the same industry can limit the 

general applicability of the study. In addition, the articles analyzed, although carefully 

chosen in order to ensure deeper analysis, are relatively few in number. They were 

also searched from a limited amount of newspapers dating to a limited time period 

immediately after the acquisition or merger was announced. These factors may also 

have a limiting effect on the applicability.

The focus of the analysis will be on macroanalysis, such as discourse types, patterns 

and practices. A detailed linguistic textual analysis or microanalysis on breaks, 

switches, wording, sequentiality and so on will not be conducted. The analysis will
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also include only texts, i.e. the pictures, such as photos and caricatures, will not, 

although interesting, be analyzed in this study.

1.3. Definitions

In the following, the most commonly used terms of mergers and acquisitions as well 

as discourse analysis will be briefly defined. In the field and also in several studies, 

the terms acquisition and merger, sometimes also takeover and joint venture, are often 

confused or otherwise used interchangeably (Frommer 1998). This study will use the 

terms acquisition and merger according to following definitions. If there are 

exceptions to this use, they will be mentioned separately.

Acquisition refers to purchasing a controlling interest in a company. That can refer to 

purchasing an entire company or a majority part thereof. The acquisition can be 

conducted with the consent of the target company or via a tender offer for the target 

company’s shares.

Merger is a financial arrangement where the ownership of two or more companies is 

combined in order to form only one company, one legal entity. The merging 

companies can be equal in size or a larger company can obtain ownership of a smaller 

company and merge the smaller company into the larger one. Mergers can have 

several alternative forms. They will be discussed in chapter two.

Cross-border merger or acquisition is an arrangement in which companies from more 

than one country are involved. A cross-border acquisition is a purchase of an existing 

company in a country other than the country of origin of the acquirer. A cross-border 

merger is a merger between two or more companies from different countries of origin.

Paper industry and forest industry: Although the term forest industry in reality is more 

comprehensive as it includes in addition to paper and pulp industry also mechanical 

forest industry, these terms will be used as synonyms in this study. This is done 

because most of the articles analyzed did not differentiate between the two terms.
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Terminology on the method of analysis of this study - narrative analysis - is relatively 

little used in managerial studies and thus little known to the key audience of this 

study. Therefore, the very basic terms of this field are defined below briefly.

Account is a manner in which people make themselves and the world understandable 

to each other. (Jokinen & al 1999) Therefore, accounts on the same event or subject 

may differ and different versions are not necessarily built consciously but are results 

of the sensemaking process of several separate individuals or of one individual at 

different situations (Valtonen 1998). In a figure below the relationship between the 

accounts and the world is demonstrated. The world acts as a basis for our accounts 

that in turn form the world or the meanings through which we observe the world.

Figure 1: The Relationship between Accounts and the World

Source: Jokinen & al. 1999 p.21 - adapted

ACCOUNTS (that are given in 
situations of interaction)

WORLD (meanings through 
which the world can be 

observed)

Base for

Form

Discourse refers to same phenomenon as meaning structure. According to Foucault 

(1972) discourses are practices that systematically form the objects they talk about. 

When statements on a subject are presented within a certain discourse, the discourse 

enables understanding of the subject in a certain way. It also limits other ways to 

perceive the subject. (Hall 1992) In this study a discourse is defined as a special 

language that relates to certain social phenomena and practices (see Tienari & al. p. 

233 for this).

Discourse analysis can be defined as research of language use and other sign-related 

action in which a detailed analysis of social reality is produced in various social

10



practices (Jokinen & al. 1999). Discourse analysis is committed to investigating what 

the language is used for (Brown & Yule 1983). A more detailed discussion of this 

complex term will be presented in chapter three.

“Narrative usually consists of a spatio-temporal setting in which the participants 

appear, and a temporal-causal sequence of actions and events that the participants 

are involved in” (Björklund & Virtanen 1991, p.96). In other words, in its most basic 

form a narrative requires at least three elements: an original state of affairs, an action 

or an event and the consequent state of affairs. These three elements need a plot that 

brings to them into a meaningful whole. (Czamiawska 1998) The final situation 

usually differs from the original state of affairs; the development that takes place in 

the narrative normally has an outcome of some kind (Björklund & Virtanen 1991). A 

narrative recognizes the meaningfulness of individual experience by noting how they 

function as parts of the whole (Barry & Elmes 1997). The production of narratives is a 

process of association, of building the “and, and, and” connections between actions 

and events and negotiating them with the readers (Czamiawska 1998). It should be 

noted that the plot is not intrinsic to the events but imposed upon them by the author. 

(Brown 1998)

Svntagm is a narrative sequence.

1.4. The Structure of the Thesis

After this first introductory chapter there will be a chapter on merger and acquisition 

theories and recent developments in the area. The chapter covers among other things 

the development of the field, classifications, phases and motives for mergers. 

Explanations for the growing importance of cross-border mergers are searched 

through different internationalization theories. The chapter also includes a brief 

section examining the role of mergers and acquisitions in the internationalization of 

forest industry.

Third chapter will concentrate on narrative analysis as a research method in 

organizational context. Discourse analysis is introduced and its role when analyzing 

media texts is examined. The previous studies on organizations and mergers and
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acquisitions using discourse analysis as a research method are briefly introduced. 

This chapter also attempts to explain in simple terms the framework of Greimas and 

the discursive typing used in this study.

Fourth chapter deals with the methodology of the study. The process of data 

collecting and analyzing is explained. The newspapers and articles used in the study 

are introduced as well as first results of the analysis. These results relate the effects of 

the different audiences of newspapers; how different audiences elicit certain types of 

discourses. The evaluation and the difficulties in evaluating a qualitative study using 

discourse analysis as a research method are also presented in this chapter.

The fifth chapter tells about the companies and the mergers and acquisitions under 

study. The chapter presents the results of the analysis process based on the actantial 

model and discursive typing.

Finally, the sixth chapter summarizes, draws conclusions, and discusses the 

implications of this study for management. The last chapter also presents suggestions 

for further research.

2. Mergers and Acquisitions

Already Penrose (1969/1984) differentiated between internal growth and growth 

through mergers and acquisitions. Over the last two decades, mergers and acquisitions 

have become important tools in corporate strategy. Many companies consider mergers 

and acquisitions their primary methods of expansion. (Hawawini 1992)

The purpose of this very brief review to merger and acquisition theory is to provide 

background information in order to enable a better understanding of the social 

construction of the phenomena in the media. A more profound introduction of the 

wide front of merger and acquisition theories is not attempted here. In the following 

part the terms merger and acquisition are on occasion used interchangeably due to the

fact that this was done in majority of studies presented below.
12



Merger and acquisition research before mid-1980’s had mainly a strategic perspective 

and drawing from economics and finance literature concentrated on finding the 

mergers leading to best financial and tax gains and synergy benefits (Goldberg 1983, 

Haspeslagh and Jemison 1991). Eventually it was noted that mere financial measures 

could not be used in evaluating success or failure of a merger. Since then, also softer 

values, such as managerial concerns on how to bring about those synergy benefits by 

combining two separate organizations as well as human resource and cultural issues, 

such as post-merger acculturation and integration and organizational resistance, have 

also received attention in research (Haspeslagh and Jemison 1991). However, very 

few alternative measures for measuring the success of a merger have been suggested. 

Brouthers (1999) suggests that the correct measurement of a success of a merger is the 

achievement or non-achievement of the original objectives of the merger.

Even though mergers and acquisitions have received wide attention in the media, 

studies examining these texts have been few in numbers. Examples of these studies 

and of the studies concentrating on discursive elements of mergers and acquisitions 

will be introduced in chapter three.

The different phases of a merger are the planning process, the negotiating process and 

the integration process (Vaara 1992). The media usually reports the merger when the 

agreement has been reached, i.e. after the negotiation process but before the 

integration. Therefore the texts concentrate on evaluating the agreement reached, the 

synergy benefits estimated and the consequences of the merger and not much is said 

on for example whether the aspired synergy benefits were achieved and whether the 

post-merger acculturation proceeded as hoped for. In this study, as the articles were 

all chosen from a time period of approximately one month after each merger or 

acquisition, the concentration on issues rising immediately after the event is even 

clearer. Therefore, the theories on integration phase concerning issues such as 

strategic, human resources and cultural issues are not presented here despite their 

importance to the success of a merger. Instead the chapter concentrates on the motives 

and reasons behind the merger, which is also what the articles analyzed in this study 

concentrate on.

13



2.1. Merger Classifications

Mergers can be classified in several ways. Examples include the degree of relatedness 

of the merging businesses, degree of hostility and degree of integration. (Vaara 1992)

2.2.1. The Degree of Relatedness

The most common classification of relatedness proposes three main types: vertical, 

horizontal and conglomerate; sometimes also a fourth dimension, concentric, is added. 

Horizontal mergers are combinations of two similar organizations within the same 

industry. Vertical mergers are combinations of two organizations from successive 

processes within the same industry. In concentric mergers the two companies are from 

unfamiliar but related fields and conglomerate merger refers to the combination of 

two completely unrelated businesses. The degree of relatedness can affect the success 

of a merger. (Vaara 1992) The mergers under study in this paper are horizontal by 

definition.

2.2.2. The Degree of Hostility

Mergers and acquisitions are also classified based on the motivation of the compames 

and their employees to merge and how much interaction they have prior to the merger. 

This hostility and interaction can vary from a friendly or a collaborative merger to a 

hostile takeover. The mergers and acquisitions studied in this paper are either 

collaborative mergers or planned or friendly acquisitions. (Buono and Bowditch 1989, 

Vaara 1992)

2.2.3. The Degree of Integration

The merger can also be classified according to the level of integration or the level of 

intended or desired integration. The level of integration can vary from financial 

merger there the integration is low and none or very few of the procedures are 

changed in the companies to operational integration where the level of integration is 

high and the aim is to merge the two or more companies into one unit. (Buono and 

Bowditch 1989, Napier 1989, Vaara 1992)

14



Buono and Bowditch (1989) presented an integrated typology of merger and 

acquisition classification that summarizes the above section. The figure is shown 

below.

Figure 2: Merger Typology
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2.2. Motives for Mergers in general and in International Context

Traditionally the motives for mergers have been searched from rational economic 

thinking and they were considered to be mainly financial. These theories see mergers 

as a rational choice. According to these theories companies in general consider among 

other things following: size and growth, economies of scale, economic interests such

15



as profitability, return on sales and profit variability. Most of these act also as motives 

for merging. (Goldberg 1983, Brouthers 1999, Robbins and Stylianou 1999)

There are also wider strategic gains for a company from mergers and acquisitions. 

Strategic reasons to merge can be for example to utilize unutilized market power, to 

diversify or to acquire resources. (Goldberg 1983, Brouthers 1999)

Trautwein (1990) divides the theories searching for motives for mergers in seven 

categories. These include efficiency theory, monopoly theory, raider theory, valuation 

theory, empire-building theory, process theory and disturbance theory. The first four 

regard merger as rational choices. The process theory regards mergers as an outcome 

of a process and disturbance theory explains merger as a macroeconomic 

phenomenon.

Efficiency theory sees mergers conducted in order to gain synergy benefits of three 

types: financial, operational or managerial synergies. According to Trautwein (1990) 

this theory is supported by stock market quotations, but less so by companies’ actual 

performance.

Monopoly theory explains mergers as a tool to achieve market power. This theory has 

traditionally received wide support as motives for mergers have been said to include 

among others following: desire to limit competition and to gain market share and 

market power (Goldberg 1983, Brouthers 1999, Robbins and Stylianou 1999). Yet 

Trautwein (1990) found little support for this theory either.

Raider theory according to Trautwein is rarely expressed overtly, but is apparent in 

the terminology. The basic hypothesis of this theory is that the person behind the 

merger causes wealth transfers from the stockholders of the companies he bids for 

through greenmail or excessive compensation after a merger. Trautwein (1990) found 

this theory not only to be unsupported by evidence but also illogic.

Valuation theory argues that mergers are conducted by managers who are better 

informed about the target’s value than the markets. Trautwein (1990) states that this

16



theory alone is not sufficient to explain mergers but it is supported by evidence and 

deserves further consideration.

According to empire-building theory, mergers are executed by managers maximizing 

their own utility. Brouthers (1999) supports this theory by stating that a merger can 

have personal motives. These include among others increase in sales, managerial 

challenges, acquiring more efficient management, increased managerial prestige and 

increased remuneration. Also Trautwein (1990) claims that this theory deserves most 

credit, yet noting that evidence collected is still limited and that this category 

encompasses a wide variety of theories.

Process theory sees mergers not as comprehensively rational choices but as outcomes 

of processes influenced by limited information, organizational routines and political 

power. Trautwein (1990) found the little evidence there is on the theory to be mainly 

supportive.

Disturbance theory claim that mergers are caused by economic disturbances. 

Trautwein (1990) did not consider this theory further because he found that the 

evidence had proved it wrong.

To summarize, Trautwein (1990) found most support for valuation, empire-building 

and process theories. Efficiency theory and monopoly theory also had some evidence 

to their side. Raider and disturbance theory he found to be implausible and most 

unsupported by evidence.

According to Haspeslagh and Jemison (1991) the gains of a merger can be divided 

into four categories, namely combination benefits, resource sharing, functional skill 

transfer and general management skill transfer. Together they are often referred to as 

synergy benefits. It should be however remembered that these benefits are not 

automatic. According to Robbins and Stylianou (1999), two thirds of all the mergers 

are not going as expected.

From a business strategy viewpoint, company can be acquiring a capability, platform

business position (Haspeslagh and Jemison 1991). The mergers and the
17
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acquisition studied in this paper have been mainly about acquiring a business position 

by increasing in size or acquiring a platform through which trying to open a position 

in a new market, in the cases of this study, the United States.

Above the motives for mergers in general were introduced. This section attempts to 

explain why mergers take place in international context.

2.2.1. Increasing Role of Cross-border Mergers and Acquisitions 

Already during the last five years of the 1980’s, the growth of the cross-border 

mergers and acquisitions surpassed that of the domestic in most industrialized 

countries (Hawawini 1992) and the trend has remained the same during the 1990’s 

(Kleinert & Klodt 2000). In the latter part of the 1990’s this trend has even intensified, 

for example from 1997 to 1998 the amount of cross-border mergers in the world 

almost doubled. Also so-called ‘megamergers’ (in German megafusionen), i.e. 

merging of two very large companies, have increased in numbers strongly during the 

last five years of 1990’s. (Ibid.) The motives for this increase can be derived from 

growing interest in internationalization and globalization, deregulation, development 

in the business environment such as better communication technologies and improved 

access to information, many industries and companies outgrowing their markets, or 

looking for more rapid growth in new markets. Mergers and acquisitions are also 

important tools in industrial restructuring through consolidation and in establishing 

positions in liberalizing markets. (Hawawini 1992, Kleinert & Klodt 2000)

2.2.2. Internationalization Theories Explaining Mergers and Acquisitions 

Several theories have been built to explain the phenomena of international mergers 

and acquisitions. Most of them are concerned with pure acquisitions or greenfield 

operations, thus limiting their applicability on mergers. Often quoted theories include 

those of eclectic theory of Dunning (1981), the transaction cost theory of Williamson 

(1980) and behavioral theory of among others Aharoni (1966) and Cyert & March 

(1963/1992).
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2.2.2.1. The Eclectic Paradigm

The eclectic paradigm argues that because of market imperfections, the companies are 

able to extract advantages by internationalizing. The paradigm is based on the 

following three propositions: 1) to engage in international production, a company 

must possess certain economic advantages over its competitors or potential 

competitors. 2) The company considers it best to engage in these value-adding 

activities itself instead of selling the rights to another company. 3) The company 

decides to do so outside its home country. (Dunning 1988, pp.9-10) Only when all of 

the three conditions above are fulfilled, will a company engage in FDI that also 

mergers and acquisitions are a part of. The advantages of internationalizing can be 

divided into three categories, namely ownership advantages, internalization 

advantages and location-specific advantages. The aim is to explain which company is 

going to internalize, in which markets and in what form it is doing so. Examples of 

ownership advantages include for example size and established position, proprietary 

technology, trademarks, R & D, human resources, exclusive or favored access to 

markets, government protection, access to capacity, better knowledge about markets 

and ability to diversify risks. Internalization advantages can derive among other things 

from reduction of costs, buyer uncertainty, need to protect the quality of products, 

avoidance or exploitation of government intervention, control of supply of inputs, 

control of market outlets. Location-specific advantages can be the result of spatial 

distribution of markets, transport and communication costs, infrastructure, psychic 

distance or control of imports, tax rates, and political stability or investment climate. 

(Dunning 1981, 1988 Hedlund & Kvemeland 1984, Strandskov 1987)

The mergers and an acquisition under study in this paper give some support to the

eclectic paradigm and market imperfections. As examples of ownership advantages

for companies under study could be mentioned size, better knowledge about

international markets and ability to diversify risks across markets. An internalizing

advantage influencing the decision to internationalize through mergers and

acquisitions seems to be the desire add capacity of the company without actually

building more machinery. The paper industry has a history of over-investing in

capacity building, which in recession can lead to overcapacity and financial

difficulties. An example of location-specific advantage is the desire to gain market

access since the markets are to a degree spatially distributed. The reasons for
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internationalizing explained through these advantages seem to stem from market 

imperfections and can be explained through eclectic paradigm.

2.2.2.2. Transaction Cost Theory

Transaction cost theory introduces a concept according to which a company will 

internalize its operations if there are projected cost savings in using hierarchy 

compared to using markets. The cost savings exist due to bounded rationality and 

opportunism (Williamson 1980, Strandskov 1987). The basic assumption behind this 

theory is that people seek their own self-interest and therefore opportunism occurs. It 

also takes into account the fact that people are boundedly rational, i.e. a single person 

or a company is not able to acquire all the information available. This theory has been 

maintained to hold true mainly in case of vertical mergers (Goldberg 1983) and 

therefore it has less to offer for this study in which the mergers are all horizontal.

2.2.2.3. The Behavioral Theory

The behavioral theory reasons internationalization from a viewpoint of general growth 

theories and decision-making theories. The decision-making process of a firm can be 

analyzed in terms of the variables that affect organizational goals, expectations and 

choice. The theory emphasizes the role four major relational concepts as factors in 

determining organizational behavior and structure. These include quasi resolution of 

conflict, uncertainty avoidance, problemistic search and organizational learning. In 

the issue of internationalization, the company recognizes either production 

opportunities abroad or international demand and, if motivated after the above- 

described decision-making process, makes the decision to internationalize taking into 

account the financial and managerial limitations. (Cyert & March 1963/1992, 

Goldberg 1983, Strandskov 1987)

This paper illustrates support to the behavioral theory. The companies seem to base 

their decisions on the opportunities they detected abroad such as wanting to expand 

into the largest single paper market in the world, the United States, taking into 

account of environmental uncertainty, as for example the threat of overcapacity 

during lower demand. Also the managerial and especially financial limitations were 

taken into account as can perhaps most clearly be seen in the case of Champion,
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where UPM-Kymmene withdraws from the price competition in order to maintain 

stable financial status.

2.3. Internationalization, Mergers and Acquisitions in the Forest Industry

Finnish paper industry has a long history of exporting. Production abroad started in 

1930, when Kymmene acquired a factory in England. In larger scale foreign 

production started only at the end of 1980’s and during the past decade it added 

momentum. In the beginning of the year 2000, approximately one third of Finnish 

paper industry production took place outside Finland. One major reason for 

internationalization has been the desire to be close to the customer demand. (Lammi 

2000) The internationalization in paper industry has been realized mainly through 

acquisitions and greenfield operations (ibid.) and lately particularly often through 

acquisitions.

According to Häggblom, the President of Jaakko Pöyry Consulting (1996), small units 

in paper industry can only serve as a complement in filling global demand. He states 

that only large units enable the use of enough resources to improve the performance 

of the industry as a whole. By 1996, the consolidation in paper industry in Western 

Europe had taken place across borders, whereas in the United States concentration had 

been mainly domestic.

The wave of mergers and acquisitions in the latter part of the 1990’s has been 

interpreted as an action to cope with new dimensions of environmental volatility. 

Large size offers financial autonomy and investment power. International mergers and 

acquisitions provide organizational infrastructure for local responsiveness. (Lilja & 

Tainio 1996)
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3. Analyzing Narratives in Organizational Context

3.1. Discourse Analysis

Discourse analysis is a multi-disciplinary research method. Having said that, however, 

it should be remembered that discourse analysis is not a uniform, established or exact 

method, but instead a wide theoretical-methodological framework. Through 

theoretical assumptions about language, language use and the society, the framework 

guides the researcher into making certain kinds of hypotheses and using certain kinds 

of research methods. (Valtonen 1998) Discourse analysis has been applied in almost 

all areas of social sciences and humanities and in recent years it has become an 

increasingly common research practice. It is a way to give meaning to things and 

events that are in a form of an account. Discourse analysis can be used when 

analyzing text or talk. (Jokinen & al 1999)

Traditionally sciences have been searching for the objective truth. However, Foucault 

(1972) questions the search for the ultimate truth by emphasizing that “truths” are 

always products of both knowledge and power and produced in the context of the 

historical practices of their time. Discourse analysis therefore, instead of aiming at 

finding one objective truth, emphasizes that there is a temporal aspect in the 

narratives; the discourses cannot be separated from the context they took place in. The 

actors, connections and tensions of the account are individually constructed versions 

varying depending on the context in which it is told. (Jokinen & al 1999)

Discourse analysis does not attempt to reveal a reality independent from the research

material. The function of research is to identify, describe and interpret the inner logic

in a text under study (Alasuutari 1993). According to discourse analysis, researchers

can produce only partial stories of social reality as narrativity emphasizes the

simultaneous presence of multiple, interlinked realities (Barry & Elmes 1997). Results

are presented as one argument in a chain of already existing and future arguments.

The concept of intertextuality is central here. The current text is influenced by other

texts, by texts that the author has read and the texts that the reader has read. Both their

understanding and interpretations of other texts affect the interpretation of the current

text. (Valtonen 1998) The only requirement for the argument presented by a

researcher is that the interpretation that the researcher proposes is viable and can be
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based on the material examined. The argumentation has to be justified in order to 

produce relevant • results. The relevance of the results is to be estimated by the 

academic community. Therefore, the results are not independent from the audience 

but subjected to an argumentation process between the researcher and the reader. 

(Jokinen & Jubila 1991, Jokinen & al 1999)

Deriving facts from discourses is not an objective process; the researcher is not an 

autonomous observer reviewing the situation from above (Jokinen & Juhila 1991). 

The position of the researcher according to Suoninen (in Jokinen & al 1999) can be an 

analyst, interpreter or a conversationalist.

Discourses are not only reports of reality but also a part of the social construction of 

organizations, organizing and management and of organizational action; they define 

the legitimacy and justification of the occurred (Vaara 1999). Essential is not to 

consider whether the text is lying or distorting the reality but to examine what kind of 

an interpretation the author builds in his accounts, how he builds different versions, 

why he tells what he tells and what kind of state of affairs does he enable through his 

accounts. The different accounts are to be considered real and meaningful 

interpretations. (Jokinen & al 1999) Discourses are not imaginary or presenting 

unessential things but a part of social reality as such (Jokinen & Juhila 1991).

As can be derived from the brief introduction to discourse analysis above, there are 

two tendencies typical to discourse analysis. First, it allows different creative 

viewpoints and interpretations of the recipient. Secondly, it critically studies the 

power relations in the society as a factor affecting the issues studied. In this way, 

discourse analysis is interested in the language itself as well as in the language as a 

part of society. (Valtonen 1998)

3.2. Discourse Analysis and Journalism

Communication research is a study of the media. As this paper analyzes newspaper 

articles, in a way it also uses the methods of communication research. This study 

concentrates on researching the content and the message of the articles instead of 

studying the production or reception of communication.
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As Van Maanen (1988) concludes, journalists also tell tales, literary tales. The 

difference between a literary tale and other tales, such as among other realist, 

confessional or impressionist tales as defined by Van Maanen is that literary tale 

combines a reporter’s sense of noteworthy or newsworthy with a novelist’s sense of 

narration. So it is the stylistic that mark the genre. Also Fairclough (1997) emphasizes 

that the influence of media lies in language and discourse. Some typical 

characteristics of this genre include extensive use of dialogue and monologue to 

establish characters, direct representations of character’s subjective and emotional 

views and strong storylines of general social interest. Literary tales attempt to provide 

emotional charge to the reader, to place the reader in the situation. (Van Maanen 

1988) In the media, reality is been put forward theatrically and therefore the 

Greimasian view on narratives as miniature dramas fits the analysis of media texts 

particularly well.

For example Silvo (1988) has studied Finnish television politics using Greimas’s 

framework. He emphasizes the role of truth as a function of knowledge and power as 

did Foucault (1972). As has been noted by several authors (see for example Boje, 

1995, Vaara forthcoming, Valtonen 1998) there is a possibility that one interpretation 

of an event may dominate over others due to power distribution issues. This is an 

important aspect of especially communication research. Media’s role in reflecting 

ideologies and perspectives of the current power elite has been researched and for 

example Van Dijk (1993) produced an argument that instead of relating neutral 

information, public discussion reproduces current power positions. The media 

therefore has the power to define and interpret reality (Foucault 1972). Researcher 

must also notice that journalists mold the information they receive to make it a part of 

their articles. The texts are therefore based on choices of individuals and are not 

simple representations of the world or reality. (Fairclough 1997)

Fairclough (1997) reminds also that a reader and a researcher studying the texts must 

remember that media companies are also economic entities aiming at maximizing 

their profits. They are a part of markets where the law of supply and demand prevails. 

Media texts are intended for making profits in a similar manner as any other product 

on the markets.
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The relationship between media and economy has been researched significantly less 

than for example the relationship between media and politics or culture. Yet we are 

currently living a period of strong ‘market discourse’, that reflects the growing 

importance of business and economics in the society (Fairclough 1997) There a few 

studies on media concentrating on economic texts that use discourse analysis. 

Examples include Koistinen (1998) who has analyzed economic articles in Helsingin 

Sanomat using a predecessor of discourse analysis, namely Perelman’s theory on 

rhetoric that has its root in classical rhetoric theory. Koistinen found three forms of 

economic news journalism: quasi-logical, elitist and hidden political.

3.3. Discourse Analysis in Organizational Studies

Van Maanen (1988) claims that, in addition to being a legitimate form of explanation, 

narratives are also the most appropriate vehicles for representing actions and events in 

organizations. Czamiawska (1997) argues that narrative knowledge is a counterweight 

to scientific knowledge. Vaara (forthcoming) notes that the relevance of a narrative is 

in its ability to convince the target audience. In organization studies audience includes 

in addition to the other researchers and students also managers.

In discourse analysis the search for regularities in the accounts is search for common 

meaning structures of common elements (Jokinen et al. 1999). In organizational 

context discourse analysis can be of interest when studying the roles of conversations, 

dramas, metaphors, narratives, stories or texts (Kleppestø 1991). For example the 

stories of performance of a company can be seen as an epic as Corvellec and Sotto 

(1993) did in comparing the managerial literature on performance to Roland’s Song. 

They found similarities between the heroes of the old epic and in management 

literature when describing successful managers as heroes, glorifying their motives and 

actions.

3.3.1. Narratives in Organizational Studies

According to Czamiawska (1998), narratives are used in organization studies in at 

least four forms:

25



♦ Organizational research written in a storylike manner

There are some studies on organizations that have been written in a story like manner. 

Examples include an article by Watson (1995) that tells a reflexive tale on 

organizational sensemaking. However, it is much more common to find storylike 

features in managerial autobiographies or organizational histories. As examples of 

organizational histories could be mentioned author Antti Tuuri’s book (1999) on 

UPM-Kymmene’s history. Another example of this is Nokia Saga, a history of Nokia 

written in a form of a novel (Mäkinen, 1995). A vast number of managerial 

autobiographies has been written in a storylike manner, for example Sims (1993) in 

his study examined five such cases.

♦ Organizational research collecting organizational stories

Organizational research collecting narratives often by interviewing different members 

of an organization are not uncommon. Many these studies aim at finding the dominant 

narrative that describes what “actually happened” and then stating this to be the truth. 

Sometimes, however, various alternative narratives are collected in order to study how 

differently people perceive the actions of an organization. Brown and Jones (1998) 

studied several very differing narratives relating to introduction of an information 

system in a UK hospital.

♦ Organizational research conceptualizing organizational life as story making and 

organization theory as story reading

This type is represented for example by Sköldberg’s study mentioned in the 

introduction of this paper (1994). Feldman (1995) describes an organization using The 

Wizard of Oz as comparison. McCloskey (1990) conceptualizes economics as 

storytelling where the models represent metaphors and the economist is a storyteller. 

Corvellec (1995) argues in his study that performance of an organization is not a 

simple or an objective term, but instead a product of narration, a story. By studying 

library activity reports, he found that these stories were typically positive, multi-

26



plotted and serialized - thus supporting Czamiawska (1997), who found similar 

results in her studies of administrations. Boje (1991, 1995) has studied the storytelling 

as a function in an office-supply organization and interpreted the multiple stories at 

Disney. He found that at its best “the storytelling organization can be a pluralistic 

construction of a multiplicity of stories, storytellers and story performance events ” 

(Boje 1995, 1000).

Barry and Elmes (1997), that have examined strategy as a form of narrative also found 

that narrativity emphasizes the existence of multiple, interlinked realities. At the other 

extreme Boje (1995) found that within the organizations the construction and choice 

of the happy story over the competing voices happens relatively often. It is less a 

search for the truth than naïve political and economic complicity that marginalizes the 

alternative stories. What is of interest in this study is whether there is also in public 

discussion one happy story that dominates over other stories.

♦ Disciplinary reflection that takes the form of literary critique.

This branch of managerial studies uses methods of semiotics, linguistics and other 

forms of literary critique to study some aspects of organizations. In many cases these 

studies concentrate on studying interviews conducted within organizations or texts 

written about organizations, such as a study of Joutsenvirta (forthcoming) on media 

texts written on environmental aspects of forest industry. Also Gahmberg’s (1986) 

study on strategic managers' values falls under this category of studies using literary 

critique.

This study uses media texts on organizations as basis of narrative analysis, a form of 

literary critique. Therefore, under the categorization by Czamiawska it also represents 

the fourth form of narratives in organizational studies.

3.3.2. Studies on Discursive Elements of Mergers and Acquisitions

Studies concerning the discursive elements in mergers and acquisitions have been 

rare. Examples include Hirsch (1986) who studied hostile takeovers concluding that 

the media introduced new phenomenon - corporate takeover - in terms of popular
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culture. Later, when the phenomenon grew more familiar, vocabulary changed. Also 

Schneider and Dunbar (1987) have studied vocabulary, or more exactly metaphors, 

used in the context of mergers and acquisitions. They concluded that metaphoric 

guides to takeovers were found to be in fairytales. Another example is Kleppestø 

(1991), who also studied mergers and metaphors. Tienari & al. (2000) have also 

studied the construction of metaphors in a context of cross-border mergers. Tienari, 

Vaara and Kaihua (1999) have studied media texts relating to mergers and 

acquisitions in an attempt to recognize discursive patterns. Discursive typing is a 

model built to examine texts on mergers and acquisitions. As the model is used as one 

framework in this study, it will be introduced below in more detail.

3.4. Towards Discursive Typing

Vaara (forthcoming) and Tienari & Vaara (forthcoming) have studied discursive types 

in organizational context. They form a basis of analysis of discursive types in this 

study. An attempt is made to combine the model of Greimas and discursive typing. 

Vaara noticed the close relationship between the subject position and the type of 

discourse employed. The different discursive types identified by Vaara and Tienari 

include rationalistic, individualistic, cultural, societal and role-based. Vaara’s study on 

discursive construction of success and failure in narratives of post-merger 

organizational integration identified four ideal types of discourse, namely rationalistic, 

cultural, role-based and individualistic. Tienari and Vaara have analyzed media texts 

on mergers and acquisitions. They also found four discursive types out of which 

rationalistic, cultural and individualistic were identified by Vaara. However, Tienari 

and Vaara did not identify role-based discourse but instead found another type, 

namely societal. In these studies they found also traces of other discursive types and 

identities such as professions, etc. This study uses the discursive typing introduced 

above as a guideline of how to type discourses. Below, the different discursive types 

are introduced individually. The following presentation is based on Vaara 

(forthcoming) and Tienari & Vaara (forthcoming).
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3.4.1. Rationalistic Discourse

Rationalistic discourses appear in all kinds of organizations. Typically the difference 

between management and personnel of an organization is emphasized. Rationalistic 

discourses often tend to echo the arguments of the top management. The rhetoric is 

familiar from the management literature, rationalistic and concentrating on 

organizational change. Typically the events are seen as acts of the management to 

maximize the benefits of a merger or an acquisition or minimizing the problems 

stemming from them and the interests of others such as employees are easily 

forgotten. Words, such as synergy, profitability, strategy, etc. are frequent in 

rationalistic discourses on mergers and acquisitions. Identities attached to the actors 

depend on their position in the organization; they are seen as change agents or change 

subjects. Success is seen from the viewpoint of management and measured using 

legitimate measures of success. Typically rationalistic accounts are the first versions 

offered. The assumption behind rationalistic discourse is that companies are in 

continuous transformation and therefore mergers and acquisitions are a part of 

inevitable chain of action in the increasing international competition (Tienari & al. 

1999, Vaara 2000)

3.4.2. Societal Discourse

Societal discourse is characteristically built upon more general societal reflection 

concerning the consequences of organizational action. Larger, societal frameworks are 

employed and central actors are different stakeholders and interest groups. 

Vocabulary is not based on managerial rhetoric. In previous studies, several types of 

societal discourse, namely employment, ownership and competition discourses were 

identified.

3.4.3. Individualistic Discourse

Individualistic discourses are more frequent in fragmented organizations or structures. 

The rhetoric used is highly personified and political. The actors are given 

individualistic identity. The outcomes of organizational actions are seen from a 

perspective of an individual; what are the effects on a particular individual. Often 

more general views are contrasted with the particular interests of specific individuals,
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combining rationalistic and individualistic discourses. Individualistic accounts have 

been found to be suitable for failure accounts, and often a strong affective tone is used 

in these accounts. In individualistic accounts focus is on key decision-makers. This 

reflects the modem trend of growing interest on celebrity culture in the media 

(Czamiawska 1997). Majapuro (1997) has found evidence of growing amount of 

individualistic discourse also in the Finnish media through the evolving celebrity 

culture. The focus of media has partially transferred from dealing with matters to 

dealing with persons and their identities and personalities. Speculations on the careers 

of these individuals seem to be very popular and at times, the accounts turn into 

individual autobiographies instead of narrating the merger or acquisition in question 

as was found by Vaara (forthcoming).

3.4.4. Cultural Discourse

Cultural discourse appears most typically when there are different nations and 

nationalities involved or two previously separate organizations are to be combined. 

The rhetoric is cultural and the identities attached to the actors stem from 

organizational and/or national backgrounds. The success of the merger or acquisition 

in question is seen from the perspective of one nationality or organizational side. 

Cultural discourse is the most complicated of the discourse types identified by Tienari 

and Vaara as it shares characteristics of also other discourse types.

3.4.5. Role-Based Discourse

In role-based discourse, an organization is seen as an institutional system, a clear 

distinction between owners, corporate level and business units is made. Political and 

moral rhetoric is used and actors have very strong role-bound identities. Success is 

seen from the perspective of a particular area of responsibility. The actors in role- 

based discourse are bound to their respective roles. Sometimes a moral tone is 

attached to role-based accounts, morally legitimizing actions of an individual in a 

specific role.

Role-based discourse was identified only in a study conducted within an organization, 

using interview texts as material. The study examining media texts, that is, texts
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external to an organization, did not recognize this type. Even though also this study 

analyzes media texts, the articles are analyzed also in search for traces of role-based 

discourse.

As Vaara and Tienari & Vaara (forthcoming) have noted, in the actual texts, 

discourses are often not separate but instead interconnected and mixed with other 

discourses. Also in some the articles under study, several either dominant or minor 

discourses and narratives could be found in one single article. They were all analyzed 

separately using both Greimas’s model and the discursive typing. It was found that in 

some articles, even though there was only one narrative to analyze using Greimas’s 

model, there were several discourse types. Vice versa was also possible, although less 

frequent.

3.5. Mythical Actant Model of Greimas

In this study, the mergers and the acquisition are being analyzed using the mythical 

actant model of Greimas as a tool as he has attempted to create a generative grammar 

of narrative. This narrative framework is based on an idea that semantic 

microuniverse becomes more easily approachable when one can see it as a simple 

miniature drama (Greimas 1970, 1976, 1980, 1983, 1990).

3.5.1. A c tants of a Narrative

There are six different actants in this miniature drama: subject, object, sender, 

receiver, helper and opponent. All of the actants have a place in the narrative 

utterance that constitutes a tale. (Greimas 1970, 1980) The notion of ‘actant’ is central 

to Greimas’s approach to the narrative (Manjali 1999). An actant can be defined as 

beings or things, which, in some capacity and in whatever manner, even in the 

capacity of mere onlookers and in the most passive manner participate in a process 

(Tesnière 1959).

The actants can be arranged into three sets of binary actantial categories: subject vs. 

object, sender vs. receiver and helper vs. opponent (Greimas 1970, 1980). Propp’s list 

of seven spheres of action was an antecedent of Greimas’s model. Propp introduces a
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list of 31 functions in a Russian folk tales that Greimas by combining uses to isolate 

three distinctive structures of the folk narrative. These include performative 

structures, contractual structures and disjunctive structures. (Silverman 1993)

The category subject vs. object represents the performancial syntagm. It involves the 

performance of tasks, etc. and is articulated in related to desire; the subject desires to 

achieve the object. (Greimas 1980, Manjali 1999)

Sender vs. receiver represents the contractual syntagm, directing the situation towards 

a certain end. It is articulated in relation to communication or knowledge; the sender 

communicates an object or information to the receiver. (Greimas 1980, Manjali 1999) 

Sender is the who or what pushed the subject towards the object and the receiver 

benefits from the object of value once it has been achieved. Sender and receiver may 

often appear as abstract notions expressing the motivation of the subject to perform a 

certain action. (Rulewich 2000)

The last category, helper vs. opponent represents the disjunctional syntagm involving 

movement or displacement. It is articulated in relation to power; the helper acts to 

facilitate movement along the axis of desire or communication whereas the opponent 

tries to prevent their realization. (Greimas 1980, Manjali 1999)

3.5.2. Simple Actantial Model

Manjali (1999) explains the model in simple terms as follows: “In its simplest form, 

the actantial model shows a relationship between a subject and an object, where the 

object of value is desired by the subject, and where the object is communicated by the 

sender to the receiver, and the desire of the subject is partly modulated by the activity 

of the helper and the opponent. ” The figure below summarizes the explanation.
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Figure 3: Greimas’s Actantial Model
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Source: Manjali 1999

3.5.3. Mixed Manifestations of the Actants

In reality, the texts are not always as simple as described in the figure above. The 

manifestations of the actants are often mixed, which can be a result of different 

typological criteria.

First, one actor can have the role of several actants or one actant can be a sum of 

several actors. For example subject and sender can be the same actor and object and 

receiver. (Greimas 1980, 1983) As Joutsenvirta (forthcoming) found in her analysis 

that, in some cases, even the opponent and helper may be the one and same actor, only 

at a different time or from a different perspective. There can be quite naturally several 

actors in a position of one actant; for example several actors may act as opponents or 

helpers in a narrative. Also other actants can consist of several actors. (Greimas 1983)

Secondly, in some texts one or more actants may be absent. Greimas remarks that 

helper and opponent are circumstants and not true actants. Therefore, they can be 

absent more easily than the other actants. But also other actants may be absent, at least 

from parts of the text. Leaving an actant out of the text is actually often used as a 

method for emphasis in cases there the actant in question is rather self-evident. 

(Greimas 1980)



Thirdly, there is a negative-positive axis to the actants. In a narrative there can be a 

positive subject and a negative subject or an anti-subject. Anti-subject is someone or 

something else desiring the same object as the subject, or being otherwise in a parallel 

situation to the subject. The anti-subject may, for example, desire something that 

makes the object of desire of the subject impossible to become realized. Also object, 

sender and receiver have both positive and negative representations. The actants or 

circumstants helper and opponent already hold the negative-positive axis within them. 

(Greimas 1983)

Fourthly, actants are further divided into hypotactic and hyponymic depending on 

whether the object is internal (hyponymic) or external (hypotactic) to the subject. 

(Greimas 1980, Manjali 1999)

All the above-mentioned details in the manifestation can make the analysis of a 

narrative more complicated but they do not have an effect to the final results of the 

analysis. The beauty of simplicity in his model still remains the same: all the texts are 

different miniature dramas with six basic actants participating in the process.

3.5.4. Modalities in a Narrative

Greimas (1970) introduces a hierarchy of modalities in a narrative that is essential to 

his actantial model. It forms a basis for syntagmatic order of actions. In French the 

hierarchy goes simply as follows:

Vouloir -> Savoir -> Pouvoir -> Faire.

At the lowest level of the hierarchy of modalities there is the modality of wanting 

(vouloir). At the second level the modality is knowing-how-to (savoir), on the third 

being-able-to (pouvoir) and finally at the fourth level doing (faire). The subject wants 

the object, knows how to get it, is able to get it and finally acts on his desire and does 

what is needed in order to get the object. In order to achieve the object of desire it is 

necessary to go through all these stages. According to Greimas it is possible to 

distinguish between two types of subjects: the subjects that have acquired the know
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how because they want to achieve the object and the subjects that are-able-to by 

nature. (Manjali 1999, Greimas 1970)

3.5.5. Greimas in Management Studies

Greimas built his model in the field of semiotics and linguistics and although it is 

applicable also in other fields, such as organizational studies, a too detailed a 

description of his narrative grammar will fall out of the scope of this study. The 

description provided above attempted to explain the mythical actant model in simple 

terms to facilitate understanding also for readers not well aware of linguistic theories. 

For a more verbose description see for example Greimas (1970, 1976, 1980, 1983, 

1990), Manjali (1999) and Rulewich (2000).

In management studies Greimas’s methods of text reading have been applied rarely 

even though Greimas himself takes an example of modem mythical manifestation 

from the world of business (Greimas 1980, 208). Gahmberg (1986) has written his 

dissertation on the topic of strategic managers’ values using the model of Greimas as 

a framework. He analyzed in-depth interviews of the managers and by using 

Greimas’s model was able to disclose their deep level value-orientation.

4. Methods of Study

This study uses case study method studying three cross-border merger and acquisition 

cases in Finnish forest industry. Case study method was selected because it serves a 

particular evaluation purpose, a phenomenon that needs to be understood in depth. 

Much can be learned by analyzing these few examples of the phenomena in question, 

mergers and acquisitions. As Vaara (2000) concludes there are three characteristics 

typical to the current merger wave: 1) the two merging companies are operating in 

similar businesses or competing directly with each other. 2) The mergers and 

acquisitions involve larger and larger companies (as also concluded by Kleinert & 

Klodt 2000). 3) Cross-border mergers have become particularly common (see also 

Hawawini 1992, Kleinert & Klodt 2000). The merger and acquisition cases in this 

study have all the characteristics above and therefore can be considered representative
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research material. The cases and companies in this study are Stora Enso -merger, 

UPM-Kymmene’s attempted merger with Champion International and Stora Enso’s 

acquisition of Consolidated Papers. All of the cases offer valuable information on 

large horizontal cross-border mergers and as representants of paper industry that is 

traditionally very important here in Finland, they have raised wide interest in media. 

Therefore these cases are a particularly interesting research target for a study on 

media texts. The cases will be introduced in more detail in chapter five.

4.1. Description of the Process of Data Collecting and Analysis

4.1.1. The Process of Data Collection and Selection

The texts, the articles selected, are studied in this paper as communication and no 

attempt is made to linguistic approach to study the structure of the language used in 

the articles. In an attempt to collect comprehensive text material on the cases, several 

newspapers were reviewed. The decision was made to focus the analysis on seven 

newspapers, out of which four were Finnish, two Swedish and one American. The 

newspapers will be presented below. Further concentration was made by reviewing 

the articles from a time period of approximately one month after the announcement of 

each merger and acquisition and in the case of Champion merger, also during the 

period of price competition and withdrawal from the merger. The time period was 

limited to one month since most of the publicity received in these cases is 

concentrated on a very short time range immediately after the announcement. To 

ensure an in-depth focus, after a preliminary review, a limited amount (46) of articles 

were chosen for final analysis using Greimas’s narrative framework.

The amount of articles to be analyzed from each newspaper was loosely based on the 

amount of publicity reached by the merger or acquisition in the newspaper in 

question, i.e. the total amount of articles reviewed in that newspaper. The choice of 

the individual articles was based on variety, style and, in the cases of foreign 

newspapers, their immediate availability. Several different types of articles varying 

from editorials to news reports, background stories, columns, expert commentaries 

and stock exchange reports and analyses (for classification see Majapuro 1997 pp.22- 

23) were chosen in order to ensure multivocity; yet articles with a style or form
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typical to or frequent in a particular newspaper were chosen to represent that 

newspaper in order to avoid the preference of dramatic data over more representative 

one.

One additional prerequisite for the texts chosen for analysis was that the articles were 

directly related to the mergers or the acquisition in question. Defining the limits of 

this direct relatedness was a somewhat ambiguous process but decisions whether to 

include a borderline article was made only after a careful review of the article in 

question. Paper industry is an important industry especially in Finland and therefore 

receives wide attention in the media. During the time periods examined particularly 

large amount of publicity not directly related to mergers and acquisitions was received 

in Finnish media. There were strikes on the paper mills, accusations of paper 

companies forming a wood-buying cartel in Central Finland and UPM decision to 

elect the former president of Finland, Mr. Ahtisaari into its board. Articles about these 

companies that were more closely related to these or other issues than the merger or 

acquisition under study were not entered in the review. A complete listing of the 

articles chosen for analysis is provided in Appendix 1.

4.1.2. The Newspapers Used in This Study

The newspapers include Dagens Nyheter (DN), Etelä-Saimaa (ES), Helsingin 

Sanomat (HS), Ilta-Sanomat (IS), Kauppalehti (KL), Svenska Dagbladet (SvD) and 

Wall Street Journal (WSJ). The articles examined are from three time periods, the first 

period from June 2nd 1998 to July 2nd 1998 relating to the Stora Enso merger, the 

second period from February 18th 2000 to March 23rd 2000 relating to Champion 

merger and Consolidated acquisition and finally from April 26th to May 16th relating 

to the competing offers on Champion and UPM-Kymmene’s withdrawal from the 

merger.

The Finnish newspapers included in the study were four. Helsingin Sanomat (HS) is 

the largest daily newspaper in Finland with its circulation of 454,707 in 1999 

(Suomen Mediatarkastus Oy 2000). It is politically independent.
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Kauppalehti (KL) is the more established of the two Finland’s business newspapers. It 

is published five times a week and the circulation 1999 was 81,764 (Suomen 

Mediatarkastus Oy 2000). Kauppalehti is independent by its political affiliation and it 

is an established business discussion forum. KL was chosen because it was 

hypothesized that a business newspaper uses different types of discourse than other 

newspapers in this study.

Ilta-Sanomat (IS) is the leading of the two tabloids in Finland. It is published six times 

a week with a circulation of 218,010 in 1999 (Suomen Mediatarkastus Oy 2000). Also 

Ilta-Sanomat is politically independent IS was chosen as one of the newspapers under 

study to see whether a tabloid displays different interest, discursive types and actants 

than other newspapers.

Etelä-Saimaa (ES) is a local newspaper from an area where paper industry plays an 

important part in the local economies. It is published daily in Lappeenranta and its 

circulation in 1999 was 91,000. Political affiliation is independent. (Suomen 

Mediatarkastus Oy 2000) The ES was chosen to see whether a local newspaper would 

concentrate on local interests and actors and therethrough bring out new actants in 

Greimas’s framework or new narrator types in discursive typing model.

The Finnish media industry is very concentrated. Three of the newspapers under study 

in this paper are all part of the Sanoma Oyj Group, namely HS, IS and ES.

Because Swedish Stora with its over 500 years is the world’s oldest corporation, it has 

a very important place in the Swedish society and thus it also receives wide publicity. 

Therefore, in case of the Stora Enso merger and the Consolidated acquisition, two of 

Sweden’s leading daily newspapers, Dagens Nyheter (DN) and Svenska Dagbladet 

(SvD) were also examined. The circulation of DN was on average 360,800 in 1999 

and that of the SvD was on average 180,400 (TS Dagspress 2000). When reading the 

articles of Svenska Dagbladet on Stora, it is good to remember that Investor Group, or 

the Wallenberg-family, is a large owner in both companies and that might have an 

effect on the reporting on Stora in SvD. Politically, both of the newspapers are 

independent.
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Finally, as both Champion and Consolidated were American companies, Wall Street 

Journal (WSJ) was chosen to represent the U.S. aspect of the merger and acquisition 

under study. Due to the reasoning above, only the American edition of the WSJ was 

included in the study. The WSJ is published daily and is politically independent.

The only local newspaper in this study is Finnish, thus there may be a bias towards 

concentration on local discourse only in Finland as the Swedish and the American 

newspapers used are all national and may not bring up local interest as frequently as a 

local level newspaper would.

A summary of the articles examined can be found in the table below. Listed is the 

total number of articles found in the papers examined during a time period of 

approximately one month from each merger announcement and in case of Champion, 

also from a time period of the price contest and withdrawal. Also the number of 

articles chosen for analysis from each newspaper in each case is given as well as the 

total number of articles chosen from each newspaper and each case.
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Table A: Articles Reviewed and Articles Chosen for Analysis by Newspaper and 

by Case

Stora Enso Champion Champion Consolidated

withdrawal Total

2.6. - 2.7. 98 18.2.-18.3.00 25.4.-16.5. 00 23.2.-23.3.00

Dagens 2/9 1 1 /3 3/12

Nyheter In 302 3 - - In 30 In 60

(DN)

Etelä-Saimaa 2/10 3 / 4 + 2J 1/7 2/7 8/21

(ES) In 28 In 30 In 21 In 30 In 109

Helsingin 5/39 3/ 14 + 4j 2/12 4/17 14/70

Sanomat In 30 In 30 In 22 In 30 In 112

(HS)

Ilta-Sanomat 1 /4 1 / 1+3J 1 /1 1/3 4/9

(IS) In 25 In 26 In 18 In 26 In 95

Kauppalehti 3/19 3/ 15 + 3j 1 /11 3/12 10/57

(KL) In 20 In 21 In 15 In 22 In 78

Svenska 2/14 2/4 4/18

Dagbladet In 30 - - In 30 In 60

(SvD)

The

Wall Street - 1/1 1/6 1/2 3/9

Journal In 30 In 22 In 30 In 82

(WSJ)

15 11 6 14 46

Total In 163 In 137 In 98 In 198 In 596

1 Articles analyzed / Total number of articles related to the m&a in the newspaper during the time 
period indicated.
2 Number of issues of the newspaper published during the time period indicated.
3 Article relates equally to both Champion merger and Consolidated acquisition.
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4.1.3. Discourses by Newspapers

When analyzing the articles it became clear that some newspapers had one 

dominating discourse type that was employed more frequently than others. This 

concentration can, at least partially, be explained by their typical audience.

HS is the biggest daily newspaper in Finland, yet it is geographically concentrated in 

the capital area, although it is sold nationwide. Rationalistic and nationalistic 

discourses were the two types most commonly present in HS. Yet, all the other 

discourse types were also present, even though the local discourse was not on 

Helsinki area but instead on the local areas in the US.

The Swedish newspapers DN and SvD had rationalistic discourses in majority of their 

articles. Neither of the two leading daily newspapers is concentrated on a certain 

geographical area, but instead they are spread relatively evenly nationwide, therefore 

rationalistic discourse seems most appropriate for their audience. In addition, DN had 

an article dominated by employment discourse, SvD instead concentrated on national 

interests. The lack of societal discourse from SvD can depend on common owner of 

Stora and SvD, since societal discourse is often negative to the image of the company.

KL is the most popular business newspaper in Finland. As the audience is typically 

the business community, often from similar higher educational background and in 

similar profession, the managerial rhetoric and the managerial viewpoint is familiar to 

them. Therefore it is easy to understand why, with only one exception, all of the 

articles in the KL presented rationalistic discourse. The one exception displayed 

national interests, which is understandable, after all, KL is still only nationally read 

newspaper.

The WSJ is an internationally read newspaper. As the audience is the international 

business community, it is hardly surprising that all of its articles were of the 

rationalistic type and no other discourses arose even as minor narratives. It is 

important for the credibility of an international business newspaper that the tone is 

kept above national or local level interests. The table below summarizes the 

discourses displayed in each newspaper and their typical audience.
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ES typically had local discourse in its articles. As ES is a local newspaper from 

Southern Carelia, an area where the case companies are strongly present, this is hardly 

surprising as the audience of the newspaper is local and certainly interested what 

changes will the mergers or acquisitions mean at a local level. However, as ES is the 

most important daily newspaper in its area, also all other types of discourse were 

present in the articles, thus providing a multifaceted view on the issues examined.

IS, the tabloid of the study, seemed to have characteristics typical to a tabloid. As also 

found by Tienari & Vaara (forthcoming) it was very individualistic-oriented. The 

discourses employed with one exception were either individualistic or nationalistic 

and the news reports were substantially colored with authors’ own opinions. The 

individualistic articles were very strongly personified in the CEO’s of the companies 

in question. The tabloid used simplistic and arbitrary attributes of the actions of these 

managers as was also noted by Tienari and Vaara in their study (forthcoming). The 

audience of the tabloid is typically people with a lower level of education or people 

looking for entertainment or perhaps some quick or recent information on an issue. 

The tabloid is sold nationwide, which would account for the absence of local 

discourse.

Table B: Audience and Typical Discourses in the Newspapers

Newspaper Typical
discourse

Other discourses Audience

Dagens
Nyheter

Rationalistic Employment Swedes all around the 
Country

Etelä-Saimaa Local Rationalistic
Employment
Nationalistic

Individualistic

Southern Carelia 
Community

Helsingin
Sanomat

Rationalistic
Nationalistic

Employment Local 
Individualistic

Finns, mainly in the Capital 
Area but also around the 

Country
Ilta-Sanomat Individualistic Nationalistic and 

Rationalistic
People Buying Tabloids 

Nationwide

Kauppalehti Rationalistic
Nationalistic 
Fragments of 
Individualistic 

Discourse

Business community
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Newspaper Typical
discourse

Other discourses Audience

Svenska
Dagbladet

Rationalistic
Nationalistic 
Fragments of 
Individualistic 

Discourse

Swedes all around the 
Country

The Wall 
Street Journal

Rationalistic - International Business 
Community

4.2. Reflections on the Analysis Process

This paper attempts to discuss the articles at several levels. First, the study seeks to 

bring out the differences and similarities between the three cases. Second, the 

similarities in the media description of the merger and acquisition phenomena are 

analyzed. Furthermore, on a more theoretical level, the compatibility of the two 

theoretical frameworks used in analyzing the articles is examined.

The analysis was first started through reviewing and reading through the articles 

chosen for analysis several times in order to identify the actants of the articles using 

the Greimas framework. The articles were then re-read and recategorized using the 

discursive typing according to the guidelines proposed by Vaara and Tienari. Finally 

the articles were reorganized in an attempt to identify similarities and to establish 

compatibility between the two frameworks employed. The results of the analysis 

process will be presented in chapter five.

The evaluation of a qualitative study has always been a complex issue. Traditionally, 

and particularly in quantitative side, the studies have been evaluated through 

reliability and validity. However, those methods are not easily applicable in the 

present study due to several reasons. Below, the problems in applying these methods 

in a qualitative study are introduced and alternative methods of evaluation are 

presented. Secondly some specific concerns regarding the evaluation of the present 

study are addressed.

Reliability refers to repeatability, i.e. if another researcher were to study the same 

phenomenon he or she would reach approximately the same results. This is important
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in three functions: first, it hinders dishonest research, second, it considers the logic of 

the researcher and thirdly, when validity seems beyond reach, it replaces validity. 

(Gummesson 1988) The reliability can present problems since as Bogdan and Taylor 

(1975) have noted, people not only interpret things differently; they also focus their 

attention differently. In addition, same person may interpret things differently at 

different times. The problems found by Bogdan and Taylor (1975) are not unknown in 

this study either. Being written by one single author, interpretation is bound to depend 

greatly on one person’s perspective. However, in cases of uncertainty, the author has 

consulted several people in order to establish their interpretations of the matter and to 

compare them to her own opinions before finalizing the analysis. Also, to avoid 

differences in interpretations through time, the articles were analyzed and re-analyzed 

several times during a time period of six months. In addition, Silvo (1988) notes in his 

study on media that Greimasian analysis manages to reduce the role of subjective 

interpretation categories of an analyst to a reasonable level.

The texts in this study were written in three languages: Finnish, English or Swedish. 

The author of this study translated the quotes appearing on these pages. This may 

raise further doubts as to the reliability of the study. However, in case of translation 

problems, a dictionary or a bilingual native speaker was always consulted.

Validity is another measure used to appraise scientific studies. Some researchers 

question the appropriateness of validity as a measure in case of qualitative analysis; 

the generalizability of the results to larger populations and the anecdotal basis of its 

claims present problems (Silverman 1993). The possible problems with general 

applicability of this study were briefly commented in the limitations paragraph and 

included the small amount of cases studied, the fact that they are all from the same 

industry and that the analysis was limited to a short time period.

Even with these problems of applicability, some matters should be taken into account

when evaluating qualitative studies. A tendency has been noted among researchers to

select data to fit the preconception of the phenomenon or to choose conspicuous data

at the expense of less dramatic data (Silverman 1993). Certainly my own position as

the interpreter and analyzer of the text was not neutral. As says Björklund (1995,

p. 167) “Wherever we go and whatever we do, we always have our ‘here’ and ‘now’
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with us, in addition to our ‘ego ’ or ‘self with all the knowledge, beliefs, attitudes, 

opinions, emotions, social relations, etc. ". Also my predetermined opinions, beliefs, 

attitudes and so on influenced my judgment in choosing and analyzing the articles. 

However, in an attempt to ascertain validity, the choice of newspapers and articles 

included was discussed with other persons sharing an interest in the subject in an 

effort to ensure a study less subjected to one single view, that of the author. The 

choice of the newspapers was based on an attempt to secure a wide variety of 

newspapers with different types of audience. Also the variety of material is important 

from the viewpoint of generalizability of the study. Finally, the differences among the 

material are as interesting as a research object as are the similarities among it. (Alpo 

1992) Therefore a variety of different types of media texts are analyzed in this study.

Because discourse analysis is not trying to identify one objective truth, the 

measurement of validity and generalizability become even more difficult. 

Generalizability refers to a study that is context free. Discourse analysis denies the 

possibility of information being free from the context it was produced in. Therefore 

also the study and its results depend on the context in which it was made. There are 

alternative methods to measuring the usefulness of the findings in other situations of 

the study. Hammersley (1990) proposes three steps to evaluate studies. First matter to 

evaluate is the plausibility of the claim, given our existing knowledge. Second is the 

credibility of the claim, given the nature of the phenomena, circumstances of the 

research and characteristics of the researcher. Third issue is to consider, when in 

doubt about either first or second point, the plausibility and credibility of the evidence 

presented. This evaluation as proposed by Jokinen & al (1999) is a responsibility of 

the academic community. As to the first two steps, the author has attempted to ensure 

the plausibility and the credibility of the claims made.

The applicability of Greimas's actantial model when analyzing media texts has been

questioned. Alasuutari (1993) suspected that the actantial model of Greimas is a

framework into which the structures of the text are forced into, even though they

would not necessarily fit into it. Yet, at the same time he admits that narrative analysis

can be applied also on other texts than just traditional plotted tales. However, he

emphasizes that a narrative is always a complete representation that cannot be

suppressed into merely the plot structure it includes. In a narrative, the narrator always
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justifies why he/she is telling the story. Therefore, he concludes, it is beneficial to a 

study to use other frameworks than just analyze the plot structure of a text. In this 

study the discursive typing offers an alternative way to Greimas’s actantial model of 

categorizing and analyzing the texts.

5. Results and Analysis

Three cases of Finnish paper industry were chosen to be analyzed, out of which two 

are mergers and one is an acquisition. The first merger, that of Swedish Stora and 

Finnish Enso was announced in June 1998. The second case is Finnish UPM- 

Kymmene’s attempted merger with U.S. company Champion that was announced in 

February 18th, 2000 and the third case is Stora Enso’s acquisition of an American 

company Consolidated Papers on February 23rd of the same year. These cases and the 

results from the analysis of each case will be presented below. The analysis is divided 

into the different discourse types.

The rationalistic discourse was by far the dominant type of discourse present in the 

articles, 50 percent of all the articles employed rationalistic narrative as the dominant 

narrative. In addition, it was a minor discourse in 13 % of the articles. Nationalistic 

discourse was employed by bit less than 25% of the articles as a dominant narrative 

and by 15 % as a minor narrative. Local discourse was employed as dominant by 13% 

and as a minor discourse by four percent. Employment discourse was dominant in 

nine percent of the articles and minor discourse in four percent. Individualistic 

discourse was dominant in only four percent of the articles and present as a minor 

narrative in nine percent of the articles.

5.1. Case Histories

5.1.1. Stora Enso Merger

Even though during the last two decades there have been many mergers and 

acquisitions between Finnish and Swedish companies, in forest industry they have 

been rare. Vaara (1992) in his study covering the years from 1981 to 1991 only named
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three acquisitions and no mergers. The acquisitions mentioned were Tampella’s 

acquisition of Esselte Well AB in 1988, and two Metsä-Serla’s acquisitions, that of 

Hollmen Hygiene AB in 1989 and of Eka Nobel Skoghall AB’s CMC factory in 1990.

Stora is a company with a long history. It was founded in 1288 and started as a copper 

mine in Falun, Sweden. In 1860’s the company started forest industry production and 

it was listed in Stockholm Stock Exchange in 1901. In 1998 the company was among 

the largest forest industry companies worldwide. (Stora Enso 1999)

Enso was founded in Kotka, Finland, in 1872 and was listed at Helsinki Stock 

Exchange in 1916. Enso is also relatively old, especially for a Finnish company. Enso 

has had a tradition to grow through mergers and acquisitions and in 1998 it stood 

among the largest paper and pulp companies in the world. (Stora Enso 1999)

In June 2nd, 1998 a merger between Finnish Enso and Swedish Stora was announced. 

The two companies together would form one of the biggest paper companies in the 

world. The name would be Stora Enso and the headquarters would be located in 

Helsinki. The CEO would be Mr. Jukka Härmälä, the former CEO of Enso. After a 

lively public discussion, the merger received the support of Finnish Parliament, which 

was necessary as the Finnish government owned a large part of Enso. The EU 

commission approved the merger after having twice requested more time to 

investigate the details at the end of November 1998.

The merger was finalized in late December 1998. The anticipated synergy benefits 

were to be 50 million euros at 1999 and after that gradually rising to 300 million euros 

by 2002. (Stora Enso 1999) In 1999 it seemed that the synergy benefits would be even 

higher than anticipated. The company itself describes the merger as extremely 

successful and the new company as integrated. (Stora Enso 2000)

The reporting on the Stora Enso merger started as very rationalistic but soon turned

into nationalistic debate on government ownership issues and Swedish ownership of

Finnish “national equity”. More factual news reports were followed by feature stories,

background articles, columns and interviews. Yet the rationalistic discourse

dominated reporting throughout the merger process. The dominant narrative types in
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the Stora Enso merger articles were therefore rationalistic and nationalistic discourses. 

They were often present in same articles but rationalistic discourse was more frequent. 

Also individualistic and both societal discourses were represented even though only in 

one or two articles as the dominant narrative and in few articles as a minor discourse.

5.1.2. Champion Merger A ttempt

UPM-Kymmene is among the largest forest industry companies in the world with 

annual sales in 1999 adding up to 8.3 billion euros. The company’s product range 

covers printing papers, converting materials and wood products. UPM-Kymmene 

employs 31,000 people and has production plants in 15 countries and an extensive 

sales network.

Champion has sales of 5 billion euros in 1999, and significant operations in the US, 

Canada and Brazil. Champion is a producer of coated and uncoated papers, market 

pulp, lumber and plywood, and packaging paper. The company has 18,000 

employees.

The merger between Finnish UPM-Kymmene and an US-based Champion 

International was announced on February 18th and immediately received a great 

amount of publicity in Finnish press. The following facts and figures were extracted 

from the press release of the Champion merger (UPM-Kymmene 2000) meaning that 

all the forward-looking estimates below were provided by the company itself. As the 

press release concluded: “Readers are cautioned not to place undue reliance on these 

forward-looking statements, which speak only as of the date of this press release ”.

It was estimated that the merger would have been completed in the first half of the 

year 2000. The new company was to be called Champion International, the 

headquarters would have been located in Helsinki and the CEO would have been Mr. 

Juha Niemelä, the former CEO of UPM-Kymmene. The combined value of the two 

companies was estimated to be approximately 20.5 billion euros, with a total 

papermaking capacity of 12.1 metric tons per year. The revenues were approximated 

to reach 13 billion euros. The two companies have a total of 49,000 employees and 

production units in 17 countries in five continents.
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In accordance of the merger agreement terms, UPM would have exchanged 1.99 

ordinary shares for each Champion share. That represented a premium of 30 % over 

the average ratio of the two stocks during the months before the merger 

announcement.

The companies anticipated synergy benefits of approximately 330 million euros per 

year by 2002 and onwards through process optimization, reduction in logistic and 

purchasing costs, worldwide marketing practices, internal pulp utilization, and sales 

and administrative cost reductions. Other believed benefits from the merger included 

a stronger position in the magazine and fine papers businesses, moderation of 

cyclicity in the earnings base and added financial strength to pursue growth 

opportunities.

Withdrawal from the Merger

On April 25th, 2000 International Paper made a competing offer to Champion, 

offering to pay FIM 38.2 billion for its stocks. The offered price per stock was 64 

dollars and although originally UPM-Kymmene’s offer was approximately the same, 

the sum was to be paid with its own stocks. Nevertheless, its stock prices had been 

deteriorating significantly from February, and therefore also the value of the offer had 

diminished to approximately 55 dollars per stock. After considering both offers, 

Champion concluded that International Paper’s offer was better. UPM-Kymmene had 

an opportunity to counter the offer, which they did on May 10th, offering to pay 70 

dollars per Champion stock. International Paper raised their offer to 75 dollars per 

stock and after considering a possible new offer, UPM-Kymmene withdraw its offer 

on May 12th, claiming that the price of the merger would become too high. 

International Paper agreed to pay nearly FIM 50 billion for Champion of which 2/3 in 

cash and 1/3 in its own stocks. In addition, International Paper will take over 

Champion’s debts that add up to nearly FIM 16 billion. UPM-Kymmene came to the 

conclusion that it will not raise the offer and thus the merger between Champion and 

UPM-Kymmene did not take place.

The reporting on Champion merger attempt was diversified. All types of articles,

varying from news reports and editorials to stock market commentaries, were present.
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As can be seen from above the question of completing the merger arose at a fairly 

early stage, within a month after signing the agreement. The public discussion quickly 

moved from estimating the profitability of the merger to a debate on whether the 

merger would be completed at all. However, the threat of not finishing the merger was 

first seen as relatively small due to the punitive damages clause in the agreement and 

the Champion board decision supporting the merger. The argumentation derived 

clearly from managerial and economic rhetoric. The most common discourse in the 

articles regarding the Champion merger attempt at the early stage was the rationalistic 

type. Also other types were present local and employment discourses being in the 

second place equally represented. Nationalistic discourses were relatively rare and 

individualistic discourse was only present in one article, that of the IS. Discussion 

about the withdrawal from the merger during and after the competing offers from 

International Paper in these newspapers was dominated by rationalistic and 

individualistic narratives. Those two were represented, whereas other discursive types 

were absent from this discussion. Even though the withdrawal from the Champion 

merger is not a failed merger in the ‘traditional’ meaning, the strong presence of 

individualistic accounts would imply that the withdrawal was seen as a personal 

failure of Mr. Niemelä. As Vaara notes (forthcoming), failure accounts often become 

examples of how not to do things. The individualistic accounts concerning Niemelä’s 

business sense and the way in which the rationalistic accounts concentrated on 

explaining what went wrong seem to support this finding.

5.1.3. Consolidated Acquisition

Stora Enso is among the world’s leading forest industry companies. It was formed 

through the earlier-mentioned merger of Finnish Enso and Swedish Stora at the end of 

1998. The company manufactures magazine paper, newsprint, fine paper and 

packaging boards, supported by 2.1 million hectares of productive forestland. It 

maintains production operations in Europe, Asia and North America and has sales and 

marketing operations throughout the world. In the beginning of 2000 Stora Enso 

employed approximately 40,000 people.

Consolidated Papers is a company headquartered in Wisconsin Rapids, and is North 

America’s largest producer of coated paper and SC printing papers as well as a
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leading manufacturer of specialty papers. In the beginning of 2000, the company 

employed about 6,800 people.

Only five days after the announcement of the Champion merger, the Finnish-Swedish 

Stora Enso was in the headlines announcing its intention to acquire an American 

company Consolidated Papers. The following information was found in a press 

release (Stora Enso 2000) given by the company immediately after the acquisition 

announcement.

Stora Enso agreed to pay 4.9 billion euros for Consolidated Papers, offering a 

premium of 69 % to the shareholders of Consolidated Papers based on the closing 

price of the day previous to the announcement. The Consolidated Papers’ 

shareholders are estimated to receive approximately 15.5 % economic interest and 5 

% of the vote in Stora Enso.

Stora Enso is one of the Europe’s two largest producers of lightweight coated and SC 

paper used in magazines and coated fine paper used in higher quality publications. 

Consolidated Papers has similar strengths in North America in the three grades. The 

combined company will become the world’s largest producer of paper and board by 

capacity, which reaches 15 million metric tons annually.

The anticipated operating synergy benefits are $110 million pre-tax annually. The 

synergies will be achieved through sales and logistics optimization, best 

manufacturing practices and purchasing efficiencies.

Stora Enso justified the acquisition by stating that it is “an opportunity to expand into 

the world’s largest paper market by acquiring a premium coated and supercalendered 

paper producer with leading positions in Stora Enso ’s core paper grades creating a 

powerful North American platform for future growth ”. Mr. Jukka Härmälä, the CEO 

of Stora Enso, also stated that Consolidated Papers represents ‘an ideal strategic fit’.

By selling the share in the Wisconsin River Power Company, Stora Enso avoided the 

need of an approval of the competition authorities in the United States. The
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acquisition was finally approved by the shareholders of the Consolidated Papers at the 

end of August 2000.

The reporting on Consolidated acquisition was partially mixed with the reporting on 

Champion merger attempt due to the temporal closeness of the two announcements. 

Also the articles on Consolidated were very factual and based on managerial and 

economic rhetoric. Thus, by far the most typical narrative in the articles concerning 

the acquisition of Consolidated Papers was rationalistic. It was manifested in more 

than half of the articles analyzed regarding this case. Other discursive types were also 

present, although in case of individualistic only as a minor narrative.

5.2. Rationalistic Discourse

“... Biggest is not always the best. But paper production in particular has noticeable 
economies of scale. Products are, compared with for example workshop industries, 

homogenous. In their sales, price is a competitive factor. Investments are very capital 
intensive. Paper and pulp are still relatively cyclically sensitive products.... Stora and 

Enso have similar product mixes. Still, the companies complete each other...”
DN Editorial 05.06.1998

Rationalistic narratives were common among all the cases examined. In the case of 

Stora Enso, they appeared in all of the newspapers examined except for IS and in two 

thirds of all the articles examined. The rhetoric, as can be seen from the quote above, 

is familiar from the management literature and terms such as economies of scale, 

homogenous products, capital intensive, cyclically sensitive and so on are frequently 

employed in the articles.

Rationalistic discussions were dominant also when Champion merger was announced. 

It was present in all the newspapers, except for IS. The articles mainly concentrated 

on estimating the obtainable synergy benefits and evaluating the validity of UPM- 

Kymmene’s own estimates. The issue of price was central in the public discussions 

following the merger announcement; several articles either brought up the general 

concern that the price paid was too high or they at times supported the claim of 

overprice. At least one article, however, very openly supported the price paid and the 

choices that UPM-Kymmene had made. Below there is a quote from a WSJ article on
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Champion merger announcement.

“A Finnish paper giant, UPM-Kymmene Corp., agreed to buy Champion International 
Corp. In a stock deal valued at $60.57 a share, or $5.81 billion, extending the paper 
industry’s rapid consolidation across the Atlantic. The combination, which brings 

together one of Europe’s leading paper producers with an American company long 
known for stubbornly independent behavior, will result in the world’s third largest 

paper company... The deal reflects the “bigger is better” strategy that is reshaping the 
industry. Larger companies can better afford to regulate their use of high-cost 

machines and keep supplies more closely matched to demand. This also helps the 
companies to have some influence over prices. Global companies also provide one- 

stop shopping for global customers....”
WSJ News Report 18.02.2000

Rationalistic discourse prevailed even during the withdrawal process or the price war 

on Champion. The rationalistic discourse concentrated on presenting the facts and 

figures of the price competition and motives for the withdrawal based on reasons 

deriving from these facts and figures. The rationalistic discourse took place in WSJ 

and KL and somewhat surprisingly also in IS, from which there is a quote below. Also 

in ES it appeared as a minor discourse.

“The forest industry company UPM-Kymmene gave up its plan to acquire the 
American forest industry company Champion. It notified its decision around 

midnight. That was the deadline by which it should have made a better offer than the 
American International Paper had made of the company....”

IS News Report 13.5.2000

The rationalistic discourse was present at least as a minor narrative in all the 

newspapers examined concerning Consolidated acquisition except for the IS. Perhaps 

somewhat surprisingly HS did not have rationalism as a dominant type of discourse in 

its articles on Consolidated acquisition. All the other newspapers had at least one of 

the articles written using rationalistic discourse, and the justification of the acquisition 

derived clearly from managerial rhetoric. Below there is a quote from KL, all of 

whose articles concerning Consolidated acquisition were purely rationalistic.

“...The reaction of the markets can also be explained through fashion trends. Today’s 
favorites at the stock markets are media, telecom and hi tech companies, whose 

projected growth is at another level compared with companies in traditional
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industries. Markets are clearly expecting also traditional companies to integrate the 
technology offered by the new economy....”

KL Editorial 24.02.2000

5.2.1. A ctants of Rationalistic Discourse

A figure below presents the actants of a typical article using rationalistic discourse. As 

can be seen from the figure, the paper industry, although a single actor, has the role of 

several actants. Especially the object but also other actants indicate clearly the 

managerial rhetoric typical to rationalistic discourse. The article is the one quoted 

above, a news report from the WSJ on February 18th, 2000.

Figure 4: An Actantial Model of a Rationalistic Discourse
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Notion of‘Bigger Is 
Better’
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(Donohue Inc.) 

International Paper 
(Shorewood Packaging 

Corp.)
Champion Merger

The actants in rationalistic discourses were much as could be hypothesized. Common 

for all the cases were the subjects and receivers. The other actants varied a bit more 

between the cases, yet common features were found even in them.
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Subjects were in all of the articles either the company or companies, the paper 

industry or the stock markets. The companies were clearly the dominating subjects. 

Examples of rationalistic subjects can be found in a quote below; the two subjects of 

the article are underlined in the text. These subjects are clearly deriving from 

economic and managerial rhetoric as is typical for the actants of rationalistic 

discourse.

“Finnish paper giant Stora Enso Ovi reached across Atlantic to scoop up Wisconsin- 
based Consolidated Inc. ... The paper industry. which has undergone a flurry of 

regional consolidation in North America and Europe during the past 18 months, still is 
catching its breath from Thursday’s groundbreaking agreement by Finland’s UPM- 

Kymmene Corp. to buy Champion International Corp. ...”
WSJ News Report 23.02.2000

The common objects in all of the cases were to merge with or acquire the company, to 

find a partner, to grow and to globalize. In case of Stora Enso one object was to gain 

as much influence in the new company as possible. In case of Champion the object to 

actually go through with the merger arose and after the withdrawal became clear, the 

object was to ascertain that UPM-Kymmene is able to conduct large mergers or 

acquisitions also in the future. Both in the cases of Champion and Consolidated the 

object to keep the stock prices high and to gain access to the US markets were present.

Senders were many and very varied. Senders were often abstract notions such as 

desire to grow - the popular notion of “bigger is better”, to internationalize, 

decentralize, gain economies of scale, consolidate, or gain stability through risk 

diversification. Exceptions could be found. In one article on Consolidated the sender 

was quite concretely money. Senders unique to the Stora Enso case include the desire 

of Stora to gain access to EMU, necessity (eat or be eaten -attitude), the desire to be 

able to make large investments, the desire of the owners to give the responsibility and 

power in paper industry to someone else in order to be able to concentrate on other 

industries or the desire to be able to influence decision-making in the new company. 

In cases of Champion and Consolidated, common senders include in addition the 

desire to gain access and a strong position in the US market, and where the object was 

to maintain high stock price the sender was the desire to be a good investment target 

for shareholders. Champion again had some senders of its own, namely the desire to 

be better than other, mainly foreign, forest industry companies. Also the desire to
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believe that the merger was the right decision, became a sender in the article where 

the object was to be able to finalize the merger.

Receivers were in all of the cases either the company or companies, paper industry, 

markets or the shareholders and owners. Companies were again the most common 

receivers but most of the articles named two or more receivers. In the quote above 

marked with Italics the receivers of the article are presented. The receivers in this 

article were the same as subjects, all gaining from the new consolidation trend in the 

paper industry.

The two circumstants, helper and opponent brought more variation and less 

predictability. Yet, even these actants were based on legitimate, rationalistic 

arguments.

Some common helpers can be detected in all of the cases. These include the 

consolidation development of the paper industry and the financial state of the Finnish 

paper industry and each of the companies in question. Other helpers in case of Stora 

Enso were the individuals behind the merger, positive public attitudes towards the 

merger and cultural issues, usually the cultural closeness of Finland and Sweden. 

Equality of the two companies in the board of the new company was seen as a helper 

in the power distribution article. The belief that the merger would get the approval of 

EU officials was seen as a helper for the merger in one article. Again Champion and 

Consolidated shared some common helpers most likely due to the temporal setting of 

the two arrangements. These include low prices of the shares in paper industry and 

good timing. Helpers unique to Champion were the Champion board decision 

accepting the merger and the clause of punitive payments in the merger agreement in 

case of not completing the merger. In the articles written after the withdrawal, helping 

UPM-Kymmene in its search for growth were the new possible opportunities offered 

for example by April in China. Helpers were also absent from quite a few of these 

articles on Champion. In the case of Consolidated, Stora Enso’s good 

internationalization strategy was also regarded a helper.

All the cases did not share common opponents, yet several the ones named seem to

stem from managerial and economic rhetoric and could very well be present in all the
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cases. By far the most common opponent in case of Stora Enso was the authorities of 

the two countries or the EU. They were mentioned as a possible threat to the success 

of the merger in almost all of the articles that could be categorized as rationalistic. 

Other opponents include cultural differences, usually detected between the 

management styles in a Swedish privately owned company and a Finnish majority 

state-owned company. Past negative experiences of internationalization were also 

seen as opponents to the success of the merger as well as Finnish Government 

ownership, which was seen as a threat in Swedish articles. Champion and 

Consolidated shared the following opponents: the high price of the arrangement and 

the market reaction to the price (one article actually stated that the markets 

misunderstood the price). Unique to the Champion case, opposing UPM-Kymmene in 

its efforts were depending on the time when the article was written (before or after the 

final outcome) the owners of Champion that had not yet agreed to the merger and 

rumors on a competing offer, falling stock prices, high price of Champion, low 

exchange rate of the euro against the dollar and IP’s higher offer. In the articles 

relating to Consolidated bad timing, high expectations, current hi-tech fad, increasing 

competition and past negative experiences were named as opponents.

In order to display a more complex example of an application of Greimas’s model, an 

actantial model of the WSJ article is presented below. Interestingly, the article focuses 

on International Paper as the subject and gives UPM-Kymmene the role of an anti

subject. As can be seen from the figure, the anti-subject here desires the same thing as 

does the subject and that will prevent one of the two from getting what they want. The 

fact that they desire it for the same reasons, i.e. the sender is same for both, is a 

coincidence, the senders for the anti-subject may be entirely different from those of 

the subject’s. It should be noted that the helpers of the subject are also opponents of 

the anti-subject and the opponents of the subject are helpers of the anti-subject. 

Helping UPM is its financial stability and flexibility and the clause in the merger 

agreement for punitive payments. Also the fact that UPM already had the necessary 

regulatory approvals for the merger was helping it. During the price competition IP 

was helped by the fact that Champion considered its offer superior to that of UPM and 

that the analysts regarded it a favorite. Opposing IP was UPM’s right to counter the 

offer it had made and the fact that it lacked regulatory approvals.
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Figure 5: A More Complex Actantial Model of a Rationalistic Discourse
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5.3. Nationalistic Discourse

Of the discursive types proposed by Vaara (forthcoming) and Tienari & Vaara 

(forthcoming) cultural discourse as such was not found in this study, even though 

mergers and acquisition under study were all cross-border and involved very different 

kinds of organizations. However, a very closely related type of discourse was 

detected, namely nationalistic discourse. The other fragments of cultural accounts 

such as organization-specific and profession-specific cultural discourse found in the 

articles were written using managerial rhetoric, and explained culture as one factor in 

the future integration process. Therefore they were regarded as a part of rationalistic 

discourse. The lack of wider cultural discourse can derive from two factors. First, the 

articles examined dated to a limited time period immediately after the merger 

announcement before the actual integration process had started. Secondly, Vaara has 

noted that cultural discourse seemed to be particularly suitable for failure accounts 

and no failed mergers were under study in this paper.
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In the Greimasian model, culture took the role of either a helper or an opponent or 

possible threat. Culture could not be detected in other actants and therefore it can be 

stated that it gained relatively little attention in Greimas’s framework.

As Low (2000) argues, nationalism is a product of nationalist discourses. National 

identity is established through various narratives relating to history, traditions, actions, 

etc. of a nation. He recognizes nationalist discourse as one discourse type among 

others that help us to construct and understand our various identities. Nationalistic 

discourses were notably present in the Finnish and Swedish articles studied. That can 

at least partially be attributed to the importance of forest and forest industry to Finnish 

economy in present but especially in the past. Vaara (forthcoming) also notes 

examples of national-identity -related or patriotic accounts, when evaluating the 

outcome of mergers in terms of employment or exports.

... “Of the merging companies, Enso has been in a better shape. Yet Stora Enso will be 
Swedish-lead, when the owners of Stora get 60% and the owners of Enso get 40% of 

the new company. Of the voting rights, the owners of Stora will get 55% and the 
owners of Enso 45%.... The cold truth is that through this arrangement a Finnish 

state-owned company becomes a majority Swedish-owned company...”
ES Editorial 3.6.1998

The presence of nationalistic narratives in the case of Stora Enso merger can most 

likely be attributed to two factors. Firstly, this was the first big transnational merger in 

paper industry with a Finnish company and secondly, in this case the merging 

companies were Finnish and Swedish. Due to mainly historical factors, the two 

countries in question have a special; close, yet complicated, relationship, especially 

from a Finnish viewpoint. This relationship is bound to raise awareness regarding 

patriotic issues. What additionally contributed to this, is the background of the two 

companies. Enso was a majority state-owned company, and Stora, Sweden’s oldest 

corporation, was owned by the Wallenbergs, the most important industrial family in 

Sweden. All these factors increase the nationalistic interests of the merger. The 

nationalistic discourse was present in almost all of the HS articles and in addition in 

some of KL and ES articles. Interestingly nationalistic discourse was not very clearly 

present in Swedish newspapers.
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“...From Finland’s perspective it is important that this step [the first transatlantic 
merger in forest industry4] was taken by a Finnish forest industry company. Finnish 
forest industry companies have throughout years been developed with forbearance 

and professionalism. At a national level, strength has been collected at a right time so 
that when the time of international mergers has arrived, Finnish companies are strong

enough....”
HS Editorial 18.02.2000

Nationalistic discourse also arose in the articles on Champion although gaining much 

less ground than for example in the case of the Stora Enso merger. The nationalistic 

narrative was present in ES as well as HS. It was not the dominant narrative in IS, but 

nationalistic concerns were present in a minor narrative in the article.

“Watch out Americans, the Finns are coming, wrote Financial Times in its highly 
esteemed market column, The Lex Column, on Stora Enso’s expensive acquisition of 
Consolidated Papers and UPM-Kymmene’s acquisition of Champion International. 
The Finns? Where did the Swede’s go? Is Stora Enso not anymore at least Finnish- 
Swedish? ... Now it does not matter much what people think in Falun, Södertälje, 

Trollhättan or Göteborg. What matters more is how things are seen from the outside, 
in The Lex Column, for example.... With all due respect to those mourning over the 
abolishment of Dalregment [regiment in the area around Falun], what should really 

worry the local politicians in Falun is that the world’s oldest company, Stora, no 
longer has its headquarters in Falun, Dal ama, but in Helsinki, Finland.”

SvD Column 24.02.2000

Nationalistic discourse concerning Consolidated acquisition in some texts had much 

managerial rhetoric, yet the perspective was clearly nationalistic. This was the second- 

most-common discursive type together with employment discourse. It was present in 

both a Swedish newspaper article (SvD) as well as in Finnish ones (HS, IS). 

Nationalism seems to be a factor more strongly present whenever Stora Enso, the 

Finnish-Swedish company, is the actor. Perhaps it is that aspect, which brings out the 

nationalism in Finns and Swedes and therefore also the Finnish and Swedish 

newspapers. When the Champion merger, a merger between a Finnish and an 

American company was the issue, nationalism gained much less attention than in 

either of the cases concerning Stora and Enso.

4 The comment in brackets was added by the author of this study.
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5.3.1. Actants of Nationalistic Discourse

The actants of the nationalistic accounts differ to a degree from the rationalistic 

actants, expressing more nationalistic interests. Subjects, objects, senders and 

receivers were mostly similar in all cases, the remaining actants or the circumstants 

had more variation.

Most common subject was Finland as a nation, Finns or Swedes. The companies were 

only the second-most common subjects. Also paper industry and the merger in 

question were subjects in some articles. Different nations or nationalities as subjects 

represent the typical nationalistic tones in a discourse. In a quote below a Finnish 

newspaper cannot hide its bitterness over the reporting of the merger between Stora 

and Enso in Swedish media. Even though the subject is not once clearly spelled out in 

the article it is quite obvious that Finns are the heroes of the story fighting the anti

subject Swedish newspapers and their false reporting. The anti-subject instead is 

mentioned frequently in some form in the article and is underlined in the quote below.

“Swedish newspapers reported Wednesday, yesterday, on the merger between Stora 
and Enso as if it would have been an acquisition done by Stora. ... Instead, none of 

the main newspapers noticed that Enso is a much more profitable company than Stora. 
Also the fact that Enso’s machinery is much more modem was left unmentioned. ... 

Swedish journalists have not obviously realized that Finnish Forest industry managers 
are at least according to the markets much more qualified than the Swedish ones. The 

only thorn in the flesh of the Swedes is maybe therefore the nomination of Enso’s 
Jukka Härmälä as the CEO of the new supercompany. ...”

KL News Report 04.06.1998

The common objects to all cases were to merge successfully, to grow and to globalize. 

In case of Stora Enso merger the object was to maintain Finnish ownership in large 

MNC’s, and to gain as much influence in the new company as possible. In one article 

the object was to make the Swedes realize what Enso as a company has to offer. In 

Consolidated acquisition articles the object was to be biggest in the paper industry in 

the world, to keep the Swedish MNC’s in Sweden or to move the meetings of the top 

management of the company to London.

Senders were many and often again abstract notions. Yet they were very similar in all 

of the cases. The desire to gain international recognition or recognition from the home
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country of the partner - as in the case of Stora Enso from Swedes - was present in all 

the cases. The desire to be bigger and better than other, especially foreign, companies 

relates closely to the need of recognition. They all reflect national pride, that was the 

sender in several articles. Other senders that were found in the articles relating to 

Stora Enso include the desire to maintain wellbeing and stability in Finland, the desire 

to globalize or the desire to influence decision-making in the new company from 

nationalistic viewpoint. Swedish newspapers were named as the sender in one article.

Receivers were almost the same as in rationalistic discourse; that is the companies, 

paper industry or the shareholders. However, the most common receivers were the 

nations, receivers that did not appear in rationalistic articles.

Helpers varied significantly from case to case. Yet some common features were 

found. The compatibility of the two merging companies was seen as a helper as well 

as the current shape of Finnish paper industry. Helpers unique to Stora Enso merger 

include cultural closeness of Finland and Sweden, the CEO Jukka Härmälä and 

government ownership, location, etc. The quote above on the reporting in the Swedish 

newspapers presents Mr. Härmälä (marked with Italics) as a helper to the Finns and as 

an opponent to the Swedes. Helpers in maintaining Finnish ownership traditionally 

had been the Finnish industrial families and that the wellbeing in Finland had been the 

concern of all the actors in the field. In case of Champion the helpers in reaching the 

object were the current merger and the low stock prices that enabled the consolidation 

development. Helping Consolidated were the current acquisition, the Champion- 

merger, and its existing offices abroad.

Common opponents to all cases were rare. Two, however, can be named, that is the

other nation and the foreign partner were seen as threats, i.e. possible future

opponents in all cases. In Stora Enso merger cultural problems, past experiences,

newspapers’ unfair reporting and the low market value of Enso were seen as

opponents as well as Finnish industrial families and other actors in Finnish business

world at present, as they are no longer interested in the general wellbeing of Finland.

In case of Champion opposing or posing possible threats were the trade unions if they

in future will try to make unreasonable demands and therethrough make future

investments into Finland unprofitable. Additionally in Swedish articles on
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Consolidated foreign ownership in Swedish companies, absence of regulations 

preventing sales of national equity in Sweden and large foreign MNC’s were seen as 

threats to Sweden.

Below there is a figure presenting the actants according to the model of Greimas. The 

figure represents an article using nationalistic discourse. As can be seen from the 

figure, the actants also clearly display the nationalistic aspects in the article, Finland 

has the role of several separate actants and the sender is to be accepted by Swedes. 

The circumstants opponent and helper indicate some actants present only in this 

article. The article in question is from KL, a news report from June 4th, 1998.

Figure 6: An Actantial Model of a Nationalistic Discourse
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5.4. Societal Discourse

Societal perspective in this study was found in two main types of discourse: local 

discourse interested in wellbeing of a specific community and employment discourse 

relating to the future of workers. The differentiating factor between these two
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discourses is that, although local discourse is almost without exception mixed with 

employment discourse as the wellbeing of a community depends on employment in 

the area, the employment discourse can also take place outside local context, in 

national or even international contexts. Also Tienari and Vaara (forthcoming) 

recognized the employment discourse as a type of societal discourse.

“... The staff of Kaukopää plant did not start to fear the loss of their jobs...This hardly 
affects the local level much. One cannot make people redundant here, no matter how 
big the company would be.... One concern has risen among the staff. Imatra plant are 
planning new big investments ... Now it is contemplated what is going to happen if it 

is not possible to realize the investments...”
ES News report 3.6.1998

Societal discourse in this study generally consisted of local or employment interests. 

Employment discourse was concerned for the wellbeing of the worker. This discourse 

was often communicated by a trade union representant, a worker or a local level 

manager. In the case of Stora Enso merger local discourse gained relatively little 

attention, perhaps due to the more widely shared interest in nationalistic issues. ES 

was the only newspaper to bring up local interest narratives. ES being the local 

newspaper, that was studied in order to see whether there would appear distinctive 

narratives and actants. In case of Stora Enso merger this seems to hold true.

Also employment discourse in the articles on Stora Enso was rare. Only one article in 

ES expresses the interests of workers as a dominant discourse and one minor narrative 

in HS displays interests of a Swedish worker. The Swedish paper workers’ union, 

Pappers, expressed their concerns of the diminishing influence of the workers in the 

company because of the fact that the legal home of the new company would be 

Helsinki. In Finland, law does not require workers’ participation in the board, as is the 

case in Sweden. Both articles however stated that the workers and union were 

satisfied with the merger agreement reached.

“In the woods of Michigan, in Quinnesec, not many things have cleared up after the 
merger announcement between Champion and UPM-Kymmene took place two weeks 

ago. What can be anticipated and hoped for in Quinnesec is that the plant is not 
threatened. No one knows anything for sure, not even the management of the plant.

HS Background report 09.03.2000 
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Local interest was also of importance in the articles on Champion. Again it was ES 

that had most interest in this narrative, which is understandable considering the 

audience of the newspaper. In case of Champion, however also HS brought up local 

interest, the local area in question being, quite unexpectedly, Quinnesec, the 

community surrounding Champion main location in the United States. In case of 

Champion, equally represented with the local themes were the employment narratives. 

ES brought up the viewpoint of local workers in Finland, whereas HS expressed their 

concerns for the American workers. As can be seen, the employment discourse in this 

case related to local discourse.

“When Stora Enso week before last acquired Consolidated Papers, it not only 
acquired plants and workers. It acquired an entire town. Consolidated employs 3500 

people in Wisconsin Rapids, a community with a population of 20 000 located in 
Central Wisconsin. If one counts their families, more than half of the population is 
directly dependent on Consolidated. In addition, at a radius of couple of hundred 

kilometers are the rest of its 6800 employees. Many families have been working in 
this company for three or four generations. Everyone has wanted to work for

Consolidated...”
HS Background Report 06.03.2000

In case of Consolidated local interest was present little surprisingly in ES but also in 

HS, where the local again was located in America, in this case Wisconsin Rapids. The 

articles presented the concerns of members of local communities about their future 

employment and wellbeing. Interesting in the local discourse in the case of Wisconsin 

was the strong personification of the Consolidated Papers into Mead family. It was 

evident from the articles that almost the entire community perceived Consolidated 

Papers as a company and the local plant all as something present only due to the Mead 

family. Employment narratives were represented in both HS and DN. The newspapers 

were concerned for workers in all the countries involved: Finnish, Swedish as well as 

American. HS again brought up the interests of the American workers, in two separate 

articles. The strong presence of American interests in HS in both Champion and 

Consolidated cases is curious. This can, however, be due to a coincidence of some 

kind. Or it can relate to the fact that the two cases took place within one week and 

were the first of their kind, that is a transatlantic merger in paper industry. That maybe 

the reason why HS considered the merger and the acquisition to be of such
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importance that several articles were written on the location of the new partners in 

Wisconsin and Michigan.

5.4.1. Actants of Societal Discourse

The actants of societal discourse expressed local or employment interests and were 

therefore essentially different from the actants of rationalistic discourse. All the 

actants, also helpers and opponents were fairly similar in all cases. Employment and 

local discourses were often employed in the same articles and therefore the actants of 

these two discourses were in majority of the cases the same. Also some nationalistic 

articles had the employment discourse present as well. The employment discourse 

was not very clearly and separately apparent in the actants of Greimas, but the 

discourse was apparent in the articles. Therefore the recommendation of Alasuutari 

(1993) of using multiple models when analyzing media texts seems sensible, as it 

offers more comprehensive results.

The subjects of local discourse were local paper mills, workers and local communities 

as for example the Kaukas paper mill and Southern Carelia or Wisconsin Rapids in 

the United States. The subjects emphasize the local aspects of each arrangement and 

therefore represent local discourse very clearly. In a brief quote below there is an 

example of local subject in an article that otherwise had a very rationalistic tone. This 

was one of the articles that had several different discourses in it.

“Stora-Enso’s and UPM-Kymmene’s units in Southern Carelia hardly need to be 
worried about their future. At least the paper giants’ investments in the province are 

of the magnitude that in that light paper, pulp and cardboard are made in the shores of
Lake Saimaa for a long time still. ...”

ES Editorial 26.02.2000

The subjects of employment discourse were often also the local mill and the workers 

but also the paper workers’ union. They markedly enunciate the tone that is typical for 

an employment discourse. The quote below presents the paper workers’ union’s 

opinions on the acquisition of Consolidated.
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“The conquests of America by the Finnish paper companies are not scaring the 
employees. On the contrary: The paper workers’ union has already for over a year 

been building up relations over the Atlantic. Deals have been expected. According to 
the paper workers’ union the threat from North America is at least not cheap labor as 

the wages of paper workers there are much better than in Finland. ... The pivotal 
concern of the union is the sustaining of employment. ...”

HS Background Report 23.2.2000

The local objects were to keep the local plant that enables the current way of life 

through maintaining the jobs. Other objects include developing the mill, serving 

customers, or knowing more about the merger in question. The employment objects 

named were to keep the jobs or to develop with the help of the merger, to serve 

customers or to simply know more about the future. In articles concerning 

Consolidated the objects were to maintain the negotiation position of the union, for 

the Consolidated workers to learn more about Stora Enso and for workers to get their 

opinion heard in the decision-making process of the company. In the quote above in 

Italics the object sustaining of employment points out the essential difference between 

employment discourse and other types of discourse.

The senders of local discourse were the desire to ensure wellbeing in Southern Carelia 

and to maintain the way of life through continued employment at the factory. Another 

common sender was simply uncertainty avoidance, the need to know about one’s own 

future. An example of this desire to avoid uncertainty can be seen in a quote above 

marked with Italics. In the case of Consolidated senders were the dependency of the 

community on Consolidated and the long shared history. The senders in employment 

discourse were the desire to keep the jobs and therethrough to ensure wellbeing of the 

workers and to avoid uncertainty about one’s own future. The paper workers unions 

emphasized the ‘best interest of the worker’. The consolidated workers were acting 

based on the desire to maintain their wages and benefits.

The receivers were the same in both local and employment discourses namely the 

workers and the mills in question, and in the case of local discourse also the 

surrounding community.

Helpers in local discourse in case of Stora Enso were the size of the Kaukas mill, the

importance of its product and the image of Stora Enso as a large international
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company. In case of Champion helpers were the new opportunities to be gained 

through the merger, the promise of no negative changes, the similarities of the two 

companies and experiences from past mergers. Helpers in Consolidated articles in 

case of the Finnish community of Southern Carelia were the investments made in the 

area and the access to raw material. In Wisconsin Rapids, the Mead family and 

Consolidated Papers as a company were helping in maintaining the current way of 

life. Helpers in employment discourse were the opportunities offered by the merger. 

Helping Finnish workers in the two last cases was the facts that the seat of the 

company is located in Finland and that the workers in the US have as good or better 

benefits than the workers in Finland. Helping the American workers was the 

management of Consolidated being well-informed and eager to help and the local 

media. Helping Swedish workers was Swedish legislation.

Common local discourse opponents to all cases include the uncertainty that a new 

partner and in particular a foreign partner was seen to bring. Two possible 

consequences from this were feared: diminishing future investments in the local plant 

and on the other hand changes that the new partner might cause in the communities. 

In cases where Stora Enso was involved, the loss of local “Kaukas-spirit” through 

growth of the company was seen as an opponent and the promised synergy bebfits 

through savings were feared to lead to cutbacks in the operations of the local plant. In 

Finland the possible unreasonable demands of the paper workers’ union were seen as 

opponents to the future wellbeing of the community. Opponents of employment 

discourse were again the merger and the risk of savings through cutbacks in the 

number of employees and the markets. Other opponents were the US model of not 

including workers in the decision-making process of the company, and American 

workers prior lacking knowledge on Europe and Stora Enso.

A figure exhibiting societal discourse and a model built from its actants is presented

below. The absence of employment discourse from this article is somewhat

exceptional, usually they were both present in the same articles perhaps due to their

close relatedness. Also here the manifold deviations from the model of Greimas in its

simplest form are displayed. One actor, Southern Carelia, has the role of several

actants. On the other hand, actants such as helper and opponent have several actors.

The time aspect of the actants is indicated in opponent that presents possible threats,
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that is future opponents. This model is from an ES article, an editorial from February 

26th, 2000.

Figure 7: An Actantial Model of a Societal (Local) discourse

SUBJECT

Southern Carelia

RECEIVER

People in Southern 
Carelia

Desire to maintain 
wellbeing and the 
way of life in 
Southern Carelia

SENDER OBJECT

Keeping the Paper 
Companies Present in 

the area

HELPER

Investments of the 
Paper Companies in 

the Area and the High 
Cost of Moving 

Production Units

Access to Raw 
Material in the Area

OPPONENT

Unreasonable 
Demands from the 

Paper Workers’ 
Union Preventing 

Future Investments in 
the Area

Future Mergers and 
Acquisitions

5.5. Individualistic Discourse

“... The merger between Enso and the Swedish Stora seals Jukka Härmälä’s, 51, 
position as the number one man in the Finnish forest industry.... That is important at 
least to the ego. Kutset’s [playful way of writing GutzeiC] men are known to have the

biggest....”
IS Column 9.6.1998

Individualistic narrator gained some ground in the Stora Enso articles. It was the main 

narrative of an article only in one case, namely that of the IS’s Stor, större, Jukka 

Härmälä. As can be seen from the quote above, in that article both Enso and the
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merger were strongly personified in the CEO Härmälä. But individualism appeared 

also in other articles as minor narratives. In these articles Percy Bamevik, the CEO of 

Investor (Wallenberg investment company), and Bo Berggren, the former CEO of 

Stora were identified as individuals behind the merger. These articles appeared in SvD 

andHS.

“The CEO of UPM-Kymmene, Juha Niemelä, will become one of the toughest leaders 
in forest industry in the world. At an international level he can be compared with 
Nokia’s CEO, Jorma Ollila, even though there is a huge difference in the market

values of the two companies....”
IS News Report 18.02.2000.

Individualistic discourse in case of Champion before the withdrawal suspicions was 

present only in one newspaper. IS, loyal to its style, was again narrating from an 

individualistic viewpoint. In this case, the individual was the CEO of UPM- 

Kymmene, Mr. Niemelä. When the suspicions about the completion of the merger 

started to rise, the amount of individualistic discourse in the articles arose noticeably. 

Individualistic discourse was surprisingly not represented by IS, which had a very 

rationalistic tone in its article. Instead other Finnish newspapers, HS and ES, 

employed this discourse. The articles very clearly personified the company and also 

the failure to complete the merger to Mr. Niemelä. The individualistic discourse 

concentrated on either questioning Niemelä’s competence or business sense or 

relating his viewpoints on the withdrawal. Concerns also arose regarding Niemelä’s 

possible loss of public esteem. The individualistic discourse was present in HS, where 

Niemelä’s sense of business was questioned and ES, where the main concern was 

Niemelä’s loss of esteem. Below there is a quote from an HS article reflecting the 

consequences of the possible failure to complete the merger on the career of Mr. 

Niemelä.

“...If Niemelä interprets the stock markets, he will forget Champion and quickly look 
for a new target to acquire. That would, however, not only mean loss of prestige, but 
also be a difficult process. If Niemelä on the other hand continues on the road he has 
chosen, he will make a new offer on Champion, based on cash and hope for the best. 
But the timing for this is not good either. A cash offer would become expensive now 

that the euro has depreciated dramatically against the dollar. UPM-Kymmene that was 
founded four years ago through a merger has already suffered two humiliations in the

5 The comment in brackets was added by the author of this study.
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international arena. Those were supposed to have been CEO Niemelä’s big projects. 
Does he suffer from a lack of an eye for the game or bad luck? The company cannot 

suffer many more screwups or the acquirer will become an acquiree.”
HS Column 26.04.2000

Individualistic discourse was nearly absent in these articles on Consolidated. The only 

newspaper to bring up individualism was an HS article. When writing about the 

Wisconsin Rapids community the article strongly personified Consolidated Papers as 

Mr. George Mead, the chairman of the board, and the Mead family, that founded the 

company. The family was seen as the beneficiary of the community. The actantial 

model displayed the Mead family only as a helper. Below, there is a quote from the 

article.

“...“When George was CEO, it was not unusual to see him at the mill”, Helmuth [the 
union representant] tells. George Mead is pleased when he hears the comments of the 
workers but remarks: “I still come to the mill. And I’m very glad that they still call me 
George.” The workers of Consolidated understand why the Meads sold the company.

Paper industry has globalized quickly and the American companies have not been 
able to keep up. The workers trust that the Meads found the best possible new owner

for them. ...”
HS Background Report 06.03.2000

5.5.1. Actants of Individualistic Discourse

The actants in the individualistic discourse display very well the individualistic 

viewpoints.

The subjects were either the CEO of the company or the entire company. The strong 

concentration on the CEO in the articles demonstrates distinctly the differences 

between actants in different discourses. No other discourse saw the CEO as a 

representant of the entire company or as in some articles the CEO as the entire 

company. A quote below further clarifies this point.

“Even though the cancellation of the Champion merger was the second big setback to 
Niemelä, he did not find reason for self-criticism from either. No one was able to do 
anything about the changes in the political and economic situation in Indonesia. ... 
And even though loyal to his style Niemelä chooses his words more carefully than a
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diplomat, also with the Champion deal he sees he has done everything conceivable.

ES News Report 14.05.2000

The objects were for the individual to gain more power and an improved status, to 

manage a large MNC and for the company to merge successfully. In the case of 

Champion the object in the articles evolved during the time period examined from 

merging to withdrawing from the merger with dignity.

Sender was not in all of the very clear, the desire to gain success, power and a good 

image seemed to be the abstract notions behind the object, but who voiced this desire 

was not obvious. For the company the senders were the desire to grow and globalize, 

to avoid debt, to gain recognition and success.

The receivers were in all cases either the CEO, the company or Finland. Even though 

the receivers were not always clearly written out, they were apparent between the 

lines.

Common helpers to all cases were a successful career, good reputation and the current 

merger. In case of Stora Enso the current merger and luck were also named as helpers. 

In the article where individualistic discourse was a minor narrative, the individualism 

was displayed in the role of the helper; the individuals, such as Bo Berggren and 

Percy Barnevik were apparent in this actant category. In case of Champion helpers 

were the punitive payment clause, financial stability of the company and when 

Champion-merger and April acquisition when they were still successful.

Opponents in the individualistic discourse were fairly case-specific. In the case of 

Stora Enso they were the mistakes Mr. Härmälä had made earlier during his career. 

Examples of this can be seen in the quote from ES News Report above marked with 

Italics. In case of Champion the opponent was maybe somewhat surprisingly the 

modest character of Mr. Niemelä, who didn’t seem to realize what he is supposed to 

want according to the article. Also his low salary was not attributing to his image as a 

successful international manager.
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The figure below presents an actantial model from an article using individualistic 

discourse. In this article as in majority of the individualistic discourse articles, one 

individual has the role of several actants, usually that of the subject and receiver, but 

sometimes also opponent or helper. In this article the time aspect of an actant as 

explained by Joutsenvirta (forthcoming) was apparent. That can be seen for example 

in the actant categories of helper and opponent. Past mistakes and successful deals 

and reputation act an important role in the model. The model is built from an article in 

IS quoted above, a news report dating from February 18th, 2000.

Figure 8: An Actantial Model of an Individualistic Discourse

SUBJECT

Mr. Niemelä

SENDER

Desire to Gain 
International Power 

and Success

OBJECT

To Manage a Large 
MNC

RECEIVER

Mr. Niemelä 
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OPPONENT

Modest Character of 
Mr. Niemelä
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HELPER

Reputation and Image 
as a Modem 

International Manager

Champion Merger

Past Mergers

6. Conclusions

This paper attempted to illustrate how mergers and acquisitions are socially 

constructed in the press. The framework of Greimas that was employed is taken very 

much as given. However, in the case of discursive typing suggested by Vaara 

(forthcoming) and Tienari & Vaara (forthcoming) the framework was regarded 

mainly as a guideline as how to type discourses. Some of their typing seemed very
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suitable for this study as well, but some differences were found as well. New 

discursive type, nationalistic, that was present only as a part of cultural discourse in 

the previous studies from which the model has been constructed was found. The 

cultural discourse outside nationalistic concerns was found to be very scarce in the 

articles analyzed and therefore not qualifying as a type of its own. Societal discourse 

was identified in two forms, as local and employment discourse. The role-based 

discourse that was identified by Vaara (forthcoming), when interviewing the actors of 

mergers and acquisitions was not identified in this study. However, some fragments of 

role-based discourse could be found in employment discourse, where the actions of 

management and employees and the union seem relatively role-bound. Role-based 

discourse was also absent from the study analyzing media texts conducted by Tienari 

& Vaara (forthcoming). The absence can be explained through the difference in the 

study material. While the study by Vaara uses interviews of the key participants, the 

two latter studies use media texts, thus lacking direct contact with the participants and 

their roles.

A table in the following page will summarize the findings at a general level; no more 

references to single cases are made. The two theoretical models are combined into one 

framework and the table shows what are the typical actants in each discourse.

Rationalistic discourse had actants that can easily be derived from managerial 

discourse such as the company acting as the subject, the object being to merge and 

consolidate. Senders were often the desire to be bigger or simply as necessity in the 

world that is rapidly globalizing. Receivers often included typically to the managerial 

rhetoric of this time also the shareholders. Even helpers and opponents were clearly 

thought from managerial viewpoint including for example attributes of the companies, 

the authorities and markets and their reactions. Some of the actants were typical to the 

industry in question, but most can be found anywhere in current managerial literature 

on the necessity to internationalize.

Nationalistic discourse shares some actants with rationalistic discourse, yet from

national viewpoint. National interest is the most important and it became apparent

with the presence of actants unique to this type of discourse, such as nation and its

inhabitants as subjects and receivers, and national pride, the need for international
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recognition and national ownership issues as senders and objects. Nationalistic 

discourse was the second-most common type of discourse present in this study. This 

frequency of nationalistic interest can partially derive from the traditional importance 

of forest and forest industry to Finland and also to Sweden.

Societal discourse is typically said to occur only if powerful societal actors have their 

own vested interests involved (Vaara forthcoming). This seems to hold true in the 

case of at least employment discourse, also in this study societal discourse expressed 

the concerns of interested parties outside the management of the company in question. 

Employment discourse was partially driven by the trade unions. Yet also local 

workers and managers were heard when reporting on employment issues. Local 

discourse had typically local actants such as the local mill, community and workers. 

They displayed the occurred from a local viewpoint showing less interest to a wider, 

for example company-wide or international context. The actants of these articles seem 

general to any local community, no matter what the industry or country in question is. 

It also appears that actants are less industry-specific than in case of nationalistic 

discourse.

Individualistic discourse has actants that emphasize the role of a single individual in 

the company. The CEO and his attributes dominate here. Managing a large company 

was often the object of the CEO and senders were the need for power and 

international success. Gaining from this success were in addition to the CEO also us 

Finns. That would imply that nationalistic and individualistic discourses at least in the 

context of small countries such as Finland can be very closely related. Helping in 

achieving the goals were the past actions and reputation of the CEO. Interestingly the 

characteristics of the CEO could also act as opponents. Another interesting aspect to 

individualistic discourse was that it was often not apparent who had the need for the 

CEO to be successful and have power. As can be seen from the brief introduction of 

actants above, no industry-specific aspects appeared in this discourse either, the 

articles could have been about a company in almost any line of business.
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Table C: Summary of Findings
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6.1. Implications for Management

As can be seen from the cases in this study, public discussion and therefore also the 

media can affect the future development of a company. Negative publicity can also 

have an adverse effect on the image of the company and therethrough also negative 

economic consequences. Examples include the lively nationalistic discourse on Stora 

Enso that created excitement and uncertainty on whether the Finnish Parliament will 

accept the merger. Another example is the rationalistic discourse on prices of the two 

latter arrangements that lead to a strong deterioration in the stock prices of the two 

companies. Managers should therefore show more interest in the way media describes 

the operations of the companies. Often rationalistic discourse is the most appropriate 

vehicle for public discussion from the viewpoint of the company and its management. 

Therefore it is positive for the companies that more than half of the discourse 

employed in the media was of this type.

Companies should notice however, that even though rationalistic discourse is often 

the most appropriate type of discourse employed in the media and should be 

promoted, also all the other discourse types can occasionally prove useful for the 

company and management. An example is the employment discourse where the 

unions in some articles are warned against unreasonable demands. Another example is 

nationalistic discourse through which the international mergers and acquisitions that 

can very well later lead to cutbacks in domestic operations are justified through 

national pride. Therefore the management should pay more attention to as to which 

direction to direct the public discussion.

6.2. Suggestions for Further Research

The analysis of media texts using Greimas’s actantial model and discursive typing 

model proved to be a very interesting way to study mergers and acquisitions, offering 

new perspectives to their analysis and especially of the role and mode of public 

discussion. It would be interesting to use the same or a similar study method to study 

cases from multiple industries in order to see would there still be actants typical to a 

certain discourse. As was concluded, in this study some actants or reasons behind the 

common appearance of some discourses can derive from reasons relating to this 

specific industry.
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Another possibility offered by this study method is further concentration. A more 

fine-grained linguistic analysis could give new insights to the study of organizational 

texts, be it media texts, interviews, autobiographies or something else. For example, in 

this study the analysis encompassed all of the six actants of Greimas and all types of 

discourse. In future studies there is an opportunity to concentrate on a single discourse 

or on single actant. For example the role of subject in different types of discourse is 

very interesting as well as the role of the different actants in a certain type of 

discourse.

This study concentrated solely on print media. Although that is still a dominating 

source of information, the world is now rapidly changing also in this area. This can be 

seen for example on television. In Finland in recent years the public interest for 

business world has increased notably. That has lead to the fact that all the national 

networks, Yle, MTV3 and Nelonen are broadcasting separate business news programs 

during weekdays. These news programs cover the most important events in business 

world in Finland and abroad, analyzing stock markets, interest rates and exchange 

rates. It would be interesting to study the discourses employed in these news programs 

in order to see how they vary among themselves and whether they are very different 

from the discourse employed in print media.
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