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How to Handle Staff in an Acquisition —
Before, During and After the Deal

Introduction: People Make the Business

When you buy a business, you’re not just buying systems, clients or contracts — you’re
inheriting people.

The staff. The team. The culture.
Get it right, and they’ll help you grow.
Get it wrong, and they could slow everything down.

This report will help you navigate the human side of acquisition — with practical strategies
for managing staff before, during and after the deal.

Because smooth transitions aren’t just about process. They’re about trust.

1. Why Staff Matter More Than You Think

They hold the client relationships

They keep the daily operations running

They understand the systems, quirks, and shortcuts
They can make or break the success of your integration

The problem? They may also:

e Be nervous about change
o Be loyal to the seller
e Be uncertain about their future

As the buyer, you need to understand how to reassure, retain, and realign — without
overpromising.



2. Before the Deal: What to Find Out Early

During due diligence, ask for:

e Organisational chart: Who does what? Who reports to whom?

o Staff contracts and salaries: Are terms consistent? Are there anomalies?

e Length of service: Who’s long-standing vs newly hired?

o Bonuses or profit share schemes: Any obligations due soon?

e Key person risk: Who can’t the business function without?

o TUPE implications: Are staff likely to be protected by TUPE (Transfer of
Undertakings) rules?

Also look for:
o Informal arrangements or unwritten promises
e Overpaid or underperforming team members
e Family members on the payroll
Ask the seller:
e “How would your staff feel if they knew you were selling?”
e “Who do you expect to stay — and who might leave?”

e “What concerns do you think they’d have?”

The more you know now, the better your transition plan will be.

3. During the Deal: How and When to Communicate

Most sellers don’t tell staff until after exchange or completion — sometimes at your
request, sometimes at theirs.

If you CAN speak to staff pre-completion:
e Be clear this is confidential and non-binding
e Avoid discussing major changes prematurely

o Focus on reassurance: continuity, opportunity, stability

If you CAN’T speak to staff before the deal:

e Prepare a clear staff announcement letter for the seller to share at completion
e Offer to join a handover meeting to introduce yourself

Your goal: minimise fear and speculation.



4. The First 30 Days: What Staff Need From You

Your first month as owner sets the tone.
What staff want to know:

e “Will I still have a job?”

e “Will my role or pay change?”
“Do I report to someone new?”

e “Is this going to be a nightmare?”

What you should do:

e Hold a team meeting or individual check-ins early on

e Acknowledge the change — don’t pretend nothing’s different
o Listen before acting

e Praise what’s working — before you start fixing what’s not

e Share your short-term goals (without making big promises)

Keep communication frequent but calm.

Even silence can be a trigger for anxiety.

5. Dealing With Resistance

Some staff will:

e Question your decisions

e Complain about “how we used to do it”
e Try to test your authority

e Speak negatively to clients or colleagues

How to handle it:
e Don’t take it personally
o Clarify expectations and boundaries
o Offer support, but be firm

e Document serious behaviour issues if they arise

If someone is actively undermining the business, it may be better to part ways quickly —
especially if their attitude is contagious.

But most resistance softens with time, structure and reassurance.



6. Retaining Key Staff

Every business has people it can’t afford to lose.

Before the deal, identify who those people are. Then:
e Speak to them early
e Ask what they enjoy — and what frustrates them
o Be transparent about your plans

o Consider offering a retention bonus or clear progression

People rarely leave just because of ownership change. They leave because they feel ignored,
insecure or unvalued.

Don’t let that happen.

7. Cultural Integration: Merging Values and Habits
Even if you’re not changing the brand, you’re changing the culture.

Be aware of:

Informal norms (“we always finish early on Fridays™)

Language or tone (“we don’t use job titles here”)

Workload expectations
Dress codes, humour, even lunch habits

You don’t need to adopt every legacy quirk — but you do need to respect what’s been

working, even if it looks different to your own style.

Take time to observe before making cultural shifts.

8. Legal Obligations (TUPE and Employment Law)

In most business purchases (especially asset sales), TUPE regulations may apply. This
means:

o Staff transfer to the new owner on existing terms

e You must consult with them in advance (or the seller must)
e You cannot unilaterally change pay or roles straight away

e Check holiday pay accruals and any unpaid bonuses



e Review pensions and benefits arrangements

Always take legal advice on employment transfers — this is not an area to improvise.

9. Final Thought: Own the Transition, Don’t Rush the
Change

A business is only as good as its people.

Buyers who lead with trust, listen actively, and act thoughtfully create smoother integrations,
better morale, and longer-term success.

Buyers who panic, disappear, or bulldoze through change tend to burn goodwill and regret
the results.

So take your time.
Be visible.
Listen more than you speak.

And treat the team you inherit like the asset they truly are.
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