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Introduction 

 This case study is about Nokia Siemens Network.  The aim of this case study is to depict how organiza-

tions go thru the adaptive cycle of change during the life cycle of organizations. In this respect I find the NSN 

case intriguing as both the corporations were market leaders in their respective segments at one time. Nokia, on 

the segment of mobile handset manufacturing and Siemens, the largest European  electronics conglomerate and 

a leader in technology services.  This case study focuses on the initial days of the collaboration and the conflicts 

after the merger, from the point of view of the Adaptive Cycle
[3].

 

 
    Fig 1. The Adaptive Cycle Model
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 The New Combination 

 In terms of the Adaptive Cycle model this collaboration between Nokia and Siemens started from the 

"New Combinations" phase where both the organizations were uncertain about the effectiveness of the collabo-

ration and were in an exploring phase. But the new combinations does not necessarily mean that both companies 

combine their leadership practices, but develop a new leadership style as a combined entity and establish that 

style as the new de facto in the combined entity of NSN.  In the words of Thomas Anderson Head of Care, NE 

Region, NSN, "When the leadership team was initially brought together following the merger into Nokia Sie-

mens Networks each person brought in very different national and cultural backgrounds. Furthermore, two ra-

ther different corporate and management cultures were in play as managers came from either Nokia or Sie-

mens"
[1]

.   

 The Entrepreneurship 

 I cannot really say the combined organization have passed thru this stage or not as they spent most of 

their time adjusting to the new combination and moving towards the equilibrium rather than innovating new 

things. In my opinion most of the mergers don't go thru this phase as the initial years are spent resolving internal 

conflicts and setting new rules & regulations for the combined entity that there is not enough time to innovate.  

A case study by Accenture, partly echoes the same view as they also say, "As Nokia Siemens Networks discov-



ered, creating a new business strategy is only a first step. The more challenging part of the journey is about 

putting in place the organizational structures, systems, processes, leadership capabilities and learning opportuni-

ties that enable the company to execute that strategy"
[2]

 

The Equilibrium 

 To bring things into a stable, equilibrium phase the first thing that is needed is working on single plat-

forms, be it applications or intra office communication tools and so forth. The case study by Accenture depicts 

this and the newly merged company executives realized this as Nokia Siemens Networks executives recognized 

that an immediate priority following the merger was the implementation of a common IT platform and one 

mode of operations, consolidating the company’s processes and systems end-to-end—from “quote to cash.” 

Non-standard procedures were interfering with normal business operations. Simply processing an order was a 

major undertaking, because a customer team would have to check which parts of the order were from the former 

Nokia portfolio and which were from the former Siemens portfolio, and then enter different parts of the order 

into different systems. To address these challenges, the company launched a Process & IT Consolidation pro-

gram to standardize numerous business processes and consolidate legacy ERP systems onto one platform. More 

than 1,000 people were assigned full-time to the program, working in five areas: offering and configuration, 

sales order management, supply end, demand supply planning and master data. The consolidation program was 

planned in phases, with rollouts scheduled by geographic region. 

The Crisis 

 Bringing a new combination to an equilibrium state is never easy. No matter how much effort is made 

by employees and leaders there will always be some hidden agendas,  BU managers who did not get a good role 

in the combined organization and would work in their capacity(although not publicly) to pull back the new enti-

ty, culture clashes between employees of both organizations and so forth, will bring upon the crisis situation 

sooner or later.  

 

 As described by the Accenture case study, the complexity and risks of the consolidation program be-

came clear in its initial months as working and conducting business in a merged organization meant dramatic 

changes for sales and customer teams—changes in processes, technology, product portfolios, and roles and 

responsibilities. Also, both the companies had different operating models. On Siemens’ side it was primarily 

decentralized, while Nokia’s Network Business Group operated on a more centralized basis, with standardized 

processes and systems companywide. Cultural challenges existed as well: the two partners had incompatible 

backgrounds regarding customer service and different attitudes toward formality and reporting hierarchies. 

Voices of resistance began to be heard across different regions, and it became clear that the merger and all the 

new associated programs were in trouble. This was mostly due to, the people from Nokia and people from Sie-

mens started holding on to their old ways of working in almost a religious way which paralyzed the combined 

entity. 

Back  to New Combinations 

 Both Siemens and Nokia had to compromise on certain principles to survive as a combined organiza-

tion. In order to get the change program back on track, all the executives looked to more closely involve leader-

ship from across the entire organization. There was a  definite need of a comprehensive change program, that 

was not only IT driven, but also business driven.  Jyrki  Runola, an executive with a broad business background 

in sales and customer service, was appointed the new program lead for a pilot deployment in Spain. In his words, 

"We needed to get everyone to speak the same language, breathe the change together and act as change leaders". 

This embarked the journey of becoming a “change-capable” organization
[2].

 An organizational change program 

should not be considered separate from everyday business responsibilities and the way people work, but part of 

it. Changes have to be embedded in how people perform, how they learn and how they are rewarded. This 

change also enabled them to execute a stronger internal communications strategy—articulating the program’s 

goals to the organization but also listening more effectively to people. Social networking applications were used 

to share lessons about how to make different groups, and ultimately make the company, more successful. Best 

practices and success stories from different regions were collected to showcase improvements in different areas 

of the business as a result of the change program. 



Conclusion 

  Thru this case study we have seen how an organization goes thru most of the stages of the adaptive cy-

cle by comparing the Nokia Siemens Network story. But this story did not end here. In early, 2013 Nokia ac-

quired the network solutions arm of Siemens AG and in the late 2013, Nokia's mobile business was acquired by 

Microsoft. Probably the these acquisitions will also follow the adaptive cycle and either come to an equilibrium 

state at some point in future or may also result in a crisis, again ensuring a further division or an acquisition by 

an even bigger company.  

 

 Organizations are no different than a person 's life. At some point there are certain circumstances in a 

person's life that brings about a change in that person's behavior. We have to accept that fact and adapt to the 

change because if we don't then we'll soon become extinct like the many species which disappeared from the 

face this earth. Those organizations which will accept this change as a fact and inculcate it as part of their prin-

ciples, will survive. 
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