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I
n 1906, w.k. kellogg started the “battle 
Creek Toasted Corn Flake Company.” Five 
years later, Frank Mars began selling candy 
in Tacoma, Washington. The companies 
they founded would grow to include some of  
snacking’s most beloved brands—M&M’S,  
Skittles, Snickers, Cheez-It, Pringles, Pop-Tarts 
—and expand across the globe. In 2024, Mars 
bet they’d be better off doing it together.

The $36 billion deal that united Mars and Kellanova 
(formerly Kellogg Company) was the largest in 
snacking history, and to hear Andrew Clarke tell it, it 
was also the most natural.

Clarke is Global President of Mars Snacking, and 
now leads a business spanning over 145 markets, 
with 57,000 Associates globally and nine brands 
generating more than $1 billion in annual sales 
(and, he says, six more brands heading toward that  
milestone). He describes the transaction, which 
closed in December 2025, as “transformative and 
fundamentally complementary—in terms of brands, 
geography, capabilities, opportunities, and even our 
founder stories.”

Clarke spoke with Brunswick Senior Partner 
Jayne Rosefield and Partner Monica Gupta about 
why the deal made sense, the work of bringing 
two organizations together, and where the united  
business goes from here.



This transaction was the biggest deal in Mars’ 
history, and one of the largest ever in the food 
industry. What made it the right move?
It really demonstrates our confidence and belief in 
the snacking category, which is a $1 trillion market 
and growing at over 4% globally each year. If you 
take a step back, we have a long history—I’m 
talking over decades and generations—of building 
this business organically. We shifted a bit with the 
acquisition of Wrigley in 2008, which moved us from 
a chocolate business to a confectionery business. 

 We’ve continued to grow organically, innovating, 
but also adding acquisitions along the way—KIND, 
Trü Frü, Nature’s Bakery, Hotel Chocolat—showing 
where we can bring iconic brands into our portfolio 
that are relevant for consumers. 

We felt we were at an inflection point for the 
whole industry. And you couple that with the  
confidence and belief of our stakeholders to go for a 
very large, transformative deal. 

How did you bring stakeholders along to believe 
in the vision?
Having confidence and belief in the category was 
the starting point, along with the capabilities and  
performance that Mars has—this is a growth play, at 
the end of the day. Once we decided Kellanova was 
the right partner, then a big group of stakeholders 
needed to see a shared vision of what was possible for 
the combined business.
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Mars Associates and Kellanova employees were 
both navigating a high degree of uncertainty, which 
underscored the importance of having a clear 
vision and being confident in what’s possible. It 
also showed the advantage of being a generational  
business with similar histories and values. And there 
were so many important stakeholders on this journey 
outside of the company, from our suppliers to our 
customers, from local communities to regulators.

What role did communications play?
An absolutely central one. The regular communi-
cation we created with those stakeholders was key. 
It allowed us to be consistent about the possibilities 
of the future and why we believed this was such a  
complementary, game-changing deal. And even if we 
didn’t have all of the information at the time, the act 
of being there and being honest about the ambiguity 
showed our commitment to being transparent. 

So much care and thought went into it. The new 
visual identity, for instance—which integrates ele-
ments from both organizations—reinforced the 
notion of “snacking is better together.” And I think it 
conveyed in a fun, authentic way that this really was 
two iconic businesses coming together, not Mars 
taking over Kellanova.

And then personally, visiting the different regions 
and markets, speaking and listening regularly to our 
Associates and future Associates, having one-to-ones 
and town halls, answering questions as honestly and 
authentically as possible—I think people appreciated 
that. I certainly did. Those meetings gave me a real 
sense of even further possibilities and opportunities. 
The more I spoke to people, the more I’d go, “there’s 
an opportunity here; if we invest, we can really grow 
the business.”

You mentioned that visual identity. How tricky 
was it to create, given that you’re uniting such 
distinctive, storied brands like Pringles and 
M&M’S?
This was the exciting part and it was a relatively 
straightforward decision, actually. These are the 
largest brands on both sides of the business. Both 
are approaching $4 billion in turnover, highly  
recognized and very meaningful. We thought it was 
possible to respect the distinctive assets of both and 
still bring them together to signal the excitement of 
what was possible going forward.

At our “Better Together” celebration, right at the 
start of 2026, our mascots featured very prominently. 
It was a moment for our 57,000 Associates around 
the world to experience the power and love of our 

brands coming together. 
I think it’s easy to forget that as a company: You 

can have fun with your communications. Clarifying 
the logic of a deal—the numbers, the strategic  
rationale—is obviously important, but so is commu-
nicating the emotion of it, actually connecting with 
people and making them smile.

M&A deals notoriously fail because of culture 
and integration. How did you approach that?
Through rigorous planning. We were hyper-focused 
on making sure there was representation on both 
sides—a “two in the box” approach. Everything 
we’ve done has been to make sure there was always 
a Mars Associate and a Kellanova employee in 
every decision, all in line with legal and regulatory  
considerations. Putting our best players into key 
teams has made such a difference.

We came into this with some experience of doing 
deals and having spent a lot of time analyzing what 
has worked and what hasn’t. Right at the center of 
that is culture and how to make it work. The great 
thing here is that there’s a real similarity in the  
companies’ roots and beliefs: a shared commitment 
to people, to building businesses, the passion. 

But at the same time, it’s tempting to just say 
“these cultures are similar” and be complacent. We 
didn’t want to fall into that trap. Curiosity really  
mattered—seeking to understand where everyone 
was coming from and then working out what the 
future could look like. In some cases, that looks like 
“best of both.” In other cases, it looks like leapfrog-
ging into a bold future in a very different way.

Let’s talk about that “bold future.” With the deal 
done, what’s next?
I’ll give you a few dimensions. We’re now present  
in more than 145 countries. We have nine brands 
above a billion dollars and six other brands closing 
in on that. We have 57,000 Snacking Associates  
globally and a footprint of factories around the world 
that enables us to manufacture these products locally.

There’s a lot of opportunity to grow responsibly, 
whether that is through product innovation, how 
we respond to consumer trends or even our science 
and technology and sustainability capabilities. We’re 
focused on taking our existing iconic brands and 
making them relevant for consumers around the 
world in new and different ways. 

We also have some of the newer brands like 
RXBAR, KIND and Trü Frü tapping into consumer 
trends, with Hotel Chocolat providing an experiential  
element. I think we can do both sides. 
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Snickers has been around for almost 100 years, 
and in 2025, it grew at around 10%. There’s a lot  
driving that cultural relevance and growth, from 
its links with the NFL to its innovation with Snick-
ers Protein. And we’re seeing huge growth in other 
areas, like RXBAR and Trü Frü both growing more 
than 30% last year. So the generational brands and 
emerging brands can thrive alongside each other.

We also have Pringles, a significant global brand 
which has done a tremendous job using innovation 
to make itself locally relevant in markets all over 
the world. We have over 200 flavors in the Pringles 
global portfolio—you’ve got Prawn Cocktail flavor 
in the UK, Consommé in Japan, Butter Caramel in 
Korea ... the list goes on.

An early area of opportunity is combining our 
science capabilities across Kellanova and Mars, our 
sustainability credentials, and thinking about how 
we can lead the industry in areas such as new  
materials, new packaging solutions and working 
with regulators where appropriate.

One example is the way we’ve been working with 
peanut farmers and growers for decades to enhance 
peanut crop resilience. A full 30% of peanuts grown 
globally are not fit for human consumption because 

of issues like crop disease. So how can we use  
science to develop hardier peanut varieties? We’ve 
already invested over $10 million in peanut research, 
and we’ve seen promise from new peanut varieties 
that can grow better in tough conditions, boosting  
production by up to 30%. That’s a great example of 
the science we can bring to help farmers grow more 
resilient crops. And the science, technology and 
innovation capabilities we now have collectively as 
one business will take us to the next level. 

There are so many opportunities when you 
put the two businesses together and think from a 
farmer’s perspective: mint is very important for 
our gum portfolio; potatoes, of course, are very  
important for Pringles. Farmers grow both crops. 
How can we work with them so it’s even more  
beneficial for the farming ecosystem? Those are 
really exciting opportunities. 

How are you reaching consumers differently, 
especially younger audiences? And what trends 
are you watching most closely?
From a consumer point of view, huge change. Lots 
of uncertainty in the world, but there are also lots of 
opportunities. Much of it driven by technology and 

ANDREW CLARKE
Global President,  
Mars Snacking
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MARS’ ANDREW CLARKE

demographic changes. Most of the GDP growth and 
population growth are coming from rapid-growth 
markets versus developed markets, so that makes 
geographical choice very important. Climate change, 
which affects resources and raw materials, is raising 
important questions. For example, how do we work 
with everyone involved in cocoa production, from 
farmers to suppliers, to make sure the cocoa supply 
chain is fit for the future?

We’ve seen the fragmentation of traditional meals, 
driven by consumers’ changing lifestyles, which  
provides huge opportunities for snacking. We’re  
seeing a focus on health, hence the growth of brands 
like RXBAR, KIND and Nature’s Bakery. Some of 
our fastest-growing products in KIND, for example, 
are protein-oriented. And we’re seeing an increasing 
interest in who’s behind the brands: What do those 
businesses stand for? Where does sustainability fit 
in? Where does responsible marketing fit in?

Another important trend is experiential opportu-
nities. Hotel Chocolat is a great example of how we 
are bringing that to the US. We started in Chicago, 
where we now have five stores, and we’re looking to 
expand from there. We opened our newest M&M’S 
store at Shanghai Disney Resort’s Disneytown, which 
is another good example of bringing our iconic 
brands to life in different ways.

We also know the importance of staying on the 
pulse of culture to reach younger audiences. You saw 
this in our recent Super Bowl ad with Sabrina Car-
penter, as well as in the work Pop-Tarts did to harness 
the passion around college football. They’ve taken 
their sponsorship of a bowl game and made it into a 
culturally relevant moment that fans can’t get enough 
of—perhaps to be expected with an edible mascot! 
This past year was the most-watched Pop-Tarts Bowl 
with 8.7 million viewers—more than the Golden 
Globes—and saw meaningful jumps in volume,  
distribution and positive sentiment for the product.

Finally, we spend over $200 million a year on 
innovation. Getting that balance right between our 
core propositions and how we innovate for the future 
is key. A good example: Skittles and M&M’S Pop’d, 
which we’ve just brought to market this year. We saw 
that trend playing out on social media, using the  
analytics tools we now have, and brought those  
concepts to market in record time.

Before this role, you were Mars’ Chief Market-
ing Officer for a number of years. What do you 
think of today’s media landscape? Does it make it 
harder to reach consumers? 
It’s changed so much even since I was CMO 

[2016–2018], it’s clear the current environment  
creates all kinds of opportunities but also risks 
we need to navigate. We can now, for instance, do  
personalization at scale using all different kinds of 
media and creative tools. 

A good example is the work Snickers did with 
José Mourinho [a decorated, and notoriously blunt, 
soccer coach], using Generative AI around the  
European Championships. 

In essence, you could create a video to send 
to a friend that made it seem like José Mourinho 
was talking to them. It was built on the same  
Snickers platform of “you’re not you when you’re 
hungry,” but in this case, José Mourinho was rating 
mistakes somebody had made, as he does as a football  
manager. It was a brilliant example of sticking within 
the brand guidelines while testing new approaches 
to reach new audiences at the cutting edge, and  
making sure we’re using AI responsibly. Since then, 
we’ve scaled that approach across multiple markets. 
The trick is to pilot and test, and if it works, scale it as 
quickly as possible.

We have to ask: What are your favorite Mars 
Snacking products?
You’ll find a full repertoire in the Clarke pantry, but 
near the top of the list for me would be Pringles—in 
particular, a little sour cream and onion! I love going 
around the regions and testing the new products and 
different flavors. The hot and spicy ones are very, 
very good and relate to local palates.

I also chew a lot of gum. I’m very proud of our 
reinvention of the gum category—how we’ve made 
gum relevant again, including a pivot towards mood 
management alongside refreshment, and innovation 
into gaming with a new brand called Respawn.

And I will say, a Twix fresh off the production line 
is just outstanding.

What has been the most memorable moment 
personally from this whole experience?
Three stood out. The first, of course, was when the 
Mars Board said, “yes, let’s go for it.” A lot of work 
from a very committed group had helped make that 
possible. The second was meeting the Kellanova 
leadership team. It was fascinating, and I remember 
being aware in the moment that it was the start of 
something big.

And finally, it was phenomenal to see the teams 
come together at our “Better Together” celebration. 
It was just all about the energy, the possibilities, the 
camaraderie. Almost from day one, you couldn’t tell 
who was Mars and who was Kellanova. u

“almost  
from day 
one, you 
couldn’t 
tell who 
was mars 

and 
who was 

kellanova.”
ANDREW CLARKE

Global President,  
Mars Snacking
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Most acquisitions speak the language of partner-
ship while quietly following the acquirer’s playbook. 
Together with the respective management teams, 
Bering and Bahner wrote a different one, guided by 
shared convictions: both teams were experienced, 
but neither had worked on a deal of this magnitude 
or complexity. The best approach—regardless of 
origin—should win.

The deal’s appeal was clear, but realizing it would 
require uniting two companies with different  
structures and communications approaches. Mars is  
privately held and family-owned, while Kellanova, 
formerly Kellogg Company, was publicly listed. 
Both carried century-old legacies and beloved 
snacking portfolios: M&M’S, Skittles and Snickers 
meeting Cheez-It, Pringles and Pop-Tarts. For the 
millions of consumers who grew up with these 
brands, and the tens of thousands of employees who 
worked on them, the merger was personal.

Awaiting regulatory approvals kept the deal’s 
timeline uncertain, and legal restrictions lim-
ited what the two companies were able to do and 

MARS AND  
KELLANOVA’S 
CORPORATE 

AFFAIRS LEADERS 
DISCUSS  

BUILDING A  
PARTNERSHIP 

WHILE WORKING 
ON A CAREER-

DEFINING DEAL.

say together. Of the many challenges Bering and 
Bahner faced, that presented one of the most cen-
tral: How do you sustain trust with employees, cus-
tomers, local communities, investors and other 
stakeholders when no one can say when the deal 
would close?

The pair spoke with Brunswick Senior Partner 
Jayne Rosefield and Partner Monica Gupta in early 
January 2026, on “Better Together Day,” a celebration 
marking the transaction’s completion and the early 
days of operating as a single company.

 
I would love to hear each of your initial reactions 
when you heard about the plan to bring  Mars 
Snacking and Kellanova together.
ANDERS BERING: My initial thought was: “This is 
huge—and super exciting.” It felt like a great fit. The 
deal’s rationale was compelling. But what made it 
exciting also made it a bit daunting, given the many 
people affected. I definitely wondered: “What’s 
ahead of us here? What are they thinking on the 
other side?” 

KRIS BAHNER: I was also excited. It felt like a nat-
ural next step for the snacking powerhouse journey 
we’d been on, which had led to the spin-off of our 
North America cereal business and the creation of  
Kellanova. It felt like a great place for our people and 
our brands. My next instinct was: “We need to start 
planning—yesterday.”

Did you have any idea what you were getting  
into when you took on the communications  
leadership role for this deal?
BERING: No, is the short answer.

The news broke over the summer break. We were 
scattered around the world, a lot of us had never 
met in person. I remember being in Colorado with 
my family, desperately trying to find a quiet place at 
4 am to talk. I ended up sitting in a car in the drive-
way. And as I was walking to the car in the dark, I 
remember worrying about two things: waking up 
the kids, and being eaten by a bear.

So I guess it started pretty dramatically. And 
it quickly became evident how big this was. I 
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A
nders bering and kris bahner had 
never met before August 14th, 2024, 
when Mars announced it was buying 
Kellanova in an all-cash deal valued at 
roughly $36 billion. 

By the time the deal closed 17 months later,  
Bering, Vice President of Global Corporate 
Affairs at Mars Snacking, and Bahner, Chief 
Global Corporate Affairs Officer at Kellanova, had  
spoken almost every single day. In the process, 
they had built a partnership that challenged typi-
cal M&A communications hierarchies and helped 
guide the largest deal in snacking history through 
regulatory reviews, while building internal trust  
and engagement.

together
better



BETTER TOGETHER

remember we saw some 30 billion media impres-
sions in the first 48 hours after the news broke. That 
took up a lot of focus early on, for good reasons, and 
it raised a lot of questions internally as well.

But I think we did well, early on, holding on to 
the fact that we didn’t know exactly what we were 
getting ourselves into. None of us had done this  
specific project before. We’d all done relevant 
things—numerous smaller acquisitions, Kellanova’s 
recent spin from Kellogg’s, Mars’ acquisition of 
Wrigley 16 years earlier—but nothing quite like this.
BAHNER: What helped was putting the audience 
first: mapping stakeholders, deeply understanding 
them. That’s where good communications projects 
always begin. We had done that during the spin, 
including through sentiment surveys that helped 
us understand where employees were throughout 
the journey. We implemented the same type of tool 
here. We spent a lot of time understanding where 
Mars Associates were, where Kellanova employees 
were, what they had been through recently and 
where we were meeting them emotionally. We did 
something similar for our communities, investors 
and other stakeholders. That discovery helped break 
something enormous into manageable pieces.

Each company came with its own strong culture 
and legacy. How did you think about preserving 
what was unique, while also establishing a  
unified story?
BERING: One of the first things we noticed was the  
different communications cadences. You take a listed 
company, Kellanova, and then Mars, which is family- 
owned, privately held—externally, the cadence and 
expectations for communications are completely  
different, and that flowed through internally as well.

Syncing those cadences was important and in 
many ways set the standard for how we approached 
everything else. We tried to be curious, to learn 
how each organization did things and do whatever 
made most sense. Sometimes that meant using one 
approach, or taking the best of both, or inventing a 
third way. We really admired the communications 
tactics Kellanova had built: the frequency, the open-
ness, and the promise to Associates that even when 
you don’t have all the answers, you’ll communicate 
quickly and transparently.  

So yes, there were differences, but we had some 
very important common ground as well. Both were 

strong, purpose-led businesses that prioritized  
empathy for people, which has carried through to the  
combined organization. A transformation of this size 
is big and exciting, but in the end, it’s about people 
and their lives. And we agreed on that from the start.
BAHNER: One hundred percent. One of the things 
we learned from the spin that we shared with 
Mars was that showing up consistently in front 
of all employees—even when you don’t have new  
information, even when it feels uncomfortable—
builds trust. Mars had previously relied on line man-
agers as the primary communications channel, but 
we committed to both companies holding monthly 
parallel global town halls as part of the process. 
There were moments when we’d get close to the town 
hall and we might not have a lot new to say, so natu-
rally the question would come up: “Do we skip this 
one?” And we’d remind everyone why we made the 
commitment in the first place.

And as Anders said, it’s about recognizing that this 
affects people’s lives and livelihoods. Being upfront 
that you don’t have all the information, but promising 
to show up anyway.

Another important area of alignment was that 
we had a sense going in, and it became so clear right 
away, that these are two organizations that have a 
really deep legacy and purpose. They’re what attract 
employees and Associates to these organizations, 
and they help keep them there. Lifting the compa-
nies’ purposes up early, and reassuring our people, 
our communities, external stakeholders, that they 
would remain central to the future organization, was  
steadying and credible.

There was also a visual and emotional element  
to how you brought the organizations together. 
Can you talk about that?
BERING: It still brings a smile to my face. What  
people know and love about these companies is our 
brands. We wanted to do more than tell people about 
the deal rationale, we wanted to make them feel the 
greatness of what was ahead. And what better way to 
do that than using our iconic brands and characters? 

We partnered with Brunswick to come up with 
this concept of “Better Together,” where the M&M’S 
characters and Mr. P. would meet and interact with 
each other for the first time, and it landed brilliantly. 
We teased parts of this for months, showing why we 
would be better together as an organization, and we 

KRIS BAHNER
Chief Global Corporate  
Affairs Officer, Kellanova

“...putting the audience first: mapping stakeholders, deeply understanding 
them. That’s where good communications projects always begin.” 
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finally launched the full campaign to the combined 
organization at our Better Together celebration  
following the close of the deal. You could see the 
smiles, the emotion, on people’s faces. That’s what 
good communications does. When it’s grounded in 
real values, and you find a way to unlock that truth in 
images and words, that’s what this job is about.

We brought together elements from both organi-
zations—color schemes, purpose, cultural artifacts—
and showed people that what we’d been saying for 
almost a year and a half about “best of both” was real. 
BAHNER: In acquisitions, acquirers don’t always 
pay attention to the emotional assets that matter to 
people at the company they’re acquiring. However, 
Mars was very inclusive and respectful of Kellanova 
throughout. 

I would cite three great examples. First, the 
visual identity for the future Mars Snacking gave 
clear nods to both organizations. Second, the video 
we created showing family legacies, brands and  
purpose coming together wasn’t just lip service.  
People can tell the difference between being authen-
tic and being slick, and this worked because the 
approach was genuine. Another great example is the 
new name and visual identity we created for the go- 
forward Mars Snacking purpose, which included 
key elements from both companies’ deep purpose  
legacies. When we revealed that Better Days would 
continue to be part of the Mars Snacking purpose 
going forward, it was meaningful to our employees. 
You could hear a sigh of relief and see the smiles on 
people’s faces. It’s another signal that the acquiring 
company sees you, understands you and wants you 
to be part of the future that we are creating together.

How did you think about authenticity over 
time, especially given the uncertainty around 
regulation?
BAHNER: It goes back to acknowledging intent. 
Being clear about the principles we were operat-
ing under, and asking people to hold us accountable 
to them. We were honest that we didn’t have all the 
answers. We asked for patience. And we recognized 
openly that the situation might feel frustrating or 
unsettling. That kind of honesty goes a long way.

Our leaders—Andrew [Clarke, Global President, 
Mars Snacking], Poul [Weihrauch, CEO and Office 
of the President, Mars], Steve [Cahillane, former Kel-
lanova CEO, now Kraft Heinz CEO]—showed up in 

“A transformation of this size is big and exciting, but in the end, it’s about  
people and their lives. And we agreed on that from the start.”

ANDERS BERING  
VP Mars Snacking  

Global Corporate Affairs

that way. They acknowledged that while this was a 
transaction, it was also much more than that.
BERING: We also asked questions that were genu-
inely on people’s minds in town halls. Sometimes we 
asked the same question multiple times to show that 
we knew this was on a lot of people’s minds. I think 
they appreciated that. Over 16 months, we worked 
together on more than 75 town halls, which we had 
to manage in parallel across both organizations to 
ensure messaging, answers to questions, et cetera. 

How did you think about building the broader 
team to manage this, and still keep up with the 
rest of your job?
BAHNER: Having just gone through the spin, we had 
experience managing a major transformation while 
still balancing other priorities, so the staffing model 
was familiar. We were deliberate about assigning 
clear roles and responsibilities. In some cases, like 
our internal communications teams, that meant ded-
icating people almost entirely to the transaction. 

One thing that was hugely helpful—and actually 
pretty unusual—was that both Mars and Kellanova 
were working with Brunswick. Often in transactions 
like this, each side brings its own advisors, and that 
can reinforce the feeling that there are two camps. 
Both of us working with Brunswick meant we were 
able to operate from a shared baseline, and weren’t 
constantly negotiating whose timeline came first, 
or who was drafting what. It also meant we could 
establish a regular cadence quickly and focus on the  
substance of the work, which was so important given 
the volume of communications. 
BERING: It was so helpful to have one partner  
working with us across both companies, someone 
who could provide an external perspective, help 
from a process point of view and keep things moving 
forward. This was an emotional process also for us in 
the central team.

If your job description is, “somebody who’s done 
a $36 billion acquisition in the snacking industry 
to unite a private company and a listed company,” 
you’re not going to find many people in your organi-
zation matching that. What mattered was having the 
right mix of capabilities around the table. 

We looked for a team who could complement and 
engage with Kris and me as true thought partners, 
who could serve as creative leads, and who would 
be very strong on process and detail. We found 
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jayne rosefield is 
Senior Partner and Head 
of Global Strategy & 
Transformation.  
monica gupta is a 
Partner. Both are based in 
Chicago.

that in Brunswick, and the combination made our  
combined team, and ultimately the approach and 
outcome, better. 

What’s your advice for communications and  
corporate affairs leaders trying to build a  
partnership on a deal like this?
BERING: It’s a tricky question. I’m not sure there is 
one formula. In our case it was, I think, how we acted 
from the beginning, how Kris and I openly deferred 
to each other in meetings, encouraging our teams to 
stay curious about the other side and not falling into 
the trap of “we usually do it like this”. We made it clear 
from the get go that this wasn’t “the Mars way” or “the 
Kellanova way.” This was “Better Together.”

A big theme for us was curiosity. I kept saying to 
the Mars team: Let’s be humble. Kellanova might be 
doing things better than we are. Let’s try it and learn. 
That mindset raised the quality of what we produced 
together. And it meant we enjoyed working with 
each other. I certainly felt the partnership very early 
on. A lot of players on both teams worked like this 
naturally, others picked up on it quite quickly. So it 
spread like rings in the water.
BAHNER: Just to build on what Anders said, I never 
felt we were competing. If you approach a shared 
leadership role as competition, it won’t work. The 
mindset has to be that the person across from you is 
your partner, and the only way forward is together.

Looking back, what stands out most? Any  
personal highs, or lows?
BERING: This entire project is a bit of a career 
highlight; you don’t get to do a lot of things of this  
magnitude. We exercised every corporate affairs 
muscle, from major external communications to 
complex government relations, intense internal  
communications across two organizations to build-
ing a new purpose and visual identity. Of course, the 
high point was celebrating the close of the deal, see-
ing people’s reactions to the official combination. 

As for a low moment, I remember a long sleep-
less night in Chicago of scenario planning during a 
time when we saw a lot of uncertainty and anxiety in 
the organization—though even there, seeing how the 
team came together was gratifying.
BAHNER: I’d agree with all that. Another high-
light for me was watching our teams grow. We told 
our people early on this was a once-in-a-career  
opportunity, and they embraced it. Emotionally, the 
final Kellanova town hall stands out. There was real 
joy and pride, not sadness. It was: “Look at what we 
did together. Isn’t this an exciting next step?”

Looking back, what lessons stand out for  
you as corporate affairs leaders?
BAHNER: This crystallized how often commu-
nications becomes a forcing mechanism for  
decision-making. When you commit to a cadence—
when you say you’re going to show up monthly, and 
answer questions—you very quickly surface where 
decisions haven’t been made yet.

We were part of the integration management office 
and both of our companies’ respective leadership 
teams. Having that seat at the table meant we could 
align early on what the communications cadence 
needed to be, and then work backwards from that. 
If we needed clarity by a certain date to communi-
cate responsibly, that created a deadline that helped 
move things forward. Not because people weren’t 
motivated—there was a very clear sense of urgency—
but because the reality of communicating clearly  
provides healthy pressure. 

For me, that alignment—between communica-
tions, leadership and the broader integration work—
was critical. 
BERING: I’d build on that from the Mars side. What 
stood out is how much more effective corporate 
affairs can be when it’s embedded in a project of this 
magnitude, rather than operating on the edges—
and I know we both would like to recognize and 
thank the corporate affairs teams on both sides, who 
worked so hard for so many months to get this done. 
Together, we were able to look across the organiza-
tions and to the outside world and see some connec-
tions others might miss. We had so many great peo-
ple across our businesses working on the integration, 
and being able to help connect them and commu-
nicate about their great work was among the most  
satisfying parts of the experience. 

Would you do anything differently?
BERING: I think I’d bring our corporate affairs teams 
together physically earlier. We spent so much time 
together virtually, the project was born virtually 
and people embraced that. But being able to bring 
our teams on both sides together in person really  
supercharged what we were able to do.
BAHNER: That’s a great point. I’d add that I think 
we did a good job of scenario planning, but I’d do 
even more, even sooner. It’s easy to say in hindsight, 
but it matters.

Final question: Would you do it again?
BAHNER: One hundred percent.
BERING: Absolutely—after checking with my  
family. u

“if your job 
description 

is: “somebody 
who’s done 
a $36 billion 
acquisition 

in the  
snacking 

industry to 
unite a  
private  

company and 
a listed  

company,”  
you’re not 
going to 

find many 
people.”

ANDERS BERING  
VP Mars Snacking  

Global Corporate Affairs
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