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1. Introduction: 
Acquisitions is a well-established business strategy that helps organizations to accelerate business growth. Nowadays, acquisitions are the most common strategy that organizations are using to enter a new market or business expansion. SoftBank has done the same to enter in world tech market, the company has used ARM Holdings acquisitions as a strategy to enter the Europe and world tech market. After the acquisition of ARM Holdings, SoftBank has to consider the change management that needs to be done within the organization as change management also helps the organization to maintain and obtain further business growth. To achieve important objectives and organizations often restructured it's business or marketing plan which is known as strategic change. Strategic change management is the procedure of managing changes in a structured and attentive approach so it can successfully achieve missions, objectives, and goals of the organization.  It is very hard to predict and control the overall business environment especially macro-environment therefore, organizations have to be ready for any kind of scenario. Strategic change management process can come to play if organizations have to deal with uncertainty, moreover, for the durability of organizations, strategic change management is necessary. In connection with the points previously mentioned, the case study from the year 2016 has been taken where SoftBank acquired ARM Holdings. In 2016, ARM Holdings was bought by SoftBank with £24.3 billion (Financial Times, 2016). In this essay, I will compare and evaluate the change implications from the viewpoints of ARM Holdings and SoftBank, and also I will write the strategic imperative behind the acquisition of ARM Holdings, from the view of SoftBank. While doing the evaluation of change implications from the viewpoint of ARM and SoftBank I will implement the change management model to understand the changes that had happened in strategy, organizational structure, or organizational culture after the acquisition. In the end, I will focus on ARM Holdings KPIs, what changes SoftBank acquisition has brought to ARM KPIs.  

2. History of SoftBank Group Corp and ARM Holdings: 
SoftBank Group Corp: SoftBank Group Crop is a Japanese multinational conglomerate holding company that was founded in 1981. It is the biggest telecommunication company in  Japan. According to Forbes Global 2000 annual ranking, SoftBank was ranked 36 in the list of the largest public company in the world ( Forbes, 2019). SoftBank also ranked 13 in the world 100 digital companies list ( Forbes, 2019). According to Forbes (2019), SoftBank market cap stood at $112.4 billion in the year 2019. 
ARM Holdings: ARM Holdings is a UK based semiconductor company established in 1990. ARM designed such chips that power more than 95% of smartphones around the world ( The Gurdian, 2016). In 2016, the SoftBank Group has completed the acquisition of ARM Holdings by paying £24.3 billion ( The Guardian, 2016). In the year 2019, ARM Holding revenue was £1.4 billion and the company IP was the heart of 35% of all consumer devices worldwide (Business case studies, 2019). ARM Holding's business strategy is to focus on developing ultra-low power consumption but high-performance applications.  
3. The strategic imperative behind the acquisition, from SoftBank point of view: 
Nowadays in the business world, everything is in a close correlation. Therefore, the economic development of one country is highly dependent on the economic situation of other countries. Merges and acquisitions are common and trusted ways by which modern organization business growth happens in another country. Well-established and bigger organizations from one country bought potential companies in another country that is known as acquisition, via acquisition bigger organizations can expand their business in the country as well as to another country. The acquisition has become a phenomenon in today's business world. Without the acquisition, it is very tough and time-consuming for organizations to enter a new market as well as to expand business growth. Therefore, Gaughan (2002) has stated that organization internal growth is a slow and uncertain process but growth through acquisition is a much more rapid process although some uncertainties come with it. Chinese organizations could be a great example of acquisition. According to a statistic by J.P. Morgan (2016), Chinese organizations' outbound accusation and merge activity in 2015 and 2016 had surged. Chinese organizations had completed seven of the 10 largest cross-regional acquisitions out of the Asia Pacific in the first quarter of the year 2016. In China, acquisition has become the most important strategic move for organizations as a business growth strategy. Moreover, Chinese organizations have found that acquisition plays an important role in developing organizations' finance also. Therefore, SoftBank's acquisition of ARM Holdings can be regarded as a key strategic decision that has been taken by SoftBank as a move of business expansion as well as a big step to enter the technological business world. Moreover, SoftBank's acquisition of ARM Holdings will help the organization to expand its business in the technological industry not only in Europe but all over the world. In a report, Tayal (2016) has described the reasons and thoughts that might be persuaded Softbank to acquired ARM Holdings. SoftBank has regarded this as a strategy of business growth in the technology industry but the objective was to bring more innovation in the technological world, therefore, SoftBank acquired the most successful tech company in Europe. SoftBank wanted to enter in the Tech world. But, SoftBank found that it will be very expensive as well as time-consuming to enter in the tech business world. Moreover, SoftBank was also aware of the competition in the tech world. Therefore, SoftBank thought about acquiring a well-established tech company, that time ARM Holding was the perfect choice for the purpose. SoftBank Knew that ARM Holdings had the upper hand in the Tech world not only in Europe but all over the world. According to Market Realist data from 2016, 95% of the world's smartphones (including Apple and Samsung), 80% of digital cameras, 25%  of Internet of Things (IoT), and 15% of networking devices had ARM-based microchips (Market Realist, 2016). Besides, ARM microchip was also used in many technologies such as Drones, smart homes, smart cities, smart cars, smartphones, televisions, wearable tech, etc (BBC NEWS, 2016). ARM Holding was an established name in the tech world,  moreover, already had a strong brand image in the tech world. SoftBank also considered the brand image that it can make via ARM Acquisition in the tech world.  These were the important aspect related to the strategy behind the acquisition of ARM, although SoftBank had to pay a healthy amount of £23.4 billion for the acquisition however it created a doorway for SoftBank to enter into the tech market. SoftBank acquisition of ARM Holdings was the largest ever happened in the tech world and it also allowed SoftBank to make its first big footstep into the tech market in the world. Haleblian et al. (2009) highlighted that recognition is also very important with the acquisition. It is clearly visible that recognition has been another strategic imperative behind SoftBank acquiring ARM Holdings. SoftBank has always shown its great interest in the "Internet of Things (IoT)" as SoftBank trusts that IoT will be the next biggest important thing in the technological world. According to a study from Grand View Research 2016  also suggest that the IoT market will grow to two trillion dollars by 2022 up from just over $600 billion from 2014 (Barrett, 2016). ARM Holdings also knew that IoT will be the next big important thing, therefore, ARM also turned its attention to the Internet of Things, a growing market that will require billions of the ow power microchips which ARM specializes in. According to an article published in WIRED magazine (2016), Parks Associate Research Director Tom Kerber had mentioned that ARM processors are ideally suitable for IoT applications (WIRED, 2016). Therefore, SoftBank was interested to mark its step into the tech world and ARM Holding was the ultimate choice as both the organizations were focused on IoT. The chairman and CEO of SoftBank argued that ARM is an excellent strategic fit with the SoftBank group as both companies had already shown their interest in IoT, moreover, both wanted to invest to capture the very significant business opportunities provided by the "Internet of Things". Therefore, SoftBank has paid a healthy amount of £23.4 without any hesitation. From the SoftBank acquisition of ARM Holdings, the strategic imperatives that can be easier to spot are related to business growth, business expansion, a competitive edge from the viewpoint of SoftBank.               
4. Change management model:   
To succeed, organizations need to be constantly changing and improving without that a company could fall behind its competitors. Moran and Brightman (2001) have defined Change Management is a systematic activity to prepare an organization for and implement ongoing environmental changes in a business operation. The change management makes sure that any changes happen in any organization or process are applied and maintain effectively. For successful organizational transitions, change management plays an important role. The change management model is an important concept that organizations need to understand and implement successfully to keep business growth. Kurt Lewin's change management model is known as the father of change management as well as the best effective change management model that allows better performance in the change in the organization (Cummings et al. , 2016). Lewin's change management model has three steps namely Unfreeze, Make changes and Refreeze.     
[image: ]                 Change management model of Kurt Lewin's (Cummings et al., 2016) 
The most critical step of the change management model is the first step as this step involves readiness as well as the willingness of people to move from their comfort zone to another situation. Moreover, this step also makes sure that everyone knows wahy changes are happening and what benefits it will bring so people can stay motivated. ARM holdings had gone through that step after the acquisition, where ARM had to make sure employees are not against the change management and also employees remain motivated after the change is done. It was important for ARM to complete the first step successfully as any conflict with the changes can be proved to be vital for its growth as well as can disrupt the objectives of the change.       
In the second step of change management, the main changes happen. This period is known as the transitional period of the organization. This transitional stage process is not easy as people have to accept the new way of doing things moreover people are afraid of the consequences of the changes. SoftBank assured ARM that more money will be invested in R&D after the acquisition, moreover, SoftBank declared that ARM will remain as an independent business, SoftBank will never interrupt in its business. Moreover, SoftBank has announced they will hire more people mostly technical people and will build another work center, those initiatives that had been taken by SoftBank helped employees to keep motivated and therefore the changes were accepted by ARM employees.   
The third and final step is where organizations adopted the changes and remain in a much more stable condition. In this step, employees accept the changes and learn new ways of doing things and build strong relationships with others to keep them strong with the changes. The changes that had happened in ARM after the acquisition did not create any negative impact on its business growth, therefore, ARM Holdings still remaining as a giant company in the tech world. ARM Holdings successfully overcame the changes that had happened after the acquisition.                   
5. Drivers of change management: 
Today's business world is very fast-paced and constantly changing, therefore organizations have to change its strategy accordingly. Gaining Strategic advantages and continuous pressure from competitors are the main important drivers among all that drive organizations to adopt the changes. For SoftBank acquisition of ARM Holdings and implemented the change management process could be a reason for both. Because of high competition sometimes organizations make changes in the operation process. 95% of world smartphone depends on the chips that have been designed by ARM Holdings ( BBC News, 2016) but the company has fallen behind of INTEL in terms of producing computer processors as most windows devices relay on INTEL chips. Moreover, ARM Holdings chips are constantly used in the data center and networking devices mainly in routers and mobile base stations. Moreover, ARM Holding has aimed to expand its business through the "Internet of Things (IoT)" related business as well as 5G network-related business. Therefore, after the acquisition, SoftBank realized that to gain strategic advantages in the operations process as well as to minimize competitors' threat change management process has to be done within ARM Holdings. SoftBank wanted to expand ARM customer base through IoT, therefore change management was needed within ARM. BREXIT was another threat that ARM had to consider while SoftBank acquisition was happening. BREXIT could affect ARM customers in Europe therefore, ARM had to undergo a change management process to make sure its business growth remains stable. 
[bookmark: _Toc17887107]6. Change implications from the viewpoints of ARM, and Softbank:
SoftBank's acquisition of ARM Holdings had resulted in many strategic changes, not in one but several aspects of both organizations. The changes have been related to the development of both companies. In the previous section in this essay, I have discussed the strategic imperative behind the acquisition where the focus was SoftBank. But in this section, I will discuss the implications of the changes in business strategy, organizational structure, and organizational culture because of the acquisition and focus will be on both organizations, SoftBank, and ARM Holdings.    
6.1. Strategy Change: 
Mergers and acquisitions always create its impact on any business organization that has gone through these, moreover, the impact of the changes is visible through the changes of business strategy ( Jain, 2013). The acquisition company always tries to implement its business strategy on the acquired company. In connection with that point mentioned, ARM Holdings observed that SoftBank wanted to put into practice its business strategy through ARM and wants to fulfill its motive of business expansion, however, both organizations have a common business strategy which is "Investing for long term growth". SoftBank's acquisition of ARM Holdings was a purely strategic move as a motive to enter into the tech world via an established company and SoftBank succeeded. From the strategic viewpoint, ARM Holdings' business model was very innovative and was working successfully for the company moreover it was a strategy by itself. ARM does not do any kind of manufacture of any semiconductor chips in which its technology is used. ARM creates the design for semiconductor chips and its partner's manufactured processor by using ARM design. ARM Holdings get its royalty fees for every chip that contains ARM design. It is a different kind of business strategy that has been implemented by ARM. ARM always invested high in its research and development( R&D). Most of its profit has been used in R&D as the company's current cost in the investment will bring future sales growth. ARM Holding's current revenue is coming from the technology that was developed many years before. After the acquisition ARM Holdings has made some changes to its long term business strategy. ARM has announced the company will reinvest most of its business revenue to develop new technology which ARM believes will generating sales growth and profit for many years, even decades. ARM is investing in new technologies related to products and services especially the Internet of Things (IoT). ARM believes IoT is the emerging market in the tech world and significant business opportunities emerging. Investing in Growth is the current long term business strategy that ARM Holdings is looking on. On the other hand from the strategic viewpoint, SoftBank's business strategy was quite different from ARM Holdings. SoftBank's business strategy is to expand its customer base through acquisition. Fundamentally, the acquisition also was SoftBank's business strategy for business growth in the technology industry.SoftBank is known as a successful telecommunication company, the company believes in proceeding to growth therefore SoftBank has acquired many foreign successful technology companies to expand its business and to increase its customer base. After acquiring ARM Holdings, SoftBank has announced its long term investment in IoT related technology as a strategic change, which fundamentally matched with ARM long term business goal. However, there was a concern for both organizations related to IoT business. IP licensing business model has worked for ARM in the processor market but this business model might not work in the IoT market because of high monitoring cost. In the processor market ARM has already established itself as a leading company, 95% of world smartphones, and 80% world digital cameras have used the microchip that has been designed by ARM (BBC News, 2016). But, in IoT related business ARM bound to see high competition, therefore, SoftBank had to make some strategic changes after-acquired ARM holdings. 
6.2.  Structural change:
Every organization has a set of goals that it wants to achieve throughout several processes. To achieve organizational goals, every organization has to follow certain activities, an organizational structure is a system that outlines those structures (Frost et al., 1985). However, there are several people in several positions in an organization who creates the system and everyone in that organization follows it.  Structural changes could happen in an organization's hierarchy, in the chain of command, management system, job structure, and administrative procedures. Any organization that has gone through under acquisition, defiantly will witnesses some changes in the organizational structure. In the case of ARM Holdings was no difference. SoftBank has a  long history of being involved in many acquisitions, from its acquisition history it is seen that SoftBank had been only made changes where it was required. ARM Holdings already was an established business entity therefore, very limited changes were required. ARM holdings already had an experienced corporate governance committee, also, a well-established organization structured was already in place. Therefore, after the acquisition, SoftBank did not make any major changes to ARM organizational structure, moreover, SoftBank announced that ARM Holdings will remain as an independent business and SoftBank will not interfere with any internal affairs rather than implementing long term strategic decisions.    
6.3 Changes in organization culture:   
For the smooth operations within an organization strong effective organizational culture is needed. Every organization has a unique style of working. According to Frost et al. (1985),  organizational culture defines the way employees interact with each other. For the success of any acquisition, understanding organizational culture is very important. If an acquired company and acquisition company do not share the same goals it can cause a huge problem. Organizational cultural differences can create major obstacles to achieving integration benefits. In the case of SoftBank acquisition of ARM holdings was quite risky in terms of cultural differences because SoftBank was an organization form the Asian continent from Japan, on the other hand, ARM Holdings was a Europen organization. Both organizations had huge differences in organizational culture. The way SoftBank has structured its culture it was suitable for the Japanese employees but definitely, it was not suitable for ARM employees. Japanese employees do not like merit-based promotion instead they like seniority waged system which has been in place since the 1950s (BBC News, 2016). Few companies tried to introduce a merit base payment system in Japan but it did not work for them. SoftBank organizational culture is also established on the seniority waged system. SoftBank employees beliefs, attitude is very different from ARM employees. SoftBank has got experienced from previous acquisition and understood that integrating cultures is a huge challenge but also key to success. Mckinsey (2016) also warned that challenges in cultural integration can and often create frustration among employees, reduce productivity and increase the risk of lower the business growth if cultures do not address properly after the acquisition within the organizations. Therefore, after the acquisition, SoftBank did not try to implement its working culture to ARM. Moreover, to keep ARM employees motivated SoftBank announced more employees will be recruit to wider its operation process especially in production, so ARM working culture stays intact after the acquisition.  Also, Softbank did not transfer any employees to ARM or vice versa. On the whole, SoftBank did not make any major changes in ARM working culture because of the massive size of ARM operations which may observe business loss if changes happened in organizational culture, although throughout the time small differences can be found.         
7. Changes in ARM Holdings KPI's after the acquisition: 
Key Performance Indicators (KPI) indicates the success of a company, every organization has a set of goals to achieve. KPI is a metric that shows whether an organization is on track of achieving goals. KPI also indicates whether the organization achieves its goal or not. After the acquisition ARM has witnessed some changes in company KPI which can be described in four categories namely customers, employees, processes, and revenue. If these four areas of an organization are healthy that indicates the acquisition was successful.  

7.1 Employee KPI's of ARM Holdings: 
Employee KPI indicates whether the employees are happy or not after the acquisition as keeping employees motivated after the acquisition is another organizational challenge that arises after the acquisition. In the case of ARM, after the acquisition happened SoftBank did not transfer any of the employees from ARM or did not make any changes in the organizational structure. Moreover, SoftBank did not decrease the number of employees work, it had announced that ARM will hire more employees to enhance its business growth. After the 2016 acquisition ARM Holdings has hired 2000 staff after the SoftBank acquisition (The Telegraph, 2018) as the Japanese giant continuos to boost investment in the microchip company. In 2018 SoftBank also announced that the total UK employee's number had increased from 2173 to 2534, 77% of them were technical employees. SoftBank has made a legal binding with ARM that it will double its overall head counting with the next five years while the acquisition process was going on (The Telegraph, 2018). From the above statistic, it can be argued that the workforce KPI of ARM is showing that the company is strongly remaining on tracks to achieve its business goals after the acquisition.           
7.2 Customer KPI's of ARM Holdings: 
Usually after the acquisition most of the organization witnesses changes in customer growth. Most of the organization struggle to retain its customer base as changes bound to happen after the acquisition. According to BBC News (2016), Samsung and Apple have used ARM design microchips in every one of their products. SoftBank background business was related to telecommunication therefore, SoftBank's business had little overlap with most ARM's customers, therefore, ARM Holdings customers did not see the takeover as a threat to their business growth. Moreover, SoftBank has indicated that ARM focuses to expand its business through IoT related business which is considered the next big market for technology. ARM Holdings customer KPI's has shown the business growth is stable and continuously showing growing instinct.       
7.3 Processes KPI's of ARM Holdings: 
ARM business model has been always very innovative, the company did not manufacture any products rather the designs the microchips and give it to its subsidiary company who than manufacture processors and sell them. ARM gets an IP license fee for each chip that is been used. After the Acquisition SoftBank did not make any changes to its process, additionally SoftBank has announced to reinvest ARM Holdings revenue to its research and development  (R&D). ARM technology can be reused in multiple applications. Most of the revenue that ARM Holdings currently from the technology that was developed a few years back. In 2019 ARM Holdings R&D spending has jumped by 16% to £656.6 million compared to 2018 (Yahoo finance, 2019). SoftBank did not make any changes to its R&D expenditure as SoftBank business strategy is also" investment to growth". However, after the acquisition ARM Holdings had to go through the change management to implemented any changes that required but all the changes that had been made via SoftBank were not major changes, therefore, the ARM Holdings process KPI is showing the company is on track towards achieving its business goals.           
7.4 Revenue KPI's of ARM Holdings:      
Revenue KPI is the most important KPI among all of the KPI's as it indicates the business growth accurately. After the acquisition ARM has seen a rise of its chip shipment, over the last three years started 2017 ARM has seen an average increase of 22 billion in its shipment over the last three years (ARM company news, 2020). Moreover, ARM Holding market share has risen by 33% to 22.9 billion in the year 2018 compared to 21.3 billion in the year 2017 ( ARM limited, 2019). ARM  has also witnessed its revenue also rose by 1% to £1.38 billion in 2019 compared to the previous year 2018, the company also made a profit of £1 billion in 2019 as well ( Yahoo Finance, 2019). These above statistics of revenue KPIs are indicating that ARM is on the right track of achieving its business target although it has acquired by SoftBank.   
8. Conclusion:      
From SoftBank's point of view, the acquisition of ARM Holdings is a successful one. However, SoftBank had to pay a healthy amount for the acquisition, SoftBank strength was its stable cash flow from its business there Softbank effectively completed the acquisition. With the acquisition, Softbank has entered into the tech business world with a motive of business expansion. From the ARM holdings point of view, acquired by the SoftBank can be considered as a strategic move. Because of BREXIT that happened in 2016 before the acquisition, ARM Holdings found itself in a difficult position as BREXIT's consequence was uncertain and ambiguous still, it is. Moreover, ARM Holdings wanted to expand its business through IoT related business as the market is been considered the next emerging market for the tech business, SoftBank also had huge interest in investing IoT related business.SoftBank and ARM both companies' motivation and vision was to capture the IoT market and expand business through that. Therefore, the acquisition happened successfully. However, from the whole essay, an important aspect that can be assumed easily is that although SoftBank had done the acquisition, the Japanese conglomerate company did not make any major changes in ARM organizational structure, business culture. Only changes SoftBank has done was involve with long term strategic decision, which had to be as both organizations long term goal was similar, expand business through IoT related market. Overall, the essay can be concluded with that the acquisition was a successful strategic move from both organizations.                    
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