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SoftBank Corp. was originally a telecommunications operator Founded in 1981. At present, SoftBank Corp. is one of the leading telecom operators and investors in global technology, internet of things and wireless sectors. There are numerous operating businesses under the umbrella of SoftBank Corp. comprising of market leaders of telecommunication, smart phones, consumer sector and internet sectors. The different subsidies under the group includes SoftBank Corp., Sprint corporation and Yahoo japan corporation. They have recently started investing in Robotics, clean energy and other new technology based industries. SoftBank is led by chairman and CEO Masayoshi Son. SoftBank is originally Japanese company with some of the subsidies and investments spread around the world making it a global entity and has a huge growth potential by continuous innovation and advancement. It is listed on Tokyo stock exchange with company worth of 6.5 trillion yen as of July 2016. Its headquarter is in Tokyo, Japan and has 63000 employees on combined basis. 
Whereas Arm Holdings has been denounced as UK leading technology company. It is not very popular and common name but most 0f technological products in everyday life has some chip or part made by ARM. It is headquartered in Cambridge, England. Arm’s semiconductor chips are embedded in Samsung smartphones, IPad tablets, Amazon kindle, Ford cards, Drones, Nest’s smart thermostats and many more.
Arm does not actually manufacture processors for computers or smartphones but it manufactures the semiconductor to be licensed by others. Its direct competitor can be Intel because it makes chips on different conductor X86. Arm chips are more popular in mobile phone industry rather than computers. Computer manufacturers are still using US made chips. 
It is a long debate that why SoftBank acquired ARM holdings. There were many speculations at the time so the basic and major reasons for the acquisition will be discussed in detail. SoftBank’s Masayoshi Son said they are currently transforming into an entity that transcends the typical business filed of a telecommunications operator by advancing a beyond carrier strategy. their strategy is to expand their telecommunication business into service and content fields While increasing the consumer base. During the year of 2016-2017 SoftBank intended to invest heavily in technology related fields like internet of things. They grew sales of their three subsidies SoftBank Hikari, SoftBank and Y! mobile. since Arm holdings were already in the technology market so it was a good option. Arm holdings is already making semiconductor chips for internet of things, smart cars and smart cities. SoftBank went into collaboration with Honda motors to put robots or smart system in autonomous and semi-autonomous cars. Therefore, arm holdings are already in technology sector they both can benefit from each other. This acquisition could be a huge growth opportunity for Arm holdings. Soft bank was interested in IoT. It placed the offer of buy out because SoftBank has a long-term strategy to enter the IoT market and SoftBank believes that Arm would be critical for the IoT revolution. Where as many strategist and even senior members of the Arm believed that the buyout was purely money desire. They wanted Arm business money to pay off the huge debts pile of SoftBank and its subsidiaries (Herman Houser, founder Arm). He believed SoftBank has no interest in investing for growth of Arm as Arm is not in manufacturing industry so most of the operating expense would Research and development. The profit margin of Arm holdings is high up to 51.6 %, and the net profit summed up to 67% for the fiscal period of 2015. Hence they had excess cash reserves of 1billion. Therefore, arm also had the money which could be used by SoftBank. However, later after the acquisition SoftBank has not used Arm holding business for its debt or solely for financial motif. According to SoftBank the reason of acquisition can be summed as the expansion of its consumer base, its appearance and entrance in UK market. It can also be deuced that they wanted to expand their portfolio and enter into IoT sector. SoftBank considers ARM as a chip designer not as smartphone chip manufacturer. Since one of the reason of the driving factor of acquisition is IoT and Arm technology is at the heart of internet of things. ARM holdings designed chips are present in almost all smartphones around the world. ARM chips are more power efficient and cost effective for mobile phones than Intel’s ATOM processors. Mobile market leaders like Qualcomm, Apple and Samsung have ARM holding designed chips. ARM holdings had already entered IoT market by that time and gained 26% market share in the sector. According to the annual growth rate they would be able to capture 51% of the market share by 2020 (ARM presentation). 
[bookmark: _GoBack]Then comes the 5G technology. SoftBank wanted to conquer the 5G technology and they were eager to work in the field. 5G technology will boost the IoT sector because it has the power support thousands of connections simultaneously. One of the major acquisition of SoftBank in USA is sprint. Telecommunication provider Sprint and SoftBank both were together to prepare to introduce 5G technology. Internet helps IoT devices as it connects everything. Intel, QUALCOMM, Samsung, Apple everyone is also testing 5G technology in conjecture with different telecom providers. According to their strategy and goal of increasing the customer base they were working on the network strength so it would be able to support IoT technology better. They are certain to launch 5G services in 2020. In order to penetrate the 5G market completely they have to advance 5g network that can connect numerous devices through a single wireless network. Since SoftBank have acquired different offices they can use up all the resources at hand for the development of 5g technology. The advent of 5G technology could be a major business opportunity for SoftBank. So development of 5G is essential and helpful for ARM holdings too. Since Son, believe ARM is going to be the leader of IoT revolution era therefore they had strong interest in acquiring ARM. Since mobile and PC market is in saturation phase many chipmakers directed their interests towards IoT devices. This wave triggered many mergers and acquisition. Intel capital and Qualcomm both companies started investing in IoT technology startups (CB Insights). NXP acquired Freescale to increase its presence in automotive and Cypress acquired Spansion and Broadcom’s AVGO IoT firms to intensify exposure in IoT. As we know that different companies were interested in joint ventures or acquisition but ARM holdings was a profit earning company and was not in need of buyout. Therefore, none other companies who were interested in IoT technology bid for ARM holdings. SoftBank announced its deal at the perfect timing and they made a lucrative offer which forced ARM holdings to ponder on the deal. If the company was in need of sale, there could be many potential buyers considering its position in IoT market.  The other companies like Microsoft, Google, Samsung, Apple and Qualcomm were in better position to buyout ARM as they had more cash holdings than SoftBank. SoftBank had a debt of 113 billion dollars and raised another 10billion for acquiring ARM. Apart from financial aspect if we consider business aspect, ARM would have benefited more if the acquiring firm is one of the technology related company like Apple, Google etc. Qualcomm and Apple were intended to enter data center and cloud computing field and in this field Intel is the market leader with 97%share and ARM has only 1% market share. With the help of apple, Google or Microsoft they could have created more synergies and achieved their goals with the help of experience and technological support of the big giants. 
Although there was no similarity in the technology or expertise of both the companies so there is not potential of creating synergies but this acquisition can rather be classified as Merger in which both companies can benefit each other somehow. As CEO, Son is known as risk taker, he wanted to invest in ARM because of its presence in IoT market. Masayoshi Son has a long-term plan for ARM that every IoT device would be built on ARM designed chips. Therefore, he was ready for bigger investments in the sector. SoftBank agreed to the acquisition terms which include increased investment in ARM and job creation or the double the UK work force to work on IoT technology. Since Son, has already declared its long-term strategy to conquer new markets other than telecommunication and increasing its customer base. This deal had shocked the investors and strategists because most of the critics said that there was no connection between telecommunications and internet. It was more critiqued because no synergies could be created between the companies (Yoshinori Ogawa Okasan securities Strategist). 
Now, there were not any sufficient reasons for RM accepting the offer as it had a high profit margin large market share and excess cash reserves to meet its long term liabilities or any capital expenditures. In spite of having no financial trouble they did not want any acquisition but they accepted SoftBank’s offer because the offer was very lucrative. SoftBank offer was strategically put in and it agreed to bring no structural or cultural changes, products, competition and technology. They agreed to invest heavily in the ARM and spend more for the research and development. SoftBank offer of 32 billion was very shocking and very lucrative offer. It was payimg43% more than the closing price of the last day. It had been classified as the biggest deal.it gave the shareholders immediate push in the earnings. Also, if we look at the portfolio of ARM holdings they were more into mobile phone industry and mobile phone market has been experiencing decline in sales (Puja Tayal, 2016) but ARM had potential growth in the sector of IoT. They were working with the market leaders and giants like Apple and Samsung. Therefore, there could be no obvious reason for ARM reason to accept the deal but a good amount of money and future investment commitments. Hence the short sightedness of ARM holdings shareholders was critiqued the most. They were attracted by 43% premium to their investments. It has always been said that British investors are attracted towards short term gains and hence willing to ignore the long-term growth incentives. This pattern could be observed in this case.  Contrary to this it can also be said that they were aware of the fact the organizational culture of SoftBank is similar to ARM and both the companies could end up exploring new avenues if the conditions are met successfully. 
ARM in its announcement and report to its shareholders characterized the following benefits that they can achieve through the acquisition. It said that SoftBank values the firms as one the leading technology company and has promised to back and progress the company as a market leader and will help in IP licensing and research and development. The second advantage they consider is that SoftBank is a global entity and therefore has global network of relationships. They can take advantage of their customer base and will give the products of ARM holdings an international exposure. It will give it the opportunity to tap into new markets. Since SoftBank has strong existence in Japan, China and USA. Since SoftBank agreed to continuously support company without any restrictions or limitation and it would dedicate capital and resources to continuous innovation and development of new technologies. SoftBank proposed to sustain ARM’s long-term goal of generating more value per device and increasing their licensing opportunities and gain royalties on their embedded intelligence products. In the announcement to its shareholders, ARM holdings assured that SoftBank would increase investment to promote its IoT technology as it will be a revolution for human life. ARM was also interested accepted the offer because SoftBank ensured that they would invest in multiple growth projects and will hire more tech specialist to maintain the competitive advantage. Also, SoftBank assured that ARM culture would prevail and there would be no major changes in organizational culture. ARM was also assured that SoftBank would create growth opportunities for the people of over next five years. 
As mentioned earlier this acquisition was classified as the second biggest deal in semiconductor industry because a Japanese telecom company was about to acquire a British semi-conductor chip manufacturer for cash proceedings of $ 32 billion. This means that each share would be sold for 1700 pence each which indicates a premium of 43% than the closing price of ARM stock i-e 1189 pence. This deal was critiqued more because of the high price tag, funding and the collaborations among companies. SoftBank is a major shareholder in US telecom sector gave a premium of 43 % which was more than 24 times of the of ARMs revenue (1.28 billion dollars) and 20times of the estimated revenue of 2016 even 57 times of the net income of the company ($568 million). Therefore, the price was too high and attractive for ARM holdings. It is also said that Masayoshi Son, increase the bid offer three times. They had keen interest the company since 2014. They presented the offer soon after Brexit. After the offer, SoftBank had a huge challenge of payout of the offer. It had debt of 113 billion already. SoftBank is expected to pay partially from its share in Alibaba and Supercell and raise the rest of debt by the Bank. Payout by debt was criticized by all the shareholders. 
Moving on to the effects of this deal on the competitors of ARM, as we know Intel is the prominent and direct competitor of ARM. Intel was defeated by ARM in the mobile phone market because of high power consumption of intel chips. But in data center intel is the only market leader. ARM chips do not match the quality of intel chips. But Qualcomm has entered the market since 2016 and it is expected that it can bring ARM chips to server market as well by many strategists. However, intel does not consider ARM a threat in server chips but with the help of SoftBank arm can spend more in research and development of the server chips. SoftBank can provide resources and capital to support the R&D cost for ARM. Therefore, intel would be not very happy with this deal (Tayal. P, 2016).  Along with server chips ARM and Intel would toe to toe in IoT sector because both of them are competing together to penetrate IoT sector. As mentioned earlier, Intel capital has made the biggest investor in IoT startups according to CB insights. However, with the help of SoftBank, ARM would be able to pose a serious threat because SoftBank is already preparing for development 5G technology. So, ARM with the help of the SoftBank can increase their market share rapidly. ARM can benefit from the support of the big company like SoftBank because they are willing to spend excessively in R&D. 
Now arises the main question what changes in organizational culture, structure and strategies would be applied by SoftBank. SoftBank assured ARM would be a separate entity and they would not be implementing any structural change. But both the companies are from different cultures. According to Hofstede cultural insights, Japanese organizational cultural would promote collectivism because they like to work in groups, they put others in first before themselves. Hence teamwork and group work is the positive character of the culture of Japanese. SoftBank is also a promotor of team work and groups. Teamwork is really important in the technology related firms because human capital and their innovations are the most critical success factors for them. Hence both the companies have this feature in common in their culture. 
Although, Japanese companies are known to have more closed door culture. They have more authority and power distant environment. Most of the firms are hierarchical and have complex structures which makes decision making slow. However, SoftBank in its strategy has mentioned that they are different from Japanese companies. They are promoting employees to be a part of the creativity process (2017). They are undergoing some structural reforms because technology companies need their employees to participate and raise their voice. Google is known for its best organizational culture. They need a participative environment so everyone can freely contribute in the process knowing their opinion is import-+ant. SoftBank has initiated Smart and Fun workstyle in 2017 where they have asked to reduce the working overtime employees. They are using AI and robotics for the normal routine work to save employees some extra time. That time could be used for the development of employees. This policy encouraged employees a lot as it ensures the management are concerned about their human resources and they are giving them time to modify their careers and participate in development of new ideas and products. Therefore, 400 projects were started by employees to achieve operational excellence. Management is giving them flexible working time and partial telecommuting. They have a plan to introduce full telecommuting facilities so employees can work virtually from all around the world. these strategies show that SoftBank does not have highly complex and hierarchal organizational structure hence it would be easy for ARM to work with SoftBank. Since they committed that they would give leverage to ARM to continue to operate as separate business group of SoftBank. Hence no structural changes have been introduced by the SoftBank till date which is against the anticipation of many strategists. They did not change the identity or culture of any company that they acquired. SoftBank Group is big group that has been established through numerous acquisitions and all the companies belong to diverse backgrounds and cultures. The employees and management personnel belong to various careers, values a norms and they didn’t change it for them and just asked them to focus on their tasks demanded by the current situation or market need. Similarly, SoftBank agreed to preserve the ARM organization in its original condition. They will not lay off any of the employees, senior management or top management. They did not bring any change in the brand, ARMs business model and its products so ARM can continue to grow and work efficiently as they were before the acquisition. Rather they asked employees for their support and contributions to make ARM more successful. They also signed in the scheme that they would not change any salaries, pensions of any of the employees for 12months after the complete acquisition. SoftBank kept the ARM all the department in its existing head office in Cambridge. SoftBank agreed to keep all the department and the head office as it is for the next five years. In cases of acquisition organizational change is ubiquitous and hence results in employee resistance. There are many change plans and processes have failed due to employee resistance. Resistance is inevitable in response to any major organizational change. It creates skepticism, doubts, fear and resistance among employees due to which it becomes difficult to implement any change or any improvement in the organization (Folger, and Skarlicki,1999). Hence, employee resistance is critical contributor towards the success or failure of any strategic change. Similarly, in this case SoftBank did not impose any sudden changes for the employees in order to get productive results in the end. 
SoftBank have fulfilled most of its promises as they started increasing the number of employees. ARM holdings reported a 24% increase in the UK work force. SoftBank after one year reported that it had increased the number of UK employees from 1749 to 2173 and they also hired more non-UK employees (Financial times, 2017). They hired more engineers so they could work on IoT. Massive hiring of people increases the operational expenses of company. Similarly, profit of SoftBank Group declined for the year of 2017. ARM made a loss of £48 million. SoftBank explained that the losses are majorly because of the massive amount of hiring of technology engineers and also because of the acquisition expenses. Since the acquisition ARM has been spending on the research and development of the company and has been hiring more people preparing it to develop new products and progress in the field of Internet of things. 
Eventually the successful acquisition depends on various factors like perfect partner, effective communicate, organizational fit and many more (Eddy Lavern, 2017). Therefore, is we analyzing the deal from those factors we can find some factors in the acquisition of SoftBank and Arm holdings. The two companies should be compatible to each other. Although SoftBank belongs to a different field but SoftBank has been relying on acquisition since the start they are into telecommunication sector and working towards the development of 5G technology. These factors indicate that both of them together can work out some strategic partnership in the field of server chips and in IoT sector. SoftBank can give ARM advantage over Intel in the computer servers and data centers where its market share has been lagging behind. Therefore, they could be strategic partners if they co-ordinate their efforts and benefit each other. Moreover, the organizational fit of both the companies should aligned together. Although bit the companies are of different background but SoftBank has more participative and open culture and they did not impose any major structural changes. Communication has also great impact on the transition stage to be implemented properly. Effective communication is the key. SoftBank motivated ARM employees by telling them in numerous statements that value their skills and would like the employees to contribute in the success of the business. Also, SoftBank is related to technology sector and ARM is also a part of this industry. In technology, time and innovation is the key to success. In this industry change is usually rapid, therefore both the companies have been operating in the same environment. Hence there are many factors that makes it a fair deal. 
The deal might be shocking and intriguing but both the parties have been co-operating with each other. There are some statements from senior management related to current performance of ARM that SoftBank has increased our scope of research and development and we are focusing on numerous things which is frustrating for the company. They view that CEO Son has long term goals for ARM but he is not really concerned about the current short term goals. He is always focused on the end goal. SoftBank has to be more vigilant of it, they have to be focused on both short term goals and long term goals because achievement of short term goals ensures the development or movement towards the end goal. 
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