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1.  Introduction
The world is fast evolving and businesses are constantly competiting that leaves only the strongest ones survive in the market. The business environment today is governed by innovation and creativity with organisations creating value and capturing this value. (Chesbrough, Lettl and Ritter, 2018). Any organisation that fails to act faster than the changing wants of humans get easily wiped off or competed out of the market. According to Atabak, (2004), Change simply means becoming something different from what you were. (Atabak, 2004). Business change is thus the ability for an organisation or business to shift from its present situation to a different one. Change may be relatively small or big, but the organisation must ensure that it is for the benefit of the company. While companies wither away, others are simply purchased or reinvented to suit customer needs. Some organisations have seen their best days just like Arm holding being one of U. K’s top high-tech company but in time of darkness, others like Softbank crawl in and take over. (Readiness for Change, 2010).  According to Peng and Fang, (2010) business or company acquisition refers to the buying of some shares or all of another company shares. (Peng and Fang, 2010). There exist a million reason why companies purchase other companies some of which may include, expansion, diverse products or services, gain a larger market share, learn or own new technologies whatever the reasons maybe, it must
 be profit driven for private companies. 
This report will critically analyse Softbank’s drive to purchase Arm holding and how this purchase has changed the culture, structure, strategy, people management and many other aspects of the organisation.
1.1. Background of Softbank and Arm Holdings.
 	Softbank came into to existence in 1981 When the founder Masayoshi son at the age of 24 operated it as a simple computer boutique or store. (Inside View: Softbank, 2016). The company since its creation has grown and is still growing through innovation, purchase, franchise and joint ventures with other companies. Softbank has definitely made a name for itself. The big multinational organisation has its head office  in Japan and owns shares in many businesses such as Arm Holding, Alibaba, Yahoo Japan, Uber, Grab to list a few. (Lynskey and Yonekura, 2001). As it continues to forge for growth and expansion, one of its recent big moves was the purchase of Britain high tech company Arm Holdings. As mentioned earlier, a business willing to survive must be able to innovate and act smart and Softbank clearly understands this. The company under Masayoshi leadership has experiences growth and in the year 2000 it was ranked by Forbes as the 36th biggest public company. (Lynskey and Yonekura, 2001). Softbank owns so many shares and have purchased so many companies. In their recent published article, the CEO said they are having more plans on carrying their innovation plans to another level as they prepare to lead and dominate the technical industry during the IOT. 
 Softbank owns and control Arm Holdings which is a large U.K multinational software design company founded in 1990 with main office in Cambridgeshire. (Cash in the chips: ARM Holdings (microchip manufacturer), 2011).  It is recognised for being one of the best and most important chip design company for mobiles, computers, electrical and many other technical devices. The name of the company “Arm” stands for “Advanced Risc Machines” (Ltd., 2019). Arm has shares in other companies and has acquired other businesses like; Micrologic solutions, Keil Software, Falanx Software and many others. Despite all these acquisitions, it ended up on the 5 September 2016 selling itself to Softbank for £23.4billion and is today owned by Softbank with chairman being Masayoshi Son.  It is not understatement to say that every phone or computer used today from Motorola to the biggest mobiles like Samsung and apple has one or more arm chips operating in them. (Innovation is all talk at ARM Holdings, 2003). The company focuses on chip designs and gain their revenue through licenses they sell to technically based industries like mobiles, computers, cars and so on. (Ltd., 2019). Arm Holdings leads the semiconductor technology market and are reputable for designing the best chips when compared to competitors like Intel, Analog Devices and the rest. Their vision to keep growing, expanding and leading during the IOT era is made more achievable after the acquisition from Softbank which has highly invested to prepare them for this era. 

2. Reasons Behind the Acquisition of Arm Holdings by Softbank and their Strategy.
	September 5th, 2016 marked the day the multinational company Softbank purchased Britain’s top and biggest world software processor company Arm Holdings for a whooping sum of £23.4Billion. (Inside View: Softbank, 2016). The reasons behind this purchase of course are profitable as every business wishes to increase its profit margins. Some of the strategies and major reasons Softbank bought Arm Holdings will be discussed below linking it with porters five forces to highlight it competitive advantage but before that, it is worth understanding what porters five theory is. It is a mechanism brought forth by Michael Porter to help organisations determine their competitiveness vis a vis competitor and to help them identify their weaknesses and strength. (Michaux, Cadiat and Probert, 2015). It has five aspects which include; Threats of New Entry, Threats of Substitute, Existing Competition, Buyers Bargaining Power and Suppliers Bargaining Power. (Michaux, Cadiat and Probert, 2015). The reasons for Softbank’s purchase in relation to porters five forces include;

Diagram one: Porters five forces: (Michaux, Cadiat and Probert, 2015).


1. To Expand their Market and Customer Segment. Softbank strategy of expanding their customer base and market segment motivated them to purchase Arm Holdings. As far as the purchase is concerned, Softbank conglomerate merger with Arm Holdings will enable them to diversify their products and services since Arm Holding is not focused in telecommunication but rather in designing chips. (Softbank Transfusion Software, 2017). This makes it possible for Softbank to continue expanding their telecommunication business at the same time designing chips and processors. They vouch not to stop here as they continue to purchase other related companies aimed at expanding their market outlet. To compete means to lead first and to create unlimited value. The multinational company plans on expanding beyond carrier. The zeal to expand out of Japan and operate in different Asian and European markets brings out more exposure and larger market to satisfy.
This strategy will enable Softbank to compete fiercely with other firms both existing and those entering the markets as their customer base will be much bigger leaving competitors with much work and heavy capital to reach up to their standards. Diversifying their products and services will give them advantageous position over substitute goods as they will gain from other products and services offered. The bargaining power of suppliers will be in their hands as they own the biggest supplier of chips thus making buying power of buyers low since they will be licensing the number one world best chips.
2. To Prepare for the future which is IOT (Internet of Things). One of the must import reasons behind the purchase of Arm by Softbank is to prepare for the IOT. The chairman Masayoshi affirmed that Arm is one of the most reasonable and promising purchase they have made as a company and they plan to make it blossom and grow. (Ft.com, 2019). As a tech company, Softbank understand the need to plan for the future. With the future forecast of IOT being a major shift in the world, Softbank’s chairman believes that Arm Holding if well prepared will be the centre or the night in shinning amour during the IOT as must devices will use Arm designed chips. (Ft.com, 2019). One of the things making news for the future is the IOT and Softbank is definitely getting ready and prepared to face this era through its purchase of Arm. (Okunishi, 2017). They also believe with Arm Holdings in their control, they will launch the 5G network. It is all about staying relevant and innovative. Their strategy is to suit in the future through value creation and capture as they own the company that provides the chip designs to all mobile and computer industries.
This cause will give them a competitive advantage as it will enable them to dominate the market during this era if Masayoshi’s predictions are right leaving both existing and new competitors at the back. Level of substitute like Analog devices chips, Intel chips is and will be very low since Arm Holding is already leading by designing the best chips worldwide. Buyers bargaining power will be low as Softbank Arm will dominate the market while their suppliers’ power will be high as they will act almost like monopoly in the market.
3. To own the world’s most Relevant mobile Software Processor. The motive for buying Arm holdings was for Softbank to own the largest and most important chip designing company. This acquisition being a vertical acquisition has enabled Softbank to not just compete fiercely with competitors but reduce or limit the suppliers bargaining power of chips. (SoftBank Group, 2019). Having to buy the licensed chips from Arm Holding limited their bargaining power which they needed Afterall as the chips are considered the best for their devices. Buying and owning Arm holding will eliminate the suppliers high bargaining power as they will own and rather have the power to supply to other companies. This strategy has put them in a competitive advantage position visa a vis their competitors which depicts their success and profitability. The vision on the IOT taking over some years from now will continue to make them gain an advantageous position if their cards are being well played. (Okunishi, 2017). Owning the world’s most important chip and design processor will help the dominate in the market in that sector.
4. Innovation and New Beginnings. The sustainability of a business depends on its capability to innovate and bring new products and services for its customers. (Mathis, 2010). The business world is becoming more competitive as the days go especially the telecommunication business. Softbank through its constant mergers is to take the telecommunication business to a whole new era beyond their carrier. The need for a transition and to be the centre of attraction in years to come makes Softbank invest more in their innovation. (Peng and Fang, 2010). Arm Holdings is the world’s number one chip design providers and though being successful still sold out to Softbank. Softbank has not reached the level of satiety with Arm Holding as the Masayoshi said they haven’t started with Arm Holding and they will focus in preparing it and innovating every aspects to suit and fit in the IOT era which will make them the centre of attention as all devices will depend on their chips to operate. (SoftBank Group, 2019).
Innovation is the most essential thing that keep a company in the market. It gives the company competitive advantage over other existing and new entry businesses as it brings something new to table. Softbank by acquiring Arm Holding is building a competitive strength by diversifying it products and services and bringing new deals for customers thus making a step ahead of new and existing competitors. The diversification helps reduce the substitute rate and increase their suppliers’ power and they offer new and innovated products to buyers who will directly have low bargaining power as they purchase from the best. 
Whatever strategies or plans Softbank has for Arm Holdings, one sure thing is they are all profit related with SMART (specific, measurable, attainable, relevant and time), KPI’S. According to (Tredinnick and Laybats, 2018), SMART is a tool organisation can use to measure their KPI’S and see if their objectives are specific, measurable, attainable, relevant and timely. (Tredinnick and Laybats, 2018).
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· Specific. Softbank strategy with Arm Holdings is specific as the multinational company aim to breed and prepare Softbank for the IOT. Their future expectations are to build the best chip designing company to a much bigger and stronger firm providing the most powerful designs to all technical devices. It Is also specific as it does not mix up the initial business of Softbank which is a telecommunication company while Arm Holdings is a chip design company thus a conglomerate merger with two functionalities and less confusion in its operations as they operate differently.
· Measurable: The strategy and the future objectives are measurable as it will say if the IOT actually takes over and brings forth a paradigm shift and how well Arm holdings will contribute to this effect through the profit it will yield. Since its acquisition, it been making remarkable impact and profit and the future IOT era will make its objectives more measurable.
· Attainable: The objectives behind this acquisition is mainly to prepare Arm holdings for the IOT period on the side bringing in diversification and expansion. This objective is attainable if Masayoshi’s predictions of IOT taking over in future. All Softbank has to do and is already doing is repairing Arm Holding for this era and for 2020 5G network. Thus, this objective can be attainable.
· Relevance: The acquisition of Arm Holdings to help achieve the long-term growth and survival goal of Softbank. This is of relevance to them as this strategy will help them dominate and lead the chip processors designs now and during the IOT. 
· Time: The time frame Softbank expects to start yielding the fruits of it major acquisition deal started since it acquisition as Arm has been yielding profit, making improvement and research on how to fit and suit in for the IOT era.  Thus, the IOT is the main time or period Arm is expected to come through and lead in the chip processors design that will be needed by all companies for their devices. 
It is worth saying that the Acquiring Arm was a good move for Softbank, but fingers be kept crossed that Masayoshi’s predictions and expectations of the IOT come through.
3. Changes to Both Arm and Softbank After It Acquisition
After the acquisition, changes have taken place for both Arm Holdings and Softbank. These changes however have been more beneficial for both companies as they work together to achieve the same goal. Some of the remote changes that have taken place are;
3.1. Softbank changes.
· Customer Base: One of the major reasons behind the acquisition of Arm Holdings was for Softbank to increase its customer base and own more market shares. This goal has been achieved as the purchase has enabled Softbank to not just focus on telecommunication but equally design chips for devices through Arm Holdings. (Us, 2019). This increase in customer base has enabled Softbank to gain a competitive advantage vis a vis competitor and increase profit.
· Structural Change: The company has of course experience structural change. Softbank is had popped up second largest company in Asia after Toyota and 36th worldwide. (Us, 2019). This of course shows how diversified they are through the constant buying and mergers of other businesses. Th purchase of Arm Holding only increased the number of Employees Softbank has and more managerial positions added to the Softbank Group though still controlled by founder Masayoshi Son. The acquisition has increased the number of employees under Softbank and has brought forth new managers and leaders in the Softbank organisational chart. The ownership changed from its founders Jamie Urquhart to Softbank Group. The chairman position is held today by Masayoshi Son and the CEO Simon Segars. The massive increase in employees with about 2000 employees being recruited after the acquisition has help the company Arm have a larger work force to help them prepare for the IOT and lead the market.
· Strategy Change: Softbank strategy has slightly changed as they still work on their telecommunication business but now tilting towards IOT and this is thanks to Arm Holdings. They are moving towards a more diversified strategy enabling them to offer varied products and services to the public. Softbank strategy of carrying out both horizontal and vertical acquisition has brought about a game change since their purchase pf Arm Holdings. The vertical acquisition of Arm Holdings which according to Baake, Harasser and Heiny, (2016). Is when a company purchases a different company in the same industry but offering, different services has enabled them enabled them to limit the supply. (Baake, Harasser and Heiny, 2016). This means, Softbank before acquisition used to buy licensed chips from Arm Holdings for their devices but with the purchase, they dominate and own the chips. 
· Vision: Softbank’s vision and dreams of leading the world someday in telecommunication become Global is starting to fall in place after its acquisition of arm Holdings. Masayoshi believes in this vision as he is ready to put his all-in making Arm Holding grow and become Global. (Info and Corporate Philosophy, 2019). They plan on achieving this with their believe that the era of IOT is fast approaching and with the best and most important chip designer under their control they can dominate the global telecommunication industry to the designed chips that companies will all need for their devices during this period. As such, the acquisition has made Softbank believe that if they are focus, they will achieve their vision which they believe is nearby thanks to Arm Holdings.
· Cultural: One can’t say the acquisition has heavily impacted the culture in Softbank. The company is still controlled at its head office in Japan lead by same people and though they have diversified employees, their culture is not much affected though those people employed from Arm Holdings has their own culture, the company will have to blend it to work together.
3.2. Arm Holdings Changes.
· Ownership Change: The first major change Arm Holdings experienced was ownership change. From its founders Hermann Hauser and co to Softbank Group. The founders on the acquisition day expressed their sadness but they were ready to give it up for long-term growth and success. The new chairman was Masayoshi Son and the company though still located in England it is today owned by the Japanese. 
· Structural. Not much changes have taken place in Arm Holding as one of the main things Masayoshi made clear was that they won’t change the company location, top management and existing deals. The only remote management change is Masayoshi representing the company (Arm Holdings) as its chairman. The structure has not changed as the management and leaders were maintain. One important factor that has change in Arm is the employment number.  (Relations, 2019). Masayoshi maintain his promise of doubling Arm Holdings work force. After the change, the number of employees has increased by 2000 employees. (Relations, 2019).
· Cultural: The cultural aspects of Arm have not equally change that much since acquisition. Softbank has allowed Arm to maintain it ways of functioning, to keep their virtues and practices just as it was before the transition took place. However, the company’s new recruited employees have different cultures which have to blend it with that of Arm especially those from Softbank merging it to increase efficiency and effective. It is but normal that little cultural aspects of Softbank will affect Arm Holdings own culture.
· Strategy: Arm strategy before change had been in favour for long-term growth. This long-term growth was merged with their culture of short-termism. (Relations, 2019). By this culture, English companies safe themselves from short term low sales and prepare for long-term which is one of the reason Arm Holdings accepted Softbank’s offer. (Relations, 2019). Before acquisition, Arm Holdings was facing a drop-in sale of their chips as the drop-in smartphones increased. This was putting their long-term vision to peril. After the acquisition, this dream became more approachable as Softbank pumped funds and investment to prepare the company for the IOT. Their strategy has therefore not been changed to a greater extend as their objective falls in line with that of Softbank which is to lead the telecommunication industry and be the centre of focus during the IOT era.
· Increased Sales: Since Arm’s Holdings acquisition by Softbank, their sales have greatly increased. Fiscal 2017 after the acquisition with about 21billion chips shipped and overall till date 121billion. (Relations, 2019). This increase in sales have raised the profitability of Arm and Softbank and this makes their objectives of increase markets shares, efficiency and expansion through digitalisation and automation.






3.3. Post-Acquisition Performances:
After Softbank’s acquisition of Arm Holding, a lot has happened and is still happening. Some of the things that have taken place after acquisition are; 
· Bigger Market. Arm Holding has a bigger market outlet and it is making a larger amount of sales there by achieving the strategic goal of making more sales and gaining more market. Their Fiscal 2017 sold about 2Billion chips and an overall 121billion till date. (Relations, 2019). The company has been making more profit as it’s market shares are increasing thus the vision of expansion is becoming a reality for both Softbank and Arm Holdings.
· Increase in Talent and skilful recruitment: One of the main promises Masayoshi the chairman of Arm Holdings and owner made was to double the workers at Arm Holdings to increase efficiency. This was not just a promise as the workforce has increased by 2000 newly recruited employees which equally reduce the rate of unemployment in Britain. (Relations, 2019). This increase in staff is to enable Arm Holding effectively carry out research and prepare the company for the IOT and give more innovated chip designs to its customers.
· Increase research and Development: Since its acquisition, in 2016, Softbank has increased its investments on Arm Holding to research and development. This is to help shape the company for the future. About 80% of employees recruited are for the R$D department. (SoftBank Group, 2019). Arm Holding has an unrelated cost and revenue relationship as they profit, they make today are from technological developments while its major cost structure is for research and development of future technologies that will enable secure a leading future position in telecommunication and chip design in the industry.
· Collaboration with Softbank Group: The purchase has given Arm Holdings the opportunity to collaborate with other technological business across Softbank. This has even given them new deals and offers such as the Sprint that is assisting Arm in developing new technologies that will help create value for Softbank. (SoftBank Group, 2019). This new development will hopefully be used in Robotics, IOT, Artificial intelligence and many others. Thus, more openings and opportunities.
· Increase preparation for the IOT: The tech industry is becoming highly competitive and everyone is getting prepared for the IOT. As they get ready for this era, the post-acquisition has permitted Arm Holding to be in a leading as they own 26% shares already in the IOT. (Relations, 2019). This will be a dream come through for both companies thus after the merger, they have been and are still investing in improving their services and products for the IOT period.
· Dominating the semiconductor technology: Arm Holdings has been and is still the world leading semiconductor designers. For them to keep up with good work, it requires new chip designs and thousands of well qualified engineers to develop it. However new chips can be used over and over. The most difficult part is not producing the chips but in designing them. (Relations, 2019). The merger has provided Arm Holding the required resources to keep leading in this semiconductor technology design department.
· Competitive Advantage: Before the acquisition, Arm Holding already had a competitive advantage as they were regarded as the number one chip processors with good quality designs. Thus, competitors like Intel and rest were not that close. Now understanding the changing and competitive business environment that exist today, there is need for constant innovation and taking Smart decisions. The merger with Softbank has given Arm Holdings the opportunity to not just grow but have resources to carry out research and development to improve their quality and efficiency which is maintains them in a competitive advantage position visa vis their competitors. Same acquisition has enabled Softbank to gain a good competitive position through diversification and distribution of chip to mobile and other electrical device manufacturing companies. 
Conclusion
In a nutshell, no successful company want to be purchased by another. However, the objectives and goals must be put first before personal feeling. The founder of Arm Holdings on the day the deal was finalised declared it a sad day but had to go forth with the merger for the company to achieve it long term gaol which is to grow and lead in the industry. Arm Holding has been doing well after the acquisition and it has been both beneficial for both companies. The future of technology is highly unpredictable and hopefully, Softbank group vision of leading in the IOT era comes through for them to make complete use and enjoy the highest benefit of the acquisition as they believe it will be the night in shining armour during this era. Their cards just have to be well played for the dream to comethrough.
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