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[bookmark: _Toc17887104]Introduction 
Strategic change is planned with relevant strategies and modes of implementation are considered prior to the implementation and introduction of the change. This allows for the removal of the barriers that might arise during the implementation if an unplanned change process is carried out. In this regard, the case of Soft Bank acquiring ARM Holdings, in the year 2016 has been considered. The acquisition took place in the year 2016 with £23.4 billion. The contents of the essay considered the implications for Soft bank and ARM, and also the strategic imperative of Soft Bank to consider the acquisition. It further considers the implementation of the change model, strategic management models and environmental scanning for the organisations. The Key Performance Indicators (KPIs) along with the drivers for strategic change have been further added followed by a conclusive stance over the whole case of this acquisition by Soft Bank and the change aspects that shall be considered. 
[bookmark: _Toc17887105]Critical Analysis
[bookmark: _Toc17887106] The strategic imperative behind the acquisition, from the view of Softbank
Gioia et al. (2013) have highlighted an important aspect with respect to the fact that strategy converted into a tactical result is considered to be pivotal. The same is observed as the modern organisation's witness growth via mergers and acquisitions. Established organisations are sold and bought to expand operations by larger organisations. This is the major strategic imperative within the modern world for organisations indulging into the common practice of acquisitions. The imperative of strategy of growth transformed tactfully via the results of acquisition are considered to be quite pivotal in the modern world. In relation to this it was added by Zheng et al. (2016), Chinese organisations have expanded largely in terms of finances and the most integral strategic move for their expansion is acquisition. This with respect to the imperative that the holding of assets that are already developed. This reduces long term investment into assets that are to be developed from scratch and thus be considered to increase the growth within shorter time span and increased profitability as the assets help them cycle operations briskly. Such is the general strategic imperative behind acquisitions which increase the goal for expansion and growth in brisker fashion to be adopted. It can, therefore, be considered that the acquisition of ARM Holdings is considered an important strategic move by the Japanese conglomerate in an attempt to work out plausible technological improvements within the world as well the increased profitability which might flow with it. The expansion of Softbank within the technology market has been major via the acquisitions that it has made which amount to more than $82 billion within the last decade alone. This has been considered major strategy which the organisation and the management considers to increase its growth not just within Japan but further expand globally (Massoudi et al. 2016). 
A report produced by Warren (2016) highlighted an important aspect of the imperative behind the strategy for acquisitions that were made by the Japanese company SoftBank. In an approach to the growth and prosperity of its business, the list of mergers and acquisitions for it has been extensive. The strategy of growth is to improve technology as it remains the strength of the organisation. The imperative served by ARM Holdings acquisition was its strategic objective of technological innovation which grew as it acquired the largest and most renowned of the tech companies within Europe and also the global stage. The growth for SoftBank’s technology-oriented image would not just be impeccable but it would also have shared within the profits of the ARM Holdings within Europe. Meyer (2016) highlights that the strategic imperative behind SoftBank acquiring ARM Holdings is the unlimited growth which it might witness within the processors market. This based on the major objective of the organisation leads the market with technological growth. SoftBank based on its industry of operations lagged behind with investments, thus the acquisition of ARM Holdings allowed it an upper hand over the market competition. The innovative expansion serves to be the goal at SoftBank which it gets a bit closer as it acquired ARM Holdings. The latter holds about 95% smartphone processors market along with major part of desktops and other forms of portable computers. An important aspect that has been associated as the strategy behind the acquisition of ARM Holdings for the cost of 23.4 billion is the fact that the SoftBank required an important gateway of success within the tech market of Europe. The acquiring of ARM Holdings which is the largest and also has the heftiest share within the micro-chip processors' production within Europe and around the globe allowed it to make a giant leap within the technology market of Europe and the rest of the world.  
Growth, expansion and competitive edge are amongst the most common and easier to spot from the strategic imperatives which the acquisition of ARM Holdings has brought upon SoftBank. The more important one is its planning to deal with the UK’s position during Brexit. The report by Massoudi et al. (2016) has highlighted that in relation to the acquisition recognition has been regarded quite important. As a means of enhancing the Japanese technology market and also gaining recognition has been the strategy behind SoftBank acquiring the chip designer. 
It has been mentioned within the same report that SoftBank witnesses great importance for the “internet of things” which it considers to be quite an important aspect within the technology market. With the acquisition of the renowned and recognised chip designer, the UK market with the approach of Brexit and EU in the same situation is all to provide profitability for SoftBank. An important aspect which might be considered is the approaching of Brexit and the related ambiguity which organisations would be facing thus stakes being sold would be the feasible solution to them. This might be the aspect leading to the move made by SoftBank to acquire ARM under the uncertainty of the market. 
[bookmark: _Toc17887107]Change implications from the viewpoints of ARM, and Softbank
The change that follows as a result of the acquisition covers not one but multiple aspects of both the companies. It has been associated with corrective development of business for both organisations, however, changes are not necessarily linked to the generic functions of the business but flow deeper into such as the organisational culture, structure and the strategy of operating which increases the change management implications to either of the organisation. While the imperatives have been discussed in the section above where SoftBank was the point of focus, yet the two companies and the implications of the change are to be discussed during the course of the section below. 
[bookmark: _Toc17887108]Changes in strategy
In light of the research by Rani et al. (2013) the impact of mergers and acquisitions is observed on the business strategy of the organisations. This follows the factor of the different strategies of the two organisations. The company which is acquired witnesses an impact of the practices and the business strategy of the acquiring organisation. In this regard, ARM witnesses a controlling aspect of the SoftBank which now uses the organisation in accordance with its own motives and the business strategy. The implication for ARM in case of the change in business strategy is considered to be the fact that the Japanese holding conglomerate operates following an entirely different approach, thus issues might rise for ARM when the business strategy is to be changed a larger Japanese market might be sought after the holding organisation. For SoftBank, changes might be considered in the business strategy as via ARM Holdings it has the large European market at its disposal and the customers, suppliers and the whole market is quite different from the Japanese market. In this regard, the implications to the business strategy of both ARM Holdings and SoftBank are considered to be quite important and might witness varying amounts of business strategy changes ranging between major to minor changes such as focus on varying target market and transforming from the long-term focus to short-term (vice versa). 
[bookmark: _Toc17887109]Changes in Structure
The business of an organisation witnesses changes as it undergoes the process of being acquired by another organisation or is the one acquiring an entity. In light of the research by Achtenhagen et al. (2013), the business structure of an organisation amongst the many long term areas which are affected by the acquisition. The acquisition of ARM Holdings by SoftBank stands as no exception. The latter is considered to be an important and famed organisation with business structure that is majorly stemming from the holding SoftBank and control dispersing over to eth many subsidiaries that it owns. The business structure at ARM Holdings includes the division of control between the CEO and the directors, decision making for the organisation expansion and operations is made art senior management level, yet with the acquisition, the changes shall not be much as the SoftBank has historically been involved in mergers and only limited changes have been made to the ones that are acquired. In case of SoftBank and its business structure which majorly comprises of the subsidiary companies shall witness no major changes due to its structure of operations being designed aptly and in accordance to such addition and deletion of subsidiaries. 
[bookmark: _Toc17887110]Changes in organisational culture 
Organisational culture is considered to be an eminent aspect of the smooth operations within an organisation. According to Jordao et al. (2014), it encompasses the practices and norms of operation within a particular organisation and further houses the traits of the human resources serving within an entity. The changes are found quite strong for the organisations that are involved within an acquisition. This is considered to be quite impactful with the merger or acquisition being carried between two organisations that hail from different cultures and follow different norms both internally and externally. In case of the acquisition of ARM Holdings by SoftBank, it is important that the factor of the holding entity being from Japan and the acquired one being a European organisation increases the difference between the organisational cultures. 
Changes within the organisation culture shall come along with respect to the transfer of employees between the holding and the subsidiaries, other than that issue might not be quite severe as the two entities are not in a possible plan of transferring the operations of either one to other locations. However, change in culture might be associated with cultural effects of operating such the long term orientation and the perseverance of individualism over collectivism in European organisations as compared to those in Japan. Thus over the course of time, differences might be observed yet major changes might not be brought based on the large size of ARM Holdings’ operations which might witness a loss if changed. 
[bookmark: _Toc17887111]Power dispersion   
Kansal and Chandani (2014) were of the opinion that decision making power, the most important aspect of an acquisition is the change in locus of control which previously was within the subsidiaries shall be shifted to the holding entity. This increasingly highlights the fact that major decisions such as expansion into new markets and addition and development of new products shall be lately associated with the holding entity and internal aspects of decision making shall remain with subsidiaries. The power dissemination which in case of the SoftBank acquisition of the ARM Holdings is considered to be the decision of the prior to keep or sell the stake, partially or completely, increase its operational capacity, allow or cease expansion and delaying with different organisations for betterment of business shall be vested with Softbank. 
The dispersion of power is considered to be linked quite increasingly with the subsidiary organisations witnessing a lack of control over the major decisions that largely affect its operations. This is similar to the decision which is to be made with keeping or changing the strategy of operations organisational structure which transforms the acquired organisation in a similar fashion as the holding. 
[bookmark: _Toc17887112]Application and implications of Models 
[bookmark: _Toc17887113]Strategic Change and Approaches to leading strategic change 
Latham (2013) has highlighted in his study that the organisation involved in a strategic change is quite dependent on the effectiveness of its leaders. The most vital approaches to driving strategic change within an organisation are to have change-oriented leadership. This increases the effectiveness of the organisation in leading the change as the management and leadership are already inclined to the change and have perfect knowledge of the change. It has been added in the research by Kindstrom et al. (2013) that strategic change can be effectively catered for by the enabling of change importance within the employees serving within the organisation. It has been considered a strategic change can be effectively led with the employees already briefed of the pros that a particular change might hold. In the case of the many aspects of the strategic change which has been witnessed by ARM Holdings as the acquisition was made by the Japanese conglomerate. 
Considering the political situation in the year 2016 where ambiguity struck a number of organisations in Europe based on Brexit and the related trade barriers which were inevitable at that time, this change in management and ownership was considered to be quite important. Approaches to a strategic change include analysis of the market, the strengths and weaknesses which the organisation has and then evaluating the change along with its relevant performance objectives can be considered an important aspect which can help devise better approaches to the implementation of the strategic change. It is considered quite important that the apt strategy is applied for by an organisation that wishes to deploy a strategic change based on the change is effective in disrupting the roots of the organisation if not planned and implemented accordingly. 
[bookmark: _Toc17887114]Strategic management 
The importance of management within an organisation remains pivotal. However, it has been opinionated by Vogel and Guttel (2013) that the strategic management of operations during change results in better deployment of the strategies for change and approaches being selected to introduce and develop change momentum so that unaltered change is applied within the organisation. Strategic management of change includes models like the SWOT Analysis and the external environmental scan being considered to increase the effective operating of the organisation through and beyond the implementation of the change. A strategic change is often considered to be quiet difficult to manage thus the strategic management which holds the previous and the new strategy along effectively and increases smoother transition is quite important. 
[bookmark: _Toc17887115]Environmental Scanning 
[bookmark: _Toc17887116]Micro and Macro Analysis 
PEST 
Political 
It has been highlighted within the report by Export Gov (2019), the UK market for business witnesses’ rules that are similar to many of the regulations by the EU. This based on the Brexit as the withdrawal which is a 21-month process considers the fact that the UK shall be following the same rules like an EU member, yet shall be free to make trade agreement with any other non-EU or EU countries. The political conditions do not limit the scope for the organisations seeking to invest in the UK and it remains a crucial international market. 
Economic 
According to the report by Jackson et al. (2019), the second quartile of 2019 highlights a -0.2% growth in the GDP. Rate of unemployment within the country is 3.9%, moreover, business investment growth justified this rate of unemployment as it was -0.5%. An important aspect is considered to be with respect imports as they exceeded the exports by far which has been common for the UK in the recent past as well. GDP forecast based on reputed institutions have been presented by Statista (2019), major trend is for growth where at times a large difference has been observed within the forecasts. 
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Figure 1: Forecast for UK GDP from different institutions (Statista, 2019)
Social 
Social trends are considered o be a part of the cultural norms followed within a country within the case of UK where Bolton (2015) has highlighted it to be the fourth largest technologically advanced country. The country witnesses huge trends in technology and customers for gadgets are increasing as norms change from physical to online presence is not just marketplaces but also businesses In light of statistics presented by Global Statcounter (2019) trends for smartphones increase and they occupy 41.66% of the market of customers based on their ease of use and accessibility which is the major preference by customers. 
[image: ]
Figure 2: Market share of smartphones in UK (Global Stat counter, 2049)
Technological
In light of the report presented by Government Office for Sciences (2019) as highlighted that the United Kingdom market for technology is quite strongly developed. With developments in the country related to the technological improvements and innovations that are planned and currently in progress. This allows for prospects for investors in not just the trade and commerce but the technology market as well. It is thus considered that the UK market with technology adherence is quite fertile for innovative and more tech-oriented entities within the market. Market attraction increases remarkably with the development of the technology and the acceptance which the country provides to technological innovations. 
SWOT
ARM 
	Strengths
	Weaknesses

	· A major strength for ARM holdings is its financial performance with operating income of US $149 million. 
· About 2000 well-trained employees. 
· Strengthened brand equity with a presence within the market for three decades.  
· Excessive innovation and strong research and development departments.
· An ever-increasing chip demand (leading smartphone companies such as Apple)
	· Larger dependence on the European market. 
· Issues with memory chips harm prestige and goodwill.


	Opportunities
	Threats

	· The ever-expanding smartphone market has been considered to be an opportunity for ARM Holdings. 
· Emerging markets like those in China and others within Asia provide better growth options. 
· Partnership with manufacturers of smartphones in Asia allows better share of profits and expansion into other realms of the industry such as security. 
· Developing shared business prospects via mergers and acquisitions of cell-phone companies can transform the nature of business. 
	· A major threat can be from a competitor that can engage with the customer organisation ARM Holdings. 
· Suppliers of ARM Holdings might transfer to other competing organisations. 
· Asia based competing organisation can be considered to be a threat with low operating cost allowing them cheaper memory chips and processors to European customers. 



Soft Bank
	Strengths
	Weaknesses

	· A market prestige for innovation and development of modern products. 
· The flexibility of operations due to innovative and automated products.  
· Multiple revenue streams and acceptance of new ones.
· A strong community of dealers.  
· A strong and proven track record of mergers and acquisition with a good return on investment from multiple projects. 
	· Ratio profitability despite large investment is lower than the industry average for SoftBank.
· Financial planning is questionable and depicts loopholes. 
· Competition has larger investments in research and developments which weakens the progress of the company. 
· Forecasting is weak and opportunities in past have been missed for increasing its growth. 


	Opportunities
	Threats

	· Cash flow stability has been considered an opportunity for better expansion and investing options.  
· New technology development allows for better growth and increased options for income. 
· The opportunity of entering a new market can increase business prospects and growth into the use of better tech and reduction of operational costs. 
	· Cost for raw material can be a threat to profitability. 
· Increasing competition can threaten market position. 
· Strengthening the suppliers market due to rising completion results in decreased bargain strength. 
· Change in consumer buying behaviour has been considered to be quite an important aspect of threat. 



[bookmark: _Toc17887117]Drivers of Strategic Change 
Amongst the drivers for change, the most important ones are a strategic advantage and competitive pressure. In case of the acquisition of ARM Holdings, it can be linked effectively linked to both. The strategic advantage is often associated with competition leading an organisation to change its strategy of operations. This is with strategic change such as the growth ion to anew market or launching a new product. SoftBank witnesses’ weakness with respect to the competition within its industry investing heavily in the development of the new technology, the driver for this change and acquisition of the largest chip designer can be associated with pressure to surpass the competition. An effective strategic change can lead to the development of strong strategic advantage. This may also be a driver for change in SoftBank, as ARM Holdings expands it to a major part of Europe and also the global smartphone, laptop, desktop, and etc. gadget market. Thus the strategic change which is associated with the acquisition by SoftBank can be linked to it being under the pressure of dealing with competition and providing string strategic advantage within the region and also overtaking many of the organisation in the global market. 
[bookmark: _Toc17887118]KPIs 
The acquisition KPIs associated with the SoftBank taking over the ARM holdings are considered to be associated with both financial and non-financial aspects. 
Following are KPIs:  
· To initiate operations via established mechanisms in the European Market. Thus investing within the acquisition of a tech giant. 
· Operational capacity expansion within the smartphone market. This was achieved effectively by the acquisition of ARM Holdings as it dealt with the major organisations within the global smartphone industry and supplied those processors. 
· To surpass the competition and have a considerable edge over them within the technology market. It has been associated with the largest ever tech company ion chip designing being successfully acquired by SoftBank which deals a heavier blow to the competition. 
[bookmark: _Toc17887119]Change model 
Lewin Change management model is considered to be one of the simplest yet amongst the most effective models for change which allows for better implementation of change within an organisation (Hussain et al. 2018). 
The model comprises of three important steps including Unfreeze, change and refreeze.
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Figure 3: Lewin Change Management Model (Hussain et al. 2018)
The initial step requires the entity and the management to be in closer bondage for creating dissatisfaction within the employees related to the current set of operations. In the case of ARM Holdings, the need to ensure that the employees are in favour of changing management is required. Any opposition can disrupt the change objectives and the finances invested in the acquisition ARM Holdings. 
Change is where the organisation brings about change goals and objectives. This increases the objectives and allows for the development process for changes. The change goals are introduced and implemented, procedural change and operations capacities are transformed and management, when needed, is changed. 
In case of the refreeze, the change is considered to be when the deal of the acquisition is finalised and practically taken overview the SoftBank, ARM Holdings initiates the causes for driving satisfaction the resonating of news for better and beneficial aspects that can be considered to flow within the entity. 
[bookmark: _Toc17887120]Conclusion 
The essay above had led to the conclusion that while the strategic change was quite important yet large scale for SoftBank as it sought after the acquisition of the largest tech company within the chip designing market. It effectively completed this acquisition, this can be based on strengths of the organisation due to its stable cash flows and thus, help it to achieve this feat within the strategic change dimension. However, an important aspect which can be deduced from the whole essay is that acquisition of ARM Holdings while it has been majorly completed can result in several problems for the organisation due to the changes in strategy, organisational culture and structure along with multiple decision making hierarchy transformation shall create issues and might not be a smooth transformation. In relation to the change management aspects, the use of Lewin change model has allowed for the better structuring of the acquisition as case study which helps better transition between the acquisition companies and their locus of control. 
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