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[bookmark: _Toc19724673]1.0 Introduction to the topic
The organisations bring strategic changes in the internal structure to improve organisational performance, create new opportunities and increase the skills of the employees. Strategic changes include the shifts in the corporation policies, organisational structure and target market. Therefore, the business needs to improve its IT infrastructure and culture. There are four types of strategic changes which are revolution, reconstruction, evolution and adaptation that are essential for the companies for bringing changes in the culture and strategy (Ahammad et al., 2016). 
Strategic change management allows companies to make changes responsibly and carefully. In order to get the strategic changes, the business organisation takes business expansion strategies. Different types of business expansion can be taken by the companies, which are merger and acquisition, joint venture, a wholly-owned subsidiary and others (Daidj, 2016). It reduces the business risks, and the companies can increase their customer base, brand reputation and profit margin. The present study analyses the reasons for acquiring ARM holding by the telecommunication company, namely Softbank. Changes made by the companies and the importance of acquisition have been evaluated in this study.
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2.0 Discussion:
[bookmark: _Toc18354502][bookmark: _Toc19724675]2.1 Brief review of Softbank and ARM Holding:  

Softbank is a multinational conglomerate company of Japan headquartered in Tokyo, Japan. The company provides information on mobile devices such as mobile phones, Smartphones and tablets as well as internet services to their customers. Products and services of Softbank are internets, semiconductors, investment, artificial intelligence, Internet of Things, E-commerce and robotics. Revenue of the company was ¥9.15 trillion in 2018. Net income of the company has been ¥1.23 trillion, and operating income has been ¥1.30 trillion in 2018 (SoftBank, 2019).
On the other hand, ARM Holdings refers to a British multinational company that designs software and semiconductors and has headquartered in Cambridge, UK. The products of the company are microprocessor designs and graphics processing unit. The primary business of the company is designing of the ARM processor, which is mainly CPUs. Revenue of the company has been $1,836 million in 2018, which has been ¥152.42 billion in 2017 (ARM, 2019). The operating income of the company has been ¥24.29 million, and net income was ¥31.79 billion in 2017. Softbank has acquired the company. The employees of ARM Holdings were 6,250 in 2018, whereas the employees of Softbank have been 74,952 (Softbank Corporation, 2019). 
Theriou (2015) stated that ARM holding focuses on the process of embedded innovation, pure product innovation, pure process innovation and process-driven innovation. Three main business strategies have been acquired by ARM Holdings in their business to grow future revenues such as increment in investment in Research and Development, gain and maintain share in long-term growth markets and creating new opportunities from IoT (Speed, 2018). On the other hand, the mission of Softbank is making Softbank-led ecosystem of AI companies. The company mainly focuses on increasing the customer base and creating an energy-saving and low-price telecommunication services for IoT devices (Reddy, 2015). The company mainly focuses on the acquisition and joint venture to enhance their business and bring changes in the organisation (Hopkinson, 2018). 
Takata (2016) also admitted that ARM Holdings is a leader in the semiconductor industry, and the company has developed a wide range of technology and processors for their business in the ore to gain several customers (Daidj, 2016). However, the company does not bring processors for smartphones, which have reduced the sales of the company. The company has joined Softbank Group to share their vision, IoT and connectivity. The company has five target end markets which are served, network equipment, automotive, embedded intelligence and mobile application processors. On the other hand, Softbank Group is one of the most significant technology-focused venture capital funds that have capital over $100 billion (Leon, 2019). However, Softbank has some subsidiaries such as SoftBank Corp, Sprint Corporation, Brightstar Corp., SB Creative, Alibaba Group, Yahoo Japan, SoftBank C&S, ARM Holdings and others (Simatupang et al., 2017).
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2.2 Acquisition of Softbank and ARM holding 

Softbank focuses on business expansion for increasing their customer base. The company establish uniqueness in the market that improves the positioning of the company and fulfils customer demands. The company has acquired the British chip design company, ARM Holdings for £23.4 billion or $31.4 billion (Relations and Bonds, 2019). Softbank has purchased ARM Holdings in a line of acquisition that includes $20 billion Sprint acquisition and $15 billion investment in Vodafone’s Japanese division. The company focuses on creating low price telecommunication services for IoT services. The efficiency of the organisation can be improved that is also effective for developing the mindset of the employees (Anand and Lee, 2016). 
ARM’s processor designs provide power to more than 95% of the smartphones. Therefore, it is sufficient for Softbank to grab the technology market of the UK and throughout the world. ARM Holdings creates architecture and licenses to different technology companies such as Apple, Samsung, and Qualcomm. Softbank has acquired ARM in order to enhance the number of employees. Softbank has kept the business model like organisational structure and senior management of ARM the same as previous that helps the employees of both companies to maintain their work condition properly. It is useful for increasing the number of employees and customers (Hoorens et al., 2017). ARM has been an excellent strategic fit within the SoftBank group that creates significant opportunities that are provided by the Internet of Things. 
The acquisition has helped both companies to reduce the number of competitors in the international market. As there has required high costs and time for entry, it has increased economies of scale of Softbank (Neill, 2018). The competitive rivalry has also been reduced due as the customers can gain more quality and innovative products at fewer prices. It has enhanced customer loyalty and satisfaction and has reduced pricing. The uniqueness of the services has been generated by the company that has reduced the costs of business operations. The brand identity, diversity, innovation, creativity and corporate values of Softbank can be improved due to acquisition (Negro and Vargas, 2019). 
[bookmark: _Toc19724677]2.3 Porter five forces analysis 
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[bookmark: _Toc19787445]Figure 1Porter’s five forces                (Source: Fitzpatrick, Nguyen and Cayan, 2015)
Softbank has analysed the comparators, and for this purpose, the company has used Porter’s five force analysis. As per Porter’s five forces, there are five competitive forces such as threats of new entrants, threats of the substitutes, bargaining power of customers, bargaining power of suppliers and competitive rivalry. Threats of new entry are low for Softbank as the company is one of the biggest conglomerate companies in Japan, whereas threats of substitutes are high for the company as multiple companies can substitute the products and services of Softbank. Besides, the bargaining power of customers is high as most of the customers look for offers and discounts in the organisations (Jarzabkowski and Kaplan, 2015). On the other hand, the taste and demand of the customers are changed frequently in this new technology era that also increases the bargaining power of the customers. Bargaining power of suppliers is low for the company as multiple suppliers are present in the market (Li, Qiu and Wang, 2019). Competitive rivalry is high for the company as there are a considerable number of companies in the world that provide technology services to the customers. Therefore, it is required for Softbank to increase the number of customers and acquire different technology companies to increase the profit and obtain a competitive advantage in the market. 
As the demand of the customers is changed, the growth strategy is taken by the company to expand its business. It is useful for increasing the operational efficiency in the business (Kato, 2017). There are multiple competitors of Softbank that are Iwatsu, NTT Group, Mitsubishi, Accenture, KDDI Hikari Tsushin and others. Therefore, it is required for the company to bring innovative technology in the organisation to gain competitive advantage. It has been necessary for the company to bring changes to the organisational structure to improve the performance of the company (Manners, 2019). The business operatives of ARM Holdings have improved significantly post the acquisition move and have significantly caused an influx of financial resources into the organisation. Moreover, the outreach of the organisation has also seen an improvement as foreign investors like Saudi Arabia, and other elite Middle Eastern countries have shown an interest owing to the future potential of nascent industries like IoT and radio communication based on wireless chipsets. That is a distinct benefit that the acquisition entailed and would benefit both Softbank and ARM Holdings over the next few decades (Hoorens et al., 2017).
On the other hand, Ansoff et al. (2018) identified for ARM holding that recent stock price movement and high concentration in the phone market throughout the world, sales of the company have reduced. The organisation has also obtained a maturity in the market that has reduced the performance and sales of the company (Li, Qiu and Wang, 2019). It has reduced revenue and net income of the company than the previous year. It has been a significant reason for acquiring ARM Holdings by Softbank. The maturity of the mobile device market has reduced sales and efficiencies for the company. The company has faced high competitors in the market, and the big competitors include Alibaba Group, Google, Imagination, Synopsys, Microsoft and Amazon. Therefore, it has not been possible for the company to take the space of mobile devices (Manners, 2019).
It has reduced the number of investors in the company. The company has faced the second issue due to problems in product cycles. Microcontrollers and embedded processors that have been produced by the company have been used in all segments of the economy (Manners, 2019). It has not been suitable for the mobile device market in recent times. After that, it has reduced customer satisfaction. In addition to it, ARM Holdings has tried to gain traction in the international market. Therefore, the company has taken the strategy to contribute their business to Softbank for successfully acquiring the business (Garnett et al., 2016).  
[bookmark: _Toc19724678]2.4 KPI framework:
A key performance indicator is an evaluation tool used to assess how effectively and efficiently organisation has achieved its set goal.  
	Key performance indicator 
	
	

	Financial indicator 
	Revenue 
	Cost/Profit 

	







	Haier is continuously growing its revenue in the international market due to its high-quality products. Its revenue reached to 266.1 billion yuan in 2018 with regular growth of 10%. Company is also expecting its continuous growth in the business (SoftBank, 2019).  
	Haier operational cost is higher because it has to manage a diverse range of operation in international market. Its profit margin is stable in the global market due to continuous spending on innovation for better quality improvement. 

	Non Financial indicator 
	Market share 
	Customer satisfaction 

	





	Haier deep refrigerator has accounted for 21.2% market share in comparison to other Haier products (SoftBank, 2019). 
	Customers are satisfied in the global market with Haier products, and this shows that the company will grow in future because it keeps customers preferences is on its business priority (Manners, 2019). 


[bookmark: _Toc19787437]Table 1KPI of Softbank                                         
[bookmark: _Toc18354504]KPI model has helped Softbank to determine the improvement of performance after acquisition KPI has directly linked to the overall goals of the company (Refer to Appendix I). KPIs are utilised to measure and track the actual performance of the colony theory key success factor. KPI model has been used by the company to evaluate the success in the technology innovation, employee engagement and involvement in the revenue after the acquisition. Softbank has analysed the operational details of the company and has assessed the performance of the organisations, division, employees, business units and departments of Softbank. It has been determined that the company has increased flexibility, improved operations, has measured both the operational and financial goals and has developed better job costing process. The company evaluated key performance indicators that increased its profit by 36% in 2019. Operating profit has risen by 80.5% to 2.35 trillion yen (SoftBank, 2019). Softbank Vision Fund has brought an investment of $100 billion that has helped the company to bring technology innovation in the organisation and generate high revenue (SoftBank, 2019). The company identified the factors that reduced transparency in the business, and the company has been interested in gaining investment from the venture capital.
[bookmark: _Toc19724679]3.0 Strategic change to Softbank and ARM Holdings (Post-acquisition)
Acquisition needs changes in strategy, organisational culture and structure to make the system appropriate for improving the performance and customer base (Manikandan and Ramachandran, 2015). Softbank has taken some changes in order to improve the structure at the time of acquisition. Through a series of acquisition, the company created a plan and provided efforts to tackle tasks. In the fiscal year 2017, the organisation has launched some significant benefits for the employees. The company has reduced its overtime work. The company has improved the usage of IT in order to enhance the efficiency of work and include automation in the organisation. It is sufficient for the company to increase the motivation of the employees and increase their concentration and focus on the organisational objectives. The company encourages the employees in their self-development, and it has been ensured that whether the employees properly utilise their free time. It has increased the creativity of the employees that as well as enhanced performance (Hermsen et al., 2018). 
                                           
[bookmark: _Toc19724680]3.1 Value chain analysis:

Value chain model can help the company to determine the economic performance. It has been identified from the competitive positioning analysis that differentiation or lower costs of the products can enhance the competitive advantage of the companies (Reddy, 2015). Value chain model is sufficient for creating new infrastructure in the organisation as well as improves human resource management and technology development to bring porter changes in the organisation. Softbank has identified the internal issues with the help of the value chain model that has helped the company to determine the areas in which they can bring changes for developing their performance and customer base. The unique value proposition of the company has compared to its competitors. Operational effectiveness includes attaining, extending and assimilating the best practices that improve strategic positioning in order to obtain a unique and sustainable competitive position (Relations and Bonds, 2019). A strict governance system has been developed by Softbank to fulfil the organisational goals and meet the requirements of the stakeholders (Negro and Vargas, 2019).
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[bookmark: _Toc19787446] Figure 2Value chain model                            (Source: Reddy, 2015)
On the other hand, it is identified that ARM has not faced considerable changes in the organisation and internal structure due to the acquisition. The culture of ARM has not changed before and after the acquisition. Softbank has a vision for ARM to increase the quality of IoT structure and increase cash generation of the company. For this purpose, Mintzberg’s 5 Ps of Strategy has been followed by the company to create a proper strategy for business expansion. It helps Softbank to create a strategy as a plan, as a ploy, pattern, position and perspective (SoftBank, 2019), The company can identify the issues faced by the company and create a plan for improving the activities. Core competencies analysis is also included in the pattern. Softbank creates a strategic plan for determining the acquisition importance and acquire ARM Holding. Porter’s diamond and Porter’s five forces have been evaluated by the company to determine the strategic position and identify the position to gain a competitive advantage in the organisation. Softbank has utilised a strategy as a perspective to determine the behaviour of the employees and other competitors. The strategies of the organisations have been generated by the company to encourage the employees for taking risks and improving their creativity for creating the best strategies for acquisition (Simatupang et al., 2017). 

 It has been determined that the products that are provided by ARM Holding are different from Softbank. ARM Holdings mainly produces chips, processors and GPUs. On the other hand, Softbank has internet services and Smartphone products. Henceforth, it is beneficial for Softbank to acquire ARM Holdings to increase the reputation and brand image and ARM Holdings can bring innovation in developing the quality of smartphone processors (Kodama, 2017). Premium pricing strategies have been used by Softbank, whereas ARM Holdings has utilised low pricing strategies. Therefore, the acquisition has helped Softbank to reduce the costs of the products. Both companies have changed the culture of the organisation and values of the employees to improve organisational performance (Theriou, 2015). The company has brought innovation in the market and developed innovative products for developing business success. The organisation has improved internet facilities and IoT services.

Softbank has planned to acquire ARM holding to gain investor confidence and increase the number of consumers in the market (Kharpal, 2016). Softbank has increased the number of customers and improves the architecture. A massive rise in demand has been identified by ARM holding in recent times that has increased the opportunities for the company to improve the performance. Softbank has estimated the improved profitability index in the next five years. It is estimated by the companies that acquisition can increase the number of employees that can increase productivity. The operational scale of the company can be improved, and Softbank can improve the diversity in the operations and products, as well as the company, have more investment opportunities. A change has been identified in the corporate structure and culture of Softbank as it has improved the e-commerce stores and financial services can be improved. The overall portfolio of Japanese Company can be improved due to acquisition. As the company can reduce its massive debt, it is useful for providing proper wages that can increase motivation and performance of the employees. 
 The barriers to the strategic change are lack of involvement of employees, low communication between the employees and managers and high workload.  As it has been identified that working hour of Softbank is long, it has reduced the employee motivation, and it has been difficult for the company to bring changes in the internal structure (Neill, 2018).  Therefore, proper culture cannot be made by the company that has increased the employee restriction at the time of acquainting ARM Holdings.  Organisational complexity also has a barrier in the strategic changes as it has reduced the transparency in the workplace, and the employees cannot determine the roles and responsibilities (Huang et al., 2015).  

4.0 Post-Acquisition performance of Softbank and ARM Holdings:

Performance of Softbank and ARM Holdings has been improved after the acquisition. As the structure of ARM Holding has not been changed after the acquisition, it has been active for the company to maintain the motivation of the employees (Ting-Fang and Li, 2019). The organisation does not need to restructure their operations, which reduce the time and costs of strategic changes (Ansoff et al., 2018). On the other hand, as Softbank has acquired ARM holding, the effects of Brexit have been low for ARM Holdings. It has been useful for improvement of the performance of both ARM Holdings and Softbank.
It has been identified by Hopkinson (2018) that the timing of acquisition has been perfect for both financially and politically. ARM Holdings has faced significant issues in the UK due to Brexit. As the value of the pound has fallen by 21%, it created uncertainty in the business and reduced the investment possibilities (Hopkinson, 2018). The number of investors has been obtained by the company that has increased the possibilities of business growth and investment in R&D has increased the possibilities of technology innovation. It has identified that the acquisition of Softbank has helped the company to gain 43% premium from the stakeholders (SoftBank, 2019). It has increased the ownership possibilities of the company. Therefore, opportunity in IoT and embedded intelligence has increased as well as they have opportunities to be the products that are suitable for smartphones. 
 Different macro-environmental factors affect the business of Softbank and acquisition, which are analysed from the PESTLE analysis. It has been determined that the political situation in terms of the acquisition move by Softbank has mainly been determined by the increasing amounts of pressure put by the Japanese government along with the political instability within the United Kingdom due to the impending Brexit scenario (Huang et al., 2015). The social factors relate to the increasing amounts of sensitivity within the consumer bases, considering the implications of the consumer electronics industry (Relations and Bonds, 2019). The environmental compliance and legal provisions further added the degree of complexity in terms of an external analysis. However, the economic push facilitated by the strong IPO and the investment from Saudi Arabia was extremely conducive considering the strategic acquisition of ARM holdings by Softbank.  Environmental factors such as reduction of notorious waste are highly useful for the acquisition as the products of ARM Holdings reduce the pollution and improve the customer trust and satisfaction throughout the world (Hermsen et al., 2018). 
On the contrary, Softbank has increased its customer base and brand awareness through the acquisition. The interests among the customers have been increased due to the acquisition. Interests among the employees of Softbank increased due to atomization of the activities and learning platform in the company. Softbank has enhanced its number of products that consists of Robot and cars. ARM has also increased the possibilities of designing the mobile processors, and the company has developed IoT and includes it in the mobile devices for increasing the performance and company share. It has been noticed that ARM Holding has gained a 26% share in the IoT market and it has also been estimated by ARM holding that the company could gain 50% market share by 2020 with growing at CAGR (compounded annual growth rate) of 7% (Field, 2019).
 It has also been noticed by Simatupang et al., (2017) that Softbank has considerable debt, and the cash generation and cash reserve have helped the company to reduce the debt of the camps. It has been useful for increasing the net income and revenue of the company. The acquisition has provided confidence to the company to overcome the uncertainty of Brexit. The acquisition has helped the ARM to gain 24.4 times 2015 revenue of ARM that has been £968 million that has been effective for the company to improve their research and development sector, bring technological innovation and improve the condition of the employees (Kodama, 2018). The key performance indicator has been analysed in this process to determine the current and future performance of the company. The company data has analysed, and critical performance dictator model has been created based on the industry and company data. The acquisition data has been evaluated based on the annual report data of the company (Reddy, 2015).
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[bookmark: _Toc19787447]Figure 3ARM cost and profit analysis                    (Source- Negro and Vargas, 2019)
Negro and Vargas (2019) stated that Softbank had gained flexible work culture, and they have gained the technological support for installing new base station for providing low energy and low-price service to the customers. It has increased the interest and satisfaction of the customers that have increased the profit margin of Softbank. The company has increased the efficiency of the work after using AI and Robotics in their business that has encouraged the employees and reduces their workload. It has been useful for increasing the performance and motivation of the employees and reduces working time. The company has gained the possibility of obtaining efficient and low power chips in the market. It has also increased the number of staff at Softbank (Kato, 2017). 
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Some significant issues have been here 
1. Softbank observed conventional and mature telecom giant within Japan 
2. Innovative technology is being adopted by some organisations which driving high quality in product to satisfy customers. 
3. Higher liability accounted $158 billion as of 2018, which is higher as compared to other firms (Negro and Vargas, 2019). 
4. Haier has higher confidence to manage its debt by looking at its global growth. It also maintained investor interest in business with its growing market share in the global market and Asian market is more interested in investing in IPO launched by Soft Bank.
[bookmark: _Toc19724682]6.0 Conclusion and recommendation 
It can be concluded from the above discussion that Softbank has developed their strategies for acquiring a semiconductor company, namely ARM Holdings. Softbank has brought considerable changes in its organisational structure and culture in order to improve the organisational benefits and make their business suitable for acquisitions. It is sufficient for the company to improve its performance (Ting-Fang and Li, 2019). As ARM Holdings has faced significant issues in the market due to decrement in the sales, lack of customer satisfaction and low innovation for the mobile services, it has been acquired by Softbank. It has been identified that Softbank has faced improvement in the market that has increased revenue and net income of the company. 
The outstanding arrangement has been made by the company to improve the motivation of the employees. ARM Holding has improved its financial performance in the organisation as it has been observed that the company can bring more technological innovation for the smartphone. The company can improve mobile communication. Proper strategies have been developed by Softbank to acquire ARM Holdings with the help of strategic planning. Marketing mix and Porter five forces have been analysed in this study to determine the competitors and gain a competitive advantage in the market.
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Money lost from non-E vistors entering booking system £23,078 £17638  236% VYV
Key & Defintions: time
4 = An increase l—b
A 4 =An increase of 5%+
¥ = Afall of 0% to 5%
Vv = Afall of greater than 5%
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