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Defining and Understanding Strategic Change
The statement "Strategy is the long term direction of an organization" is the old proverb. Still, at the present era of technological evolution to the fullest, the strategy has gained immense prominence in the present day organizations or company. Organizations need to create plans from the beginning to achieve the mission and vision of the company. As opined by Zheng, Yang & McLean (2010), the strategy is the structure that provides the organization with guidance for the actions which needs to be taken to achieve the desired mission and vision set by the organizations. He further stated that it is the harmonious balance between imagination and reality.
On the other hand, Latif, Baloch & Khan, (2012), opined that strategy is the plan of action which is designed beautifully to achieve the long term aim of the organization. Change is an unavoidable phenomenon in any company. With the ever so evolving market structures and consumerism, all companies need to change or evolve accordingly. There is a need for the strategic development of the company to satisfy customer aspirations and exploit the global market. To compete with its strong rivals, it needs to include rapid planning into production, acquisitions, joint ventures and incorporating new technologies. This requires investment in new projects and team reconfiguration. In other words, it needs strategic change in its business process. Strategic management is defined as the careful selection of the set of the actions necessary to achieve organizational goals by optimum utilization of available resources (Jaynes, 2015). According to Michael Porter, strategic management helps to gain a competitive advantage for an organization. All these changes culminate into restructuring the company's planning procedure. This may also lead to change in the company policies, business portfolio, target market or organizational vision and mission. Strategic change can thus be defined as the necessary process of bringing about significant changes in management in a structured and thoughtful manner to meet organizational goals, objections and missions. There is a need to manage and adapt to changes, both internal and external, to maintain a competitive edge in the market and to ensure long term market power (Salajeghe, Mehdizadeh and Nazeri, 2017). 

Analyzing the Strategic Context of the Acquisition
Change in strategies of a company is often prompted by the internal and external environment of the business (Pîslă, Irimias and Muntean, 2010). Softbank Group Corp announced organizational changes along with other personnel changes in the year 2016. These changes were made to strengthen their operational structure and implement various new change projects that will enhance their corporate value in the global market. It is a Japan-based company and is potentially engaged in communication and Internet business. The company operates in six segments currently, and after the acquisition, ARM is involved in the design of I.P. and other related technology. In the wake of rapid improvement in techniques and heavy Internet usage, there was a shift waiting in the company as it is highly driven by technology and innovations. The external environment, wherein individuals, as well as businesses, are becomingly highly dependent on automation and the internet to simplify their day to day operations has prompted the need to incorporate IoT. The internal factors of the company also necessitated automation in activities which thereby reduces labour costs. After lurching from one disaster to another in the year 2016, Softbank was in dire need for strategic change. Their investments before 2016, especially in India, faced a lot of backlashes. Some experts believe that Softbank dented the entire Indian startup ecosystem by its poor performance. The company vision is immensely influenced by the emergence of artificial intelligence and robotics that has the potential of changing the way the world sees the business. Softbank's founder believes in the Singularity, a futuristic idea popularized by Ray Kurzweil.
Earlier when there was less competition, the company focussed on its telecom business. However, the acquisition of ARM has brought it into the world of hardware. This merger will enhance Softbank's business reputation in the global tech market, along with having control over Europe's biggest tech company, the ARM would give them a competitive edge over its global rivals. Thereby SoftBank Group has sought to use the Information Revolution to contribute to the wellbeing of people and society. They have recognized the unlimited potentialities of the Information Revolution that they deployed right away with this acquisition. According to Masayoshi Son, the CEO and founder of Softbank, the integration of computers and artificial intelligence can help the company keep up with the global revolution in IoT. With increased competition in the smartphone industry, IoT induced mobile communication technology is gradually becoming a reality. In the face of such digital transformation, the company experienced many shifts in its business paradigms. The change in lifestyle and consumerism of the urban population has also hastened this change management (Kunisch, Bartunek, Mueller et al., 2017). Softbank needed to change its business portfolio by driving breakthroughs in business technology. To achieve this, they acquired ARM, one of the most successful high tech companies in Britain, with a whopping amount of 23.4 billion pounds. ARM is famous for designing chips for smartphone companies like Apple and Samsung. Such an acquisition was very strategic as it would position Softbank to reap the rewards of the explosive innovations made in computing and artificial intelligence.
Regarding the resources required to pull off this acquisition, Softbank is known for undertaking significant investments to get ahead of its rivals in IoT. Over the years it has built its market power, both in size and profits, in the arenas of telecom and internet, enabling it to go ahead with these ambitious acquisitions. The profit-making and robust telecom arm of Softbank provides steady cash flow to support Son's investments.


Drivers of Strategic Change
The senior management team needs to be tuned with the changes taking place in the organization carefully. Given the fact that the downfall of Softbank started due to the lack of leadership and accountability among the senior managers, the change management focussed on a more directive strategy to strengthen the grassroots of the organization (Cole, 2004). Softbank started with the process of change management with altering the senior management as per the suitability of the business purpose and culture (Booth, 2015). Under Son's leadership, the company reduced resistance from employees and stakeholders. It was realized that if they have an influential leader who shares the same goals and views regarding the change in the organization, they can achieve the organizational change much more quickly. In other words, Softbank employed the senior authority and the founder, the task of imposing a difference in the organizational structure after developing a clear vision for the same. They were the drivers of change. The external competition from the global tech rivals also hastened the change management in Softbank and acted as a stimulus that propelled change management in their business.



Leading Change
Leadership strengthens the functioning of the organization to a high level. Implementation of the proper strategies by the leaders will help to solve the complexities of the work to a high standard, especially during change management. The term intervention alludes to all the arranged automatic exercises planned for acquiring changes in an association. These progressions are intended to guarantee an improvement in the working of the organization in its efficiencies, reputation and viability. The sequences are brought through the workers in the organization while the organization experts or leaders encourage the change procedure to increase the productivity of the organization. For the robust development of the organization, it is essential to have a strong leader who is not only visionary but can also drive changes intended by him/her. However, organizational change intervention fundamentally alludes to a proposed movement to get change the association and the ensuing exercises inside the association. With the correct implementation and practice of leadership, it will enable the businesses to venture with improved productivity, increased emotional intelligence and refined listening and communication skills. Effective organizational leadership are classified into some different course of actions, and the administration should be designed and planned according to the need of the situation. This is achievable only the leadership management is strategically put through.
Softbank recognized the importance of strategic and transformational leadership. The company needed a change in direction that can drive investeirection and not make mistakes like the one made in India. Thee change began with the abrupt resignation of the then president Nikesh Arora, who was leading its investments in India. The successful upliftment in the company's performance after 2016 can be rendered to the visions of Son, the founder and CEO of the company. He recognized the evolutionary advantage of implementing IoT. He makes long speeches to motivate his employees and bring about necessary changes in the business portfolio. His views on expansion and investments were revolutionary in the field of A.I., and this made him acquire ARM, which would facilitate his plans. This acquisition became Europe's biggest-ever technology deal. 


Approaches to Lead Strategic Change
With the development of technology the organizations are changing the mode of operations, strategies and improving their technology to a more automated version to increase the productivity, sustainability and performance improvement of the organization which in turn will lead to significant profit for the organization (Contrafatto and Burns, 2013). During the change intervention, it is incredibly essential for the change agent to engage the stakeholders to be proactive in change initiatives for the betterment of the organization. Furthermore, the leader needs to communicate effectively with the stakeholders, regularly involve and engage the stakeholders throughout the project lifecycles also it is essential to create a comfortable environment for the change initiative and new developments in business. One of the primary requirements in the initial phase of change is to observe and identify the spheres that need change (Haye, 2018). The leader looks for any factor that might be hindering the shift from taking place. For instance, stakeholders who might be apprehensive of bringing about change in technology and the business portfolio of the company leading to a stagnancy in growth prospects. It is the responsibility of the change agent to identify and initiate change. In addition to this, it is also essential to understand the dynamics of the organization. Change agents need to be good with people management and have to get them on board with their social skills. Being analytical about the change plans and able to engage people of the organization into participating in the process stands for an essential role of a leader.
In many cases, it is seen that change agents need to go out of their comfort zone and advocate change among the various participants involved and that can be a challenging task in a big corporation like Softbank. Another vital aspect of change agents is to instil the behaviour and attitude necessary to bring about change in the business process (Sonenshein, 2010). Leaders act as facilitators of change which will smoothen the process of designing systems, tools, forms and procedures that will propel the company towards success (Rusko, 2012). Softbank was characterized by a traditional management system that fears taking up risky innovations and risky business ventures. Thus there is a need for change intervention under a strong leader who follows the transformational approach to change management.
Softbank was in dire need for an organizational change to bring about new technological advancements through strategic investments and acquisitions that can facilitate their growth and enhance profit level. Softbank tweaked its approach since 2016 and is now investing in companies that have a dominant market presence. Such investments ensure a clear path to increasing their profits. Backed up by the visions of Son, the company is undertaking ambitious investments. He has set his sights on technology that ranges from artificial intelligence to ride-hailing. They have increased transparency in the investment strategy by developing what they call a Vision Fund through which much of the investment is made following the instinctive approach of Son (Rothaermel, 2016). The stakeholders of the company well received Son's ideas regarding making the company global by incorporating recent advancements in technology, data science and A.I. The transformation towards Softbank 2.0 since 2016 meant cleaner structures, better governance and some light processes that would outlast individuals. The company had struggled immensely for its traditional strategies that tried to maintain the status quo. However, driven by Son's change ideologies, the company started to accept the organizational changes which meant restructuring in managerial levels. He poured money in startups, and many young companies used Softbank's money to dangle incentives and attract new talent. Introducing super-smart machines would also mean that Son may never have to retire and remain to hold the reigns of the company.
Change and Individuals
The expertise and creative knowledge of every employee count in bringing about change in any organization. A leader needs to have various approaches such as inspirational approach, motivational approach, practical communication skills with workforce and encouragement are essential to shaping the workforce for robust productivity. Transformational leaders like Son, the founder and CEO of Softbank, have great ability to inspire the followers, which encompasses self-awareness, confidence, social skills and empathy. This is essential, especially during the change times. In addition to this, the management teams need to be motivated, and the employees should be asked to keep upgrading their skills to increase their productivity level and be in tune with the latest technologies. There is also the need for boosting awareness in the company's strategic planning and management process to realize their business and set higher future expectations. As opined by Doppelt (2017), a change model should share common ideas about improvement in strategies within the organization which required Softbank to get rid of its many layers in its management teams. This is vital to maintain proper communication and facilitates smooth and timely implementations of the change process. Thereby it allowed employees to be a part of the change. This made the change process more credible to the employees, and they felt less threatened regarding job loss. It motivated them to engage in the change process and simultaneously provide their insights in the fields of IoT and automation which can help bring Son's vision to reality.
Empowerment of employees has worked well for many other companies in the past as a strategy for change management. Softbank too incorporated their staff in the development process, which reduced the resistance they offered in the past scenarios (Lewrick and Raeside, 2010). In addition to this, the expert strategy is necessary for the sphere of technical development and innovations which made Softbank increase the workforce in ARM and bettered the I.T. and the software platform which prepared the technical aspects such as the software developers for the change in the business portfolio (Andrews, Cameron and Harris, 2008). Softbank established a common platform through which all the employees can share their ideas regarding the necessary changed required and help the company to address customer ambitions. Workshops were organized in different cities across the globes to impart knowledge and attract new ideas regarding IoT and artificial intelligence. Online community programs for gadget manufacturing companies can take centre stage in steering the changes. In addition to this, turn in partnerships and mergers with other international companies can also improve the business scenario for Nokia. Such change programs can furnish the employees and management teams with ideas concerning potential changes that can benefit the company and help them initiate innovations.



Political and Cultural Processes to Strategic Change
The decision of Softbank's acquisition of ARM was taken at a strategic time. This investment is considered as one of the most well-thought purchases in European business history. This deal just came weeks after Brexit. ARM is the biggest supplier of chips of many global smartphone companies. Thus its customer base is comprehensive, and it would not be affected by this political fallout. However, this acquisition was seen as a move that would have a significant impact on investment in U.K. technology. Son made the correct move when the devaluation of the pound against the Japanese yen took place following Britain's exit from the European Union. However, such a significant change comes with turbulent political and cultural forces. To manage such changes, organizations and the change leaders should be able to confront their political and cultural foundations (Golsorkhi, Rouleau, Seidl et al., 2010). Organizational politics is a very debatable topic, and various leaders have different opinions on it. A structural leader emphasizes the environment, structure, adaptation and strategy. According to Antonakis, & Day, (2017), the leadership models in change management are built upon four main component or framework. They are structural framework, political framework, symbolic framework and the human resource framework. Every organizational structure is different, so the leadership strategies also depend on the ethics and culture of the organization (Alvesson and Sveningsson, 2015). In this regard, Softbank announced that this deal would ensure that ARM organization will be preserved in terms of their management team, plan and culture. No alterations were made in the headquarters apart from doubling up the workforce over the next five years, which was done to suit Son's ambitious plans regarding incorporating A.I. The deal was also subject to ARM shareholder approval. This is essential to ensure that there was no political rivalry, compliance issues and harassment that could impede the object of the acquisition in the first place. To ensure proper working of innovations in the organization, a workforce needs to be devoid of cultural stigmas and lead changes (Munjua, 2012). Softbank very well understood this.

Response to Change
The journey toward reinvention of an organization is only possible when there is cent per cent cooperation and readiness of the members of the organization (Geng, 2018). There were quite a few internal factors that impeded the growth of Softbank. To ensure that there is a smooth process towards change management in the company, it is essential to identify the factors that can hinder this process. The shareholders' resistance to technological up-gradation of the business portfolio was another factor that impedes the growth prospect (Diefenbach, 2007). Apart from this, there was considerable scale resistance faced by the employees as they were worried about losing their jobs due to technological innovations that can replace their expertise easily. The employee's frequent disagreements in matters regarding change management and alteration of business structure led to organizational unrest. The reason behind economic stagnancy can be rendered to faulty investments, a power struggle in top management tiers and communication system. To change this multi-layered business system, Softbank needed to get rid of traditional prejudices and follow a cohesive business vision. In addition to this, the management team requires to understand the need for building a long term stakeholder value to drive the change strategies. The new organizational structure needs to be based on an integrated approach with one driver of change, i.e. Son, the founder. Such a move can be achieved with the help of latest social technologies which will help in building long term commitments for its employees that will, in turn, push them to be more productive and adhere to the changes and come out with innovative and critical thinking.
A participative strategy should be implemented to ensure that there is no resistance during the time of implementation of change management. The participation of all employees is necessary to reach the organizational goals with the help of teamwork—the expertise and knowledge of every employee count in bringing about change in any organization. Softbank required to incorporate negotiation strategy in the process of change management to reduce the resistance from within the organization further and improve the efficiency of the change strategies. The condition and circumstances that forced Softbank to adopt change strategies also required a shift among the values and beliefs of the people associated with the organization. This is necessary so that they can quickly internalize the change and adjust to the process. Organizational readiness can be ensured by doing face to face workshops with the employees and change agents (Eden and Ackermann, 2013). In this regard, creating an online social networking community to ensure broader participation of all communities, including the customers and understand their take on automation and IoT. This focusses on the motivation and personality attributes of the members of the organization who are also the drivers of change. This is the most crucial step of making an accurate analysis of the extent of change that is brought about in the company based on institutional resources (for technological and management upgradations) and organizational climate or perception towards the change management.
In Softbank, there have been instances where changes were hindered due to delayed communications, lack of leadership, stakeholders and employees resistance and cultural differences. The faulty bureaucracy impeded the growth of the company to a large extent. The many-layered management system, coupled with overtly complicated organization structure, has given rise to many inefficiencies in operations and delays in decision-making processes. To be more responsive to the growing tech needs of customers in the market, it is essential to have a fast and modern approach to make investments and acquisitions. It is vital to get rid of the mismanagement and miscommunications among the bureaucracy (Mangalvedhe, Ghosh, Mondal et al., 2014). This can only be brought about by simplifying the organizational structure of Softbank which began with the resignation of Arora in 2016. This departure led the investors to speculate a rise in shares of the company, and it was rightfully thought.

Organisational Learning
With the ever so evolving technology and science, technology-based companies like Softbank need to keep in touch with innovations through external partnerships and acquisitions. Such mergers also help to reduce the cost of production along with assisting in backing up the technical aspect of growth required in the change management (Chapain, Cooke, De Propris et al., 2010). Maintaining persistency is another aspect which many companies miss out after implementing the change strategies (Thomas, Babb and Spillan, 2012). Softbank did not lead the acquisition by only focussing on changing the current business portfolio, but it also ensured that these changes could be sustained in the long term. Companies like Softbank needs to maintain persistency in its operations and functions even after the accomplishments of short term objectives. This brings in the importance of organizational learning. Organizational learning can be defined as the process by which an organization can improve itself over time through gaining experience over time and using that same experience to create knowledge in the future business plans (Duffield and Whitty, 2015). Such learning is created within the organization and then transferred as and when necessary. Softbank's investment in ARM marked their strong commitment to the U.K. Apart from this; they could also take advantage of the deep pool of science and technology talent in Cambridge to fuel their own company towards success. Softbank believed both ARM and them shared the same technology-oriented culture, long term visions. They also were committed to attracting, retaining and developing talent and expertise of their employees using organizational knowledge. ARM could benefit from the resources provided by Softbank to accelerate the use of ARM-based technology further wherever required. Softbank also learnt from the faulty investments made before this acquisition which added on their organizational learning. Overall, this acquisition can be seen as mutually beneficial and progressive, wherein both companies can capture the significant opportunities ahead.
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