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Background 
SoftBank Group’s Strategic Imperative
A strategic imperative refers to a highly prioritised business target, objective or goal. It differs from a business idea in that whereas an idea is a trial that may fail or succeed without serious ramifications, the failure to meet a strategic imperative holds adverse consequences for the business entity concerned (Nadler and Tushman, 1999). Since it is a high priority objective, strategic imperative needs to be accomplished before all the other targets of the business can be attained. Based on this understanding of a strategic imperative, the strategic imperative for SoftBank is to expand its customer base by extending its business activities beyond the traditional telecommunications sector into the service and content fields as well as related areas. Extension of its customer base is a core part of its Beyond Carrier Strategy that seeks to attain sustained growth in the medium term and ultimately, in the long term. That extending its customer base is a high priority objective was exhibited in 2017 when the company realised an increase of 1.69 million in the number of smartphone subscribers and 1.39 million increase in the number of subscribers to its SoftBank Hikari product (SoftBank, 2018). These increases came at the expense of reduced income in its telecommunications segment by 5.1 percent owing to the discounts provided to its customers who had subscribed to its smartphone services and SoftBank Hikari broadband services. Apart from issuance of discounts, SoftBank Group has pursued this strategic imperative through several joint ventures and acquisitions notably that of WeWork (USA) and Arm (UK) respectively. The acquisition of ARM is the subject of this paper that analyses how it fits in with SoftBank’s strategic imperative of expanding its customer base. 

Evaluation of SoftBank strategic imperative in light of ARM acquisition
Acquisition of ARM as part of the globalisation wave of M&As 
Roberts et al. (2010) point out that most mergers and acquisitions are prompted by external forces as is exhibited in the various waves of mergers and acquisitions that have occurred in history. In analysing the history of mergers, the authors identify a relationship between M&As and various external economic factors including variations in global economy as well as significant national events. Subsequently, the different waves of mergers and acquisition in history comprise the following: railroad wave (1895-1905); conglomerate wave (1955-1970); automobile wave (1918-1930); mega-merger wave (1980-1990); and the globalisation wave (1994 to present). Of importance to this paper as far as SoftBank’s acquisition of ARM – in an effort to expand its customer base – is the globalisation wave. According to Robert et al. (2010), this wave has been precipitated by the blurring of geographical boundaries as well as international frontiers by the advent of IT and the expansion of the Internet. Subsequently, these technologies have opened up global markets for goods and services thereby producing appropriate conditions for mergers and acquisition across international borders. This is exhibited in the case of SoftBank whose pursuit of its strategic imperative of expanding its customer base was to acquire the UK-based ARM in an effort to expand into the UK market insofar as telecommunication is concerned. Roberts et al. (2010) add that the globalisation wave of mergers and acquisition has been aided by the global perspective that has been adopted by many corporations with regards to their business activities. Indeed, SoftBank (2017) reveals that the company is not limiting its Beyond Carrier initiatives to Japan but are expanding them to other countries in Asia, in particular, China. Furthermore, apart from its acquisition of ARM, the company has also established joint ventures with other worldwide business entities, such as Alibaba (China), Cybereason (USA) and WeWork (USA). These ventures are part of the strategic imperative of expanding the customer base beyond the telecommunications sector into the service and content fields as well as related areas (SoftBank, 2017). This revelation is an indication of a corporation that has adopted a global perspective in its pursuit of its strategic imperative hence the decision to acquire ARM. Martinson and Edgren (2012) provide another interesting dimension to the current wave of mergers and acquisitions noting that it is characterised by companies from emerging economies acquiring those from the developed countries. They cite the example of Volvo’s (Sweden) takeover by Chinese company Geely as well as Tata Motors (India) acquisition of Jaguar and Landrover. From this perspective, SoftBank’s acquisition of ARM fits into this category considering that the latter is headquartered in a developed economy. 
Need for skills as a driver of SoftBank acquisition of ARM
One of the core drivers of mergers and acquisition is the need for specific skills or resources that the acquiring company would not be able to procure on its own. In most cases, the company that is acquired is a small one that has carved a niche for itself with respect to certain high-value skills (Roberts et al., 2010). This statement is descriptive of ARM that has developed a reputation for itself as the leading designer of chips that are used in smartphones and other computer devices. On the other hand, SoftBank has recognised the future potential that lies within the IoT sector and as such, has identified it as one of the go-to sectors if it is to achieve its strategic imperative of expanding its customer base. Nonetheless, as is the case for most companies seeking to diversify their activities into a new sector, acquisition of the requisite skills would be drawn-out process that would consume a lot of investments. Therefore, it makes economic sense for the corporation to acquire ARM, a company that already possesses the requisite skills or resources to excel in the IoT sector. With its expertise in the telecommunications sector, this acquisition allows for the pooling of resources and skills that would enable both entities – separately – to expand their tentacles as leading corporations in their sectors of chip designing and telecommunications. In the case of SoftBank, its development of a 5G network will enable it to spread its customer base to the IoT era. Indeed, the company reveals that the rollout of the 5G services in 2020 is in anticipation of the advent of IoT era. 
Need for new market as a drive for acquisition of ARM
According to Mehta and Chouhan (2010), mergers and acquisition are used a strategy by corporations expand their customer base into established or new markets. In the case of SoftBank, this is core reason for its acquisition of ARM as by doing so it is able to acquire the customer base of the UK-based chip designer. What makes the acquisition a perfect fit is that the companies specialise in products and services that are complimentary to one another and not in direct competition. From the viewpoint of Softbank, ARM represents a market that was hitherto unavailable to SoftBank; likewise, SoftBank represents a previously unavailable market for ARM. In this scenario, the result is a balanced customer base as is the case of the banking sector where banks that often engage in mergers and acquisitions usually specialise in different products and services from one another (Roberts et al., 2010).  Closely related to the need to expand customer base – as far as the drivers of mergers and acquisition are concerned – is the need to dive into a desirable market or sector. As aforementioned in the previous sub-section, corporations’ forays into a new market or sector may be hindered by the lack of resources and skills required to excel in the sector/market. As seen in the case of SoftBank’s acquisition of ARM, its foray into the UK market and the IoT sector has been smoothened because its newest subsidiary is a leader in this sector. The drive to enter a new market or sector is often further heightened when the acquiring company recognises or projects that the target sector or market will expand in the future. From SoftBank’s perspective, the company realises the huge potential that lies within the IoT sector and as such has moved ahead of its competition by planting itself in the sector beforehand by acquiring ARM. The expectation is that the company would realise its strategic imperative of an expanded customer base by acquiring more customers in the IoT sector – in addition to the ones in the telecommunication sector. This behaviour fits in with the industry shock theory that advances the argument that mergers and acquisitions result from shocks to a company’s technological, environmental, regulatory or political environment. In SoftBank’s view, this shock comes in the form of the expected growth of IoT hence necessitating an acquisition of a company that could help it stamp its authority in this new industry. Ching (2018) cites the example of the first merger wave that was necessitated by the industrial revolution. 
In an effort to expand their customer base into new markets or sectors, certain corporations opt for the alternative of establishing research and development divisions as pertains to these new products and services. London (2009)notes that the establishment of R&D divisions are usually geared towards usurping the established entities in these new markets or sectors. Of course, this strategy of expanding customer base has huge cost implications not to forget the amount of time that the company would consume before it catches up to its more established competitors in this market. Such a strategy would only reap dividends if the company had previously been engaged in the specific sector or market but later withdrew (London, 2009). As is the case with SoftBank, acquiring a company that is better positioned to flourish in the IoT sector is more rational than establishing a R&D division within SoftBank to try to develop the skills and expertise required for IoT. Looking at the perspective of SoftBank, acquiring a company with a track record of success in this market such as ARM would enable it catch up with the established competitors in this market or sector. 
Effect of the external context to the pursuit of SoftBank’s strategic imperative 
External context is one arm of the strategic context that plays a pivotal role in determining the future of various business entities. Voiculet et al. (2010)note that the dynamic and flexible nature of the external environment compels managers to constantly adjust and adapt their strategies to edge ahead of their competition. Furthermore, Bhasin (2015) advises top management of companies that the formulation and execution of their business strategies must be tailored to fit the context or the environments in which they are operating. In the case of SoftBank, the company recognises that it operates within a dynamic environment in which the global markets have been pried open by the advent of IT and digital technologies. Thus, to execute its strategic imperative of expanding its customer base, it has identified mergers and acquisitions as a tailor-made solution to expanding its customer base into the service and content-related fields. As such, its customer base expansion does not only target Japan but also focuses on other countries by developing joint ventures with other companies in different sectors and geographical locations. These joint ventures are an indication that the firm realises that globalisation has blurred international borders and trade barriers and that the external context is one in which collaboration would be a more suitable solution to diversifying into a new market rather than trying to expand into this new market on its own. 
Internal context and its relationship to execution of SoftBank’s strategic imperative 
Equally important to the execution of strategic change by an organisation is its internal context or micro environment. The various features of the internal context include organisational culture, leadership and organisational structure. Organisational structure can be further segmented into the following sub-sections: decision-making procedures; hierarchies; power distribution; authority; job duties and responsibilities; and division of labour. According to Slater and Olson (2001), there exists a direct relationship between an organisation’s structure and successful (or unsuccessful) execution of a business strategy/strategic imperative. Usually, there emerges a need for the configuration of the organisation’s structure to inculcate appropriate attitudes and behaviours that would enhance the implementation of the strategic imperative (Mokaya, 2016). This configuration often involves the redefinition of roles and duties as well as changes to task specialisation and division of labour. SoftBank’s reduction of overtime work certainly reflects a configuration of its internal environment through the redefinition of roles and duties. From the perspective of this telco giant, its employees will be integral in achieving its strategic imperative of expanding its customer base hence the need to provide them with additional time for them to acquire the knowledge and skills required to achieve this target. From SoftBank’s perspective, some of these employees could acquire new skills and knowledge in chip design as well as on IoT sector making them suitable candidates to move across to the newly-acquired subsidiary of ARM. Coupled with their knowledge of SoftBank’s organisational culture and adoption of its objective of customer base expansion, these employees would make SoftBank’s entry into the chip design sector a seamless one. Restructuring of the internal context of the organisation connects the external context to the strategic imperative of the organisation. In the case of SoftBank, its acquisition of ARM would not amount to a successful execution of its strategic imperative of customer base expansion without the restructuring of its internal context – in this case, redefining the duties and responsibilities of the workforce. As the company reveals, this has enabled it to achieve operational efficiency through its employees in the frontline division who have successful engineered the formulation of over 400 projects. 
Change implications of the acquisition 
In this section, this paper analyses the consequences of the SoftBank’s acquisition of ARM Holdings insofar as both companies are concerned. The paper evaluates these implications from the perspective of the respective companies. 
Change implications from the perspective of ARM and SoftBank
Undoubtedly, various kinds of changes can be discerned from the acquisition of ARM by SoftBank. The latter’s acquisition of the former is a manifestation that it recognises the need to adapt to change in order to propel itself into a prosperous future. According to Mehta and Chouhan (2010), the dynamic nature of the market and its pace has compelled many organisations to review themselves and adapt in line with the changing conditions in their respective markets. Consequently, as will be seen in this case study, there are various types of changes that can occur before, during and in the aftermath of a merger or an acquisition. These changes often affect various aspects of the corporations/businesses concerned, including organisational culture, strategy and organisational structure, among others (Naghibi and Baban, 2011). These changes can be segmented into four broad categories: changes related to individuals; system-related changes; general changes; and organisational-related changes. 
In the case of SoftBank’s acquisition of ARM, one of the subsequent changes that come to the fore is organisation-related changes. The implication of this type of change is an alteration of the organisational structure, procedures, policies and techniques, among others. From the perspective of SoftBank, acquisition of ARM portends a change in its organisational structure as the company has to appoint a representative to oversee its controlling interest in ARM. Conversely, from ARM’s viewpoint, its acquisition brings to the fore another type of organisation change known as divestiture. This occurs when a business entity disposes part or all of its major assets as a short or long-term strategy. Divestiture can either be tactical, strategic or distress; tactical and distress focus on the short term whereas strategic focuses on the long-term (Feldberg, 2014). In the case of ARM, its acquisition means that the organisation has sold off part of its business unit – 43 percent to be precise – effectively altering its organisational structure. 
Another change implication of the acquisition is related to the tasks and responsibilities of the workforce of the two companies. One of the major concerns of the employees in the aftermath of a merger or acquisition is usually the change in work culture and what their tasks and responsibilities will entail (Naghibi and Baban, 2011). In the case of SoftBank, its foray into the territory of the Internet of Things (IoT) – through the acquisition of ARM – necessitates a shift in the way its employees fulfil their tasks and responsibilities. Compared to ARM, the acquisition has more implications on the work culture of SoftBank. In its annual report, SoftBank reveals that it is instituting structural reforms to accommodate its expansion into IoT, which is part of its strategic imperative of expanding its customer base. One of the pillars of this structural reform is the reduction of overtime work coupled with the adoption of information technology (IT) to enable employees work in  a smarter and enjoyable manner compared to the previous years (SoftBank, 2017).  These technologies include Artificial Intelligence (AI) and robotics that have increased the efficiency of employee performance and saved on time consumed thereby allowing employees the opportunities to dedicate more time to their self-development. The change implication as far as the work system is concerned has also manifested itself in the form of telecommuting that allows employees to work from virtually anywhere. This will also affect the work culture at ARM by allowing its employees to work in coordination with their counterparts at SoftBank without having to shuttle between the different geographical locations of the two companies. 
Another change implication of the acquisition is the psychological impact on the employees of both companies. This is by no means an outcome that is alien or exclusive to this case study but commonly occurs in many other mergers and acquisitions (Mehta and Chouhan, 2010). Mostly, employees are preoccupied with the impact of the inevitable organisational structural changes on their work and job security. The likelihood of having to work under a new manager might spark fears of demotion in the employees or even worse, unemployment. These psychological issues among employees would be more prevalent among the employees of ARM considering that SoftBank plans to inject more resources in the company geared towards adding more employees to its newly-acquired company. Implication of this change is that certain employees of ARM would be fearful of their job security due to the likelihood of job redundancies, which in turn would necessitate restructuring of the entire organisation. Furthermore, the change implication on the workforce/human resource would be of a social nature. This has more to do with the organisational culture of the two companies, which differ from one another. According to Roberts et al. (2010), differences in the organisational cultures of companies involved in mergers and acquisitions are often a huge stumbling block to the success of the M&A. In this case study, employees of both companies would predictably experience challenges in adjusting to a new work environment and a new organisational culture further heightened by the fact that they will have to collaborate with one another. 
With regards to SoftBank, the acquisition represents a change implication insofar as technology is concerned. Technological change involves the introduction of new inventions or new techniques as part of a company’s product or service line. Through the acquisition of a chip designer – in this case ARM – SoftBank has effectively diversified its activities into a new market of chip design. Considering ARM’s status as the leading chip designer for most smartphone and other digital device products worldwide, this puts it in a vantage position to produce most of the chips for IoT devices. From SoftBank’s perspective, this acquisition gives it an opportunity to technologically revolutionise its activities by staking a claim in the IoT industry. Indeed, the company expresses optimism that its foray into IoT will be a huge business opportunity for it (SoftBank, 2017). 
In the case of both organisations, the acquisition will impact their organisational cultures as is often the case with mergers and acquisitions. An organisational culture represents the overall shared assumptions, visions, values, modes of behaviour and perspectives, which form an organisation. Ahmadi et al. (2012) reveal that organisational culture plays a crucial role in maintaining a competitive advantage by enhancing organisational effectiveness. For both SoftBank and ARM, the change occasioned by the acquisition of the latter means that both of them will have to review and adjust their respective organisational cultures to enable them internally integrate successfully. According to Mokaya (2016), the formation of culture in response to internal integration is undertaken through the formulation of language, power, concepts and status. Furthermore, Lee and Pennings (2000) reveal that organisations with differing organisational cultures have higher chances of failing than those with compatible cultures as far as post-mergers and acquisitions are concerned. For SoftBank and ARM, it necessitates the need to tailor their respective organisational cultures to each other, including values, visions, behaviours, philosophies and assumptions. The need to tailor their organisational cultures to one another is borne out of the fact that the resultant organisational culture will play an integral role in the implementation of the strategic imperative. Feldberg (2014) reveals that formation and execution of strategies occurs within the context of organisational culture therefore necessitating an alignment between the actions adopted to implement the strategy and the cultural norms of the organisation. Another projected impact of the acquisition – that is related to organisational culture – is resistance by the employees of both organisations. This is because such resistance often emanates from an organisation’s culture, which is often an integral part of the status quo. From the perspective of SoftBank and ARM, there are chances that the acquisition could negatively impact job satisfaction, cohesion in the workforce, performance and commitment. Additionally, the change implication would be felt insofar as cooperation, coordination and communication between the various departments and function are concerned. 
Conclusion 
The acquisition of ARM by SoftBank represents the execution of its strategic imperative of expanding its customer base beyond its traditional telecommunications sector. Failure is not an option insofar as strategic imperative and this is evident in the way that SoftBank has made every effort to ensure that it attains it strategic imperative. An analysis of the acquisition reveals the role that it would play in enabling SoftBank expand its customer base into the service and content related fields. The acquisition allows SoftBank to tap into a market with a huge potential in the future – IoT – and thus strategically position it to expand its customer base within this sector. By acquiring a company with a track record of success in this sector – as a leading chip designer worldwide – SoftBank is able to overcome the challenges associated with acquiring new skills and knowledge to dive into a new market or sector. Acquiring ARM also fits within the globalisation wave of mergers and acquisitions by enabling SoftBank benefit from an open global market. Nonetheless, the change implications of the acquisition will be felt on both sides when it comes to issues of organisational culture, employee psychology, organisational structure and definition of jobs and responsibilities.  
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