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1. Introduction:
A number of research (Kumar and Subramaniam, 1997; Chung and Enderwick, 2001; Lu, 2002; Nakos and Brouthers, 2002) has bees stated that it is a vital strategic decision to choose an suitable entry mode to penetrate the foreign market. Hoskisson and Hitt, (1994) and Root (1994) say that merger and acquisitions have been accepted as a popular strategy to penetrate the foreign markets for many years, in which a company purchases an established business. For some of the companies, the organizational cultures and structures are greatly influenced by the strategy of merger and acquisitions, which have become a well institutionalised phenomenon (Hirsch, 1986; Pablo, 1994). Furthermore, a number of researchers (Bruton, Oviatt and White, 1994; Pablo, 1994) agrees that in order to invest the corporate resources, merger and acquisition is the superior method of choice to enter into the market by some companies. In both the cases of mergers and acquisitions there are engagement of two or more companies with the agreement of certain things, which ultimately leads to financial transactions (Kansal and Chandani, 2014). Scott (2003) defines acquisition as the purchase of an entire company or part of its assets. Moreover, after this purchase either of the entire company or part of its assets, the owner company gets the controlling power on that company or the selected assets (DePamphilis, 2003).
However, there are some companies who acquire some companies because of the valuable resources like technological advancement and capabilities (Chaidhuri and Tabrizi, 1999; Ahuja and Katila, 2001). Ranft and Lord (2002) observes that though in the period of 1990s the tendency of acquisition by varieties of companies increased  really high, the number of acquisition in the high technology companies (electronics, telecommunications, soft-ware, networking, biotechnology, information service) increased dramatically. A number of researcher (Eisenhardt and Martin, 2000; Agarwal and Helfat, 2009; Santos and Eisenhardt, 2009) investigates that in order to gain the technology and capabilities and develop the market power, acquisition of external technologies are crucial for the established firms. Furthermore, according to Graebner, Eisenhardt and Roundy (2010) it has been proved that for many technology firms, including Nokia, SAP, Google, Cisco,  acquisition is one of their strategic decisions. In case of Cisco, the research says that the power of the video conferencing products was strengthen after the technology acquisition. 
However, though there are benefits of merger and acquisitions, it is very important to consider the issue of different structures and cultures of different organizations beside the financial perspective. This is because the strategy of merger and acquisition is considered as a significant change in the organization, as the structures and cultures are never the same of different companies. Therefore, there is scope of mismanagement due to the lack of understandings of different cultures and structures from different companies (Kansal and chandani, 2014). Kansal and Chandani (2014) also states some possible challenges that the management of both organizations may face; structural variations, organizational behavioural stress management, cultural management, restructuring of HR department, dismissals, job insecurity, low motivation, resistance to change, drainage of talent. Furthermore, it has been noted that about 80% of the mergers and acquisitions failed because of poorly handled management with the changes. Therefore, it is crucial to understand the organizational changes after merger and acquisition with different organizational structures and cultures from two or more companies (Kansal and Chandani, 2014).
This report is going to analyse and evaluate the strategy of Softbank behind the acquisition of ARM Holdings, which is one of the most successful high tech. companies in Britain founded 25 years ago (Financial Times, July 18, 2016).  Softbank is a Japanese multinational conglomerate holding company founded by Masayoshi Son, which is headquartered in the capital of Japan, Tokyo. Soft bank owns stakes from a lot of companies, ARM Holdings is one of them. ARM Holdings designs semiconductors, which is used in a huge ranges of devices all over the world like smartphones, network infrastructures, consumer electronics. Furthermore, the world leading device like Apple and Samsung is also using the system-on-chips inside their smartphones from the ARM Holdings (Market realist, July 28, 2016a). In 2016, Masayoshi Son agreed to buy the British chip designer ARM Holding's with the price of over £24.3 billion in a big bet on the ''internet of things'' (IoT) (Financial Times, July 18, 2016). Furthermore, in the European technology Business, the acquisition of ARM Holdings by the Softbank will be the largest acquisition. In addition, on 5th September, 2016, the process of this acquisition of ARM Holdings was completed. Masayoshi Son, the founder of Softbank took the risk of acquiring the ARM Holdings with the aim of becoming the pioneer of the ''internet of things'', which is considered as one of the biggest technology markets (Financial Times, July 18, 2016).
2. Strategy  of SoftBank:
''Information Revolution-Happiness for everyone'' is the corporate philosophy of SoftBank Group. This corporate philosophy usually motivates and guides the SoftBank Group  to go ahead. Furthermore, SoftBank aims to contribute to serve the people the best opportunity of information technology over the long term. This is because, nowadays the lifestyles and the societies are mostly dependant and comfortable with the blessings of information technology. Therefore, with the aim of being a  corporate group, SoftBank intends to maximizes their enterprise value and grabs the best opportunity of information revolution. Furthermore, in order to gain the highest benefits from the information technologies and the business models of the company, it is crucial to quickly find out and identify the changes in social needs and also make the best use of organizational structure of the Softbank Group with the great consideration of its continuous changes (SoftBank Group, 2019).
Artificial Intelligence (AI), is one of the emerging technologies which is really changing the lifestyles around the world (Park, 2017). Moreover, nowadays the opportunity of value creation has also been increased by incorporating artificial intelligence in to different business models, which will essentially help most of the industries to gain the competitive advantages and redefine them. Additionally, SoftBank Group has implemented a unique strategy named ''Cluster of No. 1 Strategy'' for the orchestration of the organization and improvement of investment activities of the company. The implementation of Cluster of No. 1 strategy also makes sure that they can gain all the opportunities from the utilization of the artificial intelligence from the strategy of market expansion and the creation of new industries (SoftBank Group, 2019). Cluster of NO. 1 strategy mainly aims to bring together the excellent technological companies in particular fields under one umbrella, which mainly motivates these companies to progress and develop constantly. Furthermore, the Cluster of No. 1 strategy enhances the creation of synergies based on shared vision and capital ties to grow further continuously. Under the Cluster of No. 1 Strategy, the SoftBank Group, as a strategic holding company will influence the cooperative group of companies decision making power. Furthermore, as the SoftBank Group appreciate the independence of their cooperative companies, it will not take the possession of majority equity interests or brands integration. Under the Cluster of No. 1 Strategy, by incorporating different types of companies in the portfolio of SoftBank Group, the company aims to change, grow, survive and exist for the next 300 years (SoftBank Group, 2019).
2.1 Business strategy of SoftBank:
2.1.1 Expansion of the customer base of the telecommunications business for our next growth phase:
In order to maintain the continuous development for the medium to long term sustainability, a Beyond Carrier strategy advancement by SoftBank Group is rapidly changing the typical business field of telecommunications operator into an entity. Furthermore, in order to expand the SoftBank Groups business into the service, content fields and related areas, this Beyond Carrier strategy influences the customer base of the broad telecommunications. In order to expand the customer base in the telecommunications sector, the SoftBank Group made up-front investment for the period of financial 2016 and financial 2017, with the target of next 5 to 10 years (SoftBank Group, 2018a). Furthermore, the company dynamically raised their sales during this period with the efforts of combining three brands: the smartphone from the SoftBank and Y!mobile and the fibre-optic broadband service brand SoftBank Hikari. In addition, according to the plan of the SoftBank Group, they gradually increased their customer base, where 1.69 million of smartphone subscribers and 1.38 million SoftBank Hikari subscribers were added in the financial 2017 (SoftBank Group, 2018a).
They placed both the SoftBank and Y!mobile products in the same store, because the customers are different for the both brands. Initially, the company were bit worried of market demand of Y!mobile because of the demand of smartphones of SoftBank with big volume of data plan and smart design, which in a later period went away. This is because, there are some customers who wants very simple mobile with the demand of simply e-mailing and social media, where, the Y!mobile is the perfect choice (SoftBank Group, 2018a).
Furthermore, the strengthening of collaboration with Yahoo Japan is another strategy to expand the customer base of SoftBank Group. In addition, in order to retain the customers SoftBank Group also applied the strategy of offering a range of benefits of using the SoftBank and Y!mobile smartphones to the users of these smartphones. The offers include; considerably free Yahoo! Premium membership service and 10 times reward points than the standard points, if the users purchase anything using the Yahoo! Shopping (SpoftBank Group, 2018a).
2.1.2 Developing the 5G network for the era of IoT:
Beside the expansion of customer base of the telecommunication business, SoftBank also works to make their network stronger to 5G to welcome the era of Internet of Things (IoT). This is because, SoftBank Group believes that it will be the greatest business opportunity, if they can initiate the IoT by enhancing the 5G networks. Furthermore, it is also significant to make the network stronger to retain the customers. SoftBank Group wants to start the services of 5G networks in 2020 and they are gradually getting ready for the planned inauguration of 5G networks. Therefore, by targeting the corporate customers, in April 2018  they started  the energy-saving telecommunications services with a low-price for IoT devices and Narrowband Internet of Things (NB IoT). Furthermore, for the use in pre-5G services SoftBank also obtained the spectrum in 3.4GHz band (SoftBank Group, 2018a). 
2.1.3 Structural reform to increase the efficiency:
SoftBank Group took the initiatives to increase the efficiency of their employees by tackling thorough structural reform. With this initiatives they wanted to make the way of working smarter and enjoyable. Therefore, the utilization of artificial intelligence and robotics are enhancing the efficiency of work and also inspiring to make the best use of employees freed-up time for their self-development. Furthermore, the company wants to apply the IT to find out and assign exactly the right person for the right jobs and in doing so basically progress the operational efficiency. The plan of introducing a full telecommuting and other system by SoftBank will make the working environment flexible allowing the employees to work anywhere virtually (SoftBank Group, 2018a).
2.1.4 Preparing for the most important transformation:
Cluster of No. 1 strategy mainly aims to acquire the excellent technological companies in particular fields under one umbrella, which mainly motivates these companies to progress and develop constantly with the target of tackling the tasks for today, tomorrow and future. There has been a series of acquisition by the SoftBank in accordance with this Cluster of No. 1 strategy. Furthermore, the Cluster of No. 1 strategy enhances the creation of synergies based on shared vision and capital ties to grow further continuously (SoftBank Group, 2019). Under the Cluster of No. 1 Strategy, the SoftBank Group, as a strategic holding company will influence the cooperative group of companies decision making power. Furthermore, as the SoftBank Group appreciate the independence of their cooperative companies, it will not take the possession of majority equity interests or brands integration, which is the source of the competitiveness and enhance the company to move further with the Beyond Carrier strategy. Under the Cluster of No. 1 Strategy, by incorporating different types of companies in the portfolio of SoftBank Group, the company aims to change, grow, survive and exist for the next 300 years (SoftBank Group, 2019).
2.2 Investment strategy of SoftBank:
The SoftBank Group always believes that in order to create a better world, the single most significant catalyst is technology, which has got the unique capacity to intensely make the quality of life better. Therefore, the SoftBank Group has been supporting emerging technologies being at the front position for more than 30 years. Therefore, the SoftBank Vision Fund has been built on the basis of this support to this emerging technologies, who is the strategic investor in the business and technologies to enhance the next stage of the Information Revolution. SoftBank make the investment on the entrepreneurial firm providing operational expertise, global network, and patient capital to enhance the entrepreneurs to reach to their desired goal. However, they make investment to the business, if they find self-motivated business leaders with the similarity of ambitious vision for the future. Moreover, in order to expose the most persuasive opportunities, every week and across every continent the investment team of SoftBank meet dozens of entrepreneurs (SoftBank Group, 2018b). 
3. Analysis of acquisition of ARM Holding in line with SoftBank's overall strategy:
The founder and the CEO of SoftBank, Masayoshi Son delivered a statement "We have long admired ARM as a world renowned and highly respected technology company that is by some distance the market-leader in its field. ARM will be an excellent strategic fit within the SoftBank group as we invest to capture the very significant opportunities provided by the Internet of Things'' (Business Insider, July 18, 2016). In the growth strategy of SoftBank, acquisition of ARM is one of the most important ones' they ever made, which is expected by Masayoshi Son, the CEO of SoftBank, to be a key pillar to expand their business forward (Business Insider, July 18, 2016). Furthermore, Cluster of No. 1 strategy of SoftBank Group mainly aims to acquire the excellent technological companies in particular fields under one umbrella aiming to change, grow, survive and exist for the next 300 years (SoftBank Group, 2019). Therefore, acquiring the ARM Holdings is in the line with the SoftBank's strategy. In addition, according to the strategy of the independence of SoftBank's cooperative companies, ARM Holdings will also be running their business being independent under SoftBank. Furthermore, ARM's headquarter will also be in the same place as before in Cambridge, UK. 
Masayoshi Son, the CEO of SoftBank agreed to acquire the British chip designer ARM Holding's with the price of over £24.3 billion in a big bet on the ''internet of things'' (IoT) (Financial Times, July 18, 2016) and aiming to be the pioneer of the ''internet of things'', which is clearly a long-term investment (Financial Times, July 18, 2016; The Verge, September 5, 2016). This is because, the computing are shifting worldwide by ARM's low-power and efficient chips (The Verge, September 5, 2016). This strategy of acquisition also falls under the strategy of Cluster of No. 1 Strategy. 
ARM Holdings designs semiconductors, which are used in nearly all the smartphones worldwide including the world leading devices like Apple and Samsung. Apple, Samsung and Qualcomm have dominated the mobile processor market by using ARM-based semiconductors. Even, Intel's Atom processors failed to compete the ARM-based chips, because of ARM's low-cost, power-efficient processors in the mobile space (Market Realist, 28 July, 2016b). Furthermore, ARM Holdings has already gained a 26% share in the IoT market with the aim of going ahead towards IoT with the expectation of 50% share achievement in the IoT market by 2020 (Market Realist, 28 July, 2016b). Therefore, acquiring of the ARM Holdings will create the competitive advantages to the SoftBank, as the SoftBank's strategy is also to be the pioneer of the Internet of Things (IoT). Furthermore, to be the pioneer in the Internet of Things Softbank acquired ARM Holdings and planned their strategy to boost up their 4g networks to 5G. This is because, if SoftBank can improve their network to 5G, it will enhance the IoT and connect everything to the internet (Market Realist, 28 July, 2016c).
The acquisition of ARM Holdings, because of its power-efficient and low-cost chip design, is expected to enhance SoftBank's dream of being pioneer in the IoT space. Masayoshi Son, the CEO of SoftBank said, “Within 20 years, ARM is going to scatter one trillion chips around the globe, gathering all the real-time data instantly.”(Market realist, July 28, 2016c). Furthermore, it is expected that by 2020 there will be about 20.8 billion IoT devices, where, by 2020 the ARM expects to power nearly 50% of IoT devices. Therefore, the acquisition of ARM is expected to be the right strategic decision by the SoftBank with the focus of being the pioneer in IoT (Market Realist, 28 July, 2016c).
4. Analysis and evaluation of the change implications from the viewpoints of ARM and SoftBank:
In order to analyse and evaluate the change implications in the ARM Holdings and SoftBank, McKinsey's 7 S framework will be used in this report. Furthermore, it will also analyse and evaluate that how does this McKinsey's 7 S framework aligns with the change management of ARM and SoftBank. In the 1980s, the McKinsey 7 S framework was developed by former McKinsey consultants Robert H. Wterman, Jr. and Tom Peters (McKinsey and Company, 2008). The model was developed to assess and monitor organizational changes, which includes the changes like - restructuring, new systems, organizational merger and acquisitions, new process, leadership changes and so on (Hayes, 2014). In the model of McKinsey's 7 S, there are strategy, structure, systems, shared values, style, staff and skill to manage the changes in the organizations (McKinsey and Company, 2008). 
From the view of organizational changes, the Arm Holdings merged with SoftBank and SoftBank acquired ARM Holdings with their long-term strategy of sustainability in the market aiming to be the pioneer in the IoT.
Strategy- plans created to gain the competition and reach to the desired goals.
''Information Revolution-Happiness for everyone'' is the corporate philosophy of SoftBank Group, which motivated them to plan and apply the Cluster of No. 1 Strategy to acquire the excellent technological companies in particular fields under one roof with similar vision for the future (SoftBank Group, 2019). Therefore, SoftBank acquired ARM Holdings as an excellent strategic fit within the SoftBank to gain the very significant opportunities provided by the 'Internet of Things' (Business Insider, July 18, 2016). On the other hand ARM has three main strategies to grow for the future; increase the investment for the R&D to speed up the development of new technologies, gain or maintain shares in long-term growth markets, generate new opportunities from IoT. Furthermore, ARM Holdings has already gained a 26% share in the IoT market with the aim of going ahead towards IoT with the expectation of 50% share achievement in the IoT market by 2020 (Market Realist, 28 July, 2016b).  Furthermore, ARM holding, agreed to merge with SoftBank with the offer of huge amount of profit and the deal was of £24.3 billion, which was 24.4 times ARM's 2015 revenue of £968 million approximateky 56.8 times adjusted profit after tax of £429 million (Financial Times, July 18, 2016). In addition, the investment on the R&D was also an attractive opportunity, this is because investment on the R&D is a common strategy for both the companies, which will enhance their creativity and innovativeness. SoftBank also expected that the workforce of ARM will be at least double in the next five years. Furthermore, the future plan of development of leadership on IoT is also a common goal, which was also a motivation to merge together (Financial Times, July 18, 2016).
Structure- expresses the structures of the organizations. 
As the multinational conglomerate holding company, SoftBank Group appreciate the independence of their cooperative companies, it will not take the possession of majority equity interests or brands integration. Therefore, ARM Holdings will also be running their business being independent and holding the same organizational structures under SoftBank and the headquarter will also be in the same place as before in Cambridge, UK (SoftBank Group, 2019).
Systems- expresses the way of performing the day-to-day activities.
SoftBank Group took the initiatives to increase the efficiency of their employees by tackling thorough structural reform. With this initiatives they wanted to make the way of working smarter and enjoyable. Therefore, the utilization of artificial intelligence and robotics are enhancing the efficiency of work and also inspiring to make the best use of employees freed-up time for their self-development. Furthermore, the company wants to apply the IT to find out and assign exactly the right person for the right jobs and in doing so basically progress the operational efficiency. The plan of introducing a full telecommuting and other system by SoftBank will make the working environment flexible allowing the employees to work anywhere virtually (SoftBank Group, 2018a). In the ARM Holdings, the employees are motivated to work in a group to be more innovative by sharing their knowledge, where they are also influenced to have the tendency not to feel down with negative feedback from the seniors, as this will enhance them to be more productive. (ARM.com, 2019). Furthermore, as SoftBank acquired ARM giving the independence, ARM will be working following their systems of work.
Shared values- expresses the core values of the organization to work.
“Try hard, have fun” is the core value of SoftBank, which is considered as the DNA of the SoftBank Group with the aim of growing for the next 300 years. Furthermore, in order to grow further the SoftBank Group also follows certain values to work in the organization, such as “No.1”, “Challenge”, “Reverse Planning”, ”Speed”, and ”Tenacity” (SoftBank Group, no date). Whereas, the ARM Holdings core values are bit different from it, which motivates the employees to be more creative and extraordinary. The core beliefs followed by the ARM employees are; We, not I; passion for progress and be your brilliant self (Arm. com, 2019). Though the core values are not exactly the same, it would not hamper the change management, as the ARM will be the independent company without changes to its structures and cultures (SoftBank Group, 2019).
Style- the way of implementation of the changes and leadership.
The CEO of SoftBank, Masayoshi Son loves to take risk to grow further and make changes to contribute to serve the people the best opportunity of information technology over the long term. Moreover, Masayoshi Son is also spontaneous and erratic, with a chequered history of taking wild bets to invest on entrepreneurial firms, among which some have gone enormously wrong. However, because of his success in the most of cases, he is known as an investment genius with the Midas touch to his adoring fans (The Telegraph, September 6, 2019). Therefore, to bring together the excellent technological companies in particular fields under one umbrella for the long term sustainability, SoftBank implemented the Cluster of NO. 1 strategy. Following this strategy, SoftBank acquired ARM Holdings with the dream of being the pioneer in the IoT. In addition, SoftBank allows the independence to their cooperative firms (SoftBank Group, 2019), which makes less chance for the structural or cultural clash. As the ARM Holdings will be the same as before even after merging with SoftBank, the leadership and organization will be continuing their job focusing on their aims under the SoftBank. Therefore, the change of merger and acquisition would not make any drastic changes to the ARM Holdings. 
Staff- employees at workplace of the organization
SoftBank's expectation was that after acquisition of ARM Holdings, in the next five years the employees will be the double in number. In comparison to fiscal 2016, there have been added more than 1000 staffs in fiscal 2017, among which 80% people are for the R&D. Furthermore, ARM is hiring all these engineers from all over the world with ARM's main design centres in Cambridge, San Jose, Austin and Shanghai (SoftBank Group, 2018c). 

Skills- competencies and capabilities of employees within the organizations.
SoftBank acquired the ARM Holdings with their skilled and competent employees, who are designing semiconductors, which are being used in nearly all the smartphones worldwide including the world leading devices like Apple and Samsung. Apple, Samsung and Qualcomm have dominated the mobile processor market by using ARM-based semiconductors. Even, Intel's Atom processors failed to compete the ARM-based chips, because of ARM's low-cost, power-efficient processors in the mobile space (Market Realist, 28 July, 2016b). Furthermore, SoftBank is also initiating structural reform to increase the efficiency of the employees, where they want to make the work fun and smart. Moreover, the plan of introducing a full telecommuting and other system by SoftBank will make the working environment flexible allowing the employees to work anywhere virtually (SoftBank Group, 2018a). 
5. Conclusion:
In conclusion, it can be said that merger and acquisition is one of the most important strategic decisions made by both SoftBank and ARM Holdings, which can contribute to the improvement of technological performance in the high-tech environment. ''Information Revolution-Happiness for everyone'' is the corporate philosophy of SoftBank Group, which is the motivation and guideline for the SoftBank Group  to go ahead. Furthermore, SoftBank Group implemented a unique approach of Cluster of NO. 1 strategy to bring together the excellent technological companies in particular fields under one roof. Therefore, Masayoshi Son, the CEO of SoftBank agreed to buy the British chip designer ARM Holding's with the price of over £24.3 billion in a big bet on the ''internet of things'' (IoT) (Financial Times, July 18, 2016). In addition, ARM Holdings designs semiconductors, which are used in nearly all the smartphones worldwide including the world leading devices like Apple and Samsung. Furthermore, ARM Holdings has already gained a 26% share in the IoT market with the aim of going ahead towards IoT with the expectation of 50% share achievement in the IoT market by 2020 (Market Realist, 28 July, 2016b). Moreover, both of the companies strategy is to invest more on R&D. Therefore, it could be said that the acquisition of ARM Holdings is a very important strategic decision by SoftBank, where the vision of ARM and SoftBank is similar to be the leader in the Internet of Things, which will provide a strategic benefit to win the market and be the pioneer of IoT. 
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