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Executive Summary

Studies indicated that mergers and acquisitions (M&As) have high failure rates of a stunning 70 percent and over. In light of the low success rate of M&As, particularly in the competitive high-tech business world, the factors that led to successful acquisition and re-organization are worth to be studied. This management report will use a qualitative research method of case study approach to explore the multi-facets of Microsoft and LinkedIn’s acquisition in 2016, with an objective to study its people management strategies used during integration that led to the success of acquisition.  With the aid of analytical tools, the external environmental factors and the internal strengths and weaknesses of Microsoft and LinkedIn would be studied for uncovering the reasons for their re-organization success. People management is an integral part of the acquisition model, by scrutinizing the leadership styles of Microsoft and LinkedIn’s CEOs, we will be able to see how leadership can facilitate positive change in the restructured organization. Successful people strategies can enable employees to grow and their relationship with management can be enhanced. Microsoft’s successful matrix of instilling growth mindset and leadership development training will be studied and evaluated. Based upon the evaluation, further recommendation for strategy change would be introduced, and an implementation plan would be constructed for the execution of recommended changes.







1.  Overview of Microsoft and LinkedIn’s Acquisition
In 2016, Microsoft acquired LinkedIn by paying $26.2[footnoteRef:1] billion in all cash, which is equivalent to $196 per share. By paying an extra 50% premium on the previous closing price of $131, Microsoft won the acquisition against Salesforce Inc. The rationale behind the transaction was to merge Microsoft’s Dynamics Cloud with LinkedIn’s worldwide professional social network.  [1:  The price is in US dollar and applies the same hereafter.] 


Acquisition is indifferent from merger that Microsoft bought out LinkedIn upright for the inorganic growth[footnoteRef:2] of the organization, the transaction is less time-consumed and more favored by shareholders (Onyusheva and Gulla, 2021). The Microsoft and LinkedIn’s deal was less complicated and straight-forward when compared to cross-border acquisitions, since the acquirer and acquiree faced the same diversity and culture of employees, and they were bound by the same law and legislations of American Government. [2:  Inorganic growth is an external growth acquired through mergers and acquisitions, joint ventures or alliances.] 

The acquisition strategy model that Microsoft and LinkedIn adopted is the so-called ‘Google Model’ or ‘Alphabet Model’ [footnoteRef:3](Tyagi, 2016; Gomes-Casseres, 2016). This model implies that Microsoft evaluated LinkedIn as a business with potential, acquired and nurtured it, and let it run independently by using a hands-off approach. Jeff Weiner would stay as LinkedIn’s CEO and reported to Microsoft’s CEO Satya Nadella, and LinkedIn would retain its own brand, culture and employees after acquisition (Bariso, 2016). Microsoft acquired LinkedIn to obtain capabilities, technologies and knowledge that were crucial to its own strategies, but they avoided revoking LinkedIn’s management and people structures to ensure smoother integration. Microsoft had a clear long-term vision to guide its actions (Kumar, 2009). [3:  The Alphabet (Google) business strategy model enhances business growth via acquisitions. In 2016, Alphabet acquired more than 200 companies and made 30 acquisitions in 2015 and 2016 (Dudovskiy, 2017).] 


1.1 Missions and Visions of Microsoft and LinkedIn
Successful acquisition aligns with missions and visions. Mission and vision of an organization are inspiring statements to distinctly communicate with employees of what to focus on, stating the intention and values of the organization, and act as guidelines for decision-making. The mission statement focuses on purpose and direction, on what the organization anticipates to do, and the vision statement centers on the desired outcome.

According to Taiwo, Lawai and Agwu (2016), ‘the mission and vision statements can be used to establish an acceptable and shared sense of purpose for shaping the focus of employee’. Gὒrel and Tat (2017) also clearly stated that, ‘strategic choices are related to vision, mission, objectives, external environment and internal factors analyses, and through implementation to obtain competitive edge’. According to Taiwo, Lawal and Agwu (2016), vision and mission statements are perceived as the important and foundational guidelines for formulating organizational objectives, hence strategic and tactical planning can be manipulated by basing on these objectives. The mission statement indicates what a company currently wants to do, whereas a vision spells out the visionary future that the company anticipates.

Mission of Microsoft in 2016 is to ‘empower every person and every organization on the planet to achieve more’ and LinkedIn’s mission is to ‘connect the world’s professionals to make them more productive and successful’. Figure 1 shows the conceptual image of Microsoft and LinkedIn’s missions in common.
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            Figure 1 A conceptual image of the common mission and vision of Microsoft and LinkedIn in 2016.The image was retrieved from Weiner (2016)

As Hackett (2016) mentioned in ‘Read LinkedIn CEO Jeff Weiner’s Letter to Employees’, both Nadella and Weiner well-realized that the two companies had virtually identical mission statements. In Weiner’s words, ‘the world’s leading professional Cloud joined with the world’s leading professional network to share a common mission to empower people and organizations, with common vision to connect the professional world on a massive scale to create more intelligent and productive experience’ (Weiner, 2016). 
              
Microsoft’s vision is ‘to create innovative technology that is accessible to everyone and adapts to people’s needs. Accessible technology eliminates barriers for people with disabilities and it enables individuals to take full advantage of the capabilities’. Microsoft’s corporate vision aligns to its mission. LinkedIn’s vision of 2016 is to ‘create economic opportunity for every member of the global workforce’. By rephrasing the two visions and interpreted as one, the anticipated visionary future of Microsoft and LinkedIn after acquisition would be: ‘to create innovative technologies for everyone in the global workforce, without barriers of disabilities, but to take full advantage of the economic opportunities and individual capability’.  

[bookmark: _Hlk95681171]Brătianu and Bălănescu (2008) had conducted research on the visions and missions of fifty best performing U.S. companies classified by the Forbes magazine, the result showed that ‘these companies successfully demonstrated their capabilities of transforming vision and mission statements into robust integrators in developing their organizational intellectual capital’. With similar visions and missions, LinkedIn and Microsoft will benefit from both companies’ collective resources, and with the sum of employee competencies, they will be able to empower the world.









2.  Research Methodology and Planning

This management report will use a qualitative research method of case study approach to explore the real-life settings of Microsoft and LinkedIn’s acquisition in an in-depth and multi-faceted manner, for the understanding of their transformational change. This case study will aim to answer the “why” and “what” questions of the acquisition.

2.1 Research Questions

Microsoft is a market-dominant in the personal computer software and operating systems sectors, had been unchallenged for a long period of time. LinkedIn, equally enormous, is also a world giant in professional networking on internet. The acquisition of LinkedIn is Microsoft’s largest-ever deal at the time of 2016, combining two companies of different industries. Microsoft and LinkedIn are having dual conformity ‘to empower people and organizations’[footnoteRef:4], and the deal at acquisition was perceived as a win-win situation in the world of high-tech. According to Violeta and Diana (2017), ‘the publicly-known reason for Microsoft to pay enormously for a company of its same size, is to expand its dominance in the enterprise market by not only selling online service to its existing customers, but also selling services to the world’s largest data base, and these are what Microsoft considered as the real source of earnings’. Ostensibly, the acquisition looked as simple as this, just two giants wanted to grow big with joint forces. However, reasons behind acquisitions can be as complicated as one can imagine, especially for tech giants of equal size.  Therefore, the research questions for this case study will be stated as: [4:  A partial phrase of Microsoft’s mission] 


Why did Microsoft and LinkedIn both need the acquisition and what would they gain from it?



2.2   Research Planning 

In order to answer the research questions, the external environmental factors affecting Microsoft and LinkedIn’s decision of acquisition will be analyzed by using the PESTEL analysis, Porter’s Five Forces Model and Comparative SWOT of Similarities and Differences as analytical tools. 

2.2.1 Analytical Tools

PESTEL analysis

The PESTEL analysis is of vital importance for Microsoft to gain insight of its increasingly volatile and complex competitive position in the fast-changing macro-environment. The analytical results can help Microsoft identify the threats and opportunities underlying, so it can transform rapidly to adapt with the fast-changing macro-environment, and develop strategies for the sustainability of its competitive edge, such as gain through acquisition. 

Porter’s Five Forces Model

The Five Forces Model will also be utilized to help identifying Microsoft and LinkedIn’s external competitive forces lying in competitors, suppliers, customers, new entrants and substitutes. The model provides acquirer and acquiree with valuable insights of their positions in the industry, how suppliers and customers influence their businesses, where their rivalries are, whether they are affected by new entrants, and whether their services or products are substitutable. Most importantly, to decide whether their complementary efforts in acquisition can reduce the impacts. It’s a useful tool for the formulation of integrated strategies. 

Comparative SWOT of Similarities and Differences
The internal factors of Microsoft and LinkedIn will be analyzed by the comparative SWOTs of Similarities and Differences, for the purpose to uncover strategies and recommendations. The Microsoft and LinkedIn’s SWOT similarities and differences are incisively extracted from the SWOT analyses of both companies[footnoteRef:5] for the purpose to go straight into the concerned matters. After the comparison, the factors involved in business decision making will be made explicit.  [5:  The detailed SWOTs of Microsoft and LinkedIn will be listed in Appendix 1.] 


2.2.2 Analyses and Findings
The findings of external and internal environmental analyses will provide a lot of directions for making organizational decisions and development of people strategies. Based on the retrieved evidences and data collections, growth and leadership development plans can be formed and implemented; and in addition, Microsoft and LinkedIn’s former strategies can be redefined to leverage their combined strengths.

2.2.3 Recommendations and Implementation Plan 
When findings are concluded, recommendations will be made for improvements. An implementation plan will be exploited to facilitate the action-taking of change, with objectives and goals clearly defined and timeline explicitly set, each little recommendation plan will sum up playing an influential role in the overall strategic plan.









3.  Collection and Treatment of Data 
Microsoft and LinkedIn have large amount of external information at the researcher’s disposal. Sources of information can be obtained via e-books, academic journals, e-newspapers, e-magazine, e-analyst reports, interview transcripts, and Microsoft and LinkedIn’s annual reports.

3.1 Multiple Sources of Evidence
For this case study report, the researcher had used multiple sources of evidence:
Anecdotal Evidence
Anecdotal evidence can be easily obtained on web through the storytelling of different authors. This case study report also feature anecdotal evidence and they are listed in the reference section and are quoted accordingly as in-text citations.

Statistical Evidence
Percentages and numbers obtained for this report are from trustworthy sources, such as peer-reviewed studies or from Microsoft or LinkedIn’s inhouse articles.

Textual Evidence
This case study had used direct quotations from peer-reviewed journal articles, such as the original explanation of a theory or concept of the creator. Other authors’ sayings had been paraphrased.

Analogical Evidence
The research result of a peer-reviewed study had been used in this case study for the purpose to reinforce the interpretation.


4. Strategic Analyses and Presentation of Findings
When visionary objectives of Microsoft and LinkedIn are identified, the pre-acquisition environmental and internal factors of the acquirer and acquiree are needed to be examined before new collaborative strategies for people management can be constructed. 

With regards to external environment, the global factors affecting business operations are changing rapidly and become challenging issues for management ‘to gain a balance between the competing demands and sustainable development’ (Jacobides, 2010). Furthermore, Issa, Chang and Issa (2010) also commented that ‘when organizations make business decisions and generate solutions, they must consider their social responsibilities when confronted with issues affecting the environment, and not only focused on revenue growth and increasing profit’. The external environmental influential factors can be found in political, economic, social, technological, environmental and legal, the components of PESTEL.

The SWOT[footnoteRef:6] analysis is a distinguishable tool for identifying the true needs for strategic planning and decision making. By analyzing the Comparative SWOTs of Similarities and Differences, Microsoft and LinkedIn can mutually build on their strengths, minimize their weaknesses, grasp their opportunities and prevent threats. [6:  The acronym SWOT has four quadrants, stands for strengths, weaknesses, opportunities and threats.  ] 


4.1 Microsoft’s PESTEL Analysis and Findings
Political Factors
Microsoft had spent more than $10 million in a few years’ time to do lobbying around different countries for seeking governmental support. Microsoft entered China in 1992 and opened the largest Research and Development center outside the U.S. China is extremely cautious about outsides’ information, especially regarding politics, it censors all political sensitive subjects in the name of stability. Microsoft had to comply with the strict Chinese law of censorship (Deccan Chronicle, 2020). Moreover, Frue (2018) also stated that, Microsoft had violated the trust regulations of the European Union and was fined for $730 million. Change of privacy regulations is consistently ongoing in European countries, after years of political lobbying, Microsoft had gained favorable position.

Economic Factors
Economic instabilities do not only affect Microsoft, but most companies are also suffering. Taxation rate and policy changes, labor law modifications, labor cost uprise, recession hit or economic upturn, exchange rate fluctuations, monetary and fiscal policies change can all bring effects to Microsoft’s revenues directly or indirectly. Microsoft is one of the world’s biggest employers hiring more than 131,000 employees worldwide and its business covered more than 190 countries, including developed and emerging markets, most of which have growing disposable income to spend on Microsoft’s products.

Social Factors 
Microsoft’s social and cultural forces mainly derived from customer behavior and expectations change. Social trends change rapidly, Microsoft was not fast enough to successfully adapt to the emerging market of user-friendly smartphones which are perceived as mini-versions of personal computers. It still put a lot of focus on its computer products, and the products satisfy only the largest cultural groups (Ferguson, 2017). 

Technology Factors
Microsoft’s had invested a great deal of resources into innovation, research and development, and was deliberately aware of the evolving of its rivalries, such as Apple and Google. After releasing the cloud-based services, Microsoft experienced revenue growth; however, the acquisition of Nokia ended up to be a disaster of completely write-off. Microsoft’s incompetence of thorough due diligence had paired up Microsoft with an inappropriate partner to invade the market of mobile phones. Since then, Microsoft was slow in the development of its phone hardware segment; not until 2021 that Nokia made the move to partner with Microsoft again in the public cloud sector.

Environmental Factors
Microsoft signed the Climate Pledge and commits to be carbon[footnoteRef:7] negative by 2030. Microsoft actively played a role in bringing down the carbon emissions by promoting low-carbon business practices to construct carbon-free working environments, and directly investing in new carbon depletion and eviction technologies. A corporation’s adverse effect on environment will be disciplined by customers and governments (Albina, Balice and Dangelico (2009).   [7:  The carbon in atmosphere creates a blanket of gas from coal and oil burning that traps heat in the ‘greenhouse’ of earth, that changes the world’s climate by accelerating temperature.] 


Legal Factors
The U.S. government accused Microsoft of offending the anti-trust law by creating entry barriers and anticompetitive means to maintain its monopolistic position. Further charges were pursued for Microsoft’s bundling of additional programs into its operating system and customers were not able to install alternate software from other suppliers. Microsoft also faced with multiple cases of gender discrimination, accused of treating women employees unfairly in the male-dominated technology industry. 

4.2 LinkedIn’s Five Forces Analyses and Findings
[bookmark: _Hlk95649232]Competitive Rivalries among Existing Firms
LinkedIn is the largest professional networking platform, but there are many other professional networking sites[footnoteRef:8] serving similarly well as LinkedIn, and their services offset LinkedIn’s weaknesses. As can be seen from LinkedIn’s SWOT analysis, its services are unitary without diversification, supplemental values added by rivalries can bring customers unique and exceptional experiences. Customers might not leave LinkedIn, but their trials on other products will dilute LinkedIn’s share in the market. Therefore, the threat of competitive rivalries to LinkedIn is moderate to high. [8:  Bishop (2019) provided a list of LinkedIn’s major professional networking rivalries, includes ‘Meetup, Xing, Bark, Opportunity, Jobcase, Lunchmeet, Twitter Threads, Reddit, Slack, Facebook Groups, Sumry, Gust.com and Community Forums’.] 



Threat of New Entrants
For LinkedIn, the threat of new entrants is also varied from moderate to high. Job-seeking web sites like Monster.com and Glassdoor had already entered the market and started to gain shares. Although these websites and platforms are not identical with LinkedIn in business approaches[footnoteRef:9], they will still constitute influence. If LinkedIn does not show innovative improvements, they will lose the leader status. [9:  LinkedIn is a professional networking platform, Monster.com is an online job site, and Glassdoor is an employer review site for enhancing employer profiles. For a better comparison between LinkedIn and these job-seeking sites, information is available at Monster vs LinkedIn — CareerCloud and LinkedIn vs. Glassdoor (betterteam.com)] 


[bookmark: _Hlk95653999]Threat of Substitutes 
LinkedIn has competitors selling similar or even better services, but they are not substituting LinkedIn or each other. It ends up giving customers more choices to expose themselves on social media to satisfy their own purpose and needs; therefore, the threat of substitutes is low.  

Bargaining Power of Suppliers
LinkedIn’s software providers mainly help with the service delivery to customers and to connect job seekers and recruiters. The bargaining power of software suppliers in the I.T. industry is low, since there is an increasing trend of online service suppliers entering the market. Low bargaining power of suppliers increases LinkedIn’s potential profit and increase its competitiveness.

Bargaining Power of Customers
LinkedIn’s customers have high bargaining power as there are large varieties of service to choose from and differences among them are slight. These customers are well-educated and are price-sensitive to the paid premiums, and switching costs to other professional platforms and websites are low. With customers in such strong position, LinkedIn’s bargaining power with customers is low. 

4.3 Microsoft’s Five Forces Analysis and Findings
Competitive Rivalries among Existing Firms
Microsoft’s primary rivalries consist of leading technology companies[footnoteRef:10], these firms showed high aggressiveness and diversities in products, hence imposing strong force on Microsoft and prompting it to compete for staying successful. Competition is critical, but switching costs are moderate, since most customers tend to upgrade their existing Microsoft product rather than changing entirely to a competitor’s new product.  [10:  Such as ‘Apple, Google, Oracle, IBM and SAP SE etc.’, information is retrieved from Investopedia @ Who are Microsoft's (MSFT) Main Competitors? (investopedia.com)] 


Threat of New Entrants
The threat of new entrants to Microsoft is low to moderate since development of a new brand is costly, but despite the fact that there are low-cost producers[footnoteRef:11] innovating new products with minimal cost, and they are acquired by well-developed merchants, since access to distribution networks is not complicated.  Normally speaking, the threat is considered low, as entry barriers are high with requirement of extensive capital investment for research and development, and the trial-and-error process is time-consuming. Government also requests strict licensing and legal requirements to be met before product launching. [11:  Low-cost producers are those engineers operating at homes. Well-known cases include the Google search engine being developed in a garage with no corporate affiliation, and LinkedIn was started in the living room of its co-founder Reid Hoffman in 2002.] 


Threat of Substitutes 
Microsoft’s threat of substitutes is low. Substitutions do exist, but performance of substitutes does not quite meet customers’ expectation and they are slow in availabilities. Since switching cost is moderate, it’s a good force for Microsoft to enhance product attractiveness of its own. 

[bookmark: _Hlk95666577]Bargaining Power of Suppliers
Suppliers of Microsoft has weak bargaining power, due to the fact that most of Microsoft’s software components are developed in-house, and the suppliers are found in big volumes. When supplies exceed demands, the setting of price is determined by buyers. Furthermore, the products are standardized with little differentiation, hence switching costs are low for Microsoft, so it has strong bargaining power over its suppliers. 

Bargaining Power of Customers
Microsoft has a huge customer-base, its customers tend to buy a large majority of Microsoft’s product, and availabilities of substitutes on market is low. The products in the market are differentiated in nature to serve customers’ non-identical purposes without much overlapping, so the bargaining power of customers is low.
[image: ]
Figure 2: A comparison chart of Microsoft and LinkedIn’s five external forces and their intensities of impact

By comparing the five forces of LinkedIn and Microsoft in Figure 2, their competitive rivalries among existing firms are rated moderate to high, whereas their threat of substitutes and bargaining power of suppliers are low. Due to product nature, Microsoft’s threat of new entrants is comparatively low to moderate, versus moderate to high in LinkedIn; same situation applies to the bargaining power of customers, LinkedIn’s customers tend to have more selective choices in the market, whereas Microsoft’s customers not. The comparative result shows that Microsoft, as the parent of acquisition, can complement the shortness of LinkedIn, and with joining forces they will be able to accelerate growth. 

4.4 Analyses and Findings of Comparative SWOT of Similarities and 
      Differences 

The variables in the separate SWOTs of Microsoft and LinkedIn are sorted into two Comparative SWOTs as shown in Figure 3 and Figure 4. By studying the Comparative SWOT of similarities, Microsoft and LinkedIn are having same strengths to be at the top of their industries; although they are unidentical in their selling products, their primary common objectives will be easy to set up.
[image: ]

Figure 3: The comparative SWOT of similarities shows the strengths, weaknesses, opportunities and threats that Microsoft and LinkedIn shared in common.

On the other hand, the Comparative SWOT of Differences revealed the dissimilarities and challenges existed in Microsoft and LinkedIn’s own business scope before acquisition, based on which they could put effort to either seal the gaps by complementing each other’s shortness, or by redefining strategic plans. 
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 Figure 4: The Comparative SWOT of Differences indicates Microsoft and LinkedIn’s differences in strengths, weaknesses, opportunities and threats.
After the comparisons, the success enabling factors of the acquisition were made explicit.

4.5 Presentation of Analytical Findings with Anecdotal Evidence

From the findings of the analyses, it is obviously noticeable that Microsoft and LinkedIn were both weak in product development, although they had been working hard to explore opportunities to provoke organizational growth. Anecdotal evidence shows that Microsoft’s acquisition in 2016 did rescue LinkedIn from its immense growth problem. On February 6, 2016, Jeff Weiner had made an announcement of LinkedIn’s first-ever quarterly loss, and he lowered the annual growth expectation of LinkedIn’s revenue and adjusted earnings from 35% to 20%. On the very same day, its stock price per share dropped by 44%, implying that investors and analysts were disappointed with LinkedIn’s anticipation towards future business.  In witnessing of its own weakness, Weiner had to start pondering about the growth of LinkedIn. LinkedIn had made successful acquisition before by acquiring Lynda.com[footnoteRef:12] in 2015, which was reflected as a visible strength in the SWOT analysis. But where would the fastest growth come from? Would it be from adding extra features to its existing services? Or, putting more effort in the new geography of China by improving Lingying? However, LinkedIn’s Five Forces Analysis distinctly showed that its competition among existing firms and the threat of new entrants were both having intensities of moderate to high; and furthermore, it has customers with high bargaining power. A war fighting alone requires a lot of effort and bravery. Microsoft’s offer just came right on time, fulfilling one of the success enabling factors in mergers and acquisitions, which is the timing of M&A (Okafor, 2019). As Weiner addressed, ‘we want to step back and allow all forms of capital (intellectual, working and human) to flow, to where they can be best leveraged, to transform and uplift LinkedIn and the global economy’ (Bariso, 2016) [12:  Lynda.com is an online website providing tools for online learning and training. ] 


On the buyer’s side, Microsoft offered to pay $26.2 billion with a premium of 50%, which was its biggest acquisition price ever. Nadella even offered Weiner an exceptional term of being the independent CEO of LinkedIn after acquisition, and LinkedIn could retain its own distinct brand, culture and employees. Furthermore, Weiner need not report to the Microsoft’s board of directors, but only to Satya Nadella alone. The Comparative SWOT Analysis explicitly showed Microsoft’s major weakness in lacking of successful acquisitions before 2016. Since its founder Bill Gates stepped down in 2000, Microsoft had made costly mistakes in acquisitions. 149 companies were purchased during Steve Ballmer’s 13-year tenure and many of them were not smart buys and some were even value-destroying. At the time when Nadella was promoted to CEO, according to Hempel (2017), Microsoft was having a main problem of step back in core business, and had lost its momentum and incentive to innovate and create; and furthermore, it was having a mental block to invest in an industry that it perceived as disruptive to its existing business. Microsoft was once an unchallenged market leader in personal computer software and hardware, but in face of strong competition from high-end rivalries as shown in PESTEL analysis, Microsoft had to make the bold decision of acquiring LinkedIn, for the purpose to connect the extensive professional network with the cloud platform. 
 
Six months after the acquisition, LinkedIn’s co-founder Reid Hoffman joined the Microsoft’s board as an independent director. Hempel (2017) perceived this join-in of Hoffman as Microsoft’s acqui-hire[footnoteRef:13] of talent. Nadella stated in his email to employees that Hoffman was a leader that he greatly admired (Microsoft News Center, 2016). Hoffman was highly respected in the industry with great reputation as ‘a master of management and entrepreneurism’ (Feloni, 2016) and distinguished as ‘one of the savviest business mind’ in the hi-tech industry (Feloni, 2015). According to Hempel (2017), ‘to a successful turnaround, the importance of reputation cannot be underrated’. Microsoft’s craving for helpable partners and talents might be revealed in its willingness to pay 50% premium for LinkedIn’s acquisition, which was ‘an amount paid for an acquired target that exceeds its real value before acquisition’ (Okafor, 2019). [13:  Acqui-hiring’s main purpose is to recruit another company’s employees through the process of acquisition (Morales, 2017).] 

According to Hackett (2016), Weiner was impressed by Microsoft’s evolvement under Nadella’s leadership, transforming the corporation into a ‘nimble, innovative, open, and purpose-driven company’. Hoffman was also impressed by the valuable assets that Nadella implanted into Microsoft – leadership, reskilling, learning and growing. This strong alliance made up the strength quadrant of the Comparative SWOT of Similarities.
4.6 Leadership Styles
Leaders play vital roles in mergers and acquisitions, as they are the key locomotives to drive and to create the combined organizational culture. Before evaluating the effectiveness or ineffectiveness of Microsoft and LinkedIn’s people management strategies after merging, it is essential to first catch a glimpse of the leadership styles of Satya Nadella and Jeff Weiner. 
According to Kassa (2018), there are three most common types of leadership styles, based on skills, traits and behavior.  The skills-based leadership theory emphasizes on leadership skills such as technical proficiencies and conceptual capabilities. Traits-based leadership theory stresses on leaders’ innate characteristics such as self-confidence, determination, emotional stability, and honesty. Behavior-based leadership theory accentuates on relationship-oriented leadership style, focused on behaviors driven by interpersonal communications, for the purpose to engage, inspire, empower and be recognized. The behavior-based leadership approach motivates not only followers, but also supervisors and customers. Authentic and transformational leadership are forms of behavior-based leadership style. 
4.6.1 Leadership Style of Satya Nadella
Prakash, Bisla and Rastogi (2021) had conducted research on Satya Nadella, for the purpose to analyze his dimensions of leadership style. The researchers use ‘Microsoft’, ‘Satya Nadella’, ‘authentic leadership’, ‘creative leadership’, and ‘innovation’ to search for articles and literatures that had mentioned key words of such. 60 articles matched the search, and after removal of irrelevant information, 29 were of good use. Findings showed that Nadella displayed the characteristics of ‘self-awareness, relational transparency and having balanced processing in authentic leadership, and internalized moral identity in ethical leadership’.  

[bookmark: _Hlk95905953]Nadella has high self-awareness of well-understanding how his behavior would impact his employees, is morally grounded and advocates positive leadership. He shared his emotions, feelings and thoughts with his employees transparently through emails, creating environment of honesty and trust. He learned from the mistake of failure acquisition of Nokia, he encouraged employees to assist in rebuilding the new culture. He is the precursor of cultivating ‘growth mindset’ to accentuate learning and creativity within Microsoft. Furthermore, Nadella was also a transformational and visionary leader. He inspired his followers to work towards Microsoft’s vision to increase productivity, create change, and transformed the company’s culture to match with the mission. Microsoft’s position in the technology industry was converted. 

4.6.2 Leadership Style of Jeff Weiner

Ferriss (2015) stated Hoffman’s comment on Weiner in an interview that ‘he is an ideal culture fit to LinkedIn’. According to Hoffman (2020), ‘Weiner is smart, driven and strategic, showing intensities of curiosity and learning. He persuaded followers to talk and interact more than he did’. 

Jeff Weiner joined LinkedIn in 2009 to be the CEO. According to the Contingency theory of Leadership[footnoteRef:14],  Weiner is a leader of mixed leadership style, not under the ‘one size fits all’ phenomenon, with traits of inspirational, compassionate, mindful, servant, transformational and visionary leaders. He strikes for a balance between followers’ needs and situation at hand, then act in response accordingly. As Financhill (n.d.) states, Weiner has the ability to inspire followers, as he inspired himself, to visualize and believe in the possibilities of LinkedIn’s future. Weiner has strong awareness of the surroundings such as external environmental change, emerge of new technologies, and LinkedIn’s strengths and weaknesses. Most importantly, he is always aware of being a leader, stay positive and uplifting all the time, and this self-awareness impact followers. Weiner is compassionate, and he considers it as the key component to success. He launched a LinkedIn Learning course – the Compassionate Management, for ‘aspiration to manage compassionately’. The approach was for efficient management of employees with similar perspectives, and to build foundational trust within the organization’ (Staples, 2017). As a mindful leader, Weiner ‘first gives himself lucidity and then he provides clarity to his followers via effective and rational communication’ (Rebner and Yeganeh, 2019).  [14:  According to Waters (2013), ‘the contingency theory proposes to match a leader to appropriate situations basing on the leader’s leadership style’, that means no one style of leadership applies to all situations.] 

Servant leadership is a concept being considered by scholars as ‘difficult to define’, and its characteristics[footnoteRef:15] are not easy to be explicitly expressed. Focht and Ponton (2015), mentioned about what Greenleaf said in 1977 that servant leadership ‘begins with a natural feeling of the leader who wants to serve, and being the first to serve’. On February 4th of 2016, Weiner made an announcement of deciding to donate $14 million of his personal stock bonuses to put back into the pool of LinkedIn employees, he showed how he cared for the betterment and improvement of LinkedIn and its employees (Zetlin, 2016). Weiner has the aspects of servant leader and he is one of the highest-ranked CEOs with soaring approval rate from employees.  [15:  Until now, the 10 characteristics listed by Spears in 1995 were considered to be most respectful (Focht and Ponton, 2015).] 

Both Weiner and Nadella are transformational and visionary leaders, their leadership styles play salient role in the process of facilitating change. Their management styles would be selectively and flexibly fitted into the re-structured organization.

4.7 People Management, Growth Mindset and Leadership Training
Microsoft had been confronted with destructive people management tactics in the past that cost itself a fortune of losing creativity and innovation motives (Allen, 2012). A program by the name “stack ranking”, forced the management of every department to declare the proportions of its top, good, average and poor performers. Under stress, employees started to compete with each other in order to rank high, and shifted away from the focus to compete with outsiders. Moreover, engineers were discouraged to work on new ideas perceived as not instantly profitable. Distrust, criticism and discouragement filled up those dark ages of Microsoft. Not until 2014, Nadella brought in transformation and reinvigorated the team by using new Microsoft vision and mission to inspire and revitalize. It started a new era of people-oriented management, focused on collaboration, intellectual stimulation, revamping of culture, embracing change, and development of creativeness and growth mindset.  
Nadella hired Kathleen Hogan as the change agent to implement Microsoft’s newly-established growth mindset and leadership training strategies. As Hogan[footnoteRef:16] said, ‘learning from past errors is the clue to regenerate the future’ (King, 2018). [16:  Kathleen Hogan is Microsoft’s Executive Vice President and Chief People Officer.] 

4.7.1 Growth Mindset and Leadership Development Training at Microsoft
Microsoft had adopted different people strategies to re-boost the motives of innovation, and creativeness. The followings are some ongoing examples:
· Embrace Leadership Capabilities
Nadella recruited 180 Microsoft employees to attend a meeting and invite ideas of what the growth mindset meant for Microsoft. Employees were divided into 17 teams and headed by what they called ‘change leaders’. These leaders worked out 3 pillars with their team members of what they want their cultures to be. These pillars were “Customer Obsession, Diversity and Inclusion, and One Microsoft”. After the activity, the 17 change leaders became the definers of growth mindset in Microsoft (Ibarra, Rattan & Johnston, 2019).

· Team Decision-making
The annual “Hackathon” of Microsoft offers employees of diverse backgrounds an opportunity to experience fast-paced collaboration across different disciplines for the purpose to create new ideas. Winning teams of the hackathon are funded by Microsoft to develop their projects. 

· Innovation and Risk Taking
Undertaking high-risk projects is encouraged, and employees would be rewarded no matter the projects are successful or abortive.  As long as employees bring in ideas to drive the business forward, they are encouraged to take the risks. 

· Inhouse Successor Recruitment Program
Microsoft uses a redefined talent program by the name ‘Talent talks’ to identify and nurture potential leaders for succession planning. The past program ‘People Review’ aroused nervous feelings and was abandoned.  Employees are invited to talk to the heads of individual departments, high potentials at different levels are identified, and they will be asked if they are interested in becoming a successor.  Upon receipt of positive feedbacks, new development plans for these talents will be designed. This cultural shift unleashes employees’ minds of growth and their strengths are affirmed. 
5.  Conclusion and Recommendation for Better Change
After studying the people management issues arose from the Microsoft and LinkedIn acquisition, the study provided readers a perspective of alternative angle, unlike other commentaries with opinions solely directed towards the acquisition’s money-making potential. The study had also proven that Microsoft and LinkedIn had been going through thoughtful integration.

5.1 Conclusion for the Answer of Research Questions

Why did Microsoft and LinkedIn both need the acquisition and what did they gain?

Nadella brought humanized transformation to Microsoft since he became CEO, and his hands-off approach allowed LinkedIn to grow autonomously without management’s interference. Positive and negative comments equally appeared on web to discuss about the successfulness of this people management approach. Years passed, the impact to LinkedIn was not too significant, its business scope was not diversified but it grew big from original, slowly and steadily; but for certain, it had experienced accelerating growth in membership and revenue, and made significant contribution to Microsoft’s revenue growth. The “leave-it-alone” approach brought humanization to the people management of LinkedIn; however, some analysts commented it as laissez-faire[footnoteRef:17] in a tone of derogatory, accusing Microsoft of bringing low productivity to LinkedIn. In spite of the comments, the approach brought alternative meaning to Microsoft.  [17:  Laissez-faire leaders allow employees to work and make decisions independently, without being autocractic. This leadership style is useful in high-tech industries when innovation and creativity are priorities. ] 


The acquisition of LinkedIn was a touchstone to Microsoft for regaining confidence in innovation, as investors and employees’ expectations for growth were dimmed by previous mistakes. The acquisition rescued Microsoft from a collapse of faith about its visionary future. No matter how much it paid for LinkedIn, over or under-valued, Microsoft had got the talents that he wanted to come with the deal.  The join-in of Jeff Weiner and Reid Hoffman was definitely an asset to Microsoft. Hoffman joined Microsoft in 2017 to be an independent director of the management board. And for Weiner, after he served the Microsoft-owned LinkedIn for over three years, he stepped down from the post of CEO in 2020 to become the Executive Chairman of LinkedIn. Back to 2016, when LinkedIn’s future was clouded and visions were unclear, Microsoft just stepped in on time to rekindle the passion of LinkedIn. Nadella and Weiner were both people-oriented, their leadership styles shared common characteristics and were complementary to each other. To the researcher’s point of view, these are the reasons of why Microsoft and LinkedIn both needed the acquisition in 2016. Talents, regain of innovative confidence, and re-sparkle of passion towards growth were what they gain.

5.2 Recommendations for Better Change
Change can be positive, instead of taking away old cultures and build in new ones, innovative strategies can be coupled with existing ones for better cultural change. The researcher would recommend Microsoft to adopt a “Grit” learning approach to complement with the “growth mindset” learning strategy. 

Growth mindset is a belief that ‘a person’s most basic abilities such as skills and intelligence can be developed through hard work and mindful practices, and can be improved with persistent effort’ (Dweck, 2015; Harappa, 2020). Grit, defined by Duckworth (2007), ‘involves a person’s sustained passion, patience and perseverance during the process of achieving a desired long-term goal, despite of failures and challenge’. Dweck and Duckworth both claimed that grit and growth mindset must be jointly recognized and to be developed together’ (McClendon et al. 2017) 

5.3 Implementation Plan for Strategic Training

An implementation plan is designed for the Grit Training.  The strategic plan defines the objectives of training, map out assumptions and constraints, outlines the steps of tasks and costs, introduce the training organization and its Theory of Change, and a schedule of the training milestones will be set by using a Gantt Chart. 


	  Implementation Plan for Grit Training

	 
	 
	 
	 
	 
	 
	 
	 
	 

	Purpose of Training
	 
	 
	 
	 
	 
	 

	· Grit is about self-reflection, helping employees to transform beliefs about

	   themselves, colleagues and working place
	 
	 
	 
	 

	· Grit is about inspiration and resilience to challenges
	 
	 
	 

	· Grit will help developing mental toughness to overcome hardship
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	Targets of Training
	 
	 
	 
	 
	 
	 

	    For testing the grit program, the change leaders who are definers of growth

	    mindset training, will be recruited for grit training.
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 Assumptions and Constraints
	 
	 
	 
	 
	 

	 Assumptions:
	 
	 
	 
	 
	 
	 
	 

	 · the training organization will customize and tailor-make a Grit program to 

	       fit with Microsoft's organization goal
	 
	 
	 
	 
	 

	 · the chosen targets are psychological-ready and are willing to participate

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 Constraints:
	 
	 
	 
	 
	 
	 
	 

	 · the immediate supervisors of targets might have inadequate knowledge
	 
	 

	  to monitor the training and evaluate the progress
	 
	 

	 · grit training is a long-run process, testing targets might lose motivation
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 Costs
	 
	 
	 
	 
	 
	 
	 
	 

	 All costs will be covered by Microsoft
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 Training Organization
	 
	 
	 
	 
	 
	 

	 The training organization should be reputable and have experiences in
	 

	 designing programs and having track records of previous trainings.
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 The following diagram offered by the training organization demonstrates
	 

	 the Grit Theory of Change and the training processes:
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	[bookmark: RANGE!A54] 
	 
	 
	 
	 
	 
	 
	 
	 

	Description of Implementation
	 
	 
	 
	 
	 

	The training organization will use intensive workshops coupled with individual

	coaching. The face-to-face training will last for 2 months with 2 daily learning

	sessions per one-month interval. The targets' immediate supervisors will set

	    up a 2-month inhouse goal-achieving plan for the delivery of purpose, and 

	they will closely monitor the targets of their changes in learning attitude, be-

	haviour and emotions when confront with difficulties.
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	Points of Contact
	 
	 
	 
	 
	 
	 

	a. Manager of Human Resources and Strategic Engagement 
	 
	 

	b. Inhouse Training Manager
	 
	 
	 
	 
	 

	c. Targets' immediate supervisors
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	Performance Monitoring
	 
	 
	 
	 
	 

	Inhouse Training Manager and targets’ immediate supervisors.
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 Implementation Time Schedule
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      Note: The Gantt Chart was constructed by the researcher.

Appendix 1 
SWOT Analyses of Microsoft and LinkedIn
SWOT Analysis of Microsoft
[bookmark: _Hlk95167834]Internal Strengths
· [bookmark: _Hlk95146473]having a strong Top Management team, with Bill Gates as co-founder and Satya Nadella as CEO
· having strong management team promoted internally
· having a highly diversified workforce of brilliant talents
· having the competitive advantage and ability to operate across cultures
· having a proven research and development process to increase production efficiency, cross-functionally and cross-culturally
· in solid and sound financial position 
· being the leader of the PC software and operating system market 
· having a streamlined production process, generating profits from releasing newer versions of products
· products are protected by Intellectual Property Rights to avoid duplications
· with extensive ‘Installed Product User base’ of over 70 million from over 190 countries
· with strong brand recognition, ranked high as the ‘most valued brand’
· having a tremendously large Sales and Marketing support team world-wide
· having reliable after-sales service providing fast resolutions to problems
· having the sustainability of the ‘paperless’ concept to make transmission of information on timely basis
· the company was built on strong and solid infrastructure with cultures remained intact after all the transformations and company resizing

Internal Weaknesses
· weak and slow in new product development 
· although X-box successfully set foot in the Entertainment segment, Nintendo and Sony are major competitors 
· not able to gain large share in the China market
· lack of successful acquisitions before 2016

External Opportunities
· the Entertainment business has opportunities to obtain high growth rate in emerging countries
· get into more alliances and partnerships 

External Threats
· facing with high-end competition from market leaders such as Google and Apple
· facing with competition from low-cost producers
· having an imbalance workforce with less female and minorities

SWOT Analysis of LinkedIn 
Internal Strengths
· having a strong Top Management team, with Reid Hoffman as co-founder and Jeff Weiner as CEO
· created the strongest professional network with over 400 million members across 200 countries
· growing inorganically by making successful strategic acquisitions to strengthen business 
· with strong brand recognition
· offering strong contents on platform welcomed by users
· revenue streams diversified into three product lines[footnoteRef:18] of services [18:  The three product lines include ‘premium subscription’, ‘talent solutions’ and ‘marketing solutions’] 

· launches ‘Lingying’, a Chinese-language version of LinkedIn used in China

Internal Weaknesses
· no diversification of other services other than the core product of professional networking
· lowered the expectation of growth rate in revenue and adjusted earnings
· has no mechanism to validate the uploaded profiles, employers cannot differentiate between real and forge
· users concern about privacy breach 

External Opportunities
· has great potential to grow ‘Lingying’ in China
· work on partnerships with mobile companies to increase mobile presence
· develop more mobile apps to increase user engagement
· adapt to the growing trend of ‘social recruiting’ through social media channels
· enter emerging markets

External Threats
· the rise of other social networking platforms, such as the online recruiting company -munstor.com, and the Facebook Ads for recruitment cause intense competition. Facebook was targeted by consumer-oriented business
· increasing numbers of fake accounts and data breach endanger the reputation and credibility of LinkedIn
· governments of different countries introduced new legislations to protect personal data privacy and personal information, which will seriously affect LinkedIn’s normal practice of selling users’ personal information to other companies for recruitment purposes
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