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[bookmark: _Toc39045464]SECTION ONE: INTRODUCTION
The acquisition of UK-based semi-conductor designers ARM holdings by Softbank; a Japanese telecommunications services provider and technology investment specialist company was a landmark business deal that was set to change the landscape of technology companies in Europe as the total cost of the transaction was 24 billion pounds making this the biggest ever purchase of an European technology company. Softbank has however declared that the investment in ARM is in line with the organization's overall investment strategy that wants to see the company acquiring a "cluster of number ones" of the major technology companies across the globe and pioneer the future of the internet; the internet of things. Softbank was established in 1981 as a software distributor company by then 24 year old entrepreneur Masayosi Son. Hence Softbank has established an investment fund called the "vision fund", The vision fund is a 100 billion dollar tech investment fund that Softbank setup which primarily  invests in early technology start up firms that align with the organizational strategy of developing a conglomerate of technology leaders with a common thread- Softbank.  Companies such as Uber, WeWork, Sprint and Yahoo are all successful ventures that have been invested in by Masayoshi Son's Softbank. Softbank founder, Masayoshi Son has a keen understanding of the tech industry and has a knack for seeking out the potentially great technology start-ups for his investment. Although Softbank has investments in several technology companies and are the power house in technology, there is no conflict of interest in the investment in ARM Holdings as Softbank does not produce micro-processors that are the mainstay of ARM's business therefore by acquiring ARM, Softbank now owns 100 percent of the company and are harnessing ARM technology in micro-chip design  production for the future of the internet; the internet of things (IoT).
ARM holdings a microprocessor design company from Cambridge in the United Kingdom is one of the leading technology firms in the country with microprocessors in the majority of smart phones across the world, The organization create designs for the microprocessors and then license these designs to its partners who in turn pay for the intellectual property of the organization. ARM is perceived to be at the forefront of the next level technology, Internet of Things that would revolutionize the methods devices interact and manage data, hence it is believed that ARM would design the micro processors for this to revolution, this in turn would exponentially increase revenue for the organization. However with an acquisition of this scale, there are several issues that occur as a result of the change in ownership of the organization, for the sake of this paper however the focus would be on the strategic level to understand the tactics employed to manage the change and how effective they are in ensuring a smooth transition.  According to Bender, (2001) there are various challenges that both organizations in an acquisition process face and these could lead to the success or failure of the process. issues such as cultural management, resistance to change from the people within the organization, job security, lack of motivation for the change process and restructuring as a result of change can lead to the failure of the acquisition process. hence it is critical for the right level of planning to ensure that the change process in managed effectively. This paper would provide in-depth analysis of the strategic imperative for the acquisition from the perspective of Softbank and provide a comparative study of the implications of the change that occurs in ARM Holdings as a result of the acquisition while providing an overview of the current position of both organizations since the acquisition and how they have fared. 
[bookmark: _Toc39045465]SECTION TWO: STRATEGIC IMPERATIVE BEHIND THE ACQUISITION
This section is aimed at providing an insight into the thinking and strategic alignment that prompted the management of Softbank to acquire ARM Holdings, it is crucial however to provide a background into the rationale organizations undertake when they embark on the merger or acquisition process. Rashid & Naeem, (2016) opined that corporate objective for an organization is to achieve sustainable growth that allows for increased performance and productivity, however many organizations are unable to achieve this as limited resources hinder organizational growth. hence it is critical that an organization explores growth strategies that would allow it achieve its corporate objectives. According to Bender, (2001) the options for growth strategies for organizations are subdivided into the organic growth strategy which essential is the process of internal developments of products or services, cost reduction or finding new markets, conversely the inorganic growth strategies propose expansion by activities such as mergers and acquisitions, divestures and take-over. According to Kansal & Chandani, (2014) the acquisition process is when an organization or a group of organizations are essentially swallowed by a larger organization, in this process a company would relinquish its identity totally or partially to its new owners based on the agreement prior to the acquisition. it is however important to point out that organizations have to develop an acquisition strategy when embarking on acquisitions as a growth strategy, however many organizations do not develop an acquisition strategy and this in the long term leads to poor acquisitions, According to Liu et al., (2017) the major acquisition strategies include;
[bookmark: _Toc39045466]2.1  The acquisition of undervalued organizations; Bender, (2001) posits that a viable strategy for organizations to adopt when acquiring is identifying undervalued organizations then undergoing the acquisition process, here the difference between the acquisition price and the true value is seen as a profitable venture for these organizations. it is however critical to note that the three crucial aspects of this strategy are the capacity of the organization to identify the undervalued firm and understand its true value, access to funds to undergo the acquisition process and the requisite skill to execute the acquisition. It is critical to understand the shortcoming of this strategy Almazur et al., (2018) describes the strategy as a risky gamble as publicly traded organizations in reasonably efficient markets are more likely to wipe out the anticipated surplus with premiums that must be paid for the transaction to occur, hence the acquisition of a non-publicly traded organization is better suited for this strategy.
[bookmark: _Toc39045467]2.2 Risk reduction as a result of industry diversification; The acquisition of organizations in a different industry can serve as a diversification and risk reduction strategy for an organization. this diversification is essentially a combination of investment with a negative correlation to reduce portfolio risk. According to Hitt & Pisano, (2003) the inherent risks an organization faces can be managed by investing in a different industry that doesn't share the same risks, however the risk potential is still present as every industry has specific risks and cross carpeting to a different industry does not eliminate the new risks in the those organizations and the effects of the negative correlation of both portfolios over time will net balance, this is described as the diversification tenet of the portfolio theory (Almazur, et al., 2018).
[bookmark: _Toc39045468]2.3 Creation of Synergies; this can be described as the creation of value by combining resources from both firms. According to Hitt & Pisano, (2003)  this is the most widely utilized strategy by organizations when considering acquisition as a growth strategy however it can easily be misused and lead to acquisition failure. the two main categories are operational synergies and financial synergies and to achieve this synergies firms must analyze which categories within which the synergies exist and how to best harness them to achieve organizational growth goals, according to research conducted by Kumar & Bansal (2008) to provide insight to the claims of companies on synergies achieved as a result of acquisition, the analysis of secondary data in the form of financial data showed the positive impact of mergers and acquisitions on the financial performance of the organizations in the long term with metrics such as increased cash flow, increased business opportunities and reduction in operational costs.
[bookmark: _Toc39045469]2.4 Management Self interest;  The decision to grow the organization by merger and acquisition is usually within the purview of the management team and the board of directors of the organization, however ultimately the decision to adopt the strategy lies with the senior managers and leader of the organization. This could be a motive for acquisition. some managers are interested in building an empire to become dominant in the industry or to achieve side benefits or compensation that may be attached to the acquisition that would take place. also more importantly some members of the upper echelon enter the acquisition process to satisfy the ego of the manager, the acquisition process occurs infrequently and many chief executives deem it as a legacy building moment that if successful would improve their notoriety. Hence the decision to acquire may be distorted due to interest in legacy building for the manager. 
At this point it is crucial to point out the motives that align with Softbank's strategy in the acquisition of ARM holdings. According to Khan 2019, Softbank's vision fund which is the organization's investment portfolio is focused on growing the influence and spread of Softbank in the technology industry on a global scale by investing in technology start-ups typically buying out other shareholders in a "winner takes all" strategy that aligns with the vision of the company founder to be the leader in the technology industry across the globe. ARM Holding technology in development of micro processors is perceived by the chairman of Softbank as the future of technology and the Internet of Things that would bring about a "paradigm shift in human history" hence the motivation behind the acquisition of the company. However, according to Mitsuru, (2019) the payment of a 43 percent premium on the shares for ARM holding is cause for concern as this indicates large inconsistencies in the start-up investment portfolio that Softbank is known for, also there is a lack of synergies for both organizations as Softbank is a telecommunication provider and ARM design micro processing chips for the future of the internet. Therefore it is suffice to say that Softbank's acquisition strategy is based on a combination of some of the motives discussed above albeit in an unusual fashion, it could be assumed that Softbank acquires undervalued corporations with the aim of reaping rewards when the organization matures and is achieving profit. However with the company paying over the odds for its acquisitions it shows a lack of due diligence when undertaking the acquisition process and this can be attributed to managerial self interest that aligns with the personality of the founder of Softbank Mayaoshi Son. 
[bookmark: _Toc39045470]SECTION THREE: IMPACT OF CHANGE FROM THE VIEW POINT OF ARM HOLDING
During an acquisition process with the complexities on the scale of the Softbank and ARM Holdings transition it is common for the senior management of both parties involved not to prioritize change management however according to Sirkin, Keenan and Jackson in the Harvard business review article on the hard side of change management, (2005) two out of three transformation initiatives fail as a result of inadequate change management consideration. The aim of this section is to outline the implication of change for ARM Holding as a result of its acquisition. In order to adequately understand the implication of the change management effort requisite for a transformation of this nature it is important to outline the change issues that may be encountered and provide an in-depth analysis of this issues.
[bookmark: _Toc39045471]3.1 Lack of Communication: This is a critical factor for ensuring the success of a transition process of this nature. Communication between the higher echelons of the organization and the employees that ensure product or service delivery is important, mainly because the employees are charged with the daily operations of the organization and could disrupt the change process if not adequately informed of the impending changes that will eventually occur in the organization and could potentially disrupt the manner in which they execute their operations within the organization (Mitsuru, 2019). According to Cheng & Seegar, (2012) communication in this context is not only sharing information about the change process to the employees but more crucially to answer questions that may burden employees on important issues such as job security during the change process hence reducing anxiety and increasing cooperation for the feasibility of the transition. a lack of communication results in confusion, uncertainty, rumors and a general lack of awareness that could lead to a breakdown in the change process. The development of a communication plan and a change management committee for the duration of the change process that is collaborative and includes members of the operational team would ensure that the change process runs smoothly and desired outcomes are achieved.
[bookmark: _Toc39045472]3.2 Confusion and Frustration During the Change Process: An Acquisition on the scale of the transaction between Softbank and ARM Holdings is bound to have many moving parts. Asides from the financial considerations, there is a whole host of operational complexities and issues that would be debated during the negotiation and eventual transition. Inevitably this leads to high levels of confusion and frustrations that could inadvertently derail the transition process. Hence it is critical that roles and responsibilities are clearly outlined during the transition and there are clear lines of discussion throughout the transition process. It is critical for a transition of this magnitude to institute a committee called the steering committee which as the name implies would steer the direction of the transition to ensure achievement of desirable outcomes. This committee would consist of transition team from both organizations and would work in tandem to deliver the transformation.
[bookmark: _Toc39045473]3.3 Lack of Confidence in Management: This is an issue that could potentially derail a change process as the management of an organization are key to driving the change process. However if the people within the organization lose confidence in the ability of management to deliver the mandate of the transition this could lead to resistance and eventually to a failure to achieve the desired outcome. Hence the onus is on management of the organization to ensure that the vision that drives the change process is clear and this vision is shared with the entire organization. Also critical to this process is ensuring that the right people to manage the change process are in charge, for instance if a technician in the information technology unit is placed in charge of a change process it is suffice to say such an individual is ill-equipped to manage the process and inevitably will lead to a process failure.
[bookmark: _Toc39045474]3.4 Resistance to Change: According to HBR, (2017) this could manifest in varying formats; from employees request for transfer, reduction in output, hostility to colleagues and management, strike action and out rightly quitting their positions within the organization as a resistance to the impending changes. The inexplicable nature of this challenge is attributed to human nature as people are more naturally at ease in their comfort zones and any attempt to change things are met with resistant. Hence it critical for this resistance to be managed effectively by the change managers to ensure the process is successful. It is important that the root cause of the resistance is discovered before approaching a solution, hence the change manager must engage employees in dialogue and from responses during dialogue fashion a response to the resistance.
The key to manage the change process is described in a model developed by Kurt Lewin in 1947 that prescribes 3 stages for the change implementation process that provides a guideline for the change manager on how to manage change in a complex business organization. The first stage is the unfreezing phase where the existing culture within the organization is practically stopped so as to unlearn the practices that employees are accustomed to, then the transition phase is the next phase that essentially allows for the teaching of new skills and culture concept then the final phase is the re-freezing phase that that allows for the new culture to be imbibed in the employees. However it is crucial to note that there are drawbacks in the application of this model as observed by Hussain et al., (2018) as the aim of the first phase of action is to unlearn organizational culture that could potentially be deeply imbibed by the employees and may be difficult to unlearn hence wasting resources and time. Also important is the vagueness of the model making the application of the phases difficult for the participants and hence the need to derive a fleshed out template to execute that may not fully align to the tenets of the model. it is therefore important for an organization develop change strategies during the change management process to properly execute the process. This are outlined below;
Diagnosis: Malek & Yazdanifard, (2012) posits that the process of identifying the root causes for the resistance to change during a transition period would be critical in ensuring that the underlying issues hindering the change are properly managed. Invariable for the diagnosis of the change process to be effective, the development of a robust communication plan that encompasses every individual within the organization and gathers data that would inform the change process is critical to ensure desired outcomes.
Action Planning: The development of a strategic document that serves as a guideline for the transition is crucial, the action planning phase ensures that all the requisite steps to be taken during the transition is accounted for in a single document that guides the change process (Karp & Helgo, 2008)). This is usually a strategic integration plan developed by the change manager and socialized with the respective stakeholders so as to ensure a smooth transition process.
Intervention & Evaluation: The process of monitoring and evaluating the transition process is crucial as it provides the change managers and stakeholders the opportunity to adjust the strategic change plan as situations evolve. According to Karp & Helgo, (2008) the change process could prove to be highly unpredictable and unforeseen circumstances to hinder the delivery of the anticipated transition. hence it is critical that the change effort can be adapted on the go and decision concerning the process can be managed effectively.
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In order to proffer a critical analysis of the performance of a merger or acquisition it is crucial to understand that value of the organization post merger and acquisition cannot be only considered in financial terms. According to Das & Kapil, (2012) financial performance may indicate a different perspective of value to shareholders, future growth opportunities and so on. In fact research has shown that there are some intangible variables that might provide a better insight into the performance of the acquisition hence the analysis of the financial statement alone may not provide the complete insight into the acquisition. With this in mind, it is imperative to select several metrics that may align with the acquisition of ARM Holdings by Softbank and analyze them in order to provide some sort of understanding into the acquisition and how it has evolved over time. 
According to Tariq & Usman, (2015) the empirical research on performance of acquisitions have two main approaches; the events studies and the outcome studies. The events studies provides an analysis of the reaction of the general market to the transactional event. Das & Kapil, (2012) posits that the occurrence of the merger or acquisition would reflect in the trading price of the acquiring and target organization in an event where the market conditions are ideal. Conversely the outcome studies are utilized to provide comparison between the pre-acquisition phase and the post acquisition phase and provide information on the performance of the acquiring and target organizations (Spector, 2013). The analysis of the performance of the acquisition would be categorized with several key performance metric groups that would outline the major areas of concern for an acquisition of this nature and how the organizations have managed in these areas;
[bookmark: _Toc39045476]ACCOUNTING/ FINANCIAL MEASURES: This measures provide an insight into the growth and return variables for both organizations. The financial data can provide information on profitability, liquidity and efficiency performance. However the measurement of the creation of value as a result of the acquisition cannot be measured efficiently by the financial ratios, this is as a result of the limitations of financial ratios in providing analysis of historical data that is being audited and cannot provide insight into the future of the acquisition. It is a critical measurement but does not provide the complete picture of the transaction.
[bookmark: _Toc39045477]MARKET BASED MEASURES: The market based measures are utilized to provide analysis of the future of the transaction. It provides insights into the response of the surrounding market to the acquisition and how it could impact the organizations in the future. The market based measures also take into account the intangible assets that cannot be accounted for by the utilization of the accounting measures. Metrics such as the deal value and capital expenditure are commonly used in this section to provide insight into the market reaction to the acquisition.
[bookmark: _Toc39045478]SUBJECTIVE MEASURES: According to Tariq & Usman, (2015) there is are metric that have been conceptualized that can provide insight into some subjective aspects of the acquisition transaction and can provide an outlook of its performance. Metrics such as quality of innovation; which estimates the innovation that organizations undergo post-acquisition. Long term corporate performance; which measures corporate integration and geographic diffusion and finally Learning; which provides insight into the learning capacity of both organizations post acquisitions. This metrics provide insight into areas of the organization that are not necessarily discussed from the objective measures outlined above.
[bookmark: _Toc39045479]SECTION FIVE: CONCLUSION
The dream of Softbank chairman Mayasoshi Son is to make Softbank the biggest company in the technology sphere in the world, and the acquisition of ARM Holdings was a step closer to the attainment of the dream. The acquisition also aligns with the organization's goals of achieving strategic growth through acquisitions and accelerating performance over a short period of time. However, Softbank has in recent times run into difficulty with the clash of culture between both organizations albeit Softbank insist that the management of ARM is strictly done by the company CEO.  An acquisition of this magnitude, it is important to consider change management and its effects on the process and make requisite adjustments to ensure that the process is not hindered by neglecting change. Thus, the essay provides insight into the relevant change management practices considered pre and post acquisition and how the organizations have fared since then. 
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