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You can learn a lot by answering just these 
questions. The first two help to clarify where to 
focus your Day 1 and integration planning efforts, 
at least initially. Due diligence may uncover 
different value areas in the acquisition, so you 
may need to adjust your thinking as you go, but 
questions one and two should give you a clear 
starting point for your post-acquisition vision. 
Figure 1 lists some of the activities performed in 
each phase of an acquisition program:

his article is the second in a two-part     
      series, ‘Mergers and Acquisitions:   
      Accelerating business value realization 
using the Agile approach’, in which we outline the 
challenges inherent to acquisitions and present 
the solutions offered by the Agile approach. To see 
part one of this series, please click here.

In the first article in this series, we looked at the 
challenges of the acquisition process and 
discussed how keeping an eye on the end state, 
partnering with a third party, and taking the Agile 
approach can improve outcomes and allow 
companies to realize benefits faster. In this 
article, we will present specific recommendations 
for implementing the Agile approach.

At the start of the acquisition journey, consider 
sitting the acquiring board down in a room to 
discuss key aspects of the acquisition. You may 
be surprised by the level of disagreement on the 
rationale or value of the proposed acquisition 
between members of the leadership team, and if 
they can’t come to an agreement, then success is 
going to be difficult to achieve. 

Level-set with the board 
Launching your  
integration plan

Figure 1: Typical activities performed in each phase of an acquisition program 
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The structure of such a meeting will vary 
depending on the target, the current business 
environment, and other factors, but it should aim 
to assess the level of agreement and find a way to 
bridge significant gaps. Evaluate the consensus in 
the room on these four questions:

• What is the key rationale for the acquisition of  
 the target company?

• Where is the value going to come from, and   
 what is the expected amount of that value?

• How are you going to operate the business   
 following the acquisition?

• How are you going to protect business value  
 during and after acquisition?

• People analysis
• Analysis of processes 
 and policies
• Systems analysis
• Legal risks and issues
• Regulatory risks and issues
• Historic performance

• Target operating model
• Process modifications
• Legal or regulatory changes
• Interim support processes 
 and systems

• HR planning
• IT integration planning
• Infrastructure migration
• Communications strategy

• IT migration, optimization    
 and rationalization
• Buildings and facilities consolidations
• FTE rationalization
• Automation opportunities assessed

Due diligence Integration plan

Day 1

Integration execution

https://www.wipro.com/consulting/mergers-and-acquisitions-accelerating-business-value-realization-using-an-agile-approach-part-1/


The intent of this exercise is to identify a 
prioritized list of business areas that will be 
integrated in order to derive maximum value for 
the acquiring business. If, for example, the 
business has identified merging the raw material 
procurement processes as significantly valuable 

Figure 2: Focused Target Operating Model (TOM) Impact Analysis

Identifying priorities
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Using the third question to determine how the 
business will operate can help set business 
priorities, for either the long or short term. For 
example, if you acquire a business unit rather 
than an entire business, you will need to operate 
on Day 1 at arm’s length, as you will not be able to 
integrate immediately. The selling company will 
normally operate the systems and processes of 
the divested entity under a transition services 
agreement (TSA), though the plan may vary 
depending on the willingness of all parties. Once 
you establish your Day 1 operating model, as well 
as the operating intent for the acquisition 
post-TSA, you can focus your due diligence and 
Day 1 planning activities on the most impacted 
areas. By setting lesser considerations to the 
side, you can streamline the program and ensure 
the presence of sufficient resources with skills in 
the focus areas.

due to the contracts held by either or both 
businesses, then procurement could well be a 
candidate for early integration. In this case, your 
focus would be on the following activities:

• Procurement team rationalization

• Materials management integration within 
 the ERP

• Cross-charging processes for 
 financial reconciliation

• Contract novations and negotiations

• Supplier rationalization and/or 

 pricing renegotiation

By integrating the highest priority business areas 
as a discrete phase of the early post-acquisition 
program, you can realize benefits immediately. 
Thus, we recommend that you prioritize key 
benefits and work in waves to get them rolling in. 
By planning the delivery of these waves to 
coincide with company financial reporting 
quarters, you can begin to recognize added value 
in the bottom line earlier than you could with the 
traditional ‘waterfall’ approach to 
post-acquisition integration programs.

Figure 2 outlines the core approach of assessing 
the functional areas of the business, applying 
business priorities and demands, identifying the 
opportunities for process automation, and 
assessing the opportunities for 
technical innovation. 

 

Innovation

Analysis

Demand

Automation

Focused, short business 
workshops target specific 
process, products, systems, 
functional areas

• Where does the business value reside?
• How will value be retained and enhanced?

• Raw materials 
   integration
• Product “x” rollout 

• Timing or resource restrictions that 
   dictate value realization?
• Priorities within each area of the business?

• Opportunities to innovate with people, 
   process or technology?

• Automation to simplify, acelerate or reduce 
   cost to deliver?
• IT automation to exploit cloud, IoT, SaaS, etc?

Wave 1

• IT cloud exploits
• RFID deployment

Wave 2

• ERP consolidation
• Brand partial 
   merge

Wave 3

Analysis
Technical
innovation

Automation
Business
demand

Use the Agile approach to deliver waves of business value, each wave
corresponding as closely as possible to business quarterly calender
to ensure value recognition as soon as possible, and each delivering 
one or more value solutions.

12 weeks 12 weeks 12 weeks



Finally, while you are being more agile, don’t 
discount opportunities to improve productivity by 
simplifying processes, removing handoffs, 
rationalizing applications, and implementing 
cloud computing and robotic automation. While 
doing anything over and above the work required 
to exit a TSA agreement can increase risks to exit, 
and therefore potentially add cost, companies 
rarely revisit acquisition opportunities once the 
merger has been completed.

Conclusions

The delivery of a successful post-acquisition 
integration is never going to be without its 
challenges, and the options highlighted in this 
paper won’t eliminate all of the risks. However, 
the Agile approach to all key phases in an 
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1. For each aspect of the target business.

2.Assess from the finite possibilities the    
    preferred target operating approach.

3. This defines a pragmatic delivery program
   that accelerates business value delivery        
   through waves.

4. For each decision made, you understand the       
   impact of changes to infrastructure,
   system processes, etc.

Business decision :

Brand Operating
Model

Product BOM’s

Website

Email

Merge

Logistics Agreements

Material Contracts

ERP

Retain

Product BOM’s

Website

Logistics Agreements

New Logo

Figure 3: Business decisions drive TOM planning

acquisition will mitigate risks to a more 
acceptable level and allow an acquiring business 
to realize the value of its purchase much faster 
than traditional approaches allow.

Businesses often lose time and money focusing 
team efforts on attributes of an acquisition that 
are not immediately relevant and miss potential 
opportunities to speed up the process or innovate 
around the end vision. Using the Agile approach 
and partnering with an experienced integration 
team that can recognize the value in both 
businesses can have a huge positive impact on 
the success of your acquisition.   
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