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1 INTRODUCTION 
 

As companies continue to augment their growth strategies through acquiring other 

companies, an expertise around acquisition processes has emerged. This expertise is 

often claimed by consulting companies that offer their services to other companies with 

an interest in acquisitions. For mature companies, the acquisition of innovative 

entrepreneurial firms is perceived as a way of accessing technology, markets, and 

customers (Carbone 2011, 26). Acquisitions are, however, complex processes, involving 

multiple roles and stages.  Ideally what should precede an acquisition is the careful 

selection of an acquisition target based on strategic evaluations of potential candidates. 

(McSweeney & Happonen 2012, p.172) Such strategic evaluations are commonly 

described as processes where the acquiring party has determined that the company that 

they desire to purchase has more value to them than they are paying for it. That 

assumption is typically based on evaluations of the acquisition target’s profitability, it’s 

strategic direction and potential revenue projections as well as market comparisons that 

influence the valuation of that company. (Sudarsanam 2012, pp.195) 

 

As strategic measures utilized by companies to grow, acquisitions have been trending in 

specific industries, as technology start-ups especially in the field of artificial intelligence 

are being bought by larger companies (CB Insights Research 2018). Both mergers and 

acquisitions are well-researched topics in the literature on strategic business 

management. An acquisition or merger could also be utilized as a strategy based on 

cooperation between companies that potentially occupy different areas or sections of a 

market (Faulkner et al. 2012, pp.1). 

 

There is a lot of research on the different phases of acquisitions, also regarding the 

acquisition of technology companies. Typically, research discusses the preparation for 

making a deal (Walsh 1989; Puhakka 2017), and post-deal integration of companies 

(Stahl et al. 2013), as well as managing the power, politics and knowledge within the 

acquired companies (Buono & Bowditch 1998; Knilans 2009; Tienari & Vaara 2012). 

Acquisitions of companies have also been studied from the perspective of understanding 

the potential for value creation through them, and the opportunity to tap in to strategic 

opportunities, such as increased revenue or sales, expansion of operations and increased 

share within old and new markets, decreased competition, or potentially decreased costs 

(Stein 1997; Mukherjee et al. 2004)  
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Further research foci, in both general acquisition research and in the study of 

technology companies, include studies aiming to understand potential negative side 

effects in the integration phase, such as culture clashes and other factors which may 

lead to the acquisition outcome not being profitable for either party (Alhenawi & 

Stilwell 2017; Stahl et al. 2013). Much of the research that goes into acquisitions is done 

through the perspective of finding the best solutions for integrating the company that is 

acquired and ensuring that the acquisition is a success from the perspective of merging 

the organizational cultures of the companies and the assets that the companies have. 

(Knilans 2009)  

 

The analysis of acquisitions as a part of the wider strategic plans that larger companies 

create has emerged as a fresh research perspective in recent years. Researchers have 

observed that growth-oriented companies develop so-called acquisition programs.  An 

acquisition program may be defined as a strategy through which a company “engaging 

in multiple acquisitions to execute their strategy”.  (Schipper & Thompson 1983).  Rather 

than a company simply conducting a number of acquisitions, Keil and his colleagues 

(2012) state that, a systematic approach to acquiring companies is a characteristic of an 

acquisition program. Laamanen & Keil (2008) list four key components of an acquisition 

program: selecting a target number of acquisitions, deciding which kinds of companies 

to acquire, setting the timeframes, and, finally deciding the strategic end-goals of the 

acquisitions. 

 

Despite this keen research interest in acquisitions, studies that would focus on the 

selection of acquisition targets ahead of the acquisition and integration processes are 

rare. It is also likely that acquisitions processes differ between industries. The need for 

larger companies to use acquisition as a survival strategy against their competitors may 

also vary depending on the sector. Research that would seek to understand the 

behaviour of acquirers, particularly those that aim to make acquisitions in the field of 

technology, is similarly rare. The identification of these research gaps indicates that the 

topic area is one that demands exploration.  

1.1. Research aim 

 

This master’s thesis examines the topic of acquisitions of companies in the technology 

industry. The aim is to clarify the state of the art in the vast and diverse research literature 
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concerning acquisitions. This master’s thesis reviews the research literature on situations 

that drive established companies in the technology sector to acquiring smaller companies 

in the sector as a means to sustain growth. The review further looks at how acquirer 

companies decide upon which companies are lucrative acquisition targets. A key focus of 

the literature review is to clarify assessment criteria for successful acquisitions. To do 

this, it becomes necessary to look more closely at due diligence. This concept is important 

for the empirical part of the thesis that focuses on management consultant companies 

that offer their services for acquirer companies, claiming expertise of due diligence. 

 

According to etymological expertise, due diligence is originally a legal term that in 

common parlance has come to mean giving something appropriate attention 

(Grammarist.com 2020). In the context of acquisitions, due diligence refers to a review 

process that the acquirer undertakes to analyse their acquisition target by going through 

their previous market performance, their business environment, and other factors which 

are relevant in the context of appraising their target. The term is normative in that it also 

defines the manner in which the review process is to be conducted: the acquirer is 

expected to carry out the process diligently.  

 

McSweeney and Happonen (2012) make an analogy where they call the due diligence 

process the counterweight to a so-called “deal fever”, as it is common for people to get so 

excited about making a deal that they may ignore the possible warning signs of a bad 

deal. The authors also list a number of sub-components, which refer to areas of a 

company that usually are audited in the process: business and legal due diligence, HR 

due diligence, cultural due diligence. These categories can be even further divided based 

on the type of information that is gathered from the acquisition target. 

1.2. Methodology and research questions 

 

An empirical study has been carried out, focusing on how consultant companies who 

market their services as facilitators of acquisitions depict and define the perspective of 

the acquirer. Related to this second aim the thesis poses the following research question, 

using a review of the existing literature and a qualitative content analysis of articles 

published by management consulting companies:  How do management consulting 

companies depict and define the rationale for the selection of acquisition targets in the 

technology industry? 
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This question is approached with the following sub-questions: 

1. What kind of technology companies do management consulting companies 

recommend that acquirers, who seek to acquire a company in the technology 

industry, consider good or interesting acquisition targets from the perspective of 

strategic company growth? 

2. According to management consulting companies, how should acquirers approach the 

strategic due diligence process to analyse the strategic fit of their potential acquisition 

targets? 

3. According to management consulting companies, what are the features of a 

successful acquisition program for the purpose of achieving company growth? 

 

I conduct an empirical, qualitative content analysis of articles published by management 

consulting companies to better understand how these companies outline the process 

through which acquirers in the field of technology are expected to make decisions 

regarding which companies to acquire, and why. 

 

By analysing the articles put out by consulting companies that attempt to optimize their 

customer companies’ acquisition programs (especially articles that pertain to the 

technology industry), I am able to identify the main features of a successful acquisition 

program in the industry as understood by these key actors. This focus on the more 

strategic aspect of acquisition as part of companies’ overall growth strategies is an 

important distinctive factor when determining the role of management consultants in 

acquirers’ acquisition programs and the consultants who are usually associated with 

providing services regarding acquisition deals. The clarification of these perspectives 

potentially allows industry stakeholders to make use of the key insights generated by this 

study. 

1.3. Key concepts 

 

Some of the most important distinctions, which have to be defined in order to properly 

outline the focus areas of this study and to properly answer the research questions, have 

been listed below. For instance, the thesis focuses on acquisitions and does not examine 

mergers in greater detail. 
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While both mergers and acquisitions can be defined as “means of consolidation and 

reorganization” (Faulkner et al. 2012, p.1), they are distinct concepts. As a result of a 

merger process, it is customary for the companies that previously were involved in the 

merger cease to exist, and a new company is formed as a result of the merger. On the 

other hand, during acquisitions, the one company “absorbs” the other, and they gain 

control of that company’s assets. (Gaughan 2002, p.12)  

 

While mergers and acquisitions are often grouped together as a type of deal that 

companies conduct, the differences between acquisitions and mergers have bearing on 

the strategic implications of the deal. Henceforth, the focus is placed on acquisition deals 

and acquirers, as opposed to the entire phenomena of mergers and acquisitions. 

Acquisition programs are also relevant to define, as according to Schipper & Thompson 

(1983) companies are often “engaging in multiple acquisitions to execute their strategy”.  

 

Also, as the research questions have been defined according to a closer inspection of the 

phenomena of acquisitions and acquisition programs through the lens of the technology 

industry, it is important to define what constitutes a technology company. A short 

definition of the term “technology company” may be “a company whose primary business 

is selling tech or tech services” (Guzzetta 2016). However, this definition is further 

elaborated on in a later stage of the thesis for further distinction. 

1.4. Thesis structure 

In the thesis, chapter two focuses on the previous literature and the body of knowledge 

associated with acquisition processes, acquisition strategy, innovation, the technology 

industry and management consulting. The third chapter provides a description of the 

methodology used in the thesis as well as justification to the selection of that 

methodology. The fourth chapter goes through the analysis of the empirical study that 

was made, and chapter five summarizes and concludes the thesis. 
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2 RESEARCH PERSPECTIVES TO THE STRATEGIC 

EVALUATION OF ACQUISITION TARGETS AMONG 

TECHNOLOGY COMPANIES  

2.1. Theory on acquisition processes 

Acquisitions, as a phenomenon, are diverse and widely varied processes and therefore 

have a large body of knowledge which is in many ways not tractable, or difficult to base 

any generalized theories which are applicable in a more general manner. (Angwin 2012, 

p.43) In strategic terms, companies desire to grow their company’s business activities in 

a specific direction, or to reduce their activity in another which they deem not to be 

profitable (Angwin 2012, p.44). 

 

For the acquirer, an acquisition can allow the (often) larger company to expand into a 

new type of product or an untapped market or allow them to gain access to new 

innovative capacity. From the perspective of the acquired company, appropriate 

resources can be allocated to expand on the business model which the company has 

devised, and the larger company of which the acquired company becomes a subsidiary 

can also potentially supply other supporting functions to running the business which are 

usually not available for smaller companies to implement, such as wider marketing 

opportunities, human resource management, risk management, corporate security and 

strategic leadership. (Hitt et al. 2012, pp.72) 

 

However, research seems inconclusive on how to measure whether or not an acquisition 

actually leads to a good outcome for either the acquired or the acquiring company. Even 

as the acquiring company gains control of assets of the acquired company, access to the 

new products or new markets which the acquired company had access to through a scope 

deal, or increased market share or presence through a scale deal, it is not guaranteed to 

lead to a profitable outcome. The research on whether acquiring a company within the 

same or a similar market or acquiring different types of companies in order to achieve 

diversification, also seems inconclusive in terms of whether acquisitions achieve 

beneficial outcomes. (Hitt et al. 2012, pp. 72) 

 

In the context of acquisitions, it is common for frameworks or typologies to emerge, 

which are attempts at gaining a deeper understanding of acquisitions on a 
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phenomenological level. An example of one such typology is the contingency theory of 

organizational adaption, which suggests that acquisitions and mergers often are driven 

by an organization’s will to adapt to their market conditions by making strategic changes 

when necessary, and are able to address changing conditions by merging with or 

acquiring companies which may have varied competencies or management, or those that 

are involved in other markets, either in terms of industry or geography. (Angwin 2012, 

p.44) 

 

An acquisition process can be divided into several stages. Within the scope of the thesis, 

examining the phases preceding the transaction or the making of the deal to answer the 

research questions. However, as McSweeney and Happonen (2012) have noted while 

comparing models by earlier researchers, there is not a uniform acquisition process 

model which serves as a basis for acquisitions universally. The models introduced by the 

previously mentioned researchers contain a varied level of nuance with which process 

stages before the deal are described. 

 

 McSweeney and Happonen (2012, p.172) identify through their model (see below) the 

main points of consideration of an acquisition process, prior to and after an acquisition 

deal. The model can be thought of as a temporal trajectory in which the evaluation stages 

can run subsequently or parallel to each other.  

 

Researchers recommend that companies looking for acquisition objects establish 

motives for which companies to acquire as well as assess how well the companies are 

likely to fit each other culturally, strategically and organizationally. Usually, there are 

many kinds of experts, which should ideally be involved in an acquisition process. 

According to acquisition research, it is recommended for an acquirer to have 

professionals who consider matters such as demands and offers, potential deals that can 

be agreed upon, risks that affect the post-agreement integration, human resource 

planning and due diligence. (McSweeney & Happonen 2012, pp.176) 

Figure 1: The trajectory of a conventional acquisition process (McSweeney and Happonen 2012, p.172) 
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Marks (1997) lists a number of reasons why mergers and acquisitions may fail:  

- Poor appraisal of the M/A target 

- Poor reasoning behind the M/A 

- Poor strategic fit of M/A target 

- Poor timing of M/A process 

- Failed M/A integration process 

 

Recognizing the reasons why an acquisition process may fail for the acquirer has bearing 

on evaluating whether or not acquisition is the right method for a company to grow, if 

the chosen acquisition target is right or if the company should opt for other methods to 

grow their company at the stage they are at. (Marks 1997) 

2.2. Strategies for company growth 

Acquisitions have also been studied from the perspective of being a method for company 

growth for organizations. This is not to say that a company’s only potential strategic 

motive for an acquisition would be related to market share or growth, which will be 

discussed later in this chapter. It also has to be noted that acquisitions are transactions 

by nature, and companies can therefore not realistically consider using acquisitions as 

the only method of growth, as they serve to supplement growth strategies that include 

the use of several methods. (Gaughan 2013) 

 

The next sections describes the types of growth strategies that companies can choose to 

use to grow their company. 

2.2.1. Types of growth strategies  

Ansoff (1957) outlines four different kinds of growth strategies, which he also refers to as 

“product-market strategies” that companies have been known to make use of in order to 

grow their business, either exclusively or simultaneously. These strategies differ from 

each other depending on which products are selected to be used and which markets are 

targeted with the strategy. This set of strategies is often referred to as the “Ansoff Growth 

matrix”, as his research in to these strategies has been cited in numerous studies since. 

Strong (2014) describes the matrix as “one of the best known and relatively simple 
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models”, while also being “one of the most powerful tools in determining what growth 

strategy should be followed by an organization. 

 

The first product-market strategy, market penetration, is a strategy that companies use 

where they intend to, through different methods, grow the market share or the sales of 

their products or services. These methods often include increasing the company’s current 

customer base or increasing the amounts of the specific product or service sold (Ansoff 

1957). There are some ways to implement a market penetration strategy practically: 

finding new ways for a product to be used, selling larger sizes of a product type, or for 

example providing potential customers with an opportunity to try a product for free, 

which can encourage them to purchase the product later on, which in turn can result in 

larger amounts of customers. (Strong 2014) 

 

A company can also decide to take their current product or service offering to new 

markets and thus increase the amount of markets for their products or services. This 

strategy is referred to as market development (Ansoff 1957).  Strong (2014) summarizes 

this type of growth strategy well, as “for a new market the existing product is a new 

product”. These new markets can either be a customer segment that previously hasn’t 

been targeted for the particular product, or selling the product in a new region. 

 

 A third type of strategy, product development, involves the introduction of new products 

or services which are intended to compliment the current business of the company and 

are sold to the same target market that the current products are directed towards. (Ansoff 

1957) For example, when new technologies may be invented, new forms of product can 

be created based on that technology, or potentially services that customers may require 

in using those products can be developed as a result. (Strong 2014) 

 

The last strategy outlined by Ansoff (1957), is a diversification growth strategy that 

combines features of both product and market development. However, according to the 

author, creating a new type of product or service for an entirely different market often 

comes at a higher cost. A company may lack the infrastructure or capabilities to diversify 

its portfolio, granted that this growth strategy is likely to require significant investment. 

Strong (2014) states that diversification can be achieved both through internal effort or 

through mergers and acquisitions. They also confirm, as Ansoff theorized, that due to the 

scale at which the strategy differs from the other growth strategies, it is likely to be more 

difficult due to effort required in several areas of the company simultaneously.      
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2.2.2. Selection of growth strategy 

With industries and sectors being diverse, the process of evaluating the pros and cons of 

different growth strategies becomes a highly circumstantial one, and generalizations are 

difficult to make. However, the aforementioned growth strategies have general, non-

industry specific benefits and drawbacks, which may be considered on a case-by-case 

basis.   

 

For example, technology companies intending to use a market penetration strategy can 

consider the franchising model. Both national and multinational franchises have 

expanded to all corners of the world very successfully.  The option of franchising has 

proven successful for specific types of technology companies, such as companies that 

provide repair and maintenance services. These companies mostly rely on having 

physical premises with geographical presence, such as a storefront which attracts 

customers, and for those companies the franchising business model may be ideal to 

achieve growth. (Rosado-Serrano et al. 2018) 

 

The franchising model is not an option available for all types of technology companies. 

Especially technology companies whose products rely significantly or wholly on the 

internet, as is the case with social media and communications companies (for example 

Facebook and Whatsapp) cannot rely on franchising. For this type of technology 

companies relevant strategies for expansion through acquisitions is not geographical in 

nature, and therefore the franchising method cannot be considered a substitute for 

acquisitions or mergers for the purpose of company growth. In other cases, a likely 

reason for the franchising model not working as a growth strategy may be that franchises 

rely on a brand, whereas the brand image can on occasion be secondary to the technology 

that the company manufactures or sells.  (Rosado-Serrano et al. 2018) 

 

In the context of diversification opportunities, Ansoff (1957) suggests that a company 

should both evaluate the opportunity qualitatively and quantitatively. For example, a 

company may examine the diversification from the perspective of how a new product in 

a new market segment fits the brand image as a part of the qualitative evaluation of the 

diversification opportunity, while the quantitative evaluation is used to determine the 

return on investment or the increased end profit that is achieved through employing the 

particular strategy.  
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The below table summarizes benefits and drawbacks of the different growth strategies. 

Growth strategy: Pros: Cons: 
Market penetration 

(Increasing native market 

share for current 

product/service offering) 

- Increased sales and 

revenue 

- Knowledge of native 

market and competitors 

- Franchising as an option 

- Difficult to achieve in 

saturated markets 

- Slow in established 

markets 

- Dependency on products 

and market 

Market development 

(Expanding current 

product/service offering 

to new markets) 

- Increased sales and 

revenue 

- Increased company 

presence  

- Decreased dependency on 

native market 

- May not be possible for 

specific types of 

products/services 

- Dividing internal 

operational resources 

Product development 

(Developing new 

products/services for 

current markets) 

- Increased sales and 

revenue 

- Increased company 

portfolio  

- Decreased dependency on 

current products 

 

- Potential risk of clash in 

brand image 

- Dividing internal 

operational resources  

Diversification 

(Developing new 

products/services for new 

markets) 

- Increased sales and 

revenue 

- Benefits associated with 

market & product 

development 

- Lack of experience 

- Risks associated with 

market & product 

development 

Table 1: Pros and cons of different growth strategies (Derived from Ansoff 1957 and Ansoff 
1968) 

 

The company should ultimately determine if the selected product-market strategy is 

likely to meet the strategic objectives that they wish to achieve. (Ansoff 1957) 

2.3. Methods for company growth, acquisition as a growth method 

Acquisition as a form of growth method should be compared to other growth methods in 

the process of formulating a growth strategy and selecting the most appropriate growth 

methods. 

 

As a strategic growth method, acquisitions come with several benefits. For example, 

Gaughan (2013, p.30-31) discusses whether acquisition can be used as a strategic method 

to “buy” growth. He mentions that a mature acquirer may have few options for growing 

the company organically in an established market and can therefore increase the overall 
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growth of the acquirer. However, he also notes that this type of acquisitions have often 

failed to produce such economic growth due to the steep cost of the acquisition itself.   

 

Gaughan (2013, p.221-223) also discusses companies deciding to make strategic 

partnerships or joint business ventures as an option to an acquisition or merger. They 

define strategic partnerships and joint ventures as formal agreements which companies 

make while attempting to achieve strategic goals in cooperation with that other company. 

The joint venture or strategic alliance is a less drastic strategic method than a merger or 

acquisition, which comes with its own benefits. As there is no integration process, the 

negotiation and agreement process is significantly shorter than for M&A, and the effort 

associated with post-deal integration and due diligence are avoided entirely. 

 

However, Gaughan (2013, p.221-223) does point out that if it were the case that joint 

ventures would solve the problems associated with the risks of M&A, it would be far more 

common for companies to choose those above conducting acquisitions. On the contrary, 

acquisition and merger activity seems to rise on a constant basis, which suggests that 

companies choose to conduct them rather than opting for joint ventures. For example, 

many joint ventures or strategic alliances may have the problem that arises without 

leadership, where the parties are free to disagree with each other, and the parties 

involved may be less committed to achieving the strategic goals of the joint venture or 

strategic alliance. 

 

The table below summarizes methods that companies can use to achieve financial 

growth, along with their advantages and disadvantages. 

 

 

 

 

 

 

 

Growth Method: Pros: Cons: 

Organic company growth High growth in high-

growth industries 

Potential for stagnation 

Slow growth in slow-

growth industries 
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Acquisition or merger Increased sales and revenue 

Rapid growth and market 

share increase 

Increase in resources and 

competencies 

Benefits associated with 

diversification 

Risks associated with 

diversification 

Risks associated with 

Merger/Acquisition 

process 

Joint venture or strategic 

alliance 

Less time consuming than 

M&A 

Less work-intensive than 

M&A 

Cheaper than M&A 

Disagreements between 

parties 

Lack of commitment 

Table 2: Growth methods and their pros and cons. (Gaughan 2013) 

2.3.1. Strategic objectives for acquisitions 

As companies have many potential growth strategies and methods to choose from, it is 

vital for the organization to decide what they wish to achieve through the acquisition in 

order to determine whether it is the best growth strategy to choose. When a company 

decides to make an acquisition, the acquirer is recommended to specify tangible and 

realistic goals for what they wish to achieve through the acquisition. These goals may be 

specified in terms of strategic goals, but also as financial goals and estimations of the 

desired profitable results that they are striving for, including a plan for how to achieve 

those results. The acquirer should also define criteria for the potential acquisition targets 

in detail. These criteria may be placed on matters such as company revenue, historical 

growth, organizational culture or strategic fit. (Angwin 2012, pp.46) 

 

As we established in the sections related to growth strategy, there are several types of 

strategic end goals which an acquirer may pursue. Acquisitions can be grouped into 

different types of deals based on the different strategic end-goals that are desired. These 

different types of acquisitions offer different types of strategic benefits. Angwin (2012, 

pp.46) makes a distinction between so-called scale and scope deals. Scale deals are 

grouped in to vertical and horizontal acquisitions. Vertical acquisitions refers to deals 

which companies make that are made with the intention of gaining a more significant 

portion of the market share in their own market, which may also ensure that the company 

can reduce costs.  
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So-called horizontal acquisitions are quite similar and can also be considered scale deals. 

What distinguishes horizontal acquisitions from vertical acquisitions, however, is that 

the acquirer is instead attempting to make their market conditions more favourable by 

acquiring their competitors, and thus reducing competition within that market. (Angwin 

2012, pp.46) When contrasted to the growth strategies discussed in previous sections, 

the both forms of scale deals align with the goals of the market penetration growth 

strategy. 

 

On the other hand, acquirers may instead want to focus on gaining access to business 

areas which they had not previously entered as a company, ranging from new product 

types, new segments of the product manufacturing cycle, or new product or services lines 

that differ from their current portfolio as a company. Acquisitions where the acquiring 

companies are able to access new capabilities, market areas or product segments are 

often referred to as scope deals. Figure 2 provides a summary of the two main types of 

acquisitions as discussed by Angwin (2012). 

 

 

Figure 2: Types of acquistions (Angwin 2012) 

 

Angwin (2012) points out that it may be difficult in specific instances to determine 

whether an acquisition is classified as a scale or a scope deal, as the acquisition deal may 

contain elements of each type depending on the market position of the acquirer and the 

acquisition target. (Angwin 2012, pp.46)  

 

The analytical distinction he offers is, however, useful and offers a basis for a further 

elaboration attempted in Figure 3. The aim of the figure is to highlight that as strategic 

measures, acquisitions involve both analysis of the present market situation as well as 
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that of the prospects for the future. The strategies are, in addition to market analysis, 

based on capabilities available or possible to acquire.  

 

 

Figure 3: Strategic emphasis in acquisitions (elaborates on Angwin 2012) 

 

While discussing the strategic objectives for acquisitions, it should be noted that while 

most acquirers aim to reach an agreement with the acquisition target company on 

cooperative terms, acquirers can decide to acquire their target by circumventing the 

company’s management and making an offer either to the company’s board of directors 

or its shareholders. While this process can be likely to guarantee that an acquisition deal 

will go through despite the target company’s management being reluctant, it is also likely 

to be more expensive for the acquirer, which may result in the acquirer paying more for 

the acquisition of that company. This may also have a negative impact on the profitability 

of the acquisition. (Gaughan 2013, pp.6)  
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2.3.2. Acquisitions as a part of a growth strategy, acquisition 

programs 

In more recent years, companies have begun to develop so-called acquisition programs, 

which are also referred to as acquisition strategies. An acquisition program may be 

defined as a company “engaging in multiple acquisitions to execute their strategy”.  

(Schipper & Thompson 1983).  Rather than a company simply conducting a number of 

acquisitions, Keil et al. (2012) state that a systematic approach to acquiring companies 

is a characteristic of an acquisition program, and the acquisition program essentially 

becomes part of the wider growth strategy of the company.  Laamanen & Keil (2008) list 

selecting the number of acquisitions to conduct, which kinds of companies to acquire, as 

well as the timeframes and the strategic end-goals of the acquisitions that are conducted 

as strategic components of an acquisition program.  

 

In the table below, acquisition strategies have been derived based on the different types 

of acquisitions and the different types of growth strategies that acquirers can choose 

from.  
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Acquisition 

strategy 

Acquisition 

type 

Related 

growth 

strategy type 

Description 

Market share 

increase 

acquisition 

strategy 

Scale deal 

(Vertical 

acquisition) 

Market 

penetration 

Acquirer wants to increase 

current market share through 

acquisition 

Cost reduction 

acquisition 

strategy 

Scale deal 

(Vertical 

acquisition) 

Market 

penetration 

Acquirer wants to reduce 

production and operative costs 

through acquisition 

Competition 

reduction 

acquisition 

strategy 

Scale deal 

(Horizontal 

acquisition) 

Market 

penetration 

Acquirer wants to reduce 

competition through 

acquisition 

Market 

development 

acquisition 

strategy 

Scope deal Market 

development 

Acquirer wants to accelerate 

market development through 

acquisition 

Product 

development 

acquisition 

strategy 

Scope deal Product 

development 

Acquirer wants to accelerate 

product development through 

acquisition 

Diversification 

acquisition 

strategy 

Scope deal Diversification Reducing risk in own industry 

and market by diversification 

to other markets through 

acquisition 

Market 

window 

acquisition 

strategy 

Scope deal Product 

development/

Diversification 

Acquirer recognizes a market 

opportunity which they want 

to be able to access which they 

couldn’t realistically tap in to 

without acquisition 
Table 3: Acquisition strategies based on acquisition types and relation to growth strategies. 

 

In order for acquisition programs to align to their chosen growth strategy, companies 

should opt for an acquisition strategy that adheres to the overall direction of that growth 

strategy. If the company has been able to determine that the growth strategy they have 

chosen is the most likely to be profitable for them, it is also likely that a matching 

acquisition program will be. (Gaughan 2013) 
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2.3.3. Other acquisition strategies 

So far, acquisitions have been discussed from the perspective of being a growth strategy. 

However, there are some considerations which are relevant in the context of acquisition 

strategy as all companies do not intend to acquire companies to grow their own company. 

For example, Aiello and Watkins (2000) identified the trend of financial acquirers using 

leveraged buyouts (LBOs), which Ross et al. (2012) define as “acquisition by a small 

group of equity investors of a public or private company financed primarily with debt”. 

Aiello and Watkins had identified a strong positive result between the years 1984 and 

1994, as almost 80% of those investors were able to get a positive return on investment. 

 

This statistic, when contrasted with the general success of acquisitions among acquirers 

overall raises some strategic questions – how is it that acquirers with no intent to 

synergize with the acquisition target do better than the companies who possess either a 

market development or product development potential? Aiello and Watkins (2000) 

recognized a similar approach among the more successful corporate acquirers and the 

financial acquirers, which was careful deliberation.  

 

Indeed, it would seem that the preparation for an acquisition deal and its negotiations, 

and a well-performed due diligence process are the main keys of the pre-integration 

stages of an acquisition to be successful. This seems, according to Aiello and Watkins 

(2000), to be true whether or not an acquirer intends to integrate with their acquisition 

target for the purpose of increasing the growth of their company, promoting synergies, 

simply for financial gain, or whichever other strategic justification they may have for the 

acquisition. 

 

Also, it should be mentioned that different acquirers tend to have different strategic 

justifications for acquisitions. Acquirers can be grouped in two categories: private equity 

companies and strategic acquirers.  The difference between private equity companies and 

strategic acquirers is that while the strategic acquirers tend to be either competitors in a 

market or other companies who strive to carry out their growth strategies through 

market development, product development or diversification, private equity firms are 

companies that conduct acquisitions in order to make a profit when selling the 

acquisition target later on. (Barber & Goold 2007) 
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Interestingly, this brings up a question about different types of acquirers. Can private 

equity companies create more value in acquisitions than strategic acquirers, despite a 

lack of synergistic opportunities? In some cases, it would seem so, as the traditional 

approach that is associated with private equity is to turn a company that is performing 

poorly into a profitable business by giving them access to the funds they need to develop 

and grow their company. If successful, they can potentially profit in the long run through 

growing an acquisition target. (Barber & Goold 2007) 

 

2.4. Strategic evaluation of acquisition targets, due diligence 

By what criteria may a company evaluate their potential acquisition target, and what are 

the strategic reasons behind these criteria? In the context of acquisitions, due diligence 

is a review process that the acquirer undertakes to analyze their acquisition target by 

going through their previous market performance, their business environment, and 

other factors which are relevant in the context of appraising their target. McSweeney and 

Happonen (2012) make an analogy where they call the due diligence process the 

counterweight to a so-called “deal fever”, as it is common for acquirers to get so excited 

about making a deal that they may ignore warning signs of a bad deal. The authors also 

list a number of company sub-components that usually are audited in the acquisition 

process: business and legal due diligence, HR due diligence, cultural due diligence. These 

categories can be even further divided based on the type of information that is gathered 

from the acquisition target.  

 

Due diligence, as a process, can be divided into several stages based on what specific area 

of the acquiree company is being evaluated. Simply put, the process is used by acquirers 

to identify potential “red flags” which may indicate that the acquisition target is not ideal. 

A framework proposed by Harvey & Lusch (1995) Sets the following stages for audits that 

are conducted as part of the due diligence process: 

1. Financial audit 
2. Legal/environmental audit 
3. Macro environment audit 
4. Marketing, production and management audit 
5. Information systems audit 

 

In the financial audit the acquisition target is analysed to gain an understanding of their 

past, present and potentially future financial conditions, and strategic projections of the 
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company’s potential profitability based on available financial information are derived, 

which helps to determine whether or not the target is likely to be a lucrative acquisition. 

The legal audit of the target company assesses the company’s situation with regards to 

intellectual property, loans and contractual matters, and insurance matters, in order for 

the acquirer to gain knowledge of potential liabilities which could have an impact on the 

profitability of the acquisition. The environmental audit is to some extent included in the 

legal audit, as it takes environmental factors in to account which may have risks 

associated with them, such as the environmental impact of production operations or 

business activities that have the potential to affect the environment in a detrimental way, 

thus causing reputational risk. (Harvey & Lusch 1995, p.11-18) 

 

The macroeconomic environment of the acquiree is important to consider from the 

perspective of understanding the market in which it operates: the competition it faces, 

new developments in that market, and changes which affect all companies within that 

particular market. This information is important to consider when making the decision 

to acquire a company, as it may present both risks and opportunities. Other areas which 

are commonly audited when determining the strategic fit of an acquiree company is the 

company’s management, structure, compatibility of IT systems, and other relevant 

factors relating to the company’s key activities. (Harvey & Lusch 1995, p.11-18) 

 

The timeframe for completing the acquisition process, including all the previously 

defined stages, is recommended to be decided upon in order to facilitate scheduling of 

meetings and making decisions. The acquirer should also make estimations of their 

acquisition capability, as to ensure that they have enough funds and time to complete the 

acquisition successfully.  (McSweeney & Happonen 2012, p.176-177) 

2.5. Technology companies and the technology industry 

In order to evaluate acquiring as a method by comparing it to other potential growth 

methods, the term “technology company” first has to be explored further.  The umbrella 

term technology companies refers to a variety of different types of companies, which have 

vastly different business models. For example, the business model of a manufacturing 

company such as Apple is very different than that of a retail company such as Amazon, 

while both may be considered tech companies. 

 



 

 

21 

Due to the many ways in which technology exist currently, the short definition of “a 

company whose primary business is selling tech or tech services” (Guzzetta 2016) is not 

sufficient, as the term is inadequate to capture all types of companies that can be 

categorized using the term tech company. For example, the definition does not account 

for the manufacturing or development of technology products or services, nor does it 

distinguish different types of technology, which for example may or may not rely on being 

digital. Therefore, more specific terms are often required to appropriately define 

precisely what type of technology company is referred to. 

 

More precisely defined, a “digital technology company” (also often referred to as an IT 

company), could on the other hand defined as a company that “provides a digital 

technical service/product/platform/hardware, or heavily relies on it, as its primary 

revenue source.” (Heath 2017). However, many discussions and opinions on how to 

define technology companies border on the philosophical, as people disagree whether a 

company that provides a service using digital technology should be considered a tech 

company.  

 

Start-up companies are a prominent section of the technology industry, especially among 

the companies that are involved in the manufacturing and developing of new and 

emerging technologies. Start-up companies overall have become a research interest in 

the 1980s and have since been the topic of numerous studies (Mazzarol et al. 1999). The 

term start-up refers to companies that are “formed to search for a repeatable and scalable 

business model” (Blank & Dorf 2012), which is to suggest that the business models of 

these companies have not been yet set in stone.  

 

Start-up acquisition has been studied from perspectives such as profitability, integration 

and strategy in particular. Start-up companies or new business ventures have been 

subject to huge attention both in the public eye and academically since the 1980s as they 

are perceived as important sites for innovation, both in terms of developing new 

technologies and for new business models (Mazzarol et al. 1999; Evers 2003).  

 

High technology, or often called high tech, is defined by the Oxford English Dictionary 

(2019) as new types of technologies which rely on the most recent technological 

developments. Moreover, terms such as “deep tech start-up” (and, shallow tech start-up 

by contrast) have also emerged, which refers to whether or not the company is involved 

in the development of high technology or not. For example, a so-called deep tech start-
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up could be working on creating a product or service which utilizes artificial intelligence 

that does not yet exist as developed by another company, while companies that make use 

of existing and available technologies to establish their business would be considered 

shallow tech. Even then, the industries that the deep technology start-ups may have an 

impact on are diverse (Chaturvedi 2014). 

 

Acquisitions are by no means the only type of development that occurs in the technology 

industry, as for example Propel(x), a company that acts as an investment platform for 

private angel investors, states as its explicit aim to fund companies that develop science-

based technologies that target societal problems and improve quality of life. In doing so, 

they depart from the mainstream of technology industry that focuses on the economic 

growth potential of the markets for new technologies. These “deep tech start-ups”, which 

Propel(x) defines and wants to raise funds for, may not be lucrative acquisition targets 

for large technologies companies seeking to maximize growth.  (Chaturvedi 2014) 

 

Changes in the technology industry happen rapidly in different areas and have an impact 

on various other industries as new breakthroughs are made. Therefore, to summarize, 

many companies in the technology industry appear to have a need for conducting 

acquisitions in order to adapt to changes in the technology industry, which may be 

greater than in other industries.  

 

2.5.1. Technology acquisitions versus acquisitions in the 

technology industry  

While on the surface it may seem like a matter of semantics or minutia, there is indeed 

an important difference between “technology acquisitions” and “acquisitions in the 

technology sector”. The distinction that has to be made is that the former refers to the 

process of acquiring technologies within the context of an acquisition, while the latter 

refers to acquisition processes that occur in the field of technology. This distinction is 

important for the sake of the study, as the purpose of it is to study both of these 

phenomena. It is, however, also important not to neglect the former. 

 

To further clarify the distinction between the concepts, a technology acquisition in this 

context refers to situations where the acquirer acquires some type of technology which is 

associated with the business model of the acquisition target. This occurs when a company 
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may opt for a diversification or product development growth strategy, and the acquisition 

target may possess some form of technology that can either be a product in itself, or some 

form of technological infrastructure that enables more efficient production of a product, 

or that for example reduces manufacturing costs. With the acquisition of the particular 

technology that their acquisition target has, the acquirers aim is to gain access to that 

technology to use it to develop their own manufacturing processes with that technology. 

(Hitt et al. 2012) 

 

With this further clarification of the former concept, it becomes apparent that while 

technology may be in a significant role in a lot of acquisitions, not all acquisitions that 

involve the acquisition of particular technologies occur in the technology sector, as 

acquisitions in the technology industry are rather only ones where the acquirer acquires 

a company that is explicitly a company that belongs to the technology sector, and is 

thereby classified as a technology company.  

2.5.1.1. Strategic benefits of acquiring technology 

From a strategic perspective, we have in previous sections established that technology 

companies either primarily or heavily rely on technology in their business model, which 

may be either existing or new technology.  In that context, gaining access to other 

technologies and technical capabilities through acquisitions is a strategic alternative to 

product development, as the company may more rapidly gain access to new technologies 

than they would by relying solely on their internal capability to innovate or develop these 

technologies, and thus be able to increase company growth as a result. (Hitt et al. 2012) 

 

Gaughan (2013) discusses the concept of acquisition & development versus research & 

development. They concluded that often bureaucracy that is associated with large 

organizations is an impediment to innovation. Even though large organizations may have 

the capabilities that smaller ones lack, they may in turn lack the agility that smaller 

organizations possess.  

 

2.5.1.2. Acquisition trends in the technology industry 

Marks (1997) has identified several trends within merger and acquisition activity on a 

general level. Firstly, there are specific phenomena, such as technological advancement 
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and globalization which increases merger and acquisition activity on a global scale. 

Secondly, the nature of the deals is affected, as the deals are more strategic in nature and 

involve larger organizations than before. Thirdly, the mergers and acquisitions that occur 

impact markets more significantly, where one merger or acquisition has the potential to 

shift the balance of a specific industry entirely.  

 

The author also identified trends that have impacted how people are affected by mergers 

and acquisitions and vice versa. They state that that managers understand the dynamics 

of merger and acquisition deals more than before due to the increase in merger and 

acquisition activity. However, retaining key talent in an organization has also become 

one of the main priorities for companies, due to the importance of innovation in an 

increasingly technological world. (Marks 1997) 

 

Gaughan (2013) also points out that while conducting mergers and acquisitions and 

growing the company organically aren’t mutually exclusive strategies, companies may 

not have an option whether they choose to conduct M&A or not. Cisco is, according to 

the author, an example of a company that was able to navigate the competitive 

technology sector through the success of their M&A program, even though it is difficult 

for many large companies to succeed in sectors where rapid innovation occurs. 

 

2.5.2. Technological innovation and its implications 

Innovation is one of the most important aspects of successful organizations today and is 

vital for organizations as it has the opportunity to provide organizations with an 

advantage over their competitors. (Kremer et al. 2019) This is especially true for 

technology industry, as the reliance on technology is usually greater than for companies 

in other industries as previously established.   

 

Innovation can both be defined as the process of inventing or developing upon a new 

idea, or as the end result of that process. (Garud et al. 2013) When looking at those end 

results, innovations can be further divided in to categories of types of innovations, as 

technological innovation (as opposed to non-technological innovation), which is a 

distinction that is made based on the result of that which is innovated. For example, 

developing a new technology or a new way to utilize a technology may both be considered 

forms of technological innovation. (Khosravi et al. 2019) 
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As it is in the interest of companies to foster and encourage innovation, it could be 

expected that companies take all the necessary steps and make strategic choices that 

support maintaining and increasing innovation. On the contrary, Ahuja and Katila 

(2001) seem to identify a negative correlation between innovation and acquisitions in the 

companies that had been researched, and also point out that there are inconclusive and 

contradicting findings in the realm of corporate governance and the innovation literature 

on this very topic. These negative correlations are also confirmed by Hitt et al. (2012). 

 

These findings may seem contradictory in almost a paradoxical manner. Despite the 

innovative capability of companies seeming to diminish after conducting acquisitions, 

global acquisition activity has been ever increasing, even while innovation becomes 

increasingly important for companies to remain successful. However, these uncertain 

circumstances seem to be the ones that technology companies have to face and deal with 

it in their own way. Based on the findings of Ahuja and Katila (2001), it could be 

speculated that some companies choose rather to conduct acquisitions to gain a 

competitive advantage rather than to prioritize innovation within the company itself.  

 

For example, a company that is struggling with technological innovation could use 

acquisition as a strategic measure to gain access to technologies that could help them 

grow as a result. This ties back into the earlier mentioned concept using of acquisition & 

development versus research & development by Gaughan (2013). They list the company 

Cisco as an example of a technology company that decided to, rather than to invest in 

research and development themselves, they would acquire companies whose 

technologies were already established as products that had market demand, which 

allowed them to avoid acquiring technology companies that didn’t succeed in the market. 

Gaughan also reflects on the nature of the technology industry and speculates that while 

this type of strategy may be effective in the technology industry, it may not be effective 

in others.  

2.6. Management consulting 

Selecting a growth strategy, conducting mergers or acquisitions, or solving strategic 

problems may be difficult tasks for a company to do solely relying upon their internal 

capabilities and expertise. Fortunately, they need not embark on these tasks alone. 

Management consulting is a form of consulting that can be defined as helping the top 



 

 

26 

management in businesses with how they should strategically run their company. 

(Greiner & Metzger 1983) Therefore, it isn’t surprising that management consulting 

companies are often hired by other organizations in these circumstances.  

 

As management consulting as a practice always has been one of solving business 

problems, the management consultants of the past have been focused on finding 

solutions to somewhat specific problems, related to for example industrial productivity 

or technological issues. When compared to the aforementioned origins of management 

consulting practices, the earlier provided definitions can be viewed to be too broad. The 

current forms of activity that management consultants are involved in and the position 

that management consultants have in the market today is very different, as the types of 

strategic problems that companies have today are varied, and the business-related 

problems with which management consultants can be tasked to solve today may be 

significantly varied in their root causes. The strategies and solutions that management 

consultants can propose to fix those problems may also be much more complex. This new 

form of management consulting has existed for a relatively short period of time.  (Kipping 

& Clark 2012) 

 

In the market of management consulting there are numerous, if not countless, 

companies which provide services to assist other companies in reaching their business 

goals. There are companies which are more broadly focused on providing expert 

consulting on a general level such as the “big four consultancy companies” (KPMG, PwC, 

EY and Deloitte), McKinsey or Bain & Co., while other (usually smaller) consulting 

companies specialize in assisting clients with particular types of tasks, with consultants 

who may possess a more specialized skillset.  

 

Companies today seek consulting both in the strategic planning and direction which they 

want to take their company, as well as in the exploration of and the implementation of 

solutions to strategic problems which they may have. Therefore, some researchers 

advocate making a distinction between management consulting and strategy consulting. 

From this perspective, strategy consulting would be categorized as consulting related to 

matters concerning what business leaders should do and why, while management 

consulting is more concerned with answering more implementation-related questions, 

such as how a company should implement solutions, when implement them and by 

whom. (Kipping & Clark 2012, David 2012) 
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Other researchers have argued that consulting companies in their current form have 

positioned themselves in the market to both consult companies in the process of 

strategizing and the implementation of strategic solutions. (Kubr 2002, p.10-20) Based 

on the reasoning of the latter argument, I disregard the distinction between management 

and strategy consulting, and rather use the term management consulting as 

encompassing the practices related to both. 

 

Additionally, the literature on consulting often makes a distinction between operational 

consultants and management consultants. According to this distinction, companies hire 

operational consultants to implement solutions in operational settings and management 

consultants to give them recommendations regarding which solutions to implement. 

Often, however, such distinctions are too fine-grained for empirical contexts as 

companies that provide management consulting services also provide implementation 

services. Also, as the needs of the customers of management consultants have increased, 

and the scope of the work of these consultants has increased, it is thereby somewhat 

unnecessary to make distinctions between strategy consultants, operational consultants, 

business consultants, or organizational consultants, as consultants are often hired for all 

these purposes. Accordingly, the term management consultant serves as an umbrella 

term that encompasses these types of consultants as well.  (Kubr 2002, pp. 26) 

2.6.1. Tasks of management consultants and success in 

management consulting 

The types of tasks that management consultants undertake vary, as they are required to 

approach and solve many different kinds of problems in collaboration with their 

customers. (Kubr 2002, pp.10) Researchers emphasize that management consultants 

must be ready to assist clients with multiple types of issues, and/or have access to the 

appropriate resources for solving those issues.   

 

Bronnenmayer et al. (2016) list two factors as key to why a principal perceives 

management consulting as successful: 1) adherence to time and budget constraints and 

2) achievement of the set targets.  For management consultants to be hired by companies 

to assist them in acquisitions, they have to be perceived as having brought value to 

customers in acquisition processes. Successful consulting helps companies achieve goals 

or value beyond what the companies could have achieved on their own. Kubr (2002) 



 

 

28 

introduced a five-step model of the process that management consultants use to help 

their customers.  

 

Figure 4: Phases of the consulting process (Kubr 2002, p.21) 

 

What is then required of management consultants to succeed in their tasks? In their 

article, Greiner and Ennsfellner (2010) examine the types of problems that management 

consultants aim to solve, as they attempt to determine what type of professionalism is 

required to solve the problems they are hired to solve. The authors also present their 

definition for being a professional, based on definitions from various sources: “expert 

knowledge and skill… advanced education and training… high standards of excellence… 

enforced either through private associations or through public regulation”.  According to 

the authors and based on their definitions, for a management consultant to be considered 

a professional, they have to have: 

 

- Experience, knowledge, advanced education and training 
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- High standards of excellence 

- Industry-based or legally required certifications/credentials 

The authors argue that a significant number of consultants do not live up to the 

aforementioned requirements. They conclude that a common problem is that more 

inexperienced management consultants learn how to solve problems by being faced with 

them at the job, and thus the learning happens at the expense of their customers. Greiner 

and Ennsfellner (2010) determine the ever-growing demand for consultants as one 

contributing factor to this problem.  

 

It is not self-evident what qualifies consultants, who necessarily do not have a long career 

behind them, to solve the business problems of experienced executives. Companies that 

potentially hire them might ask, for example, what is it that makes management 

consultants an authority or professionals in the realm of mergers and acquisitions. Two 

main answers are evident. Firstly, consulting companies specialize in the various areas 

of acquisitions. Specialization allows consultants to become highly knowledgeable in 

their chosen area helping them to bridge the gap between the context of the client’s 

circumstances and the knowledge and best practices in that particular area. The second 

strategy for securing necessary expertise is cooperation between different types of 

consultants. Consultants may collaborate with other consultants who are specialized in 

another particular type of work to deliver the desired result for their customers. The 

largest companies that provide management consulting combine the two strategies of 

specialization and cooperation in that they have a large pool of consultants with varied 

skillsets for solving different kinds of issues for customers.  

2.6.2. Management consultants in acquisition processes 

The strategic evaluation of acquisition targets, due diligence process and the post-

acquisition integration are all potential areas in which a company’s acquisition may fail 

to meet their strategic goals (Marks 1997). Accordingly, these are all potential areas with 

which management consultants offer their services. Consultants can either be specialized 

in making the financial evaluation of an acquisition target, or specialized in other 

relevant areas, as for example the merger and acquisition integration process from a 

human resource consulting perspective. 

In short, a company in the buyer’s role may choose to hire management consultants for: 

 

• Assisting the company in the development of an acquisition strategy 
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• Screening potential acquisition target companies  

• Analyzing the valuation of the target company and helping them understand the 
potential value of acquiring the target 

• Negotiating the transaction, or 

• Structuring the acquisition deal 
 

There is also room for other types of consultants in the acquisition process, as some 

phases of the due diligence process may require legal advice from lawyers or legal 

consultants, or technical experts who are experts in the process of integrating 

information systems etc. Hence, a company is not likely to exclusively hire a management 

consultant to handle an acquisition, but rather it should be assumed that they hire 

different kinds of consultants to assist them in the process as it progresses. 

2.7. Summary of earlier literature 

Scholars in the area of business studies have analysed different growth methods and 

strategies which companies can use to grow. A substantial literature has emerged to 

study mergers and acquisitions as strategies for growth from a multitude of perspectives. 

While many of the large technology companies have many optional growth strategies to 

choose from, the trend of ever-increasing amounts of merger and acquisition deals made, 

and the increasing size of those deals, indicates that technology companies consider 

acquisitions as a highly attractive growth method.  

 

Indeed, the technology industry appears to be divided between innovators and acquirers. 

The large acquirer companies use acquisitions in their attempt to remain relevant and 

profitable, hoping to capitalize on novel technologies invented by innovative companies. 

The acquirer companies may even focus on scouting for potential acquisitions at the 

expense of reducing their own innovative capabilities. In the process where larger 

technology companies are focusing on acquisitions at the cost of their internal innovation 

capacities, the roles of due diligence and careful selection of acquisition targets becomes 

of paramount importance. Rigorously conducted acquisition processes are the only 

safeguard of mitigating risks that the acquirers have against the threat of a bad 

acquisition deal. 

 

This context of mergers and acquisitions as a key strategy for innovation in large 

technology companies provides management consultants their niche. Consultants help 

acquirers in determining the strategic fit of potential acquisition targets through due 
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diligence and assist companies in the integration process after a completed deal. Due 

diligence processes have their own body of literature associated with them. There is, 

however, a distinct lack of academic literature studying the role of the management 

consultants advising their customer companies in acquisition strategy, with few 

published articles on the matter. Hence, more research is required to fill in this gap. 
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3 METHODS AND DATA 

3.1. Rationale for the qualitative research design used for the study 

This research conducts a qualitative content analysis of promotional articles and reports 

that constitute textual documents of the approaches employed by management 

consulting companies. The choice of the qualitative method is based on the analysis of 

both the state of the art in acquisition studies and a careful consideration of the potential 

and resources needed for different methods of collecting relevant data. When research 

aims at generating findings that are useful for developing the activity studied, 

exploratory and conclusive research are two commonly used types of research design that 

researchers use to conduct their research. (Greener 2008)  

 

Exploratory research is defined as conducting research with the explicit purpose “to have 

a better understanding of the problem”, while conclusive research attempts to deduce an 

answer to a hypothesis, which is more commonly attempted using quantitative research 

methods. (Greener 2008) The use of quantitative methods is, however, not always 

possible due to the difficulties in accessing data, particularly when research moves in 

areas where actors tend to treat the details of their actions as strategic and therefore wish 

to withhold information from potential competitors. In such situations the choice of 

method is influenced by issues of access.   

 

Qualitative research methods are commonly used in exploratory research and can also 

be used for analysing publicly available materials in cases where there are issues that 

limit the availability of other means of collecting data. Qualitative analyses of data that 

exists independently from the research in particular can be designed to dig beyond the 

surface of a defined question and getting more nuanced perspectives, which can be 

studied further by other scholars using another methodology. (Greener 2008) When 

conducted in a rigorous way, qualitative research has the potential to examine the 

applicability of generalized hypotheses on particular cases and thus advance the 

understanding about the usefulness of conceptual frameworks. 

3.2.  Research method and data gathered and used for the study 

 The research method utilized in the thesis is a qualitative content analysis of materials 

acquired through a systematic review of promotional articles and reports published by 
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management consulting companies, which were searched for and found on the websites 

of these companies. The companies, whose publicly available materials were browsed, 

were selected for their regular involvement with acquisitions.  

 

The articles that management consulting companies routinely produce as promotional 

materials aimed at their potential companies constitute, from the perspective of this 

research, documents of the way the management consulting companies perceive their 

role in acquisition strategy. The review of the textual documents was based on 

considering their relevance with reference to the following four themes: acquisitions, 

acquisition programs, acquisition negotiation and due diligence. The themes were 

chosen on the basis of earlier research and the research questions in particular. Also, by 

choosing to only make use of publicly available articles, no information confidentiality 

was breached in the gathering of data. 

 

Below is a table containing all the articles that were selected for the final analysis on the 

basis of the systematic review that considered texts from the last 12 years (N=20). The 

time period was selected, as the analysis focuses on the present situation. The initial 

review resulted in 25 articles dealing with acquisitions, of which a selection was made for 

the final analysis.  The articles that were excluded from the analysis only dealt with 

acquisitions, due diligence or selecting acquisition targets in a superficial way, without 

considering acquisition strategies.  

 

Nr Title Authors & Year 
Published 

Company Link 

1 Using M&A 
to ride the 
wave of 
disruption 

Baird, L et al. 
(2019) 

Bain https://www.bain.com/insights/M-and-A-
in-disruption-2018-in-review/ 

2 The 2016 
M&A Report: 
Masters of 
the corporate 
portfolio 

Kengelbach, J 
et al. (2016) 

BCG http://www.agefi.fr/sites/agefi.fr/files/fic
hiers/2016/08/bcg-masters-of-the-
corporate-portfolio-aug-2016_tcm80-
213588.pdf 

3 M&A Report: 
Doing tech 
deals rights 

Kengelbach, J 
et al. (2017) 

BCG https://www.bcg.com/publications/2017/
corporate-development-finance-
technology-digital-2017-m-and-a-report-
doing-tech-deals-right.aspx 

4 The 2017 
M&A Report: 
The 
Resurgent 
High-Tech 

Kengelbach, J 
et al. (2017 2) 

BCG https://www.bcg.com/publications/2017/
corporate-development-finance-
technology-digital-2017-m-and-a-report-
resurgent-high-tech-marketplace.aspx 
 

https://www.bain.com/insights/M-and-A-in-disruption-2018-in-review/
https://www.bain.com/insights/M-and-A-in-disruption-2018-in-review/
http://www.agefi.fr/sites/agefi.fr/files/fichiers/2016/08/bcg-masters-of-the-corporate-portfolio-aug-2016_tcm80-213588.pdf
http://www.agefi.fr/sites/agefi.fr/files/fichiers/2016/08/bcg-masters-of-the-corporate-portfolio-aug-2016_tcm80-213588.pdf
http://www.agefi.fr/sites/agefi.fr/files/fichiers/2016/08/bcg-masters-of-the-corporate-portfolio-aug-2016_tcm80-213588.pdf
http://www.agefi.fr/sites/agefi.fr/files/fichiers/2016/08/bcg-masters-of-the-corporate-portfolio-aug-2016_tcm80-213588.pdf
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-doing-tech-deals-right.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-doing-tech-deals-right.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-doing-tech-deals-right.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-doing-tech-deals-right.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-resurgent-high-tech-marketplace.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-resurgent-high-tech-marketplace.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-resurgent-high-tech-marketplace.aspx
https://www.bcg.com/publications/2017/corporate-development-finance-technology-digital-2017-m-and-a-report-resurgent-high-tech-marketplace.aspx
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M&A 
Marketplace 

5 The 2018 
M&A Report: 
Synergies 
take center 
stage 

Kengelbach, J 
et al. (2018) 

BCG https://www.bcg.com/publications/2018/
synergies-take-center-stage-2018-m-and-
a-report.aspx 

6 #Tech @the 
heart of M&A 

Weirens, J et 
al. (2015) 

Deloitte https://www2.deloitte.com/content/dam/
Deloitte/us/Documents/process-and-
operations/us-operations-mergers-and-
acquisitions-compendium-tech-at-the-
heart.pdf 

7 Winning in 
M&A: How to 
become an 
advantaged 
acquirer 

Sirower, M et 
al. (2016) 

Deloitte https://www2.deloitte.com/content/dam/
Deloitte/us/Documents/mergers-
acqisitions/us-ma-strategy.pdf 

8 The Changing 
Landscape of  
Disruptive 
Technologies 

KPMG 
International 
(2018) 

KPMG https://assets.kpmg/content/dam/kpmg/
ca/pdf/2018/03/tech-hubs-forging-new-
paths.pdf 

9 Technology, 
media & 
telecoms 
(Published in 
M&A 
Predictor: 
2018 Annual 
Report) 

Lam & Ditty 
(2018) 

KPMG https://assets.kpmg/content/dam/kpmg/
xx/pdf/2018/05/m-and-a-predictor-2018-
annual-report.pdf 

10 Running a 
winning M&A 
Shop 

Uhlaner, R. & 
West, A. 
(2008) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/running-a-winning-
m-and-a-shop 

11 When big 
acquisitions 
pay off 

Agrawal, A et 
al. (2011) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/when-big-
acquisitions-pay-off 

12 Understandi
ng the 
strategic 
value of IT in 
M&A 

Sarrazin, H. & 
West, A. (2011) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/understanding-the-
strategic-value-of-it-in-m-and-38a 

13 Taking a 
longer-term 
look at M&A 
value 
creation 

Rehm, W et al. 
(2012) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/taking-a-longer-
term-look-at-m-and-a-value-creation 

14 M&A as a 
competitive 
advantage 

Ferrer, C et al. 
(2013) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/m-and-a-as-
competitive-advantage 

https://www.bcg.com/publications/2018/synergies-take-center-stage-2018-m-and-a-report.aspx
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https://www2.deloitte.com/content/dam/Deloitte/us/Documents/process-and-operations/us-operations-mergers-and-acquisitions-compendium-tech-at-the-heart.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/process-and-operations/us-operations-mergers-and-acquisitions-compendium-tech-at-the-heart.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/process-and-operations/us-operations-mergers-and-acquisitions-compendium-tech-at-the-heart.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/process-and-operations/us-operations-mergers-and-acquisitions-compendium-tech-at-the-heart.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/process-and-operations/us-operations-mergers-and-acquisitions-compendium-tech-at-the-heart.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/mergers-acqisitions/us-ma-strategy.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/mergers-acqisitions/us-ma-strategy.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/mergers-acqisitions/us-ma-strategy.pdf
https://assets.kpmg/content/dam/kpmg/ca/pdf/2018/03/tech-hubs-forging-new-paths.pdf
https://assets.kpmg/content/dam/kpmg/ca/pdf/2018/03/tech-hubs-forging-new-paths.pdf
https://assets.kpmg/content/dam/kpmg/ca/pdf/2018/03/tech-hubs-forging-new-paths.pdf
https://assets.kpmg/content/dam/kpmg/xx/pdf/2018/05/m-and-a-predictor-2018-annual-report.pdf
https://assets.kpmg/content/dam/kpmg/xx/pdf/2018/05/m-and-a-predictor-2018-annual-report.pdf
https://assets.kpmg/content/dam/kpmg/xx/pdf/2018/05/m-and-a-predictor-2018-annual-report.pdf
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/running-a-winning-m-and-a-shop
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/running-a-winning-m-and-a-shop
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https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/running-a-winning-m-and-a-shop
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/when-big-acquisitions-pay-off
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/when-big-acquisitions-pay-off
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/when-big-acquisitions-pay-off
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/when-big-acquisitions-pay-off
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/understanding-the-strategic-value-of-it-in-m-and-38a
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/understanding-the-strategic-value-of-it-in-m-and-38a
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/understanding-the-strategic-value-of-it-in-m-and-38a
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/understanding-the-strategic-value-of-it-in-m-and-38a
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/taking-a-longer-term-look-at-m-and-a-value-creation
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/taking-a-longer-term-look-at-m-and-a-value-creation
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/taking-a-longer-term-look-at-m-and-a-value-creation
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https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/m-and-a-as-competitive-advantage
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/m-and-a-as-competitive-advantage
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15 Grow Fast or 
Die Slow 

Kutcher, E et 
al. (2014) 

McKinsey https://www.mckinsey.com/industries/hi
gh-tech/our-insights/grow-fast-or-die-
slow 

16 Grow fast or 
die slow: The 
double edged 
sword of 
M&A 

Dinneen, B et 
al. (2015) 

McKinsey https://www.mckinsey.com/industries/hi
gh-tech/our-insights/grow-fast-or-die-
slow-the-double-edged-sword-of-m-and-a 

17 Building the 
right 
organization 
for mergers 
and 
acquisitions 

Doherty, R et 
al.  (2016) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/building-the-right-
organization-for-mergers-and-acquisitions 

18 Valuing 
High-Tech 
Companies 

Goedhart, M et 
al. (2016) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/valuing-high-tech-
companies 

19 The Six Types 
of Successful 
Acquisitions 

Goedhart, M et 
al. (2017) 

McKinsey https://www.mckinsey.com/business-
functions/strategy-and-corporate-
finance/our-insights/the-six-types-of-
successful-acquisitions 
 

20 Creating 
Value Beyond 
The Deal: 
Technology,
media & 
telecommuni
cations 

Lloyd, M et al. 
(2019) 

PwC https://www.pwc.com/gx/en/services/adv
isory/deals/deals-report.html 

Table 4: List of articles selected for the content analysis 

 

The articles selected for the content analysis were picked with specific criteria in mind, 

specifically that these articles touch upon areas related to the research questions: the 

field of technology, business growth strategies, acquisitions in the technology field, and 

selecting acquisition targets.  

 

While no qualitative study could cover a representative sample of companies on a general 

level, my sample nevertheless can be considered highly relevant as the data was collected 

in a systematic way and the articles can be assumed to constitute a true document of how 

the companies from which they derive wish to present themselves to prospective clients. 

Furthermore, the companies from which the data originates are major players in area 

and their company documents are therefore good sources for gathering knowledge on 

the business strategy of acquiring technology companies.  

 

https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow
https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow
https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow
https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow-the-double-edged-sword-of-m-and-a
https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow-the-double-edged-sword-of-m-and-a
https://www.mckinsey.com/industries/high-tech/our-insights/grow-fast-or-die-slow-the-double-edged-sword-of-m-and-a
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/building-the-right-organization-for-mergers-and-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/building-the-right-organization-for-mergers-and-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/building-the-right-organization-for-mergers-and-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/building-the-right-organization-for-mergers-and-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/valuing-high-tech-companies
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/valuing-high-tech-companies
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/valuing-high-tech-companies
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/valuing-high-tech-companies
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/the-six-types-of-successful-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/the-six-types-of-successful-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/the-six-types-of-successful-acquisitions
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/the-six-types-of-successful-acquisitions
https://www.pwc.com/gx/en/services/advisory/deals/deals-report.html
https://www.pwc.com/gx/en/services/advisory/deals/deals-report.html
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Also, the alternatives for acquiring representative quantitative data on the topic of this 

thesis are scarce, not only because of potential difficulties in gaining access but due to 

the complexity of the issues that make the task of developing successful data collection 

measures a challenging one.  Indeed, a qualitative approach is well suited to analyze this 

complexity and I therefore argue that my findings are relevant, particularly as they are 

contrasted and discussed with the existing literature on the topic.   

3.3. Method utilized to study and analyze the data  

My content analysis of the company materials is based on treating the data acquired 

primarily as factual, that is representing the actual views of the articles’ authors on the 

topic. This means that I assume that the authors of the texts describe what they view as 

ideal ways of carrying out acquisitions and securing due diligence in these processes. 

When analyzing the content of the articles, I first coded the articles.  Coding, in the 

context of analyzing qualitative data, is a method, which can be conducted inductively, 

that is by deriving codes from the data, or deductively by reviewing the data on the basis 

of pre-set themes. (Elliott 2018) My set of themes were based on the research questions 

that I designed after careful review of the literature.  

 

In the first stage of coding I identified in the data subject matter relevant to my research 

questions in the sources and assigned the statements and information presented in text 

predefined codes (identification of relevant subject matter).  In the second stage of 

coding I, following the advice in the literature, categorized the subjects identified with 

the codes. The coding should then proceed to deriving themes from the categories after 

which the identified themes are used to create hypotheses based on the data that was 

gathered to answer research questions.  (Elliott 2018) 

 

My analysis progressed in the stages recommended by Elliott (2018) from the 

identification of relevant subject matter to elucidating the wider themes they are related 

to.  Stages 1 and 2, identified above, produced a list of subjects relevant for answering the 

research questions. In stage 3, categorizing the data, I assigned the identified subjects 

categories which I determined based on the research questions of the thesis. In stage 4 I 

grouped the categories of subjects together into wider themes that were organized with 

reference to research questions. By ensuring that the themes and the research questions 

align, I secured that the process of answering the aforementioned research questions 

remains accurate and true to the topic at hand.  
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The figure below summarizes the method used in the content analysis of the data. 

 

Figure 5: The stages of the deductive coding in the study 

3.4. Evaluating the credibility of the thesis 

In order to determine how the findings of this thesis can be utilized, one has to consider 

which criteria to use to evaluate the credibility of the findings. Commonly, the criteria 

which are used to evaluate the credibility of research is to assess the reliability of the 

methodology used in the research, the validity of the findings derived from the research, 

and the extent to which the findings of the research can be generalized beyond the scope 

of the study itself.  To evaluate a study from a reliability perspective, one would usually 

assess its replicability, which is the likelihood that similar findings would be produced if 

another similar study that uses similar methodology were to be conducted. The validity 

of the findings of the research can be analysed by relating the findings to the methods for 

data collection and data analysis which are used. (Mårtensson et al. 2015) 

 

Given the choice of method of data collection, it would indeed not be a difficult task to 

replicate the study itself. Even as markets and significant management consulting 

companies may come and go, it is safe to assume that there always will be companies that 

act as authorities on mergers and acquisitions. However, in qualitative research, 

generalization is a difficult criterion to satisfy, as the nature of qualitative research is not 

to establish statistically generalizable theories. If the research were to be replicated, the 
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results could vary greatly depending on how the understanding of acquisition processes 

develop over time among the companies in the field.   
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4 ANALYSIS AND RESULTS 

This chapter presents the insights gathered through the qualitative content analysis of 

the afore-described data. The reviewed articles were published by various companies in 

the business of consulting, especially those involved in merger and acquisition 

transaction processes with their clients.   

 

In the following discussion, I examine how management consulting companies depict 

and define the rationale for the selection of acquisition targets in the technology industry. 

When approaching this overall research question, I divided it in three sub-questions that 

form the basis of how I present the results of my analysis. Section 4.2. discusses what the 

strategic circumstances of the technology industry are and what the role of acquisitions 

are in that context, and what kind of companies the management consulting companies 

consider to constitute good or interesting acquisition targets from the perspective of 

strategic company growth. Section 4.3 studies how management consulting companies 

define the features of a successful acquisition program for the purpose of achieving 

company growth. Section 4.4 examines how management consulting companies define 

the due diligence process that acquiring companies should carry out to analyse the 

strategic fit of their potential acquisition targets. 

 

It should be noted that the articles were written in a style which to a large extent 

resembles academic literature on the subject. By writing in a neutral and professional 

style, the consultants demonstrate their expertise, education and knowledge, even as 

many of the articles still have a promotional purpose. Before going in the details of the 

analysis, I present a table that summarizes the findings of the content analysis by 

grouping the themes, subject matter categories and relevant codes into a few select 

categories which give direction for answering the research questions previously 

presented. 

4.1. The key themes in acquisition strategies  

Three key themes were identified through the four-stage qualitative content analysis of 

promotional articles published by the reviewed consult companies. The themes are 1) the 

strategic landscape of the technology industry, 2) acquisitions as strategic measures in 

the technology industry, and 3) due diligence and the selection of acquisition targets.  

The process of identifying the key themes is summarized in table 5. 



 

 

40 

Codes   Subject matter categories Themes 

“disruption”, “capital”, “growth”, 

“investment”, “political reaction”, 

“uncertainty”, “digitalization”, 

“high tech”  

‘Field of technology’, ‘Technology 

start-ups’ ‘Digitalization’ ‘High 

tech’ 

The strategic 

landscape of the 

technology 

industry 

“creativity”, “innovation”, 

“innovators”, “executors”, 

“transformation”  

‘Innovative capacity’ Innovation as a 

market advantage 

“growth strategy”, “capabilities”, 

“scope deals” “scale deals” 

“advantaged buyer” “advantaged 

acquirer” “strategic diligence” 

“capability M&A” “synergy” 

“value creation” 

‘Acquisitions as strategy in the 

field of technology’, ‘Acquisition 

programs’, ‘Company growth’ 

Acquisitions as 

strategic 

measures in the 

technology 

industry 

“strategic goals”, “strategic fit”, 

“data quality”, “value inflation”, 

“value of new created markets” 

‘Due diligence process’, ‘Target 

selection’, ‘Valuation of 

acquisition targets’ 

Due diligence and 

selecting 

acquisition 

targets 

Table 5: Summary of the stages resulting in the identified themes. 

4.2. The strategic landscape of the technology industry and 

technology company growth 

The findings of the analysis can be interpreted as suggesting that the attractiveness of 

technology companies as acquisition targets is bound to the context, that is, to the wider 

landscape of the technology industry.  Accordingly, management consultant companies 

analyze in their publications the strategic landscape of the technology industry that 

forms the context in which acquirers are executing their acquisition programs, offering 

detailed commentary about both changes over time and larger developments in 

technology: 

 

“The year 2018 will be remembered as the year that the word disruption 

gained prominence in the business lexicon. Executives grappled with the 

convergence of e-commerce, data analytics, mobile capabilities, the 

Internet of Things and other fast-moving digital advances, and found 

themselves questioning how their business models might be made obsolete 

and how they should respond. They also tracked the political uncertainty, 
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headlined by US politics, and questioned how their business should 

navigate the new normal of a disruptive world.” (Baird et al. 2019) 

 

The authors continue by arguing that a large amount of venture capital invested in 

technology companies, along with corporate venture capital is increasing globally by a 

significant amount compared to previous years, even as annual revenue growth among 

the largest companies are low compared to historical rates. (Baird et al. 2019) These 

arguments are in line with comments from those other consultants: 

 

“For the past several years, investors have once again been piling into 

shares of companies with fast growth and high uncertainty—especially 

Internet and related technologies. The rapid rise and sudden collapse of 

many such stocks at the end of the 20th century raised questions about the 

sanity of a stock market that appeared to assign higher value to 

companies the more their losses mounted.” (Goedhart et al. 2016) 

 

Management consulting companies seem unanimous in their evaluations that investors 

have high expectations on technology companies. The high expectations set on 

technology build not only on an assumption that the financial interest in technological 

innovation is globally shared but that is a driver for the well-being of humans: 

 

“The success of Silicon Valley’s entrepreneurial culture continues to 

incentivize countries and cities around the world to become leading tech 

innovation hubs. The promise is a better future for all, business and 

consumer alike, in developed and emerging regions” (KPMG International 

2018) 

 

 

Dinneen and his colleagues (2015) argue that expectations are particularly high for large 

companies that are beyond $100 million annual revenue (but not yet beyond $1 billion) 

to grow are much higher than in other industries. Indeed, Kutcher et al. (2014) also 

confirm this, as they point out that among technology companies in the software and 

online services sectors, many companies can either end up stagnating or growing in an 

inordinate pace. The authors classify tech companies using the terms “supergrowers”, 

growers and stallers respectively depending on their compound annual growth rate, 

where only a select few actually can be classified as a supergrower. 
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“In an industry that sees an extraordinary number of start-ups, very few 

go on to become giants. Of the nearly 3,000 companies that we studied, 

only 28 percent reached $100 million in annual revenues; 3 percent went 

on to log $1 billion in annual sales, and just 0.6 percent—17 companies in 

total—grew beyond $4 billion.” (Kutcher et al. 2014) 

 

 

Figure 6: Software company amounts per revenue level (Kutcher et al. 2014) 

 

However, Kutcher et al. (2014) do also note a positive correlation between the growth 

speed and the level to which these companies grow – meaning that the fastest growing 

technology companies become the biggest. They conclude that the growth of a technology 

company is the best predictor of success in the market, and they list five “critical enablers 

of growth”, which are general guidelines for how a technology company theoretically can 

achieve the best possible growth. Firstly, they suggest that a company should strive for 
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creating a product or service that technically has an “infinite” scalability, meaning that 

anyone with the access to technologies such as the internet could be viewed as a potential 

customer for the product.  

 

Secondly, they consider it important for the company to have a well-defined process for 

how they earn profits from their product or service that should not reduce the demand 

for that service or product. The business model of the company should allow the 

company to get as many customers as possible and be profitable in the process. Also, a 

key factor that should be considered is the pace at which the product or service reaches 

the market. The faster the product or service is adopted by as many customers as 

possible, the more likely the company is to grow. (Kutcher et al. 2014) 

 

Products and services in the technology industry can be easily replicable, and thus a 

protection of the company’s ideas and intellectual property is an important factor from 

the perspective of potential growth, as competition can be fierce and impede growth in a 

market segment. The last factor the authors mention is that keeping the management of 

the company dedicated to the company is important, and that their commitment should 

be supported through adequate incentives. (Kutcher et al. 2014) 

 

Even outside the technology industry, technologies have been a topic of significant 

importance in acquisition processes, as companies have to consider the integration of 

technologies, as well as the impact of new emerging technologies on their industry. 

 

“Technology plays a huge role in M&A—and it seems to expand with every 

deal, bringing technology executives increasingly into the center of M&A 

transactions. Historically, the core mandate for technology teams in M&A 

was to find cost synergies and enable functional separation or 

consolidation. Now, as companies buy and sell tech-nology and 

intellectual property and make strategic investments in increasingly 

sophisticated digital innovations, effective M&A requires business-savvy 

IT executives who can play a broader and more strategic role.” (Weirens 

et al. 2016) 
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4.2.1. Acquisitions as strategic measures in the technology 

industry and the role of technology in acquisitions 

Management consulting companies define acquisitions as strategic measures for both 

achieving growth and strategic objectives. Acquisitions have been a method by which 

companies have been able to grow despite disruption and uncertainty. For example, 

there are several trends and developments within the technology industry, which have 

been driving factors for larger companies to conduct acquisitions in order to tap in to 

these trends. Technological trending areas, such as cloud computing, software 

applications, blockchain technology, artificial intelligence, big data and the Internet Of 

Things, have been the types of areas which larger companies have used acquisitions to 

gain competences in, to make profit and achieve growth in the technology sector where 

these new technologies have emerged. (Baird et al. 2019) 

 

Management consultant companies do not promote using only acquisitions as a 

company growth strategy. There may be circumstances where a company may run out of 

lucrative targets that, after a due diligence evaluation are deemed profitable: 

 

Therefore, companies should view it as a type of tool that supports strategic growth 

rather than as strategy per se. Also, Ferrer et al. (2013) point out that mergers and 

acquisitions can’t be used to achieve every type of strategic goal, and thus companies 

should consider carefully if whether or not they are able to achieve those objectives 

without having to conduct an acquisition due to the risks associated with their 

complexity. 

 

The types of acquisitions that large acquirers have engaged in have changed in nature in 

recent years. What kind of companies are considered as attractive acquisition targets has 

shifted. Baird et al. (2019) refer to statistics that indicate that companies have moved 

from making scale deals to scope deals, or in other words, from acquiring to grow in their 

own market to acquiring new capabilities through acquisitions. Also, Uhlaner & West 

(2008) have identified that the acquisitions that companies conduct are being conducted 

with an emphasis on increasing growth and are done in much larger quantities by 

acquirers simultaneously.  

 

“Not so long ago, M&A experts sequenced, at most, 3 or 4 major deals a 

year, typically with an eye on the benefits of industry consolidation and 

cost cutting. Today we regularly come across executives hoping to close 
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10 to 20 smaller deals in the same amount of time, often simultaneously.” 

(Uhlaner & West 2008)  

 

According to the OECD, selecting acquisitions as a method for international growth has 

to be motivated by the strategic goals behind conducting acquisitions from the 

perspective of acquirers in the technology industry. Specifically, in the case of expanding 

a company’s research and development capabilities, an acquisition may be favored 

beyond conducting a merger or making a greenfield investment based on whether the 

company intends to build upon or make use of existing assets. (OECD 2006) Baird et al. 

(2019) also found other reasons for companies to use acquisitions to increase 

capabilities, which has implications on the integration of the capabilities of the acquired 

company: 

“In the face of today’s business model disruption, however, we also see 

companies pursue capability deals for other reasons. Some capability 

acquisitions are aimed at delivering product or service innovation, often 

digital. Some are cross-sector deals to transform and redefine the 

combined business.” (Baird et al. 2019) 

 

Kengelbach and his colleagues (2017) report that there hasn’t been any significant 

difference between acquirers who are technological companies to those who are 

acquiring other types of companies, when comparing the value created by the acquiring 

technological companies:  

 

“We analysed the announcement returns of more than 37,000 tech 

acquisitions and found that, overall, such deals are actually a 50-50 

gamble.” (Kengelbach et al. 2017) 
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Figure 7: Value created in technology deals by tech and non-tech acquirers. (Kengelbach et 
al. 2017) 

  

This indicates that any large companies with the capital to acquire companies in the tech 

industry can tap in to the opportunities available in the industry. One reason for this is 

the fact that often, technological developments act as catalysts for change in other 

sectors, as advances in technology impact virtually any industry (healthcare, media, 

commerce etc.). Also, Lam & Ditty (2018) note that, during recent years, private equity 

firms are globally present in technology acquisitions and the ecosystem of technology 

companies: 

 

“Every year, private equity funds report increases in reserves of ‘dry 

powder’ despite spending record amounts in the previous year on 

acquisitions. They seem to have an unending supply of capital. The low-

interest-rate environment and abundant availability of debt is also letting 

private equity play a significant role in acquiring technology companies.” 

(Roszmann et al. 2018) 

 

Agrawal et al. (2011) point out that “companies that reassess their synergy targets after a 

deal closes seem to achieve higher synergies than those that don’t”. The perspectives of 

both Baird et al. (2019) and Agrawal et al. combined would suggest that companies need 

to make assessments of the potential for synergies and before and during the process of 

post-deal integration. 
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Sarrazin & West (2011) attribute a failure of acquisitions and mergers to live up to the 

expectations of the acquirers to the fact that while IT and operations are considered parts 

of the evaluation of the acquisition target and the post-deal integration, leading voices 

within those areas of the business are left out of the due diligence process. Hence, those 

who are decision makers in the acquisition process are left with making choices about 

whether or not to acquire based on incomplete information.  

 

“We’ve all heard about deals where the stars seemed aligned but synergies 

remained elusive. In these cases, the acquirer and target may have had 

complementary strategies and finances, but the integration of technology and 

operations often proved difficult, usually because it didn’t receive adequate 

consideration during due diligence.” (Sarrazin & West 2011) 

 

Also, Lloyd et al. (2019) emphasize that in order for acquisitions to succeed, the acquirer 

has to plan how value will be created from the acquisition extensively, ensure a retention 

of key talent, and conduct due diligence in a thorough and comprehensive manner: 

 

“We surveyed over 600 global corporate executives to uncover how they create 

value through M&A. Those who genuinely prioritise value creation early on – 

rather than assume it will happen as a natural consequence of the actions they 

take as the transaction proceeds – have a better track record of maximising 

value in a deal.” (Lloyd et al. 2019) 

 

 

4.2.2. Acquiring large or small companies 

While it may be more common for deals among large companies to be mergers, Agrawal 

et al. (2011) of McKinsey discuss big acquisitions in their article and found that successful 

acquirers approached these larger acquisition deals differently from smaller ones. 

According to the authors, “successful acquirers set performance targets higher than due-

diligence estimates of a merger’s value” (Agrawal et al. 2011). This would imply a key 

difference which the authors have identified with the strategic benefits of a big 

acquisition as opposed to a merger of two large companies, as they also contend a notion 
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that suggests that the best possible outcome of a deal is found through an integration of 

the best aspects of the companies.  

 

However, some consultants advise against large deals overall. When looking at the 

rationale behind investors being unwilling to engage in large deals, it intuitively is a 

larger investment coupled with a larger financial risk taken as a result.  

 

“Many focused inwardly during the lengthy integration required for large 

deals, missing critical product or upgrade cycles. Others attempted to 

expand into complementary businesses, where targets had limited 

overlap in products and technology. In addition, over the period we 

reviewed, we found that these companies tended to do large deals in years 

when market valuations were generally high. Tech companies, for 

example, have fallen into all three of these traps.” (Rehm et al. 2012) 

 

With that in mind, it could also be considered strategically sound to conduct an 

acquisition where a smaller stake in a company is gained, which could indicate a lower 

risk due to less invested capital in a potentially risky deal. However, Based on statistics 

acquired by Kengelbach et al. (2017 2), they advise against both large deals (in this 

context, deals above 1 billion USD) and deals in which the acquirer is left with a minority 

stake in the acquired company. If an acquirer does not acquire majority stake in their 

target company, they are left in a position where they can not affect decision making in 

the situations that require a change of direction. Therefore, successful acquirers will 

retain their ability to make decisions to safeguard their investment and retain better 

ability to ensure successful value creation as a result. (Kengelbach et al. 2017) 

 

“While managements often see acquiring a minority stake in a tech 

enterprise as a way of moving cautiously into new areas and mitigating 

risk, investors tend to reward companies that take matters into their own 

hands.” (Kengelbach et al. 2017) 

 

In the case of very small companies, consultants seem to think that there is a lot of risk 

involved in taking over the business through an acquisition. Some justifications for this 

judgement are that those companies are often very dependent on the current owners, as 

the customer contacts may be tied to the owner and much of the knowledge about the 
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business may also be tied to that business owner.  This type of risk is referred to as key-

person risk. (Jääskeläinen 2011) 

 

4.2.3. Acquisitions from the perspective of innovation, 

innovation as a strategic market advantage 

Management consult companies promote acquisitions as having a vital role as securing 

innovation, which in its turn constitutes a market advantage in the technology industry. 

As companies may choose to acquire other companies where they have identified key 

talent or market pioneers among their potential acquisition targets (Dinneen et al. 2015), 

scholars have also considered key talent to be a significant source of innovation, and 

thereby the goal of acquiring but also retaining key talent is closely tied to the subject of 

maintaining the company’s innovative capability.  

 

Lam & Ditty emphasize that companies may through technological innovation gain a 

market advantage by competing against other by potentially enabling a different type of 

business model than traditionally has been utilized in the markets which they compete. 

However, this naturally elicits a response from the companies they compete with: 

 

“Cross-sector deals are expected to continue at a healthy pace as 

technology stalwarts attempt to disrupt traditional business models, 

while incumbent companies look to defend their business models and 

retain competitive advantages by acquiring technology.” (Lam & Ditty 

2018) 

 

In the theory section it was speculated that some companies attempt to use an acquisition 

strategy to gain access to innovative capability which they do not possess internally. 

Kengelbach et al. (2017) challenge the notion that companies engage in acquisitions to 

acquire innovative capability which they would lack otherwise, and rather suggest that 

companies who successfully engage in technology sector acquisitions are indeed the 

innovative ones, as they are able to determine which acquisitions targets have the types 

of business models, products or services that are worth investing in, and those acquirers 

stay on the top of their markets by staying relevant even as new inventions are made.  
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This argument is supported by comparing the rate at which these companies invest in 

R&D internally, which has been confirmed to correlate with acquisition activity within 

the technological sector. However, it is also recognized by Goedhart et al. (2017) that 

corporate acquirers have acquired companies for getting access to their technologies 

rather than building them on their own internally, such as acquisitions that Apple made 

to improve their own product offering and to find a way out of a stagnating business 

model in order to adapt to how people consume music today.  

4.3. Due diligence and selecting acquisition targets 

Management consultant companies emphasize, similar to the research literature I 

reviewed earlier, that the due diligence process is one of the key features of the acquirer’s 

evaluation of making an acquisition. At the core of the due diligence process lies whether 

or not the particular target of the due diligence process is the right strategic fit for the 

acquirer. Some practitioners state that the due diligence process is how the successful 

acquirers can be differentiated from those who do not succeed in creating value through 

M&A. Success in M&A due diligence also comes from the ability to utilize data efficiently 

and to approach the deals on a case-by-case basis. (Baird et al. 2019) 

 

Baird et al. (2019) has a list which summarizes the considerations which have been 

mentioned and reflected on in previous sub-chapters, and which are relevant in the 

context of evaluating the fit of the acquisition target during the due diligence process: 

 

Figure 8: Due diligence evaluation areas. (Baird et al. 2019) 
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Including all these considerations as a part of the evaluation of the acquisition target 

ensures that relevant information is captured and that those who ultimately decide 

whether to acquire or not can make an informed decision. 

 

Acquirers have to recognize the differences between the types of acquisition deals that 

are conducted (scope vs. scale) in the due diligence assessments that they conduct ahead 

of the acquisition. According to Baird et al., scope deals have to be approached with a 

very different emphasis on the assessment of value creation through the acquisition deal 

in the long term. In these cases, acquirers need to evaluate what value they can add to 

the acquired companies’ brands, and they need to specify what value can be generated 

through the synergy of those organizations. In these scope deals, the acquirer also has to 

evaluate whether this synergy allows them to differentiate themselves from competitors 

in the market. (Baird et al. 2019) 

 

However, as Agrawal et al. (2011) point out in the context of large acquisitions that the 

due diligence problem can only be relied upon to a certain point, it would also seem that 

the authors emphasize the importance of evaluating the strategic fit of the acquisition 

target to the strategic vision of the acquirer, as many problems can occur in the 

integration process if the strategic vision isn’t aligned. Hence, it is very important to not 

only conduct the necessary due diligence, but also to evaluate the cultural fit of the 

acquiree. 

 

There are a few problems which acquirers can face in the due diligence process, though. 

As both the acquirer and the acquiree companies aim to negotiate a better deal for the 

transaction that is to be made, poor appraisals of the synergistic possibilities of the 

acquisitions are likely to occur. According to Sarrazin & West (2011) these synergistic 

possibilities in M&A are related to opportunities in the integration of IT. Hence, they 

recommend that leaders of IT should be involved in the due diligence process in order to 

bring their perspective to the discussion and to help the acquirer make more informed 

decisions about the acquisition. 

 

A key part of due diligence processes in the technology industry is valuation of 

acquisition targets. There are some factors which impact the valuation of acquisition 

targets in the tech industry, which are relevant in the context of evaluating the strategic 

fit of the potential acquisition targets. For example, a high demand for growth among 
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companies in the industry, and acquisitions having been identified as a means to achieve 

that growth, has resulted in aggressive bidding between competitors for the targets with 

the largest potential for success. This, as Kegelbach et al. (2017) point out, can lead to 

greatly inflated valuations of the target companies. This makes the process of valuating 

potential technology acquisition targets to economic bubbles, as has occurred in the 

sector before with the so called “dot-com collapse”. (Kegelbach et al. 2017) 

 

Goedhart et al. (2016) discuss the difficulty of the valuation of high-tech companies, tying 

in the challenge of trying to predict the future profitability of companies. They point 

outthe flaws in common methods which some use to attempt to benchmark or appraise 

companies, such as calculating “price-to-earnings” and “value-to-sales” multiples. As 

companies in high-tech industries may be, by definition, engaged in the newest of 

technological trends, which may sometimes indicate that there is a lack of appropriate 

competitors with whom to compare sales figures with, rendering calculation methods 

that rely on benchmarking to appraise company values obsolete.  

 

The authors rather suggest that companies in the industry of high-tech should be valued 

according to the potential market which would be pioneered by these companies and 

suggest an appraisal approach that relies on potential scenarios of how the markets for 

those specific technologies will develop in terms of scale, profitability, and monetization 

methods. (Goedhart et al. 2016)  

 

Start-ups often are discussed as particularly attractive acquisition targets. Management 

consulting companies promote acquisition as attractive also for the start-ups in the 

technology realm themselves as being acquired is one option for benefits that the 

acquirer can provide them:  

 

“When Walmart acquired Jet.com, for example, Jet.com gained access to 

the fast-growing e-commerce marketplace run by the world’s biggest 

brick-and-mortar retailer and added muscle to compete with such 

internet retail giants as Amazon.” (Kengelbach et al. 2017) 

 

A large, well-established company can have the type of market presence that a tech 

company can leverage through co-operation, if they were to be acquired by that company. 

(Kengelbach et al. 2017) 
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4.4. Acquisition strategies and acquisition programs in the 

technology industry 

Management consulting companies discuss acquisition strategies in a nuanced way. As 

previously established in the theoretical section, acquisitions rarely occur in a strategic 

vacuum. Management consulting companies tend to remind prospective clients that 

many large companies establish acquisition programs with strategic goals for growth. 

Ferrer et al. (2013) argue, for example, that while some acquirers approach acquisitions 

haphazardly, they are less likely to create value through an acquisition without specifying 

how they intend to do so in the context of a specific acquisition.  

 

Ferrer et al. (2013) outline acquisition programs of successful acquirers as conducting 

acquisitions through either two or three types of strategic themes based on their specific 

priorities, which provide a more detailed context in the company’s strategic plan for the 

acquisition, and thus narrows down the list of potential acquisition targets to those that 

fit the strategic goals that the acquirer aims to achieve in product development, market 

penetration, or reaching a particular customer segment. Thus, the importance of having 

an acquisition strategy is emphasized through the process of setting requirements for 

acquisition targets and their role in the growth strategy of the acquirer. 

 

Also, Doherty et al. (2016) have noted a trend between high-performing companies 

having better co-operation between their M&A teams and their strategic leadership. 

Their findings do suggest that in order for mergers and acquisitions to succeed, they 

should be a well-integrated component of a company’s growth strategy. 
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Figure 9: Perception of M&A and leadership cooperation in high and low performing 
companies. (Doherty et al. 2016) 

 

Kengelbach et al. (2017) provide a list of four best practices for acquirers seeking to make 

acquisitions in the technology industry: 

 

- Acquisition deals should not be an isolated occurrence, but rather a 

component of the company’s overall growth strategy 

- Acquisitions should not replace innovation or R&D, but rather augment 

it 

- Recognizing that due diligence and decision-maker inclusion needs to 

happen faster than during traditional M&A 

- Flexibility in the deal making process 

 

Ferrer et al. (2013) also discuss the concept they refer to as “advantaged buyers”, which 

are in their view the type of acquirers who are more likely in their effort to succeed: 



 

 

55 

 

“Advantaged buyers are typically better than others at applying their 

institutional skills to a target’s operations, marketing and sales, product 

development, or even labor and management. They also employ their 

privileged assets or proprietary knowledge to build on things like a 

target’s brand, intellectual property, financing, or industry insights. 

Naturally, they also turn to their special or unique relationships with 

customers, suppliers, and the community to improve performance, 

leading to synergies that in many cases go far beyond traditional scale 

synergies.” (Ferrer et al. 2013) 

 

The same concept, although in their article referred to as “advantaged acquirer”, is also 

used by Sirower et al. (2016):   

 

“Winning and creating value in this environment may require something 

more: a set of detailed action steps to help companies proactively identify 

and transact strategic deals rather than reactively pursue disparate, ad 

hoc opportunities.” (Sirower et al. 2016) 

 

Sirower et al. (2016) mention some of the most common mistakes that acquirers make, 

such as not defining the role that acquisitions have in the growth strategy, paying too 

much for acquisition targets, or being forced into a situation where they are essentially 

forced to conduct acquisitions because of market or industry conditions despite not being 

well prepared for those. Essentially, they portray being an advantaged acquirer as the 

contrast to an acquirer that makes the aforementioned mistakes in devising an 

acquisition strategy.  

 

Some other benefits which have been listed for being an advantaged acquirer is for 

example cost effectiveness in being able to focus on the best potential acquisition targets, 

being able to discuss and solve problems which have been encountered regarding 

integration and due diligence in due time. (Sirower et al. 2016) 

 

When looking at the profitability of acquisitions in the short term, many acquirers who 

haven’t had acquisition programs in place, as they only have been involved in one or a 

few deals, have seen positive results, which would suggest that companies can make use 

of acquisitions as a strategic measure without integrating it as a component of their 
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business model and long-term strategy. However, according to statistics referenced by 

Kengelbach et al. (2017), acquirers who implement acquisition programs and have in this 

case conducted more than six acquisitions as a company have been the most successful, 

when looking at acquirers in the tech industry.  

 

This indicates that conducting acquisitions as a part of a strategic acquisition program 

increases company profitability more than as a one-time strategic move, and that the 

experience that serial tech acquirers have in creating value through their acquisitions 

have plays a role in the company’s ability to utilize acquisitions as a strategic maneuver. 

(Kengelbach et al. 2017) Another overall general trend that consultants have recognized 

is that an acquisition strategy that can turn out extremely profitable is an acquisition 

strategy that relies on increased market penetration, where they can greatly reduce costs 

in highly fragmented markets. (Goedhart et al. 2017) 

 

On occasion there are benefits associated with a company being large which turn out to 

be an advantage in a market where smaller companies struggle. Goedhart et al. (2017) 

mention that for example, a large company with a formidable sales capacity can 

synergize really well with an acquiree that lacks that capacity and needs it to bring their 

product to market. This type of acquisition strategy can result in rapid growth for the 

acquirer if the strategy is executed successfully, as gaining new products through 

acquisitions that can be brought to market effectively through the use of the company’s 

sales capacity, and is a viable alternative to an internal product development growth 

strategy.  

 

Goedhart et al. (2017) discuss the opportunity of lowering the costs of a company’s 

production through acquisition as a strategy, which is one of the motivations that has 

been observed for acquisitions historically. They also point out that there is a limit to 

which this type of strategy can be utilized to reduce costs, as large acquirers and acquirees 

may already operate with the lowest possible costs which an acquisition couldn’t further 

reduce.  

 

Ferrer et al. (2013) already pointed out that companies who make haphazard acquisitions 

tend to create less value through acquisitions as they disregard the potential for 

synergies. Dinneen et al. (2015) also made similar observations among companies in the 

software and online-services sectors, as they concluded that the acquirers who were able 

to accelerate growth more through each acquisition were the successful ones. It could 
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also, however, be argued that one of the conclusions Dinneen et al. (2015) in their article 

disagrees with this notion. Among those acquirers who were researched, the high-volume 

acquirers, or those companies who made more than two acquisitions per year, were the 

ones who had most success in growth.  

 

Dinneen et al. (2015) go so far as to say that, among software and online-services 

companies, it is even preferable for those companies to avoid acquisitions unless they 

intend to make two acquisitions per year or more. While looking at acquisition programs 

in the technology industries, and at companies who have been able to grow to become 

large companies with $1 billion, they determine that companies who have conducted 

more acquisitions than others have had higher growth. They recognize that some 

companies in technology have achieved that growth organically, but even then, 

companies who conduct more than two acquisitions per year on average grow in a much 

faster pace.  

 

Figure 10: Average revenue growth of acquirers by deals done per year (Dinneen et al. 2015) 

 

While Dinneen et al. (2015) consider most deals in the sectors of software and online 

services to be centered around the strategic end goal of accelerating or maintaining 

growth, they do not consider it to be the only rationale for acquisition in those sectors. 

Their research does however identify the following types of acquisition deal 

justifications: increased market share, product development, diversification and “acqui-

hire”. This last-mentioned deal justification focuses on acquiring key talent. Indeed, as it 

has been previously discussed that retaining key talent is a high priority in high growth 
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markets such as technology, this acquisition trend suggests that some acquirers do 

“headhunting” through acquisitions and are able to gain new key talent as well. 

 

Dinneen et al. (2015) do not discuss strategically evaluating the potential acquisition 

target for synergy opportunities specifically in their article. However, speculating on that 

issue further does raise questions. Could an acquirer realistically go through with three 

acquisitions (or more) during a year and still be able to analyze their acquisition targets 

thoroughly for all possible synergistic value that could be derived from each deal? It 

certainly could be, but it may also be that the acquirer doesn’t have the time when making 

acquisitions at such a volume. The authors do however emphasize that making more 

deals without a systematic process can risk compromising their own growth, and seem 

to therefore suggest that companies should not conduct acquisitions unless they plan to 

do so frequently and with a careful strategic approach. 

 

On the other hand, Goedhart et al. (2017) consider this to be a conscious strategic 

decision which some acquirers make. While selecting acquisition targets among 

companies in the high-tech sector, management consultants have been hesitant to 

attempt to point out which of the brand new companies are likely to be the “winners” in 

a specific type of technology, and be the ones that are likely to be the best acquisition 

targets in that context. The authors point to Johnson & Johnson as an example of a 

company that, rather than trying to predict the success of potential acquisition targets, 

decided to make early acquisitions and was thus able to capitalize on an opportunity 

before the acquisition target would be considered to be one. This strategy also relies on 

making several acquisitions, of which some will potentially succeed and others may fail.   

 

Based on the example presented by Goedhart et al. (2017), it is possible to speculate that 

high-tech start-ups who attract investors also end up attracting acquirers. Acquirers may 

have a hard time gauging the potential value of the technologies of the companies that 

they acquire. But it is possible that they could judgement of seasoned investors. This 

would imply that, rather than acquisition targets being valued or screened objectively 

based on the merits of the products or services they provide, acquirers are waiting for 

start-ups to be noticed by investors. If that were the case, venture capitalists and other 

investors would have much power in influencing which companies become attractive 

targets for acquirers. 
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When acquirers develop and execute an acquisition strategy, they should be very careful 

with their profile and reputation as an acquirer, which is something that Ferrer et al. 

(2013) discuss in their article. According to them, companies in general have not been 

very concerned with their image in this regard, which has led to certain acquirers being 

able to perform particularly well by being mindful of this reputation and managing it 

properly. Some important factors regarding this issue are that a company may be 

considered less attractive as an acquirer compared to other companies or may be 

perceived as opportunists attempting to capture value through an acquisition rather than 

having a well-thought out plan for synergizing with the target. 

 

They also point out that companies who are looking to be acquired, or are considering it, 

want strategic direction and mentorship from their new owners.  Therefore, an acquirer 

that is able to demonstrate strong knowledge of an industry and their own success in that 

industry to potential acquisition targets are also those who are most attractive as 

acquirers.  Those acquirers may be approached even by companies who are not actively 

looking to be acquired. (Ferrer et al. 2013) 

 

What do management consultants then consider a good M&A strategy? Roszmann et al. 

(2018) summarize their stance well, and is quite representative of the views of 

management consultants overall: 

 

“The best M&A programs take several actions that communicate that a detailed 

and sufficient due diligence has been performed to confidently project synergy 

expectations. These actions include publicly announcing their synergy 

expectations, publicly tracking deal success, and the ability to achieve early wins. 

Companies who focus on these synergy objectives are rewarded with above-

average shareholder returns.”  (Roszmann et al. 2018) 
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5 SUMMARY AND CONCLUSIONS 

This master’s thesis has reviewed research literature and conducted empirical research 

to study acquisitions in the technology industry and, in particular, the role of 

management consulting companies that are key actors defining acquisition processes 

and related due diligence practices. The review of the literature demonstrated that in the 

technology industry mergers and acquisitions constitute vital strategies for growth and 

innovation. The empirical contribution builds on a qualitative content analysis of articles 

published by management consulting companies. This data has helped me to open up 

how these companies outline the process through which acquirers in the field of 

technology are expected to make decisions regarding which companies to acquire, and 

why.  

 

When it comes to technology companies, management consulting companies 

recommend that strategic acquirers should look for companies that fit their strategic 

goals for growth and that provide the maximum potential for synergistic value creation 

as a result of a successful integration. Therefore, it is difficult to pinpoint any particular 

type of technology or company, as it largely is dependant on the profile of the acquirer 

themselves. This interpretation of how acquisition strategies should be made strongly 

supports bringing in management consultants to evaluate the best types of technology 

companies to acquire and thus confirms their niche.  

 

As acquirers conduct strategic due diligence on their potential acquisition targets, 

management consultants recommend the evaluations of a target’s synergistic potential, 

their operations and infrastructure, their regulatory and legal situation, their talent and 

organizational culture, as well as the overall strategic fit from the acquirer’s perspective. 

Additionally, when it comes to technology companies and the technology sector, they 

emphasized that due diligence will only go so far, as predicting which technology 

companies are likely to successfully create value as acquisition targets may not be 

possible despite conducting as thorough due diligence as possible.   

 

Also, by analysing the articles put out by consulting companies that attempt to optimize 

their customer companies’ acquisition programs (especially articles that pertain to the 

technology industry), I have identified the main features of a successful acquisition 

program in the industry as understood by these key actors. To summarize my findings, 

management consultants hold that the acquisition program of an acquirer in the 
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technology industry should ideally have a strong connection to the strategic goals for the 

growth of the company. Furthermore, an acquirer should, in short, support achieving 

those strategic goals through the successful selection of acquisition targets that have the 

right capabilities or the synergistic opportunities and through integrating those 

acquisition targets well. 

 

This focus on the more strategic aspect of acquisition as part of companies’ overall 

growth strategies is an important distinctive factor when determining the role of 

management consultants in acquirers’ acquisition programs and the consultants who are 

usually associated with providing services regarding acquisition deals. The clarification 

of these somewhat divergent perspectives potentially allows industry stakeholders to 

make use of the key insights generated by this study. 

 

For the management consulting companies in the business of assisting companies in 

conducting acquisitions and planning acquisition programs, it is of great importance to 

emphasize that conducting constant acquisitions is a solution for their potential 

customers to stay afloat in the technology industry. Based on the figures presented in the 

data by these companies, this seems to be the case. However, future researchers may 

question whether this narrative is factually founded and may further investigate whether 

the data that the companies present is accurate.  

 

It is important to recognize that while the research literature does identify alternative 

growth methods and discusses their strategic benefits in comparison with acquisitions 

and mergers, the data I collected for this empirical study does not consider or evaluate 

these options in the context of discussing acquisition strategy. Hence, not evaluating the 

acquirer’s other potential optional growth methods in the process of identifying the 

criteria by which acquirers should select acquisition targets is a necessary limitation in 

the thesis. 

 

Secondly, while the selection and valuation of acquisition targets are complex processes, 

they fell largely outside of my research focus and are only briefly discussed in the thesis. 

When focusing on the evaluation of the strategic fit of acquisition targets, as the valuation 

of individual acquisition targets is a less relevant consideration in the context of 

acquisition targets being selected as a part of a larger acquisition strategy or program.   
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Also, as this thesis focuses on the advice provided by management consultants to 

organizations, it does not consider the legal advice and consulting provided by the legal 

teams at the consulting organizations in the context of acquisitions. While the legal 

circumstances are commonly evaluated as a part of the due diligence process in 

acquisitions, this study only considers these legal factors on a cursory level, as it is likely 

to fall outside the scope of the role of the management consultants in the process and 

thus, also outside the scope of the thesis. 

 

There are many potential ways to approach the answering of the research questions 

presented in this thesis empirically. For example, conducting interviews among 

acquiring companies, or reviewing statistics published by credible sources on acquisition 

outcomes, or surveying larger acquirers in the technology fields are all potential research 

methods which may result in different insights on the subject. These may all be potential 

venues for further studies to expand upon the findings of this thesis.  
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