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IT is considered one of the most critical factors of successful post-merger integrations 
(PMI) – regarding both benefits and risks. The majority of total M&A synergies stem from 
IT-driven or IT-enabled synergies. Although the contribution of IT synergies varies 
depending on the industry, we see that clients across industries rate IT as one of their top 
priorities in PMI and similar scenarios.

In parallel, IT integration often consumes an equally significant share of the overall 
integrations’ one-off cost and failure to achieve seamless IT integration may be harmful to 
business continuity and operational efficiency.

Thus, it is essential to take a structured approach towards IT integration – not only for 
large-scale acquisitions but also for mid-sized buyers who want to ensure the realisation 
of expected business cases and reduce the risk of failure. Even for smaller acquisitions, a 
dedicated approach to the IT function is crucial especially when it comes to digital and 
tech companies with a significant IT footprint and impact on business operations.

At PwC, we gained extensive experience and supported a range of clients in different 
industries with the integration of IT functions in the course of mergers, acquisitions, joint 
ventures, business swaps, and other scenarios. In this whitepaper, we share our insights 
that are common to almost every transaction that we supported in the past.
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Our approach to post-
merger IT integration

What many businesses underestimate is the necessary homework before negotiations 
with potential targets are even held. Especially if the corporate strategy imposes large 
growth targets on the different business segments, the IT function subsequently needs to 
prepare in order to respond to changing demand and especially potential acquisitions.

IT leadership needs to actively seek dialogue with business functions to get an early 
understanding of how growth shall be achieved. Is it organic or inorganic growth that will 
drive the future top-line? If the answer is inorganic, CIOs need to act immediately to start 
preparation. The following questions serve as guide for designing a roadmap towards 
overall PMI readiness:

1 | Pre-signing: Assess & improve transparency

PwC’s general approach to post-merger IT integration is structured along the deal phases 
(see exhibit). During each phase, there is a set of activities required to prepare, plan, and 
implement a successful integration of the IT function.

Steps towards post-merger IT integration

Are we ready for M&A?

■ Is our Enterprise Architecture well documented and are we able to map IT capabilities that are 
committed to the business to IT services and applications?

■ Can we track dependencies of applications and workplace services to underlying infrastructure?

■ Do we know about key resources providing critical knowledge and skills to our organisation?

■ What is our level of IT security? What are internal policies and external obligations that a 
potential target needs to fulfil?

■ Are IT procurement capabilities set up to provide transparency on existing contracts and licenses 
as well as their terms and conditions? Do existing contracts allow sufficient flexibility to quickly 
scale in case of larger acquisitions?
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In addition to ensuring general readiness for integration, the IT function is required to 
support Due Diligence on potential targets. Readiness assessments and preparatory 
measures based on this work significantly reduce complexity and effort involved in 
comparing the as-is landscape with the information provided on the target. The goal of IT 
Due Diligence is not only to enable a statement of ‘fit’ and detect potential ‘red flags’ that 
could endanger a successful integration. It also requires IT leadership to commit to 
indicative estimates of potential synergies, one-off integration costs and risks affecting the 
buyer’s target valuation assessment.

1 | Pre-signing: Assess & improve transparency

The actual transformation of the IT function and the setup of the corresponding 
programme organisation begins after signing. We need to set the scene by ensuring 
alignment between key stakeholders and increasing transparency on critical transaction 
parameters. Business stakeholders are represented in the cross-functional work streams 
of every transaction programme, but also in the line organisation.

Overarching PMI steering defines guiding principles for every design decision that is taken 
in the different functional streams – not only IT – throughout the integration process. One 
of the central decisions is the depth of integration for Day One and beyond (see exhibit). 
The way in which these principles are brought to life for the IT function needs to be 
aligned with the business blueprints being developed as a first step and gradually refined 
in later stages.

The business blueprints include timelines for market authorisation of the deal itself as well 
as respective products. This becomes even more relevant in highly regulated 
environments such as the pharmaceutical or healthcare industries. In addition, joint 
salesforce models, production footprint and supply chains define the requirements 
towards IT and the timeline for IT integration.

2 | Signing to Closing: Taking control
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Based on the business imperatives, we can set up the team structure, kick off the work 
streams and assess the available information in order to come up with a preliminary 
integration roadmap. Our overview of critical IT domains helps to arrange the different 
work streams and their respective scope.

Defining and formalising work streams and documenting high-level goals, key 
dependencies, and risks is essential to enable true ownership and tracking against these 
goals. With the structural setup in place, we are able to define reporting requirements and 
cadences.

A PMO organisation is set up to fulfil the increasing transparency demands both within the 
programme as well as towards business and leadership. Alongside general programme 
steering and functional work streams, do not forget to develop a strategy for change 
management, communications, and training.

To lay out the preliminary integration roadmap, each work stream needs to ingest the data 
room and Due Diligence information on the integration target, compare its specifics to the 
internal as-is situation, and derive a joint target state including measures to bridge the 
gaps. Certainly, information is limited at this early stage of the deal and both parties need 
to comply with applicable antitrust laws.

2 | Signing to Closing: Taking control
In alignment with the overall PMI programme and the business, priorities are defined for 
Day One. This includes, in particular, the level of Day One IT integration for applications, 
workplace environment, and the outside appearance to e.g. suppliers and customers.

Based on these priorities, the IT functional work streams identify and prioritise Day One 
integration activities. This includes any activities required to provide a ‘landing zone’ for 
the IT organisation to be integrated on Day One as well as a detailed timeline and 
resource planning for the cutover.

What do we need for Day One?

 Are there key applications that already need to be integrated/interfaced for Day One?

 Does business expect fully integrated collaboration support?

 Do the market and/or authorities require fully adjusted branding (e.g. website branding, 
email domains)?

 …

Our approach to post-merger IT integration
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