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Received: 04 Feb 2026 Post-merger integration is one of the most challenging problems facing corporate
acquirers. Empirical research shows that the majority of mergers fail to realize
expected synergies. One primary cause of this underperformance is delays in the
integration of enterprise systems. Sequential integration takes a lot of time and is
not as effective. The Platform-Led Accelerated Integration Framework reframes
post-merger integration as an enterprise architecture transformation instead of
consecutive system migrations. It applies parallelized workstream orchestration,
enterprise data architecture unification, and formalized cross-functional alignment
mechanisms to deliver post-merger synergies in months rather than years. Core
principles included a unified platform architecture over point-to-point migration,
Day-One readiness, and compliance-first design. The Integration Platform Layer
consisted of a canonical data model, process orchestration engine, API gateway, and
centralized compliance services serving both the legacy and new entity. The
enterprise architecture capability in particular is an enabler to integration success.
IT flexibility and IT standardization were found to have positive impacts. High-
performing acquirers employ appropriately qualified and experienced team
members for integrations and have fit-for-purpose executive oversight in the
governance of the integration. The framework applies to clean energy, mobility,
healthcare and financial services. Accelerated integration enables realization of
synergy value earlier, a reduction of extended exposure to risk, and the
establishment of scalable digital foundations.
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1. Introduction Integration, Systems Consolidation, Synergy Realization

Globally, the M&A space continues to reach historical peaks, with acquisitions becoming the preferred
way for companies of all types and sizes to grow, expand internationally and innovate through
platforms. Though deal values seem to contradict claims that executives have given up on acquisitions
as a tool for long-term growth, when this has rarely been the case, such failures often arise not from
strategy but from post-merger integration difficulties when the operations and technology of the
acquired companies do not mesh. As organizations prepare for M&A activity recovery, the emphasis
on structured integration planning has intensified, with practitioners recognizing that comprehensive
pre-close preparation and detailed integration roadmaps are essential to achieving deal objectives [11].

Enterprise systems integration is the digital glue and backbone for combined organizations to operate.
Enterprise resource planning, CRM, warehouse management systems and supply chain execution
systems of the two organizations must be brought together to enable financial consolidation,
operational transparency, regulatory compliance, and a unified customer experience. The problems
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multiply when customer relationships are long, geographically dispersed, and governed by different
regulatory regimes. The firm must integrate systems, respect long-standing contracts with clients,
reconcile different regulatory environments, and rationalize physical assets, all while continuing to
provide services. Successful post-merger integration requires careful planning across multiple
dimensions, including organizational structure, cultural alignment, technology integration, and
operational consolidation.

According to Martin, companies that think of an acquisition mainly in terms of what they can get out
of it consistently underperform those that think of it mainly in terms of what they can give the target.
Acquirers in "take mode" let the selling firm extract maximum value by paying the highest possible
price, which leads to initially low returns on capital. Martin concludes that M&A continues to be a
"mug's game," where 70 to 90% of deals are disasters, no matter how much experience the executives
have, and despite decades of research into acquisition strategy [1].

This is supported by academic studies based on large datasets, such as Hitt et al., who note that much
research shows firms create little or no value through acquisitions on average [2]. The failure rate is
consistent across industries, time periods, and regions: about 70% of acquiring companies do not
achieve sufficient returns on the acquisition premium. Overall, the primary reasons are mistakes in
target choice, overpayment, and wrong implementation of target integration. For the last 20 years, the
acquisition premium paid on average is between 40% and 50%. Consequently, the pressure to create
value through mergers and acquisitions is enormous.

Because no framework for accelerated integration while remaining compliant exists, these integration
phases can last anywhere from 18 to 36 months. During this time, companies are vulnerable to
competitive displacement, loss of executives, delayed synergies, and a continuous robbing of value
from the purchasing company. Industry benchmarking data suggest successful acquirers realize 50%
or more of synergy targets in the first year, while failed deals destroy value, which compounds over
time.

The difficulty of acquisition can be demonstrated by the fact that 44% of acquisitions are divested [2].
This suggests not only the challenge of integration but also that failure is difficult for executives to
accept, given that the long-term costs are far greater than the immediate transaction costs. Technical
debt increases, platforms duplicate, and operational silos remain, weakening a company's ability to
respond in a competitive market. Architecture-based post-merger integration capitalizes on platform
thinking and a fast execution framework to address such challenges.

II. Research Background
A. Evolution of Integration Methodologies

In the 1980s and 1990s, mergers and acquisitions were mainly about financial consolidation and
headcount reduction during the post-merger integration process. From this era, technology was of
secondary importance for managers and was considered to be purely an operational matter. The
enterprise resource planning revolution of the late 1990s and early 2000s did mean that more
structured approaches to systems integration were taken, but largely through large, slow waterfall
enterprise software implementations.

The arrival of cloud computing has further increased the possibilities for integration acceleration,
including better support for parallel deployment, integration with APIs and modular architectures.
However, many companies still use customary integration technologies and approaches. Lohrke et al.
argue that this is exactly the reason why mergers do not achieve their performance targets in many
cases: it is because the managers involved have difficulties integrating the IT systems [3]. This causes
both short-term and long-term performance consequences. Overall, research suggests that between
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10% and 30% of M&A deals are successful, whereas the rest do not improve or even reduce the
performance of the merged company [3].

Because of the importance of information technology to a modern business, more attention needs to
be given to IT in the acquisition plan. Up to 50% of a merger may be IT related [3]. Often though, it is
only when the merger or acquisition negotiations have begun that managers really consider the IT
integration, leading to unforeseen costs and delays.

B. Existing Framework Limitations

Both risk and temporal considerations come at a cost in terms of synergy capture, and practitioners
tend to favor the Sequential Migration Model. Organizations migrate one system or business unit at a
time. This reduces risk but greatly increases the time needed to realize synergies in complex
acquisitions. The Parallel Operations Model keeps both systems running indefinitely, switching over
progressively. This lowers the risk of failure but doubles the operational costs and causes permanent
data inconsistency.

McKinsey documents that the first 12 to 18 months after close is the best predictor of ultimate success
or failure [4]. Executives commonly say that integrating acquired companies is the hardest part of an
acquisition. The pain points are particularly acute in the post-close phase, when integration
milestones are missed and there are culture clashes. The 79 percent of deal makers that had above-
average corporate performance 18 months post-close also outperformed three years post-close [4].
Conversely, only 17 percent of deals that underperformed their peers at the 18-month mark saw
improvement [4].

The study established factors that differentiate successful integrations from unsuccessful ones: 72
percent of deals that were successful continued organic growth in the first year after the deal, whilst
only 33 percent of deals that were ultimately unsuccessful continued organic growth. [4] Successful
companies reached at least 50 percent of the public synergy goal in year one and regularly exceeded
their targets [4]. 60 % of M&A practitioners said they wished their companies had invested more in
culture and change management at the beginning of the transaction [4]. Where firms already have
standardized their internal systems before the acquisition, the integration process is more
manageable; for instance, one IT company reduced 70 internal systems to a new enterprise-resource-
planning system and completed over 50 acquisitions, most of which it integrated within six months.
These results contrast with the much longer integration timelines that characterize most acquisitions,
and indicate the potential for timeline compression from upfront platform preparation. Contemporary
integration approaches emphasize establishing clear governance structures, defining integration
milestones with specific success criteria, and maintaining continuous stakeholder communication
throughout the integration lifecycle [11].

Empirical Metrics for M&A Integration Success
and Failure Rates
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Fig. 1. Empirical Metrics for M&A Integration Success and Failure Rates
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II1. Novel Contribution: Platform-Led Accelerated Integration Framework

The main conceptual contribution of this research is to reconceive post-merger integration as a
platform transformation opportunity, as customary post-merger integration creates point-to-point
connections between legacy systems. This results in technical debt and meaningful maintenance
overhead. The framework described here instead has a common platform layer, which multiple legacy
entities can connect to simultaneously. This gives a single source of truth for customer, financial, and
operational data across the combined enterprise.

Enterprise architecture supports a platform-led approach. Qurratuaini characterizes enterprise
architecture as a technology and management practice aimed at developing enterprise performance
through a holistic and integrated view of technology resources, information flow, business practices,
and calculated direction [5]. The problem of integrating fragmented business processes into a
cohesive and adaptive environment is to support the delivery of business strategies [5]. This defines
the problem space tackled by the post-merger integration scenario, where heterogeneous information
systems and fragmented architectures obstruct synergy realization. The enterprise architecture
framework examines the gap between the target state and the current state and provides a roadmap
for moving from the current state to the target state [5].

A. Core Principles

The framework outlines five principles that govern the execution of accelerated integration: the first
favors the integrated platform (rather than point-to-point migration), and the second focuses on
integration orchestration, where parallel workstreams pursue their respective integration dimensions
in parallel. The third principle described a Day-One readiness focus, seeking minimum viable
integration requirements for early operational capability. The fourth principle focused on the capture
of cross-functional synergies, combined with technical system integration. The fifth principle
externalizes compliance into the architecture, rather than having compliance rules integrated as an
anti-pattern to be observed, which could slow down integration. Leading organizations establish
integration management offices early in the process, define clear decision-making authority, and
create detailed integration playbooks that specify roles, responsibilities, and timelines for each
workstream.

B. Integration Platform Layer Architecture

The Integration Platform Layer will be a cutting-edge technology that will provide a bridge between
the legacy systems and provide integrated services for the new organization. Systems integration is
critical for M&A value realization, and according to Henningsson et al., between 45% and 60% of
expected synergies in an acquisition depend upon systems integration activities and capabilities [6]. A
literature review found four basic integration strategies available to organizations: absorption, co-
existence, best-of-breed, and renewal strategies [6]. The platform-led model provides a framework for
the selection of any of these core integration strategies or combinations thereof as required, according
to the situation and needs of the business.

The architecture is four-tiered, with the Unified Data Model mapping the schemas of the legacy
systems to allow for consistent reporting and analytics without needing to immediately migrate the
source data. The Process Orchestration Engine exposes business processes behind legacy systems to
users and customers as an abstracted single experience. The API Gateway provides standardized
interfaces for legacy systems to communicate using the platform layer. Compliance and Audit Services
provide centralized logging, audit trail generation and compliance reporting for the legacy entities.
Modern microservices architectures facilitate this integration by enabling modular, independently
deployable services that can be scaled and managed separately, while API management platforms
provide the necessary governance, security, and monitoring capabilities to ensure reliable
communication between disparate systems.
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IT flexibility and IT standardization are conducive to integration success [6]. Enterprise architecture
capability is the only capability construct systematically linked to integration outcomes across the
empirical literature [6]. High enterprise architecture capability allows organizations to achieve
specific integration objectives but also to avoid incurring additional performance-relevant complexity
in the long term as a consequence of the complexity they induced [6]. The platform-led approach
exploits this finding by employing enterprise architecture as the organizing logic for pillars of business
process and technology capabilities across the integration lifecycle. The adoption of API-first design
principles and containerized microservices enables organizations to achieve greater agility in
integration efforts, allowing for incremental migration of functionality while maintaining operational
continuity across both legacy and target systems.

Frameworlk Primary Function Architecture Integration Outcome
Component Layer
Unified Data Model Entity mapping across l?ata Cons1s'tent reporting and
legacy systems Architecture analytics
Process Orchestration Business process Application . .
. . . Unified user experience
Engine coordination Architecture
API Gateway .Standardized system Tech'nology Reduceq point-to-point
interfaces Architecture complexity
Compliance and Audit | Centralized logging and Governance Regulatory adherence and
Services reporting Architecture audit readiness
Enterprise Architecture | Strategic alignment and Business Lone-term scalabilit
Capability planning Architecture J Y

Table 1. Enterprise Architecture Principles and Implementation Requirements [5, 6].

IV. Methodology and Comparative Analysis
A. Phased Approach

The platform-led framework delivers integration in three phases, which compress the customary
timeline while keeping the business running: Phase one (weeks one to four) is rapid assessment. It
includes building an inventory of enterprise systems, analyzing and mapping data models,
documenting business processes and documenting compliance requirements. The target architecture
is defined in parallel to the documentation of the current state. Deliverables include the integration
architecture blueprint, workstream charters with milestones, and Day-One readiness criteria. During
this phase, organizations establish integration governance structures, identify critical dependencies,
and define key performance indicators to track integration progress.

Lasting from week five to week twenty, Phase 2 coincides with other workstreams because the
integration tracks run side-by-side through this phase. Financial consolidation includes general ledger
consolidation, chart of accounts mapping, and multi-entity reporting. Customer platform unification
includes data model harmonization, contract and billing system integration, and service history
consolidation. Examples of operational infrastructure workstreams are warehouse network analysis,
inventory system integration, and organizing of logistics. Examples of sales operations workstreams
are territory redesign, lead routing unification, and CRM. Compliance and governance workstreams
track regulatory requirements by jurisdiction.
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Phase 3 begins in week twenty-one, culminating in week twenty-six with Day-One activation and
synchronization of synergy capture. The cutover of unified financial reporting and consolidated
customer service is completed. Integrated operational visibility is provided to the combined company,
and compliance certification is obtained. Synergy capture efforts are launched concurrently and
immediately as opposed to targeting complete integration.

B. Comparative Performance

The performance gap between the customary sequential approach to integration and the platform-led
accelerated integration, across multiple dimensions, is meaningful. According to McKinsey research,
strong integration performance can deliver a 6 to 12 percentage point higher total return to
shareholders than a weak integration performance [7]. The difference in performance between deals
that use integration methodologies and those that do not heightens the importance of selecting the
right methodology: survey-based research shows that 75% of executives agree their organizations are
good at identifying sources of value, while only 59% agree they are good at identifying synergy targets
[7]. The gap between the identification of value and the operationalization of a target represents a
critical execution gap that platform-led approaches address.

High-performing acquirers, unlike low performers, find and place the right talent on integration
teams. 76 percent of high performers, versus 46 percent of low performers, staff integration with
people who have those skills (see figure 7) [7]. 81% of high performers set the right leadership in place,
compared to 42% of low performers. Organizations are 12 to 18 percent less likely to have right
capacities for integration, compared to other M&A activities, such as pre-merger planning and due
diligence. They are 12 to 19 percent less likely to have the right capabilities in place.

Studies of acquisition activity in the market have suggested the presence of multiple patterns,
including speeding up the integration process. One such have a look at examined 22,428 m&a
transactions with a price of usd 7.016 trillion among 1995 and 2020 [8]. As the suggest deal length
multiplied from usd 307M in 2011 to greater than usd 600m in 2020 [8], so did the complexity round
m&a performance and m&a integration techniques. For example, diversification purchases accounted
for sixty one.1 percentage of m&as inside the energy vicinity in 1995, in comparison to 80 one.Five
percentage in 2020 [8]. Despite a trend towards diversification, the integration of heterogeneous
systems and business models is becoming increasingly complex and protracted, exposing the
organization to greater competitive displacement, talent attrition and realization of synergies. As
dealmakers anticipate market recovery, organizations are increasingly focused on building repeatable
integration capabilities and establishing pre-configured platform architectures that can accommodate
multiple acquisition scenarios [11].

Fig. 2. Post-Merger Integration Performance Comparison [7, 8].

Copyright © 2026 by Author/s and Licensed by JISEM. This is an open access article distributed under the Creative Commons
Attribution License which permitsunrestricted use, distribution, and reproduction in any medium, provided the original work is

1575
properly cited.


http://www.jisem-journal.com/

Journal of Information Systems Engineering and Management
2026, 11(1s)

e-ISSN: 2468-4376
https://www.jisem-journal.com/ Research Article

V. Applications and Broader Implications
A. Industry Applications

The platform-led accelerated integration framework is suitable for industries that have a lot of context
and regulations, where understanding the situation is key to choosing and applying different
integration methods. Furthermore, industries possess structural characteristics and institutional
logics, norms, standards and values that are difficult to change and have been shown to affect M&A
projects [9]. Clean energy firms are also subject to long-term contracts of 20-25 years with their
customers, which influences their M&A projects. These organizations must navigate variation in state-
level regulations while managing their physical infrastructure (warehouses, inventory, service
territories) without interrupting their provision of service.

For acquisitions related to mobility and transportation, cross-border regulation, foreign currency
exchange, and local operating models add further dimensions and require a more flexible approach.
Due to the need for medical records consolidation, billing systems and clinical systems integration as
well as compliance with regulations, mergers in healthcare are similar to mergers in financial services
from a regulatory standpoint.

A second observation is that most of the literature on both M&An and IS integration has been focused
on banking and manufacturing industries [9]; hence most theoretical contributions in the area refer to
the banking and manufacturing industries. Furthermore, the business model of two-sided markets is
different from the value chain model which dominates customary manufacturing industries [9].
Consequently, the key motivation for software M&A deals is not synergy. Yet other factors, such as
market share, customer base and network effects play an increasing role and their understanding is
key to successful integration.

B. Economic and Social Impact

Besides, there are implications of these decisions beyond transaction costs. M&A is a very meaningful
part of the world economy, with the value of the M&A transactions exceeding US$2.3 trillion annually
[9]. Despite the importance of M&A, the evidence suggests that only 30-40 percent of M&A in the
private sector create financial value for shareholders [9]. Additional literature has found that M&A
often destroy value within the short and long term. Lack of appropriate IS integration is the third
main reason for the failure of M&A [9], again highlighting the methodological importance of
integration in contingent value creation.

As the IS integration capabilities also influence the value creation through M&As, with 45 percent of
the benefits expected through acquisitions being attributed to IS integration [9]., there is sufficient
evidence that the integration process is a main driver of acquisition success rather than an operational
challenge. Firms who are able to develop their IS integration capabilities are able to capture more
value, and the framework provides insights to accelerate this process.

The social implications also impact on staff experience, service delivery and organizational
performance, as the uncertainty associated with longer integration periods impacts on morale.
Furthermore, rapid integration results in faster resolution of issues about organization, roles and
careers as well as faster access to service capabilities and aligned support processes for customers. For
instance, the rapid integration of the acquired entity in sectors providing essential services including
energy, transport and healthcare ensures continuity and reliability of services to affected communities
while generating economic and social benefits. For this reason, adopting platform-led approaches to
post-merger integration becomes a calculated imperative.
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Primary Integration Framework Component Critical Success
Industry Sector ry sr . P
Challenge Emphasis Factor
Long-term contracts . . . Customer data
Clean Energy 5 . Compliance-first architecture . .
and regulatory variation platform unification
- Cross-border operations .
Mobility and A reer operation - Global planning
. and multi-modal Unified platform layer o
Transportation . capability
services
Patient dat itivi . .
atient data sensitivity . Audit trail
Healthcare and regulatory Data governance and security .
. preservation
compliance
Regulatory capital and Financial consolidation Multi-entity

Financial Services

audit requirements

controls

reporting

Technology and Subscription billingand | Customer platform Day-One service
SaaS customer retention integration continuity
Stakeholder Impact of Delayed Benefit of Accelerated Value Realization
Group Integration Integration Timeline
. . I i hort-
Shareholders Eroded synergy value Preserved financial returns tgﬁedlate toshort
Prol i . s
Employees o onge.:q uncertainty Faster role clarity and stability | Short-term
and attrition
Service disruption and Unified experience and Short to medium-
Customers . . .
inconsistency offerings term
Regulators Compliance gaps and Continuous control integri Immediate
8 audit findings grity

Table 2. Information System Integration Challenges Across Industrial Contexts [9, 10].

Conclusion

The Platform-Led Accelerated Integration Framework tackles the traditional challenges of integrating
enterprise systems after mergers or divestitures by transforming the architecture and implementing it
concurrently. This is in contrast to sequential approaches that result in extended integration
timelines, leaving the organization susceptible to competitive displacement, staff attrition, and the
loss of synergies. The platform-centric alternative provides multiple benefits, including reduced
integration timelines, improved risk and compliance controls, strengthened customer retention and
operational readiness, and reduced technical debt and active maintenance over point-to-point
connections (for example, through a unified architecture). The Integration Platform Layer targets a
single source of truth for customer, financial and operational enterprise data across the merged
organization. Day-One readiness defines minimum viable integration requirements to enable a
realization of synergies, whilst the integration workstreams are still being built out. In a compliance-
first architecture, the compliance rules will be a part of what is specified and integrated, with
enterprise architecture capability needed to deal with specific integration requirements and the
performance costs over time of the complexity induced. Organizations that develop their integration
capabilities as core competencies are better off. Enterprise architects, M&A practitioners and business
leaders need to challenge customary timing assumptions, invest in platform architecture and
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synchronize technical integration with operational business optimization to realize the benefits
together. The framework provides a reusable and technology-agnostic blueprint to minimize M&A
integration risk, realize maximum acquisition value and build the foundation for change.
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