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Executive Summary

Mergers and Acquisitions are powerful levers for growth — enabling organisations to expand capabilities,
enter new markets, and achieve operational scale. Yet, a lot of M&A initiatives fail to deliver expected value:
most often due to poor technology integration, security gaps, and lack of architectural alignment.

The success of an M&A transaction is not determined at deal closure — it is determined during post-merger
integration (PMI). The technology landscape is a critical area where value can be created or lost.
Architectural misalignment, fragmented identity systems, undocumented dependencies, and inconsistent
security policies can rapidly undermine even the most strategically sound acquisition.

Simplex Services supports organisations across five focus areas to address M&A complexity through
structured, outcome-driven integration. Its structured approach positions technology integration as a core
strategic consideration from the earliest stages of due diligence through to long-term operational
governance.

e!;l?} Technology Due Diligence
N Assess infrastructure, applications, and risk before deal closure

i} Integration Architecture
¢ & Define unified target-state architecture across cloud and on-prem

O
O

Identity & Security Alignment
Consolidate identity systems and enforce unified security baselines

i

@ Data & Workload Migration
(983 Move data at scale with integrity, continuity, and minimal disruption
AL

Governance & Compliance
Establish frameworks for long-term operational sustainability
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The Role of Enterprise
Architecture in M&A

Enterprise Architecture acts as a critical link between business strategy and technology execution.

In an M&A context, it provides the language, the frameworks, and the governance structures that allow
two organisations to understand each other's technology estates — and to chart a credible,
risk-managed path toward integration. Without this discipline, integration programmes risk becoming
reactive and inefficient.

The architectural approach needs to be structured across three critical horizons: rigorous pre-deal due
diligence, Day-1 operational readiness, and a clearly defined target-state architecture that guides
every integration decision. Each horizon demands distinct expertise and produces distinct deliverables,
together forming a coherent programme that transforms complexity into clarity.

Technology Due Diligence

e Assessment of infrastructure, applications, and dependencies

e |dentification of technical debt and integration risks

® Security posture evaluation: identity, endpoints, access controls

Day 1 Readiness

e Seamless communication and collaboration across entities

e |dentity federation or consolidation strategies

®  Secure access to critical systems from Day 1

Target State Architecture
e Unified cloud strategy: Azure, AWS, and hybrid environments
e |dentity consolidation: Entra ID, Active Directory

e Security frameworks and unified data platforms



Key Value Areas

Identity & Access Management Integration

M&A transactions often introduce identity fragmentation at scale. When two organisations merge, their
identity estates — Active Directory forests, cloud tenants, role definitions, and privileged access
structures — rarely align neatly. The result is a set of inconsistent access controls that increases security
exposure and operational complexity.

|dentity integration should be approached as a foundational programme workstream, not a downstream
IT task. The architects need to design and implement identity consolidation or coexistence models that
are appropriate to the deal structure, timeline, and risk appetite of the combined organisation. It is
essential to align Active Directory environments, rationalise Entra ID tenancies, standardise role-based
access control across the estate, and enforce privileged access governance through solutions.

% Active Directory Consolidation or Coexistence
Architecture-led decisions on forest merge versus trust-based coexistence, matched to
deal timelines.

Entra ID Tenant Alignment
Tenant-to-tenant migration or federation strategies that preserve productivity and
enforce security.

RBAC Standardisation

—=—  Rationalised role structures that eliminate over-privileged access across the merged
organisation.

TR Privileged Access Governance
Just-in-time access controls to reduce blast radius and audit exposure.

Outcome: Secure, seamless user access across merged organisations from Day
1, with a consistent and auditable identity architecture that supports future

organisational growth.




Key Value Areas

Infrastructure, Cloud & Data Migration

Infrastructure and data are the twin pillars of post-merger technology integration. Organisations that address
these workstreams reactively, rather than through planned transformation, often experience operational
disruption, cost overruns, and user productivity loss.

~0 Infrastructure & Cloud Transformation
E <Z e Standardisation of on-premises and cloud infrastructure
e Azure landing zone design and implementation
e Hybrid connectivity and network integration

e Data centre consolidation strategies

Outcome: Reduced operational complexity and sustained cost optimisation.

/-.>>  Data Migration & Modernisation

—
—

7y e Migration of large-scale file shares at terabyte scale

A
A
A

e Transition to SharePoint, OneDrive, and Azure Files

e Data classification and integrity validation

Link remediation and dependency management

Outcome: Business continuity maintained with minimal disruption to end users.




Key Value Areas

Security, Compliance & Automation

Security posture and governance maturity are two of the significant and often under-prioritised dimensions
of post-merger integration. The moment two organisations merge, their combined attack surface expands
dramatically. Unresolved security baseline differences, inconsistent endpoint management, and gaps in audit
readiness create compounding risk that is increasingly difficult and costly to remediate the longer it persists.

These challenges can be addressed through a unified security alignment programme and a governance
framework built for long-term operational sustainability. An automation-supported approach helps ensure
that the controls implemented are not point-in-time measures, but the foundation of a scalable, repeatable,
and auditable operational model.

~©@ Security & Compliance Alignment
8 e Unified security baselines via Microsoft Defender and endpoint security
e Continuous access reviews and audit readiness programmes
e Policy standardisation across all environments

e Risk and controls alignment across the combined estate

Outcome: Reduced risk exposure and enhanced compliance posture.

Automation & Governance
e Automated identity lifecycle management at scale

® Power Automate and workflow-driven approval processes
e Continuous monitoring and executive reporting

e Governance frameworks designed for long-term sustainability

Outcome: Scalable, repeatable, and fully auditable operations from integration through to BAU.




The M&A Integration
Framework

Simplex Services follows a structured, phased integration framework developed through extensive
experience in complex, large-scale M&A programmes.

Each phase is designed to produce concrete deliverables, reduce compounding risk, and maintain business
continuity — while steadily advancing the organisation toward its target-state architecture. The framework is

not a rigid template; it is a structured methodology that adapts to the specific deal structure, timeline, and
risk profile of each client.
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This phased approach ensures that every integration decision is traceable to a defined architectural
objective, and that the organisation retains full visibility of programme progress, risks, and outcomes at every
stage. Governance checkpoints between phases provide natural opportunities to reassess priorities, validate

assumptions, and align stakeholders — ensuring the integration programme remains tightly coupled to
business strategy throughout its lifecycle.
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Common Pitfalls in M&A

The most persistent causes of M&A value destruction are not strategic misalignment at the board-
room level — they are predictable, addressable technology and architectural failures that occur during

integration execution.

Organisations that have attempted integrations without structured architectural governance frequent-
ly encounter similar challenges. Simplex Services has developed targeted solutions for each, drawing
on deep technical expertise and proven execution frameworks.

Challenge

Disparate identity systems

Poor data visibility

Legacy application
dependencies

Security policy gaps

Lack of governance
frameworks

Business Impact

Access issues, elevated
security risks, user
productivity loss

Migration failures,
data loss, compliance
exposure

Integration delays and
unexpected programme
costs

Expanded attack surface
and compliance risk

Operational inefficiency
and audit failure
post-integration

Identity consolidation,
federation, and RBAC
standardisation

Structured data discovery,
classification, and integrity
validation

Application dependency
mapping and
risk-prioritised

remediation

Unified security baseline
deployment across the
combined estate

Automation-led
governance and policy
frameworks for BAU
sustainability

Organisations that fail to address these challenges systematically during integration consistently
report that the cost of remediation post-merger often exceeds the cost of early intervention.
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Case Study

Post-Acquisition Integration and Technology Modernisation for a Global Asset Manager
Following the acquisition of a UK and Europe-based entity, the global asset manager operated with fragmented
platforms, identities, and support models. A multi-year integration and modernisation programme was required to
unify technology, reduce operational divergence, and enable seamless global collaboration across regions.

Challenges

Fragmented service and support models leading to inconsistent processes and user experience.
Disconnected regional operations with unfederated collaboration platforms and limited cross-region visibility.
Legacy infrastructure and disparate networks restricting scalability and increasing operational risk.
Inconsistent identity and security frameworks creating compliance exposure.

Limited readiness for future acquisitions due to the absence of a unified operating model.

Approach

Unified Microsoft 365 services for 700+ users, consolidating Exchange, Teams, SharePoint, and OneDrive with
standardised governance.

Consolidated Active Directory domains and established a global identity model with modern authentication and
conditional access.

Integrated regional networks into a unified global architecture with consistent routing, connectivity, and security
baselines.

Executed data centre exits, decommissioned legacy platforms, and enabled cloud-aligned infrastructure.
Integrated ServiceNow and standardised service management processes, SLAs, and support structures.

Defined a target operating model to support repeatable, scalable integration for future M&A activity.

Outcomes

Seamless global collaboration through a unified Microsoft 365 environment.

Strengthened identity and security governance with consistent controls and modern authentication.
Modern, cloud-aligned infrastructure improving resilience and reducing operational overhead.
Improved network performance supporting cross-region operations and applications.

Operational efficiency and standardisation through unified service management.

Future M&A readiness enabled by a repeatable operating model and enterprise-wide integration patterns.
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Summary

Simplex Services helps organisations with their M&A integration programmes achieve outcomes that
are measurable, sustainable, and strategically significant.

lts approach is not defined by the completion of integration tasks — it is defined by the long-term
value for the clients. M&A is not merely a financial transaction; it is a technology transformation
journey, and the quality of architectural leadership applied to that journey determines whether the
deal creates or destroys value.

® Faster PMI: Structured frameworks and proven execution methodologies accelerate post-merger
integration timelines.

e Reduced Risk: Unified security baselines and governance controls materially reduce operational
and compliance exposure.

e Day 1 Productivity: |dentity and access readiness ensures users are productive and secure from
the moment the deal closes.

® Future-Ready Architecture: Target-state design produces a scalable, modern platform built for
long-term business growth.

® Cost Optimisation: Infrastructure consolidation and automation deliver measurable, sustained
reductions in operational cost.

Speak To Us

Simplex Services provides technology integration, architecture, and governance support for organisations
undergoing mergers and acquisitions. Its services span due diligence, identity and security alignment,
infrastructure transformation, and long-term operational governance.

To discuss how Simplex can support your next M&A programme, write to us at sales@simplex-services.com.



