
WHAT IF YOU APPLY AGILE 
FRAMEWORKS TO DRIVE 
YOUR IT M&A PROGRAM ? 



GET THE 
   FUTURE 
YOU WANT
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Introduction

GET THE 
   FUTURE 
YOU WANT

IT Merger and Acquisition  
(IT M&A) programs are complex and challenging environments that 
need to be results-oriented and well-coordinated across businesses, 
functions, and IT, they also need to be flexible enough to be 
continuously adapted to an evolving scope.

Agile@Scale frameworks make it possible to tackle the key stakes of 
IT M&A programs. They do this by promoting short iteration cycles, 
being oriented towards business value, reducing time to market, and 
fully synchronizing across teams. 

Agile frameworks are logically suited for Post-Merger Integration 
activities after Day-1, when employees from merged entities can 
work together without any antitrust constraints or legal limitations.

However, by adapting to pre-deal specificities (antitrust limitations, 
independent organizations, different working cultures and 
geographies, et cetera), Agile@Scale and Agile frameworks can 
reduce uncertainty, secure value creation, and accelerate integration 
preparation activities. 
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AGILE METHODOLOGIES ARE TRENDING AND 
BEING ADOPTED BY MANY LARGE COMPANIES

According to a recent survey1, around 97% of companies questioned 
declare the utilization of Agile methods, mostly to accelerate software 
delivery and boost overall productivity, but also because of the flexibility 
brought to the business with its short-term iterative cycles focused on 
results and client satisfaction.

Scaled Agile Frameworks such as SAFe are great 
enablers to onboard Business and IT on the same “Train” 
with clear business value objectives, avoiding “tunnel 
effects” through iterative cycles and synchronization 
points (PI Planning) across domains. 

By bringing together Business and IT, aligning 
objectives, and providing transparency, teams are 
empowered and work towards the same goal. 

Regular “demos” ensure deliverables are aligned with 
program expectations and budget and shorten business 
value delivery lead time. 

This way of working provides alignment and eases 
collaboration between teams from different horizons.

Reasons for adopting Agile

21% 

26%

31%
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37%
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42%

47%

51%

63%

71%

Better manage
 distributed teams

Reduce project cost

Improve team morale

Improve project visibility

Reduce project risk

Enhance delivery predictability

Enhance software quality

Improve business/ IT alignment

Increase productivity 

Enhance ability to
 manage changing priorities

Accelerate software delivery 

Increase software
 maintainability 21%

1 CollabNet VersionOne’s 2019 enterprise agile adoption report

Source: The 14th annual State of AGILE Report, digital.ai
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IT M&A PRE-CLOSING INTEGRATION 
PREPARATIONS ARE COMPLEX, WITH A HIGH 
LEVEL OF UNCERTAINTY AND DIFFERING 
COMPANY CULTURES 

During the pre-closing integration preparation 
phase, employees from both companies are 
mobilized to prepare Day-1, with a high focus on 
business continuity and synergy identification. 

The consideration of IT aspects is key to ensuring 
business continuity on Day-1, as it is in the critical 
path of almost all business workstreams’ readiness. 
On the other hand, Day-1 organizational and business 
orientations are continuously adjusted by the business 
in an iterative mode, sometimes until Day-1.

HENCE, THE COMPLETE SYNCHRONIZATION OF 
BUSINESS AND IT AND THE CAPACITY TO ADAPT TO 
SCOPE EVOLUTIONS ARE CRITICAL SUCCESS FACTORS 
TO SECURE DAY-1 READINESS.

In parallel, as both companies are officially still competitors, 
all interactions between respective employees must comply 
to Antitrust rules and clearance processes. 

This “breaks” communication flows and increases lead time 
in the process. Moreover, people at this stage are not yet 
prepared to deal with the differences in organizational 
culture & working modes.

This brings more complexity and generates frustration, 
especially in an international context with collaborators 
in different geographical regions.
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COULD AGILE & AGILE@SCALE PRINCIPLES BE 
APPLIED TO A PRE-CLOSING IT M&A PROGRAM? 

Applying Agile frameworks and 
principles could be considered 
an answer to Day-1 preparation 
and post-merger integration 
(PMI) challenges. However, this 
first requires you to analyze your 
environment and assess your 
starting point.

YOU NEED TO EVALUATE FROM 
WHERE YOU START…

The Level of awareness on Agile 
methodologies within the teams 
involved in the M&A Program is 
key. The adoption effort should be 
minimized to avoid jeopardizing the 
Day-1 preparation phase.

Are teams dedicated to your M&A 
Program? Agile working promotes 
dedicated teams, responsible for their 
respective perimeters.

Teams’ geographical localizations 
also need special attention, even if 
Agile frameworks are now efficiently 
deployed in global multi-site.

Availability of collaborative tools 
common to both companies is a 
key enabler in M&A preparation, 
especially in the case of multi-
country localizations. This can 
represent a huge unexpected 
technical challenge when faced with 
important differences in tools and 
the digital workplace environment.

…AND ACKNOWLEDGE 
SOME STRUCTURAL 
INCOMPATIBILITIES 

Antitrust limitations are 
probably most in opposition 
to Agile and Agile@Scale 
concepts, which promote 
real-time collaboration 
and synchronization.

Culture and working mode 
differences are also frequent 
roadblocks, but they may also 
be turned into opportunities to 
converge common Agile working 
principles. 

Agile@Scale benefits for IT M&A programs

‘
Agile@Scale
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M&A

programs

Tools

Locations

Antitru
st

Agileknowledge

Te
am

s 
cu

ltu
re

Agile@ScaleValue

Synhcronization withProgram 
Increment (PI) planning: a face-
to-face event every 3 months to 
align all the teams on the next
realizations

Agile@ScaleValue

Dedicated team & roles and 
scrum rituals
To manage global planning, 
interdependencies and implement
the methodology according to best 
practice

Agile@Scale Value

Projects in Agile or Agile like 
targeting a goal through iterative
results and an evolving scope with
rapid response to change

,
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AN OPPORTUNITY TO 
INCLUDE AGILE@
SCALE IN THE DNA OF 
THE NEWCO?

BEFORE DAY-1, TEAMS MUST STAY FOCUSED ON 
BUSINESS CONTINUITY, DESPITE THE IMMINENT 
MAJOR CHANGE. 

Pre-Closing Integration Preparation is the right 
phase to start paving the way with Agile principles 
within both companies using M&A teams: “Big-bang 
transitions are hard. It may be better to roll out 
Agile in steps.”

• Choose and start with a core team of “early 
adopters” from IT and Business M&A teams and 
define together a working mode consistent with 
Agile principles, compliant with antitrust, and 
other environment constraints. Start with program 
leads and managers, they will progressively spread 
the principles within their teams

• Use early successes as “Proof-of-Concept” to 
communicate the approach and gain more 
sponsorship and further adopters

• Leverage early adopters that will play the role of 
ambassador and change agent, both in their legacy 
companies and in the Newco

APPLY AGILE METHODS TO PREPARE THE 
RAMP-UP POST DAY-1 AS A VEHICLE OF 
CONVERGENCE FOR THE TWO LEGACIES

• Capitalize on early adopters’ results to onboard 
more people and spread key principles within their 
operational teams

• Obtain sponsorship at CxO level, starting with the 
executives early adopters are reporting to

• Synchronize with change management plans to 
ensure a strong impact before and after Day-1

• Mobilize a team and launch a first “SAFe train” on 
topics bringing value to the business

• Then scale up and enlarge the scope

Source: The 14th annual State of AGILE Report, Version One
Source:  Harvard Business Review: “Agile at Scale”, May 2018,  

by Darrell K. Rigby, Jeff Sutherland, Andy Noble
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A frequent pitfall in M&A programs is wanting to do too much on 
Day-1. Companies should rather keep a tight scope and focus on 
what is mandatory to ensuring business continuity and the quick 
release of synergies.

Applying Agile methodologies, including Agile@Scale, must 
leverage this basic principle and avoid making additional challenges 
out of time and complexity. But success here requires some 
intangible prerequisites: a solid foundation of Agile culture and 
methodologies and, of course, efficient working modes and 
collaborative tools promoting agility.

DON’T MAKE DAY-1 BIGGER 
THAN IT SHOULD BE
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Get the future you want     |     www.capgemini.com/service/invent

As the digital innovation, design and transformation brand of the Capgemini Group, Capgemini Invent enables CxOs to 

envision and shape the future of their businesses. Located in more than 36 offices and 37 creative studios around the world, 

it comprises a 10,000+ strong team of strategists, data scientists, product and experience designers, brand experts and 

technologists who develop new digital services, products, experiences and business models for sustainable growth. 

Capgemini Invent is an integral part of Capgemini, a global leader in partnering with companies to transform and manage 

their business by harnessing the power of technology. The Group is guided everyday by its purpose of unleashing human 

energy through technology for an inclusive and sustainable future. It is a responsible and diverse organization of over 

340,000 team members in more than 50 countries. With its strong 55-year heritage and deep industry expertise, Capgemini 

is trusted by its clients to address the entire breadth of their business needs, from strategy and design to operations, fueled 

by the fast evolving and innovative world of cloud, data, AI, connectivity, software, digital engineering and platforms.  

The Group reported in 2021 global revenues of €18 billion.
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