
Buying a Business
Successfully Planning an Acquisition

This series, broken into three parts, examines the various stages to 
successfully planning, executing and integrating an acquisition. Each 
part of this series offers advice to help prospective business owners 
considering making an acquisition, such as:

 • The importance of taking a strategic approach to acquisitions;

 • How to maximize deal value through smart execution; and,

 • How to ensure successful integration following an acquisition.

Is now the right time to buy a business?
Business owners often focus on timing and whether it is the right 
time to buy a business. From a timing perspective the current 
Mergers and Acquisitions (M&A) environment is relatively strong:

 • Deal volumes have rebounded significantly from 2008/09

 • The quality of deal opportunities is improving

 • Capital is available and accessible, interest rates are low and 
remain stable and purchase prices are at sensible levels

 • Deals are more widely available

The more ready availability of capital however, has had an impact: 
driving up valuations and creating a “sellers’ market” consisting of 
multiple buyers pursuing a limited number of attractive acquisition 
opportunities. In addition the weak Canadian dollar has made it 
cheaper for international buyers, increasing valuations and raising 
competition for deals.

Notwithstanding this, acquiring because ‘market conditions are right’ 
or ‘we have the available capital’ is not in itself a good enough reason 
to transact. Acquisitions should make sense within a company’s 
overall growth strategy.
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Building an Acquisition Strategy
Best in class companies have a ‘roadmap’ of organic and inorganic routes to achieve business objectives. 
Acquisitions typically only add long term shareholder value if they are an element of this broader corporate 
development strategy. An acquisition strategy does not need to be highly complex, it simply needs to be applied 
consistently and with rigour. Ultimately an acquisition strategy translates your business plan objectives into a list 
of acceptable acquisition targets and deal parameters.

Why build an acquisition strategy?
 • Provides a framework for evaluating acquisition candidates, thereby improving go-to-market efficiencies

 • Enables stakeholders to arrive at consensus about acceptable parameters and ensures ‘deal breakers’ are 
identified early

 • Can be communicated to management, ensuring their buy-in. Management shouldn’t feel threatened by 
acquisitions – rather they should be involved in the process and help identify targets

 • Increases the likelihood that an acquisition will ‘add value’ post integration

 • Allows shareholders to consider what the organization can afford and prepare financially

 • Identify divergences in plan between shareholders 

Questions to ask the shareholder group as you build your acquisition strategy:
 • Where do we see the business going over the next three to five years?

 • How will acquisitions help / Can we get there without acquisitions – e.g. via Joint Ventures, Licence 
agreements etc.?

 • What are we looking for in an acquisition – enlarged product portfolio, broader geographic coverage, 
additional end user markets, targeting specific customers?

 • How does a specific acquisition fit in with the overall business strategy?

Once work on an acquisition strategy is completed implementation can begin.



Buying a Business
Sourcing, Evaluating and Closing an Acquisition

After laying the initial foundations through the creation of an 
acquisition strategy, in the second part of this series we discuss 
successfully sourcing, evaluating and closing an acquisition. 

In our experience the key to successful acquisitions is coupling great 
business strategies with flawless execution. If a transaction is not 
properly managed, it can fail to create — and may even destroy — 
value.

Preparing for an Acquisition
Preparation is key in successfully executing an acquisition. Some 
examples of pitfalls resulting from poor preparation include:

 • Inaccurate valuation – misunderstanding of value drivers or M&A 
metrics due to inadequate upfront market research

 • Failure to capture synergies – unanticipated culture and system 
clashes due to inadequate consideration of integration

 • Roll-up of incompatible smaller business – acquisitions not 
executed as part of a holistic business plan can result in a 
mismatch

 • Failure to close – inability to articulate clear parameters and 
achieve stakeholder consensus upfront can result in ‘last minute’ 
deal failures. These can be especially distracting to management

Financing Acquisitions
Going in to any acquisition process it is important to have a good 
understanding of the financial impact and the amount of new 
capital (debt and equity) that can be raised. Business owners should 
consider the following: 

 • How much surplus cash and untapped credit facilities are 
available for acquisitions?

 • How much new equity or debt can you raise? How can the capital structure be optimized?

 • Can post integration cash flows support the proposed capital structure?

As the level of debt required increases and the debt to EBITDA ratio grows, so too does the cost. An 
over-levered business’s growth may be constrained from servicing debt and interest repayments.
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Getting the Deal Done
We break down the various stages of researching, targeting, negotiating and completing an acquisition as follows:

 • Review the Industry Landscape
 – Outline transaction parameters and internal 

process
 – Define acquisition criteria

 � Products
 � Geography
 � Size, etc.

 – Prepare an industry sector landscape

 • Detailed Target Profile
 – Examine how each can fill strategic gaps
 – Assess the targets’ potential interest
 – Assess cultural fit

 • Moving Forward with the Target
 – Initiate contact with potential targets
 – Sign non-disclosure agreements
 – Exchange financial, commercial and other 

information
 – Conduct management meetings
 – Develop a financial model – determine 

purchase price and structure
 – Define terms in the Letter of Intent

 • Identify and Assess Synergies 
 – Validate synergy assumptions 
 – Conduct high level assessment of risks, issues 

and next steps integration
 – Understand the differences between 

organizations
 – Understand the impact of integrating 

organizations

 • Finalize Deal Terms and Source Capital
 – Negotiate and finalize the Letter of Intent
 – Coordinate due diligence team
 – Finalize the capital structure
 – Commence the capital raise process, if required
 – Develop structure for post-closing reporting 

and integration
 � Consider 100 day plan

 – Negotiate Purchase Agreement including Reps 
and Warranties 

 • Close the Transaction
 – Finalize legal documentation

Some final considerations on getting the deal done:
 • Communication is key – internally in the initial stages and broadening this to a wider group as you move 

towards closing

 • Companies should be looking at value add and how a deal will contribute to their overall strategy rather than 
focusing solely on headline price 

 • In addition to speaking to the shareholders that are selling the business – ensure you also focus on the 
management that will remain post close

At closing the real work begins and the initial post integration work can be the 
difference between a successful and unsuccessful deal.



Buying a Business
Post-Merger Integration

Successful post-merger integration is the key to generating 
sustainable added value for companies. Not doing so is a chief 
culprit in many deal failures. Crafting the right integration plan, 
and implementing it properly, is essential to achieving synergies, 
building value and yielding superior transaction returns. The 
expected synergies can be generated and additional growth 
achieved only if the two companies do indeed become one.

How to Ensure Successful Integration 
Following an Acquisition
Every acquisition is unique in terms of its goals and 
implementation. It is a first-time experience for most of the 
parties involved. This is a complex process, subject to enormous 
stress, high expectations and intense time pressure – and the 
entire transaction must be carried out on top of normal business 
operations.  The success or failure of an integration depends 
largely on the level of preparation – and on the inclusion and buy-
in – of all key functions and stakeholder.

Focusing early on value drivers can lead to greater success 
through enhanced value, and may prevent costly problems. 
Companies should start planning the post-merger integration 
as early and as thoroughly as possible, preferably before the 
closing, in order to be prepared to meet the challenges. Once it is 
announced, there are several priorities that must be immediately 
addressed. Identify everything that must be done prior to close. 
Make as many of the major decisions as you can, so that you 
can move quickly once close day arrives. In a time of major 
uncertainty, fast decisions must be made and responsibilities 
assigned at the very start. 
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Integration Journey

Pre-close
Set the course 
 • Articulate the strategy for the combined entities
 • Determine the degree of integration 
 • Identify and protect core operations
 • Designate the integration leadership at all levels
 • Create a People Change Management plan
 • Develop communication plan 

Plan for Day One
 • Identify and execute Day One requirements across all functions
 • Identify and resolve Day One risks
 • Develop 100 Day plan including quick wins

Design the Future State
 • Identify, value and prioritize key integration initiatives and synergies
 • Develop leadership and organization structure
 • Assess cultural differences

First 100 Days
Execute 100 Day Plan
 • Deliver tactical integration projects
 • Deliver quick wins

Create Detailed Integration Plan
 • Assess resource capacity and requirements
 • Align incentive arrangements with integration objectives

Implementation
Maximise Value Through Future State Implementation
 • Implement, track and monitor integration execution to ensure deal value is captured

Some final considerations on post-merger integration:
 • Be agile on implementation – maintain focus on key issues that will ultimately drive value
 • Adequate communication – both external and internal
 • Manage the integration as a discrete process, separate from the day-to-day running of the business
 • Focus on value creation not price


