
Food & beverage M&A: 
streamlining technology

The CTO role in maximising value 



Food and beverage is the nation’s largest
manufacturing sector. But with brands under
pressure and the need to become more
efficient, companies are looking to find ways
to extend and manage their product portfolio.
Acquisitions have been one approach to this.

Does the Chief Technology Officer have the
power to transform the effectiveness of M&A
activity? The CTO is all too often not central
to the process. Here’s why that should be
changed.

Creating value from acquisitions?

Acquisitions may be motivated by increasing
the product range, widening geography,
accessing innovation or new capabilities or
achieving scale with multiples and consequent
efficiencies. But whatever the logic going into
the deal, the outcome is often not what is
expected. Much of the research on M&A
confirm the so-called “buyers curse”.
Shareholder value is too often destroyed – the
winners are the sellers and the buyers discover
they have paid too much and cannot - or do
not - realise the synergies that are needed to
justify the acquisition premium.

IT is critical in acquisitions.

The identification, evaluation and
implementation of acquisitions is usually the
domain of the CEO and CFO assisted by their
staff and industry experts or advisors. But
realising the synergies from post-acquisition
integration is about consolidating and
streamlining business processes, including
people and culture, and information systems
and IT.

Studies suggest that as much as 50-60% of the
anticipated acquisition synergies are related to
IT initiatives – and that perhaps 10-15%
savings on overall costs are possible but
dependent upon systems integration.

This means the CTO role is central to 
successful acquisitions.

The CTO (or CIO) has three major roles in post-
acquisition management:

• first to “keep the lights on” in both 
acquirer and acquired company; 

• second to integrate and combine the two 
companies’ IT functions; and 

• third – and most importantly - to support 
the integration of the business functions. 

Whilst reduction in the costs of the IT function 
itself (reduced headcount and infrastructure 
costs and procurement economies of scale) 
can contribute to the savings, the broader 
business-wide benefits that good IT strategy 
and management can enable are of far greater 
value.



Four key steps for success.

To get the desired synergies and deliver 
shareholder value, here are four key activities 
related to an acquisition for which the 
involvement of the CTO is vital.

1) Ensure your IT architecture is appropriate 
for an acquisition strategy.  To embark on 
an acquisition, your own IT needs an 
appropriate scalable architecture. This will 
make the process of post-acquisition 
integration more straightforward and 
more likely to succeed.  Early preparation 
– well before embarking on the acquisition 
trail – will set the scene and make success 
more likely.  Put simply, make sure your 
own house is in order before you make 
any acquisitions.

2) Ensure the CTO is part of the team that 
identifies the target and makes an initial 
offer.  Given the importance of 
streamlining and consolidating IT post-
acquisition, it is important that the initial 
assessment and offer considers the likely 
challenges, costs and benefits foreseen in 
post-acquisition integration.  This might 
change perception on an otherwise 
desirable target, and provides an 
important input into the economics of the 
acquisition and therefore any initial price 
proposal prior to full due diligence.

3) Involve the CTO in due diligence.  CTOs 
and the heads of IT are often not brought 
in to the due diligence exercise.  But their 
involvement, given the importance of 
systems, is essential.  By being involved, 
vital information can be gleaned.

The due diligence programme needs to 
include:  

• Conducting an audit of the target’s systems 
– hardware, software, enterprise platforms 
and corporate programs.  This is to be 
evaluated considering the technology of 
the acquiring company.   This will enable a 
better understanding of the issues in 
integration.  Synergies can be identified –
which can be included in the post-
acquisition planning, or can even enable a 
higher bid, increasing the chances of 
success in a competitive environment.

• Identifying key issues and challenges in 
realising the synergies.  The costs of 
integration can be estimated – what is 
involved in systems integration and what 
will this cost.  By involving the CTO in the 
due diligence – and in the discussions with 
senior line management on the broader 
picture, will help these line managers to 
understand their own requirements post-
acquisition and what they will need to do 
regarding processes, targets and timescales 
for integration.  This will facilitate the 
realisation of synergies across the business 
and create a more unified plan with all 
senior managers.

• A plan for the integration of functions – IT 
itself and across the business.  This will 
involve the heads of all departments and 
will ensure understanding and buy-in to the 
key requirements for realising synergy. This 
might include decisions on systems 
integration, updating or migrating from 
legacy systems. 



4) Ensure the CTO is part of the team that is 
responsible for post-acquisition 
integration.  Having a clear plan for the 
period post-acquisition is essential.  Having 
clear responsibilities for implementing the 
plan – and especially systems integration 
and how this impacts upon the operations 
of the business is vital.  The CTO should be 
an integral part of the management team 
that is delivering the acquisition and its 
integration.

Actions for the CEO, CFO and CTO:

CEOs, CFOs and CTOs need to ensure that 
CTOs are central to the acquisition process –
early dialogue is essential to agree the 
modalities.

What if you don’t have a CTO?

A mid-sized food and beverage company 
interested in acquiring might not have a 
dedicated CTO or resource at the right level.
The CTO skillset will include understanding the 
links between business strategy and 
technology – it’s about how technology can 
enable strategy and contribute to growth.  This 
is more than just being a caretaker for the 
current systems.

Consultancy support could help to solve this –
there are companies now offering CTO-as-a-
Service that can provide an experienced 
individual who has overseen the process of 
integrating technology post-acquisition.

Larger companies may still want to use a 
dedicated resource to assist in a transaction.

Measuring the costs and benefits

Any sizable acquisition relies upon synergies to 
justify the cost.  The quantum of savings 
possible are potentially substantial, and 
investment in ensuring they can be realised is 
well spent.  The overall costs of acquisition can 
mount up – due diligence and management 
time are expensive.  The incremental costs of a 
thorough process for planning for IT 
integration should be considered against the 
potential benefits and the risks of non-
achievement.

How can technology enable growth in food 
manufacturers?   

For a discussion on technology enabled growth 
in food manufacturing see our White Paper 
“Technology – enabling better management 
and performance”. This suggests eight 
questions to help you develop a practical 
approach to using technology to improve 
competitive performance.

For support in your acquisition programme, 
using our CTO as a service, or our resources to 
support your current staff then contact us at 
an early stage in the acquisition process.

To talk to our experts who have overseen the 
integration of information technology in 
acquisitions please contact us.



To talk to experts in 
information technology in 
manufacturing , including a  
free visit to one of the 
Manufacturing Technology 
Centres to see leading edge 
technology in action and 
discuss how this may help 
inform your own strategy, 
please contact us.

Advanced Capability Solutions
ACS is a dynamic and agile consulting and 
technology delivery partner that specialises in 
delivering outcome focussed business, data 
and technology solutions.

We are experts in the integration of multiple 
sources of data, captured through multiple 
channels and technologies to optimise 
business processes and provide the insight to 
satisfy otherwise unmet performance needs.  
We help our clients to contextualise their 
performance and transformational needs, and 
provide them with solutions that solve 
complex business issues.

Using bespoke delivery teams for each 
assignment we take clients on a journey of 
practical IT change, delivering quick wins and a 
positive Return on Investment (ROI) at each 
step of the way. 

We help our clients to: 

• Use technology solutions to provide 
accelerated growth and competitive 
advantage  

• Implement new solutions 
• Integrate applications 
• Contain technology costs 
• Get better insights from their data and 

management information

We have an established onshore advisory and 
delivery capability and  offshore delivery 
centre that has delivered business outcomes 
for some of the world’s largest and most 
demanding organisations. 

For more information visit 
www.acsconsulting.com

Email: alan.moore@acsconsulting.com
Telephone:  +44 207 078 1906 


