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EXECUTIVE SUMMARY

Acquisitions create
ownership immediately.
They do not create alignment.

The transaction may be completed in a matter of months. Integration often requires years.

Most organisations approach post-acquisition integration as an operational exercise. Systems are consolidated.

Reporting lines are adjusted. Functions are combined. Synergies are calculated.

Yet despite these efforts, a significant proportion of acquisitions fail to achieve their intended value.

The reason is rarely financial.

The reason is structural.

Every acquisition combines multiple systems that were never designed to operate together: different

governance models, different decision structures, different operating rhythms, different capabilities, different

cultural assumptions, different institutional logics.

Without deliberate integration, complexity increases while coherence declines.

Post-Acquisition Integration examines how organisations align authority, capabilities, governance, operating

models and institutional identity following acquisition.

The objective is not consolidation.
The objective is coherence.
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THE CENTRAL THESIS

Why Most Acquisitions

Fail After Closing

Most acquisitions fail after the transaction is completed.

Not because value was mispriced.

Not because strategy was incorrect.

Not because due diligence was inadequate.

They fail because systems that were never designed to operate

together are expected to function as one.

Ownership changes immediately.

Behaviour does not.

Authority does not.

Culture does not.

Decision-making does not.

Capabilities do not.

An acquisition therefore creates a paradox.

The organisation appears unified externally while remaining fragmented internally.

Post-Acquisition Integration is not an operational process.

It is a governance process.

The objective is not consolidation.

The objective is coherence.
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VALUE CREATION LOGIC

Why Acquisitions

Happen

Acquisitions are not integration exercises.

They are value creation exercises.

Organisations acquire other organisations to accelerate outcomes that would be slower, more expensive or

impossible to achieve organically.

TYPICAL VALUE CREATION OBJECTIVES

Capability Expansion

Acquiring expertise, talent or intellectual property not available internally.

Market Access

Entering new geographies, customer segments or distribution channels.

Portfolio Synergies

Creating value through the combination of complementary business systems.

Scale Economies

Reducing unit costs and increasing operational leverage across the combined entity.

Strategic Positioning

Strengthening competitive advantage in existing or adjacent markets.

Geographic Expansion

Establishing presence in regions where organic growth would be prohibitively slow.

Technology Acquisition

Obtaining systems, platforms or capabilities that accelerate transformation.

Brand Portfolio Development

Building a portfolio of differentiated brands with distinct market positions.

The transaction creates the possibility of value.

Integration determines whether that value becomes real.

Without integration, strategic rationale remains theoretical.

Without governance, integration remains incomplete.



OPERATING PLAYBOOK 03 POST-ACQUISITION INTEGRATION

Virgili Studio The Situation 5

01 — THE SITUATION

When Integration

Becomes Necessary

Post-acquisition integration becomes necessary whenever ownership changes but organisational alignment

remains incomplete.

Typical situations include:

Strategic Acquisitions

Acquiring capabilities, brands, markets or technologies that require operational alignment.

Private Equity Platform Investments

Building value through integration and scale across portfolio companies.

Buy-and-Build Strategies

Combining multiple organisations into a coherent, functioning system.

Family Business Acquisitions

Aligning ownership transition with operational continuity and cultural heritage.

Cross-Border Acquisitions

Integrating organisations shaped by different national, cultural and governance contexts.

Capability Acquisitions

Acquiring expertise that must be preserved rather than absorbed or standardised.

Multi-Brand Portfolio Integration

Creating coherence without destroying differentiation or brand equity.

The transaction may close in a single day.

Integration begins the day after.
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02 — THE STRUCTURAL PATTERN

One Deal.

Two Operating Systems.

The most common misconception in acquisitions is the belief that ownership creates integration.

It does not.

Ownership creates control.

Integration requires alignment.

Every acquisition combines two operating systems.

Each system contains its own logic:

· Decision structures and governance mechanisms

· Information flows and reporting architecture

· Leadership dynamics and authority maps

· Cultural assumptions and operating norms

· Capability ownership and institutional memory

The challenge is not eliminating difference.

The challenge is governing difference.

The strongest integrations do not force uniformity.

They create coherence.

FINANCIAL REALITY

Ownership transfers

on day one.

OPERATIONAL REALITY

Alignment is built

over time.
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03 — WHAT BREAKS

When Integration

Is Poorly Governed

Failure follows predictable patterns.

Decision Rights

Authority becomes unclear. Multiple leaders believe they own the same decision. Execution stalls.

Capability Ownership

Critical functions overlap or disappear. Expertise becomes fragmented or lost entirely.

Operating Rhythm

Different planning and execution cycles collide. The organisation loses its ability to coordinate.

Information Flows

Visibility decreases despite increased reporting. Leaders operate without shared intelligence.

Leadership Alignment

Competing priorities emerge across the combined organisation. Direction becomes incoherent.

Culture

Informal systems reject imposed structures. The integration is resisted without open conflict.

Identity

Employees become uncertain about what the organisation represents and where it is headed.

Execution

Performance declines despite the strategic logic of the transaction remaining intact.
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04 — INTEGRATION ARCHITECTURE™

The Eight Layers of

Coherent Integration

Integration should be approached through eight interconnected layers.

Each layer must be understood before it can be redesigned.

Each layer is dependent on the layers below it.

Coherence requires that all layers function together.

INTEGRATION ARCHITECTURE™

01 Identity Why does the combined organisation exist?

02 Governance How will authority be structured?

03 Capabilities Which capabilities must be protected?

04 Structure How will accountability be distributed?

05 Operating Rhythm How will decisions be reviewed?

06 Information How will visibility support execution?

07 Economics How will incentives be aligned?

08 Continuity How will coherence survive integration?
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04 — INTEGRATION ARCHITECTURE™  (CONTINUED)

Layer 01 — Identity

·  Why does the combined organisation exist?

·  What must remain true across both systems?

·  What cannot be compromised during integration?

Layer 02 — Governance

·  How will authority be structured across the combined entity?

·  Who decides what, and at which level?

·  How will conflicts in authority be resolved?

Layer 03 — Capabilities

·  Which capabilities create competitive advantage?

·  Which must be preserved, regardless of efficiency?

·  Where do capabilities overlap, and where do they complement?

Layer 04 — Structure

·  How will accountability be distributed across the combined organisation?

·  Where will reporting lines be unified, and where will autonomy be maintained?

Layer 05 — Operating Rhythm

·  How will decisions be reviewed and coordinated?

·  What governance cadence will sustain alignment over time?

Layer 06 — Information

·  How will visibility be maintained across the combined system?

·  What information do leaders need, and how frequently?

Layer 07 — Economics

·  How will resources, incentives and performance measurement be aligned?

·  What behaviours does the economic model reward?

Layer 08 — Continuity

·  How will coherence be sustained beyond the integration period?

·  What structures ensure the combined organisation continues to evolve?
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05 — THE FOUR INTEGRATION DOMAINS™

Four Domains.

One Coherent System.

THE FOUR INTEGRATION DOMAINS™

DOMAIN 01

Governance Integration
Align authority · Align decisions · Align accountability

DOMAIN 02

Capability Integration
Align ownership · Align execution · Align critical functions

DOMAIN 03

Cultural Integration
Align standards · Align behaviours · Align expectations

DOMAIN 04

Economic Integration
Align incentives · Align resources · Align performance logic

Domain 01 — Governance Integration

Governance is the first integration layer.

Authority must be clarified before structures are redesigned.

Questions include: Who decides? Who validates? Who owns performance? Who resolves conflicts between the

two systems?

Governance integration does not mean centralisation. It means clarity.

Domain 02 — Capability Integration

Capabilities create value. Integration must identify: duplicated capabilities, missing capabilities, critical

capabilities and those that are founder-dependent.

The objective is not simplification.

The objective is capability preservation and enhancement.
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05 — THE FOUR INTEGRATION DOMAINS™  (CONTINUED)

Domain 03 — Cultural Integration

Culture is often treated as a communication challenge.

It is not.

Culture determines how decisions are interpreted and executed at every level of the organisation.

Integration requires deliberate alignment of: behavioural expectations, operating norms, leadership standards

and institutional values.

Cultural integration cannot be mandated. It must be modelled.

Domain 04 — Economic Integration

Economic logic determines sustainability.

The combined organisation must align: resource allocation, investment priorities, incentive structures and

performance metrics.

Incentives that reward legacy behaviour will produce legacy behaviour.

Without economic integration, operational integration remains incomplete.

KEY PRINCIPLE

Governance must precede structure.

Structure must precede culture.
Economics must reinforce all three.
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06 — THE THREE-PHASE PROCESS

From Diagnosis

to Activation

Integration does not begin with redesign.

Integration begins with understanding what exists.

THREE-PHASE PROCESS

Phase 01

Integration Diagnosis

OUTPUTS

·  Integration Risk Assessment

·  Governance Gap Analysis

·  Capability Mapping

·  Cultural Mapping

·  Leadership Alignment Assessment

Phase 02

Target Integration Design

OUTPUTS

·  Integration Architecture

·  Governance Model

·  Decision Rights Framework

·  Operating Model Alignment

·  Capability Ownership Model

Phase 03

Integration Activation

OUTPUTS

·  Integration Roadmap

·  Governance Forums

·  Leadership Cadence

·  Performance Reviews

·  Continuity Framework
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INTEGRATION TIME HORIZONS

Day 1. Day 100.

Day 1000.

Acquisitions create different realities across different time horizons.

The strongest organisations understand that integration is not a single event.

It is a progressive transformation.

DAY 1

Ownership Changes

Legal control transfers.

Expectations increase.

The organisation remains largely

unchanged.

DAY 100

Alignment Begins

Governance structures emerge.

Decision rights become visible.

Operating models begin to

converge.

The first signs of integration appear.

DAY 1000

Institutional Integration

The combined organisation operates

through a shared governance logic.

Capabilities are aligned. Leadership

is coordinated.

Cultural standards become

transferable.

The acquisition becomes a coherent

system.

The objective of integration is not Day 1.

The objective is Day 1000.
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07 — INTEGRATION DEPENDENCY MAP

Understanding

System Dependencies

Every acquisition creates dependencies.

Dependencies exist between people, systems, processes, capabilities and institutions.

These dependencies must be understood before they can be governed.

Dependencies that are ignored become failure points.

INTEGRATION DEPENDENCY MAP

Acquirer

Governance

Capabilities

Operating Model

Culture

Identity

Target Organisation

Governance Dependencies

Decision structures that connect the acquirer to the target.

Capability Dependencies

Specialised expertise that cannot be easily replaced or replicated.

Cultural Dependencies

Behavioural norms that shape how the organisation functions informally.

Leadership Dependencies

Relationships and influence networks that sustain institutional trust.



OPERATING PLAYBOOK 03 POST-ACQUISITION INTEGRATION

Virgili Studio Portfolio Integration 15

PORTFOLIO INTEGRATION

Not Everything

Should Converge

Not every acquisition should become identical.

Some acquisitions create value through standardisation.

Others create value through differentiation.

The objective is not always to integrate everything.

The objective is to determine which elements should converge and which should remain distinct.

In portfolio environments, excessive integration can destroy value.

These assets often generate the very value that justified the acquisition:

·  Brand identity

·  Specialised capabilities

·  Entrepreneurial culture

·  Market positioning

·  Customer perception

The challenge is therefore not integration alone.

It is selective integration.

What must be shared.

Common governance, decision rights,

economic logic and institutional

standards.

What must be aligned.

Operating rhythm, performance metrics,

reporting architecture and information

flows.

What must remain independent.

Brand identity, specialist capabilities,

entrepreneurial culture and market

positioning.

The strongest portfolio systems do not eliminate difference.

They govern it.
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08 — FAILURE MODES

Eight Ways Integration

Destroys Value

When integration is poorly governed, failure follows predictable patterns.

Understanding these patterns is the first step to avoiding them.

FAILURE MODES

Governance Vacuum

Ownership exists. Authority does not.

Forced Standardisation

Difference is eliminated rather than integrated.

Capability Destruction

Critical expertise disappears during integration.

Leadership Fragmentation

Multiple centres of authority emerge.

Cultural Rejection

The target organisation rejects imposed systems.

Identity Erosion

Strategic differentiation becomes diluted.

Synergy Illusion

Expected value never becomes operational reality.

Integration Fatigue

The organisation loses momentum before completion.
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09 — INTEGRATION READINESS SCORECARD

Assessing Organisational

Readiness

Integration readiness is assessed across seven dimensions.

Each dimension is measured against a four-stage maturity progression: Disconnected, Aligned, Integrated and

Governed.

INTEGRATION READINESS SCORECARD

Disconnected Aligned Integrated Governed

Governance Alignment

Capability Alignment

Leadership Alignment

Cultural Alignment

Information Alignment

Economic Alignment

Continuity Readiness

Disconnected Aligned Integrated Governed

Disconnected Systems operate independently with no shared logic or authority.

Aligned Systems share common direction but have not been formally integrated.

Integrated Systems operate under a common governance and capability framework.

Governed Integration is self-sustaining and institutionally embedded.
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10 — TYPICAL DELIVERABLES

What Integration

Produces

GOVERNANCE DELIVERABLES

·  Integration Governance Architecture

·  Decision Rights Framework

·  Executive Governance Forums

·  Authority Matrix

CAPABILITY DELIVERABLES

·  Capability Integration Map

·  Functional Ownership Matrix

·  Critical Capability Assessment

·  Operating Model Alignment

CULTURAL DELIVERABLES

·  Cultural Diagnostic Report

·  Behavioural Standards Framework

·  Integration Communication Model

·  Leadership Standards Charter

EXECUTIVE DELIVERABLES

·  Integration Roadmap

·  Risk Assessment

·  Steering Committee Framework

·  Executive Integration Dashboard

CONTINUITY DELIVERABLES

·  Continuity Framework

·  Leadership Cadence Design

·  Governance Activation Plan

·  Long-Term Alignment Review
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11 — RELATED SYSTEMS

The Virgili Studio

Operating System

Post-Acquisition Integration connects directly to the broader Virgili Studio operating system.

Each system can be engaged independently.

Together, they form a coherent institutional architecture.

Operating Model Design™

Designing the governance, decision and operating infrastructure of the organisation.

Founder Transition™

Managing the transition of authority from founders to institutional leadership.

Governance Architecture™

Building the authority structures that govern the organisation at every level.

Governance Spine™

Installing the decision-making backbone that runs through the organisation.

Institutional Architecture™

Designing the organisational logic that allows institutions to evolve and scale.

ISI™

Institutional Systems Integration — aligning operating systems at institutional scale.
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12 — RELATED PLAYBOOKS

The Playbook Library

The Operating Playbook Library addresses the full arc of institutional challenges:

01 Operating Model Design Designing the governance and operating infrastructure.

02 Founder Transition Managing authority transition to institutional leadership.

03 Post-Acquisition Integration Aligning organisations after acquisition.

04 Organisational Scaling Governing organisations through rapid growth.

05 Family Business Governance Aligning family, ownership and institutional logic.

06 Business Transformation Redesigning operating models for strategic change.

07 Portfolio Governance Governing multi-entity structures and platforms.
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Closing Statement

Transactions create ownership.

Integration creates value.

The strongest acquisitions do not simply combine organisations.

They create coherent systems capable of operating,

deciding and evolving together.

Post-Acquisition Integration is therefore not

the management of change.

It is the construction of institutional coherence.

The objective is not consolidation.

The objective is continuity, alignment and long-term value creation.

Virgili Studio

Executive Operating Studio Brand · Product · Systems · Capital European Union · Milan


