Notorious GTM Integration Objectives (and Opportunities!)

M&A success ultimately hinges on effective execution of go-to-market (GTM) strategies,
typically outlined in deal theses in terms of revenue growth, market expansion,
time-to-market advantages, and operational efficiencies. Realizing these benefits
requires a diligence and integration strategy that holistically addresses cross-functional
complexities, and a decisioning model to handle iterative adjustments over time. Here
we'll look at several common GTM integration objectives and their complexities, and key
ingredients for solutioning.

TL;DR

e Typical “Big Rock” GTM objectives for acquisitions: Cross-Selling and Revenue
Synergy Realization, Product Portfolio Rationalization and Bundling, Customer
Experience Unification, Partner Ecosystem / Channel Integration

e Common-thread takeaway: to capture value through any of these objectives, it's
critical to consider: “what are we trying to achieve in the market with this
acquisition?”, what are the biggest “hard edges” that will constrain your execution
plan (e.g. legal, regulatory, security, budgetary factors), and then build
cross-functional integration solutions that realize your objectives while
addressing limiter and risk factors.

e Tiger Team MR&A specializes in helping clients navigate these complexities! We
guide deal strategy, integration and governance planning, and targeted
decisioning / value-capture troubleshooting for these high-impact topics (and
beyond). engage@tigerteammna.com | tigerteammna.com

Cross-Selling and Revenue Synergy Realization

Cross-selling initiatives epitomize the promise of M&A value creation, and also rank
among the most operationally demanding integration objectives. When an acquirer
plans to bundle its products with the target’'s offerings—particularly in enterprise
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segments—the integration demands clear strategy and coordination across seven
functional areas:

1. Sales Operations: Aligning incentive structures between legacy and acquired
sales teams while retraining reps on combined product suites.

2. Contracting/Legal: Reconciling disparate master service agreements (MSAs),
pricing terms, and liability clauses without triggering renegotiations.

3. Billing Systems: Bridging incompatible invoicing platforms through temporary
"glue” solutions while developing unified billing architectures.

4. Customer Support: Maintaining service levels despite knowledge gaps as
support teams learn new product intricacies.

5. Product Management: Identifying technical dependencies and compatibility
roadblocks that impact bundling feasibility.

6. Marketing: Repositioning combined solutions through coherent messaging that
avoids brand dilution.

7. Finance: Tracking attribution of cross-sell revenues to validate synergy
assumptions embedded in the deal model.

A global cloud software provider’s experience illustrates this complexity: After acquiring
a cybersecurity startup, they discovered their enterprise customers required separate
security assessments for the bundled product, adding six weeks to sales cycles. This
threatened to negate GTM targets and timeline assumptions built into their original deal
rationale. By creating a cross-functional "deal acceleration team" with delegates from
legal, Sales and SalesOps, and Procurement, they reduced this bottleneck to 10 days
through standardized customer assessment templates and joint training.

Industry studies indicate successful cross-selling integrations can yield 12-25%
revenue uplift within the first 18 months, but only 13% of acquirers achieve synergy
results due to underestimating operational interdependencies and the critical need for a
cross-functional solution.

Product Portfolio Rationalization and Bundling

Rationalizing overlapping products while creating market-ready bundles requires
balancing product marketing priorities, technical integration objectives, and customer
experience continuity. Additionally and crucially, an acquirer can't lose sight of the
Basic integration scenario relevant to each acquisition: does the deal thesis rely on
bringing all acquired products to market, or should only some be kept in market receive
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continued funding for engineering, operations, and support? Integration budgets and
resource allocation should carefully avoid applying identical efforts on each acquired
product.

A medical device acquirer’s acquisition highlighted complexities in merging robotic
surgery platforms central to their GTM integration plans:

e Engineering: Kernel-level software conflicts between the acquirer’s Al-driven
system and the target’s hardware-optimized codebase

e Regulatory Affairs: Navigating FDA reclassification requirements for "combined"
systems

e Sales Enablement: Developing transitional certification programs for 2,000+ field
engineers

e Customer Success: Maintaining uptime SLAs during phased migration

Their solution involved a 14-month “interim integration solution” leveraging a
cross-functional SWAT team overseeing daily standups between R&D, quality assurance,
and field operations—a commitment that preserved 98% of customers and accelerated
targeted synergy capture by nine months. This highlights how product bundling success
requires cross-functional integration roadmaps (initially created during diligence, and
operationalized post-Close) and close collaboration across Sales, Engineering, Legal,
Security, Privacy, Support, and many other functions.

Customer Experience Unification

Merging customer journeys across disparate products and platforms unavoidably
requires time to execute post-Close, regardless of the M&A expertise involved. Impacts
to customer experience in the interim phases (before integration plans are executed)
are typically the most risky within large enterprise segments, where these customers
demand unified pricing, contracting, billing, and support.

e Digital vs. Human Channels: A target company’s Al-driven self-service model
clashed with the acquirer’s high-touch advisory approach, leading to slowed
customer acquisition and increased customer churn.

e SLAs and Escalation Paths: Disparate response time commitments (4 hours vs.
24 hours) triggered contractual breaches and drained Support resources with the
resulting escalations.
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e CRM Integration: the target company’s custom fields in Salesforce couldn't map
to the acquirer's Dynamics 365 environment, preventing joint sales coordination
between target and acquirer - impacting customer acquisition and support.

Here the acquirer formed a tiger team across customer success, IT, and legal to
implement an internal triage model that categorizing accounts by complexity and
contractual terms - and prioritized reactive and proactive remedies. The supporting
communication structure was implemented throughout the 16-month integration period,
and preserved a 92% customer satisfaction rate.

Partner Ecosystem Integration

Similar to customer experience, partner experience requirements often represent critical
anchor points for a successful integration strategy. Absorbing an acquired company’s
partner network while rationalizing overlaps requires holistic analysis of channel
objectives and risks, and a diplomatic communication strategy.

Common factors include:

1. Channel Conflict Resolution: When the acquirer and target share partners,
incentive structures should minimize account “cannibalization” - where
conflicting or overlapping initiatives reduce growth potential.

2. Certification Harmonization: to ensure consistent value prop and messaging to
customers, a cybersecurity acquirer spent $2.7M aligning 18 technical
certifications across global partners post-acquisition.

3. Co-selling Governance: a global software provider’s acquisition required
retraining 4,000+ partners on co-selling rules to prevent discount stacking.

4. Partner Enablement: A semiconductor company’s "Partnership Concierge"
program—staffed by former channel chiefs from both organizations—reduced
partner attrition from an estimated 40% to 6% through transparent integration

roadmap sessions and accompanying cross-partner communication strategy.

Conclusion: Imperative for Holistic Cross-functional Strategy

These four GTM integration objectives share a common theme: Their complexity stems
not from technical difficulty alone, but from the web of human, process, and system
interdependencies they activate. Successful acquirers adopt three practices:

1. Pre-Close Cross-Functional Planning: Initiate joint working sessions between
acquirer and target teams during diligence to pressure-test synergy assumptions
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2. Transitional Governance Models: Implement temporary decision-making
structures like integration SWAT teams with representatives from all impacted
functions

3. Customer-Centric Phasing: Prioritize integration milestones that directly impact
customer experience metrics (e.g., NPS, churn rate) over internal system
harmonization or generic project management milestones.

As M&A activity intensifies in volatile markets, the ability to navigate these
cross-functional challenges will separate transactional dealmakers from acquirers with
MR&A capabilities that are “inorganic growth engines”. The most successful integrations
are anchored by holistic deal planning from the start — considering integration strategy
and risk factors as fundamental inputs to the deal value model. In the coming weeks,
Tiger Team M&A will build on general topics to look closer at the three capabilities listed
above - with a particular focus on “interim solutions” to protect continuity of customer,
partner, and employee experience during transitional phases of integration. Stay tuned
for more learnings and solutions.

To discuss your company’'s GTM M&A capability-building initiatives, or solutioning for
a specific deal, please reach out!

tigerteammna.com

.
Tiger TeQm ﬂ_ﬂ&sA engage@tigerteammna.com

Follow on LinkedIn
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