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Introduction up[uf't

We talk to a lot of founders whose businesses are clear leaders in
their space. But without new avenues, new products, new markets,
growth can stall.

So, where do you find your next big opportunity? For many
companies, M&A (Mergers and Acquisitions) may appear as the
logical next step. It can open doors to new territories, diversify
offerings, and accelerate growth strategies.

‘For European tech businesses, M&A is one

of the most effective ways to break through
growth ceilings. Whether it's expanding into new
markets, adding complementary technology,

or gaining critical mass, the key is to ensure the
deal aligns with long-term strategic objectives,
not just short-term financial gains” says Bruno
Tourme who has many years of leading
European software M&A deals.

But without the right approach, access to capital and the right partner it can be a risky
and even destructive move.

Here, we explore how to make M&A work - and advise founders and CEOs how to avoid
common pitfalls.

Michael Haommersfrom,

Co-Founder & Co-CHO, Upliift
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Why merge or acquire?

Software businesses serving niche markets eventually reach a ceiling on their growth.
They've captured their existing market and fully developed their product line, so how can
they grow?

The Ansoff Matrix, developed by Russian-American management guru lgor Ansoff, is
helpful framework to illustrate where they might go next.

Founders have been succeeding at everything in the top left of the matrix, but growth
now depends on developing new products or entering new markets (or a combination
of both).
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Strategic expansion — commonly through M&A — is the most obvious way to tap into that
growth.

Having a strategic rationale for M&A is crucial. A deal could provide a means for
software businesses to bring their existing products into new markets (bottom left of the
matrix). Acquiring a company in order to enter a new geography or market is often a
much quicker and cost-effective approach compared to a slow organic built-up, which
takes a very long time. A brand is not built over night. Or it could open up new cross-sell
opportunities with new products to existing customers (top right).

A really good deal could offer both. But acquiring a struggling competitor at a low price
could deliver neither.

What made them high-potential businesses before — like great products, loyal
customers, skilled people - helps ensure their future growth. The right move, backed
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by a sound product strategy, could help them bring new offers to existing customers.
Alternatively, it might enable them to sell their current products to a whole slew of new
ones.

Done well, M&A can move businesses from stuck to pastures new, where big growth
opportunities may lie.

Why M&As fail

Knowing your market, having available funds, and identifying potential targets are just
the beginning. The real challenge is execution.

It requires time, a luxury most founders don't have, and expertise in areas far beyond
day-to-day business operations. It’s risky, expensive, and according to research, /0-/5%
of acquisitions worldwide fail.

Why?

There’'s a myriad of reasons, and Bain & Company highlights the most common. The big
ones are poor cultural fit - often driven by poor due diligence - wavering commitment
from leadership, and unclear objectives.

Main factors for failure of M&A deal
according to M&A practitioners worldwide 2021

Clear value creation/ economics for all parties NN 16%
No clear exit strategy in place NN 18%
Key performance metrics N 18%
Unable to retain key talent [N 20%

Poor lifetime management led to weak performance
Ineffective due diligence
Key performance metrics unclear or not aligned with
value

Governance structure/decision rights were unclear or N 32
270

lacking

I 22%

Strategy/objectives were unclear IIEEEE——_— 34%
Lack of strong senior management commitment N 36%
Poor cultural fit/lack of trust I 41%

Source: Bain & Company, Statista 0% 10% 20% 30% 40% 50%

Harvard Business Review further says: “.because executives incorrectly match
candidates to the strategic purpose of the deal.. companies too often pay the wrong
price and integrate the acquisition in the wrong way.”

M&A is an enormous task for founders already consumed with running their business—a
high-stakes gamble where the odds aren't in their favour without the right preparation.
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M&A execution

But even when founders have the funds, know
the companies they want to buy, and are
clear on how the M&A connects to their growth
strategy, many do not make the leap.

They lack the necessary experience, time,

and understanding to see through an M&A
deal. They are also so close (personc:lly and
emotionally) to the deal making it easy for
them to waver on how the deal will drive value,
for example by trying to appease different
views of peers and others in leadership about
where that value will come from.

Thers is also a softer side to acquisitions that
founders must consider; and that’s to do with
culture and people.

£

No two businesses are the same in culture, and
bringing them together can result in culture
clash, friction amongst peers, and damaged
employee morale — all impacting performance.

Promising business as usual is unrealistic. But
being able to maintain as much consistency
and positivity as possible is important when
bringing together two separate companies.
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Elements of a successful M&A
Strategy

How can you as a founders or business leader set
yourself up for successful growth through M&A?

First, you must get clarity on three key areas:

1. The business objectives of a
deal, and how will these be
tracked and delivered. You
need to know why and how you
need M&A to deliver.

pre-and post-deal. How the
deal will increase revenues,
improve efficiencies, expand
market reach, and boost
earnings (accretive value). And
conversely, how you will avoid
destructive deals which dilute
value.

3. How to embrace another
company’s culture, including
sharing commonalities and
respecting the differences.

Successfully absorbing a new business while
preserving your own culture requires deliberate
leadership. It starts with clear, consistent
communication and continues with structured
change management, inclusive onboarding, and
professional development plans that align people
around shared goals. By valuing both continuity
and openness to new ways of working, founders
can create a unified culture that strengthens the
combined business rather than diluting what made
it great.

2. How to create real value

upliift.com upl[[ft
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Second, you need the right support.

Experienced M&A partners, finances and legal counsel are all useful to support M&A
from start to finish. They can help navigate the complexities and nuances along the
way, and inevitable hurdles.

Upliift can help you successfully implement an M&A strategy which turns high potential
into sustained growth. It's what we do. From acquiring (all or part) of your business to
delivering successful M&As, we're about creating growth and value in the long term.

“Upliift can help founders navigate M&A with precision - whether it’s finding the right
targets, structuring a deal, or ensuring a seamless integration. Our experience in
European tech means we understand the nuances of cross-border acquisitions and
what it takes to make them work in the long run. We've seen the right M&A strategy
unlocking growth that would take years to achieve organically.”

- Michael Hammerstrém, Co-Founder & Co-CEO, Upliift

Other options include working with private equity firms or other investors. But remember
that such firms typically prioritise short-term gains and financial performance, often at
the expense long-term success and the integrity of what you have worked so hard to
build.

//\
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5 questions every founder should ask before M&A
What strategic goal am | trying to achieve with this deal?
How wiill this acquisition help us grow faster, better, or smarter?

Do we have the internal capability (time, expertise, resources) to
execute and integrate or do we need assistance?

What cultural challenges could derail this merger, and how will we
address them?

What does success look like in 12—24 months, and how will we
measure it?

“‘For European tech founders looking to build visibility and expand abroad, M&A can

be a powerful tool, but only if done right. Too often, companies acquire international
businesses without fully understanding local market dynamics, customer expectations,
and regulatory challenges. The best deals are those where expansion is built on
strategic fit, not just geographic ambition.”

Bruno Tourme, Upliift Advisory Board Member

Ready for growth?

Talk to us if..

- You have an idea of companies you want to work with / acquire / merge with
* You’ve reached saturation in your own market and have nowhere to grow

« Implementing the next product developments requires a deal to speed up time to market
(e.g. integrating Al or cloud capabilities)

- You've reached a ceiling on growth and your next move requires specific M&A expertise
that you don’t have in-house.
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About Upliift

Upliift is Europe’s leading permanent equity investor focusing on
niche European software businesses. We're software industry
experts who work with founders to create better deals for better
companies. We make long-term investments that unlock growth
potential and enable founders to fully or partially exit, while
preserving their business’ brand and culture.

For more information, visit www.upliiftcom
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