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Summary 

When the deal closes, the real work begins. 

 

With the rapid pace of technological change and the dynamics of its industry, VMware sometimes finds that 
acquiring a company is the fastest path to maintaining its competitive edge. VMware has completed more 
than two dozen acquisitions and divestitures over the past four years, ranging from small technology-focused 
deals to diverse, multi-product companies. 

 

VMware has an Integration Management Office (IMO) function that drives and manages VMware’s M&A 
integration efforts while ensuring that HR, financial, regulatory and other key functions are operating properly. 
However, integration teams are typically pulled together by leveraging key resources from a variety of 
functional departments and have a limited shelf life. As a result, full integration of data, processes and systems 
are often left to the acquiring business unit to complete. This hasn’t always happened, resulting in a variety of 
overlapping tools, difficulty in developing insightful management reporting and a wide range of expensive 
manual processes. 

The Journey 

Integration of business applications was a particular area of concern, due to the number of integration points, 
the broad organizational reach and the need to combine technical and business expertise. 

 

In mid-2013, VMware created the Business Applications M&A/Divestiture Center of Excellence (CoE). The CoE 
works very closely with IMO, business groups, IT and executive teams to integrate business applications in a 
way that is scalable and cost effective. Once the go-to-market strategy is solidified, the CoE team supports the 
implementation of the business application integration or divestiture tasks, incorporating core processes and 
tools, data structures and business needs. Then they work with experts across VMware to implement the 
solution. 

 

Since its founding, the CoE has been engaged in two acquisitions and six divestitures, with several more in 
progress. The team comprises twelve core members – 11 in Bangalore and 1 in Palo Alto. It leverages a trusted 
external partner to quickly flex its capacity up and down in response to deal flow. 

 

“Recognizing that onboarding and divesting our business applications is an ongoing part of the portfolio for a 
rapidly growing company like VMware, we dedicated staff to this effort and formalized our processes,” said 
Brian Nichols, Sr. Director, IT PMO. 

 

The CoE is led by Al Ansari, Director, Mergers & Acquisitions and a steering committee comprising key 
executives from across the company. To complement VMware’s internal expertise, VMware partnered with 
Cognizant Technology Solutions to provide capacity and bring broader market experience. 

 

“Every deal is different, and there is usually some need to supplement with special skills,” said Ansari. “Now 
we have a unified approach to business applications integration. We are helping with the operational 
transformation that takes place when one company becomes part of another or when a group of people who 
have been part of VMware become part of another company.” 
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The Center’s primary purpose is to guide the integration of a new company’s products and technologies into 
the business applications footprint of VMware. With divestitures, IT is involved in extracting or “cleansing” 
VMware business information from the application. 

 

During the start-up phase, the CoE met with key stakeholders across business units, IT and various support 
functions to define and document the tasks related to business application integration and the 
interdependencies across organizations. The team then created two sets of operational “playbooks” – one for 
acquisitions and one for divestitures. Each playbook lays out a set of processes, activities and a checklist to 
guide the CoE and its functional partners. They were compiled from 164 interviews over 8 weeks, involving 
more than 60 people from 15 business units, including Sales, Sales Operations, Marketing, GSS, IMO and Order 
Management. The playbooks were reviewed and signed off by subject matter experts in each functional area. 
These playbooks guide the activities and interactions of the team and are constantly being refined with 
lessons from completed deals. 

 

“It was time to codify all the tribal knowledge that had been accrued throughout VMware during all these 
acquisitions,” said Job Simon, VP, IT Architecture & Strategy. 

 

Although the need for the CoE was widely acknowledged, a critical success factor was making sure that it was 
seamlessly incorporated into the existing integration workflow. This required two parallel initiatives. The first 
was a highly targeted playbook integration effort, working with the leading internal M&A teams (IMO, Product 
Launch, Field Automation & Services Team and IT) to solidify the project governance and make sure that well-
governed hand-offs were defined. Each functional area has a specific CoE liaison relationship defined to 
ensure ongoing alignment. 

 

The second was a broader awareness roadshow to explain the capabilities, functions and objectives of the CoE 
to the larger organization. The CoE Steering Committee insisted on complete operational transparency from 
the beginning, providing its internal partners with comfort and confidence. 

 

The End Result 

“The benefit of having dedicated resources reduces the challenge of the integration being delayed due to 
availability of resources in IT and the Field Automation Services Team (FAST). The CoE delivers consistently for 
the business with resources that are highly skilled on specific applications and business processes. This 
certainly makes the integration more efficient and timely with excellent results,” noted Mia Leondakis, Vice 
President, Field Automation Services and Global Marketing Operations.  
 

“One of our goals has been to create a consistent taxonomy, so that when we speak across organizations at 
VMware about business applications, integration, and so on, we all mean the same thing. The playbooks and 
the CoE’s unique skills help to guide that process,” said Jim Buckley, Senior Director at IMO. 


