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SPONSOR

SS&C Advent helps over 4,300 investment firms in more 
than 50 countries—from established global institutions 
to small start-up practices—to grow their businesses, 
minimize risk, and thrive. We have been delivering 
unparalleled precision and ahead-of-the-curve solutions 
for more than 30 years, working together with our clients 
to help shape the future of investment management. Find 
out how you can take advantage of our industry-leading 
solutions to support your business goals. To learn more 
about the right solutions and services for you, contact 
advent@sscinc.com. For more information contact your 
SS&C Advent representative or email sales@advent.com.
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1.1 ROUNDTABLE DEBATE

David Grana: In an M&A activity, from a high-level business perspective, where do 
technology platform and operations synergies rank?

Bryan Gregorich: In 2017, a financial services holding company took a minority, non-
controlling stake in MAI to help facilitate our growth strategy. One of the main reasons we 
are able to acquire new firms is because of the technologies we have in place, specifically in 
operations, investments and compliance. This is a key selling point we are able to offer when 
discussing our firm’s abilities with potential sellers. We are an SS&C Advent shop and use a 
wide array of their systems, which are all integrated with one another. When we talk to firms 
about coming on board with us, this is typically a driving factor and an eye opener for them, 
particularly for smaller firms with manual processes.

Technology is crucial when it comes to M&A, especially on the sell side. Many companies ask 
how we can continue to manage our current book of business and integrate and manage their 
accounts – the answer we give is that we have the technology and systems in place and have put 
forth the time and energy to develop our internal system with the client experience remaining at 
the forefront.

Brian Cobb: It is impossible to do M&A activity without the heavy reliance on or involvement of 
technology. This integration allows key teams, such as operations and client services, to tackle 
the associated business challenges. We use a philosophy of best in breed solutions. While we 
like to consider the whole integrated ecosystem of products, we tend to look at which system 
or platform is the best for a specific business process or set of processes. We then work on the 
integration of these technologies. Technology and operations are critical in any M&A activity. It’s 
practically impossible to execute an M&A without prioritizing these elements.

• It is impossible to do M&A activity without the heavy reliance on 
or involvement of technology

• Newly acquired firms may offer new systems, capability or 
business process that enhances the client experience for the 
larger organization

• It is critical to manage the compatibility of older systems quickly

• When an organization moves from legacy systems and 
maintenance contracts can be eliminated, costs come down you 
realize a return on investment

• It is important to develop an M&A play books to build a 
foundation for future integrations
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Michael Aldrich: It is important to remain flexible around any 
decisions that may impact the internal or external client experience, 
since this is a collaborative decision. Cybersecurity is a very important 
element in a transaction where there isn’t much leeway. Safeguarding 
our clients is paramount to the success of the transaction and to the 
expectations of our clients. 

Daniel Eriksson: The importance of technology and operations 
in M&A depends on what type of merger or acquisition it is. The 
overall business objective is key, as well as flexibility around the 
external client experience. 

We see a lot of mergers and acquisitions that focus on factors such 
as the experience of front-office staff and client-facing teams. The 
external client experience is non-negotiable.

David: For how long can a newly-merged firm run on a separate 
platform before a common system is rolled out?

Daniel: The timing of enabling a common system depends on the 
business model and the costs to carry these different systems. If 
everything is set up and runs, then it is more of a cost decision. 
For many of our clients, the challenge is in the ability to scale 
operations. They tend not to get endless operational resources 
even if they keep making acquisitions. This means that it is 
important to find ways to either scale it through system efficiency 
or by outsourcing to providers.

Bryan: We like to get these newly integrated firms off of what they are 
running as soon as possible. The first thing we look at is the contract 
structure they have with their existing service providers and if there 

are any lock-up periods. We try to run parallel through month-end, 
although it is better if we run through quarter-end. This gives us 
flexibility in case something that hasn’t been discussed in the due 
diligence phase pops up. It’s obviously better from a cost perspective 
if we don’t pay for two systems, but it is critical for all of the data to be 
ported over properly. 

Michael: We have done about a dozen transactions over the last 15 
years and it does depend on the outcome that you are looking to 
achieve from a transaction. For certain transactions, we have done 
a full system and historical data conversion implementation within 
a finite period of time. For others, we have remained on separate 
platforms but have done so intentionally. This is important because in 
this business, it is not always about a big fish absorbing or gobbling up 
a small fish. Many times, our inorganic growth through M&A activity is 
about finding another organization that has an arrow that your quiver 
is missing. 

The thought of just operationally converting to make things simpler 
isn’t always the best answer when the new firm may offer a new 
system, capability or business process that enhances the client 
experience for the larger organization. When you can find this 
situation, it can lead to great client outcomes and no client loss. 
Although operationally inefficient, there are ways to plan for this in 
advance so that you can continue to scale, knowing that inorganic 
growth can result in this. 

Brian: It is part science, part art. No matter what, it is important that 
you finish the integration. I have seen scenarios where there has been 
an acquisition that starts and lingers, but never concludes. You need to 
figure out the date of when the integration will be completed.

THE THOUGHT OF JUST OPERATIONALLY 
CONVERTING TO MAKE THINGS SIMPLER ISN’T 

ALWAYS THE BEST ANSWER
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Once the legal entity has formed and we are merged, we move their 
data and applications into our environment so that they are running 
on our servers and infrastructure. We convert all of the new colleagues 
onto our phones, laptops, desktops, etc. From the beginning, we 
consolidate onto our infrastructure so we don’t have to worry about 
vulnerabilities that may have existed. The next step is to move up the 
stack with the integration process, including data, applications, and so 
on. If you are acquiring a firm that has a capability that you don’t have, 
then it is about figuring out how it fits into the rest of the ecosystem. 
If you have two systems performing the same function, this adds 
complexity, which requires additional oversight and administration. 
Integration streamlines staff and technology requirements and 
removes risk from the environment. The key objective is to get it done.

David: Can you describe the structure of operational oversight 
on new workflows and solutions?

Bryan: We feel we are offering a great solution – both for the advisor 
and client. We have run into a few instances where some of the 
technologies and workflows the acquired firm is running on their end 
makes more sense than what we currently have in place and, at times, 
we have implemented what they are doing. However, ultimately, it is 
about sticking to a timeline and ensuring we follow that timeline as 
closely as possible.

There can be a lot of confusion for the firm that is being dissolved into 
the purchaser, so communication is very important. Being upfront and 
talking through what they do today and how it will look in the future 
can help prevent issues and misunderstandings.

Michael: Of course, there is no one solution. We get better each time, 
but it is a huge challenge. I see it at a very high level as an exercise in 
pure change management and, more specifically, change management 
in two speeds. One is very fast, which is the non-negotiable 
operational and oversight controls on day one after the deal is signed. 
The more moderate speed of change management are the tactics that 
are needed to be put into place over the course of the following year. 

We voluntarily go through an internal audit practice, which is very 
valuable to our institutional client base. This involves a number of 
testing and exams of controls. Within a year of this exam, we are 
effectively normalizing everything with a defined timeline and are 
a stock one, type two firm and hold ourselves out to this level of 
expectation. We have a certain amount of time to get both of us there 

together so that it becomes a joint exercise and try to make this as 
collaborative a process as possible.

Daniel: There are the core systems where things have to work, 
especially anything that has to do with valuation, which can get 
very complex. I have seen instances where older systems might not 
calculate certain parameters, and these are the areas that you need to 
get under control very quickly. 

Operations teams tend to have a very good understanding of how to 
do things, even though it can be tricky to consolidate across systems. 
When you get to the front office, you get people who all have their 
ways of doing things. I have seen clients who don’t push too hard on 
implementing new workflows and have focused on integrating people. 
You are essentially checking to see whether there is something that 
can be enhanced as you learn what the firm you acquired is doing.

Brian: From a technology standpoint, it depends on the platform and 
what it is doing. Similar to the operational controls, the technology 
controls all have to be in place. There are core technology controls 
around access management. If it is a Tier 1 system, then it has to be 
factored into our business continuity and disaster recovery process, 
which includes a production operational capability and disaster 
capability. We then do an annual test on all of these elements, which 
has to be integrated into this process.

All of the technology controls and safeguards that exist in our 
standards have to be applied to the new platform as it is brought into 
the environment. If it is something that aligns with what we already 
did and we have good expertise around the platform, then we have 
internal experts at our disposal. But if the acquisition is bringing in a 
new type of platform for a business capability that we don’t already 
have, then the hope is that the firm that we are acquiring will be 
bringing subject matter experts to support it.

David: Once the firms have merged technologically, is there 
a period of rightsizing that takes place and what does that 
look like?

Brian: We try to have a holistic plan regarding resources. You have 
to look at what both firms have in terms of staffing and where there 
are opportunities to streamline. We then try to redeploy the excess 
capacity where we might need additional support or in areas where 
we might want to start to work on our strategic plan. It is really a soup 
to nuts, top to bottom review of people, skillsets and capacity that 

if the acquisition is bringing in a new type of platform for a business 
capability that we don’t already have, then the hope is that the firm 

that we are acquiring will be bringing subject matter experts 
to support it
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helps to determine the final footprint. This doesn’t happen right away, 
but is rather a multistage process.

Bryan: Going into it we also look at the big picture, which includes 
their systems, employees and processes. During this running parallel 
period of time, employees from the acquired firm will need to continue 
to do what they do while we look at where we can re-deploy them. 
It is important to communicate since these employees are generally 
anxious about these updates. We explain to them that what they 

are doing today might not necessarily be what they will be doing 
tomorrow.

To get to this point, one of the elements we put a lot of time and 
energy into is training. While we on-board these new firms, we spend a 
lot of time with the employees by walking them through our systems, 
showing them how to navigate our processes and “holding their 
hands” so they are comfortable.

Michael: What has dramatically been a success for us across a number 
of different M&A deals is figuring out ways to right size resources in a 
way that it lifts people up into larger skillsets and responsibilities. As a 
firm needs new resources, we intentionally recruit for and back fill at 
more junior levels. This has assuaged concerns by the fact that people 
know that they are going to be asked as part of this transition to take 
on a higher level set of tasks and responsibilities and will continue to 
backfill with more supportive roles to lift everyone up.

This puts the firms in a better position.

Daniel: Having acquired or being acquired requires you to figure 
out how to integrate the teams and motivate them in the new 
environment. If you right-size technology without first taking care of 
the people, it leaves you in a bad spot and without buy-in. One of the 
biggest challenges that we have seen is when an acquisition or merger 
takes place, but the two cultures aren’t a match for each other, you 
have to act fast. Considering the culture of the company is something 
to be aware of as you go into these processes.

David: How long after the merger and technology integration 
does it generally take for the organization to see costs stabilize 
and even realize return on operational investment?

Michael: It varies and is highly dependent on defining things in your 
operational due diligence leading up to the transaction. This includes 
understanding the cost and length of existing contracts. Not having 
knowledge of this can greatly impact your ROI. Another factor is 
around synergy of culture. Bridging a culture gap is a huge challenge. 
Finding where they are and closing them intentionally and deliberately 
becomes really important. If you can do both of these things really 
well, then you can get to this synergistic environment very quickly. If 
you can’t, then it can all limp along for years.

Bryan: MAI’s Integration team gathers all of the contracts the prior 
firm had in place. They dive into them, looking at lock-up periods, what 
exactly they are being paid to do, and what can be eliminated.

Daniel: We feel it is important to look at the synergy of expenses, such 
as where to lower costs and how to drive organic growth. We have 
seen a big spike in demand for outsourcing services. There also needs 
to be a greater focus placed on the end client, which has driven many 
firms to look at better systems or tools to manage client engagement.  

Brian: You do see a bell curve when it comes to costs. In the 
beginning, you will merge the infrastructure first, then you will start 

HAVING ACQUIRED 
OR BEING ACQUIRED 
REQUIRES YOU TO 
FIGURE OUT HOW 
TO INTEGRATE 
THE TEAMS AND 
MOTIVATE THEM 
IN THE NEW 
ENVIRONMENT
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to tackle data and applications, which means that costs are relatively 
flat. When we then move into the heavier integration activities, you 
will start to see costs rise, which could have many reasons behind it. 
Typically, there are resources that you need to affect that integration, 
such as putting large teams together to tackle different parts of the 
processes and associated systems.

Once these pieces start to come together, you will see costs come 
down. When you get technology changes and move from legacy 
systems, you can eliminate maintenance contracts and software 
agreements, which bring down costs and help you realize the return 
on investments.

David: Are there any final thought on this subject?

Brian: If M&A is going to be a part of your DNA, consider starting to 
build play books that will be resources that you can build on from 
integration to integration. This provides foundations for incorporating 
lessons which can be applied to different situations.

Mergers are difficult and complex, so the more you can gain and retain 
that institutional knowledge and make it part of your DNA and plan, 
the better off you will be. 

David: Thank you all for sharing your views on this topic. 

IF M&A IS GOING TO BE A PART OF YOUR DNA, 
CONSIDER STARTING TO BUILD PLAY BOOKS 

THAT WILL BE RESOURCES THAT YOU CAN BUILD 
ON FROM INTEGRATION TO INTEGRATION
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