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Executive overview

The 2025 mergers and acquisitions (M&A) landscape has

been defined by fewer, larger, and more technologically driven
deals'. This means a shift in the CIO’s role of tactical integrator
to strategic architect of value which Kearny refers to as “value
orchestrator.”? With M&A failure rates historically ranging
from 70% to 90%,° a flawed IT integration can lead to M&A
value destruction. The Citrix platform is the core of an M&A
Playbook for ClOs to excel in this situation by directly enabling
M&A acceleration, significant cost savings, risk mitigation,
cost avoidance, and transitioning to a new corporate culture.

The CIO’s role in M&A is often underestimated,
treated by the business as a post-deal clean-up rather
than a strategic enabler. This disconnect between
strategy and execution contributes to deal failure —
research shows 80% of value-losing M&A deals
lacked a technology integration plan at signing.?

Business leaders, focused on financial alighment,
often overlook the complexity of merging IT systems.
This leads to poor planning, resulting in hidden
costs, delays, security risks, and lost synergies. To
succeed, the CIO must shift the narrative —from IT
as a cost center to IT as a driver of deal value.

The Citrix platform is a strategic foundation that enables an
organization to become more agile, secure, and acquisition
ready. By providing a comprehensive architectural framework,
the Citrix platform de-risks the entire M&A lifecycle and
accelerates the realization of a deal’s intended value.

Navigating the five stages of M&A

While individual transactions will vary in complexity, the
overall M&A process can be divided into five stages.

Stage 1 — Strategy & Target Identification
Define the deal thesis, clarify objectives, and
identify targets aligning with long-term goals.
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Stage 2 — Due diligence

The acquiring company thoroughly investigates the target’s
financial, legal, commercial, and operational health to verify
claims and uncover hidden risks before finalizing the deal.

Stage 3 — Negotiation & closing
Based on due diligence, parties finalize deal terms, including
price and structure, while initiating Day 1 integration planning.

Stage 4 — Post-merger integration (PMI)

The highly complex phase of combining people,
processes, systems, and cultures to realize deal
benefits -the stage where most M&A failures occur.

Stage 5 — Value realization & optimization

Beyond initial integration, this stage focuses on actively
achieving long-term strategic goals and financial synergies
through continuous operational and technological optimization.

Stage 1: Strategy and target
identification

The CIO challenge: Building the

acquisition-ready enterprise

Early M&A stages challenge ClOs to prepare for

acquisitions. A fixed architecture, marked by proprietary
tech, fragmented processes, and diverse vendors, hinders
anticipated integration, making it costly and risky. The

deal thesis relies on IT synergy promises, requiring the

ClO to provide data-driven assessments of their own IT
performance, resource use, and costs for realistic projections,
avoiding mispriced deals and unrealistic expectations.

The Citrix solution: Creating a platform for growth
The Citrix platform makes organizations acquisition-ready.
A pre-existing deployment centralizes and secures apps
and desktops, abstracting IT from physical infrastructure.
This creates a flexible, scalable platform easily extended
to new users and business units, standardizing resource
delivery to simplify company absorption. Leveraging

Citrix can accelerate this stage by 4-8%.

“When CIOs are actively involved in M&A integration, organiza-
tions achieve quantifiable cost efficiency impacts, reducing
expenses by 10 to 30 percent in areas such as application
development, IT staffing, and network management.”

— Beyond the Deal: The CIO’s blueprint for tech-driven M&A value creation, Kearny, Jan 10, 2025


https://www.mergerintegration.com/m-a-day-1
https://dealroom.net/blog/types-of-synergies-in-mergers-and-acquisitions-with-examples
https://www.linkedin.com/pulse/ma-made-simple-deal-thesis-how-strong-why-can-elevate-your-u7cbc

Companies using a centralized Citrix platform are also
more attractive M&A targets. Standardized application
delivery, consolidated security, and scalable environment
simplify integration, reducing perceived risk and integration
costs for buyers. This translates to a higher valuation and
stronger negotiating position, making Citrix a strategic
investment for future M&A and corporate value.

Stage 2: Due diligence

The CIO challenge: Data security and technical
complexity

Providing fast, secure, auditable access to confidential
data for external parties is difficult and risky. During due
diligence, CIOs must provide secure, auditable access

to confidential data for external parties, avoiding risky
methods like VPNs or shipping laptops. Technical due
diligence relies on the target’s potentially incomplete

or optimistic documentation and interviews.

“When organizations are
already spending dollars on
integrating or separating, it’s
a great time to think through
changes that can create more
value in the long term.”

— Matt Bartell, EY-Parthenon Americas and
Transactions Technology and Al Leader®

The Citrix solution: Secure digital deal access
The Citrix platform provides a modern, secure, and
efficient solution to the ClO’s due diligence problem,
effectively establishing secure, digital deal access
that addresses both sides of the challenge.

By leveraging Citrix with Secure Private Access IT can quickly
provision secure, non-persistent, virtual desktops that can

be pre-configured with only the necessary applications and
data required for the diligence review, unlike traditional VPNs
that expose the acquirer’s internal corporate network. With
Citrix, the external team accesses this environment through

a web browser or a lightweight client, and all processing
occurs within the acquirer’s secure data center or cloud
incorporating Zero Trust Network Access (ZTNA). After due
diligence, the virtual desktops are easily deleted, ensuring
that no sensitive corporate data ever resides on or remains

on third-party devices. Additionally, Secure Private Access
establishes Zero Trust access to the target’s Virtual Deal
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Room (VDR). Citrix can be provisioned and made available
in a matter of hours, not weeks. This agility allows the due
diligence work to begin sooner and proceed more efficiently
and securely, reducing the overall transaction timeline.

When you need instant, secure, policy-controlled access
to web-based data, there’s a secure Chrome browser
solution for that. It enables secure review using existing
infrastructure, prioritizing speed and cost-efficiency,
while enforcing strong data loss prevention.

Citrix provides objective, granular data necessary to
accelerate technical due diligence and move beyond
reliance on the target’s potentially incomplete or overly
optimistic documentation and interviews. By deploying the
lightweight agent to the target’s endpoints, the CIO can
gather real-world data that provides an evidence-based view
of the target’s IT health and technical posture including:

* Uncovering technical debt: Provides detailed
insights into app usage, performance, reliability,
and crashes, enabling ClOs to pinpoint unstable or
outdated systems that pose significant technical
debt and require costly post-merger remediation.

» Assessing cybersecurity and compliance
posture: Endpoint security analytics reveal risky
configurations and behaviors, exposing hidden
financial and reputational vulnerabilities.

» Establishing a Digital Employee Experience (DEX)
baseline: An experience score measures IT quality
from the user’s view; low scores signal productivity-
impacting issues needing future investment.

The Citrix platform enables the team to focus on analysis
rather than struggle with technology, leading to a thorough
and accurate assessment of the target. Citrix transforms

IT from a potential deal bottleneck into a strategic

deal accelerator, speeding this stage by 30-50%.

Stage 3: Valuation and negotiation

The CIO challenge: Quantifying risk and planning
Day 1readiness

As M&A moves into negotiation, CIOs must convert technical
findings into defensible cost models for integration and
ongoing operations — figures that can directly influence
deal valuation and structure. Poor due diligence data

drives unrealistic synergy estimates, putting valuations at
risk. As the deal closes, the CIO has the monumental task

of planning Day 1 integrations, enabling all employees

to access essential tools without disruption.



The Citrix solution: De-risking the deal and
guaranteeing Day 1 success

Endpoint hardware costs are a major M&A variable. Citrix
Unicon helps ClOs repurpose existing devices, turning
unpredictable capital expenses into manageable operational
ones —boosting cost certainty and negotiation strength,
especially with Windows 10 end-of-life. Citrix also helps
quantify IT integration costs, directly influencing deal
valuation. Clear insights support smarter negotiations,
accurate budgeting, and smoother post-acquisition planning.

“Forget the old ‘integrate
first/then optimize’ mantra.
Find a way to advance the
digital transformation
without compromising
the IT integration.”

— Mastering Process and Systems Integration
After a Merger, Bain & Company®

Planning with Citrix DaaS/CVAD to virtualize apps, ClOs

will ensure all employees can access needed tools on Day

1. The platform decouples access from complex backend
integration, enabling immediate productivity where traditional
methods would take months. On Day 1, an employee from

the acquired company can be working side-by-side in a
virtual environment with an employee from the acquiring
company. The Citrix platform enables the speed of

business integration to run ahead of the speed of technical
integration accelerating the time-to-value by 25-30%.
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Stage 4: Post-merger Integration—
The first 100 days

The CIO challenge: The core of M&A failure

The post-merger integration (PMI) stage is where the
theoretical value of a deal meets the messy reality of
execution. Fragmented, inefficient, insecure, and complex
IT environments result in slow onboarding, outdated
endpoints, application sprawl, and poor performance all
hindering productivity. It is the most complex and failure-
prone stage of the M&A lifecycle, and the first 100 days
can determine whether the merger will succeed or fail.

The CIO is immediately faced with a series of critical tasks:

+ Rapid and secure onboarding: Any onboarding delay
threatens achieving planned deal synergies.

+ Harmonizing disparate applications: The combined
entity faces application redundancy. The CIO must
manage sprawl, merge systems, and ensure a smooth
user experience —avoiding the complexity of custom
integrations that quickly become unmanageable.

+ Managing endpoint chaos: The CIO inherits a diverse
fleet of endpoints — often outdated and vulnerable.

* Preserving digital employee experience: Slow
apps, latency, and new workflows threaten
productivity. ClOs often lack end-to-end visibility,
leading to reactive, overwhelmed help desks.



https://www.citrix.com/platform/citrix-app-and-desktop-virtualization/

The Citrix solution: A unified platform

The unified Citrix platform is uniquely designed to address the
chaos of post-merger integration, providing a holistic solution
that brings order, security, and visibility to the process.

Citrix CVAD/DaaS delivers a unified portal for all apps —
legacy, acquired, or cloud-based. Its broad identity support
bridges security stacks, enabling secure, rapid onboarding.
A high-performance user experience helps successfully
navigate the cultural shift toward new technology.

Citrix Secure Access with Chrome Enterprise can be
employed when time is of the essence, particularly
for scenarios demanding immediate, secure

access to web-based and SaaS applications.

Citrix Unicon solves endpoint disarray by deploying
lightweight OS across inherited devices —repurposing
older hardware, standardizing management, and
enhancing security — avoiding costly refreshes.

Citrix uberAgent delivers the visibility and proactive support
needed to manage user experience. Instead of reactive,
ticket-based help desks, IT gains deep end-to-end insights to
monitor key user experience metrics across both user groups
enabling faster issue resolution before disruptions occur.

Citrix forms a unique cycle of control, visibility, and experience,
ideal for post-merger integration. Citrix creates a feedback
loop of control and insight, enabling ClOs to expeditiously
manage integration, accelerating the process by up to 50%.

Stage 5: Value realization and
long-term optimization

The CIO challenge: From integration to strategic value
Completing post-merger integration is a major milestone,
but the true goal is long-term value creation. Redundant

and legacy applications, as well as overprovisioned
resources, prevent realization of deal value.

The Citrix solution: The unified platform for the future
The Citrix platform provides the strategic foundation
necessary for the CIO to meet these long-term value realization
challenges, transforming the newly integrated IT environment
into a sustainable growth engine. The unified Citrix platform
reduces operational complexity, streamlines management
workflows, and lowers ongoing operational costs.

Citrix offers flexibility to place workloads on-prem

or in any public cloud, all managed through a single
console. This enables dynamic, cost-efficient resource
allocation that adapts to evolving business needs. Citrix
uberAgent provides continuous observability to uncover
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“We’ve been able to onboard

acquisition employees in days,
not months. It’s that speed to
market that bring us the value
of these organizations into us
sooner than later.”

— VP NexGen Workspace, Global Credit Card Company

optimization opportunities. By analyzing app usage, ClOs can
consolidate underused licenses for cost savings. Performance
monitoring helps right-size infrastructure, especially in the
cloud — avoiding over-provisioning and reducing spend.

Citrix Unicon supports long-term optimization by extending

hardware lifecycles, reducing e-waste, lowering capital expenses

on hardware refreshes, and advancing sustainability goals.

Unzipping: Divestitures and
carve-outs

The CIO’s challenge: The complexity of separation
While M&A focuses on combining entities, divestitures pose
the opposite and often more complex challenge: separating
an integrated business unit. Untangling intertwined
“spaghetti architecture”, apps, and data introduces significant
technical and operational risk. Key challenges include:

+ Complex disentanglement: IT is deeply integrated,
driving high G&A costs and posing major
separation risks. The CIO must untangle shared
systems without disrupting either business.

- Data separation and security: The CIO must securely
divide vast data sets —delivering what’s needed to the new
entity while safeguarding the parent’s sensitive info.

+ Standing up a new business: The divested entity quickly
needs a secure IT environment, new infrastructure,
licenses, and operations, to ensure Day 1 readiness.

« Managing Transition Service Agreements (TSAs):
Parents often use TSAs to support the new entity,
but TSAs limit flexibility and extend risk. ClOs
aim to minimize their scope and duration.

+ Mitigating stranded costs: Post-separation, the
parent often retains oversized infrastructure,
excess licenses, and staff scaled for the former
organization. Stranded costs will hurt profitability.


https://dealroom.net/blog/transition-service-agreement
https://libertyadvisorgroup.com/insight/stranded-cost-analysis-for-mergers/

The Citrix solution: Accelerating separation and
a clean break

The Citrix platform provides a strategic framework
to de-risk the divestiture process, enabling a faster,
more secure, and more cost-effective separation for
both the new entity and the parent company.

Citrix delivers a fast Day 1 launch for new entities, enabling
secure cloud desktops without costly infrastructure.

This approach speeds readiness and minimizes
dependence on restrictive TSAs. Citrix enables secure
separation with zero-trust access. ClOs can isolate the

new entity, enforce policies, and protect IP—all through

a unified workspace with no legacy system ties.

Citrix helps parent companies cut stranded

costs with flexible cloud architecture. Advanced
functionality helps right-size cloud infrastructure and
reveals app usage to reduce licensing waste.

By repurposing existing hardware into secure, managed
endpoints you can significantly cut capital costs.

Citrix platform streamlines separation by automating setup
migration — cutting manual effort and risk. Together, Citrix
cuts the divestiture and TSA exit timeline by 45-60%.

Citrix as the CIO’s strategic M&A
accelerator

In today’s fast-paced M&A landscape, ClOs play a
pivotal role in driving deal success. Citrix empowers
IT to shift from reactive support to strategic value
creation, enabling ClOs to tackle M&A challenges with
speed and confidence. From target selection to post-
merger optimization, Citrix delivers at every stage.

+ Agility and scalability: Citrix DaaS and CVAD abstract
IT from physical infrastructure, enabling rapid
onboarding, seamless access, and scalable integration.
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Security and control: Zero Trust access, secure
virtual desktops, and policy-driven enterprise
browsing ensure data protection during sensitive
phases like due diligence and divestiture.

Visibility and insight: Citrix uberAgent provides deep
observability, empowering ClOs to quantify risk, forecast
costs, and optimize digital employee experience.

Cost efficiency and sustainability: Citrix Unicon
repurposes legacy hardware, reduces capital
expenditure, and supports long-term IT rationalization.

Repeatable success: By standardizing integration
workflows and reducing risk, Citrix creates a reusable
M&A playbook that accelerates future transactions.

Citrix enables ClOs to orchestrate M&A outcomes. It’s the
difference between integration chaos and strategic clarity,
between missed synergies and accelerated value. With Citrix,
ClOs gain the tools to lead M&A with confidence, delivering on
the promise of transformation while de-risking the journey.

Citations:

1.

Q2 2025 M&A Trends: Fewer Deals, Higher Stakes, accessed
September 8, 2025, https://p4i.group/en/knowledge-hub/
blog/g2-2025-ma-trends-fewer-deals-higher-stakes

. Beyond the deal: the CIO’s blueprint for tech-driven M&A value

creation-Middle East, accessed September 4, 2025, https://www.
middle-east.kearney.com/service/digital-analytics/article/beyond-
the-deal-the-cio-s-blueprint-for-tech-driven-m-a-value-creation

. Don’t Make This Common M&A Mistake, accessed September 8, 2025

https://hbr.org/2020/03/dont-make-this-common-ma-mistake

. Critical Capabilities for Desktop as a Service, Gartner, 18 Aug, 2025

https://www.citrix.com/lp/gartner-critical-capabilities-
for-desktop-as-a-service-report-2025.html

. How CIOS can drive value in corporate transactions | EY-US,

accessed September 4, 2025, https://www.ey.com/en_us/insights/
strategy/how-cios-can-drive-value-in-corporate-transactions

. Mastering Process and Systems Integration After a Merger,

Bain & Company, accessed September 4, 2025, https://www.
bain.com/insights/systems-integration-infographic/

North America | 800-424-8749
Worldwide | +1 408-790-8000

851 Cypress Creek Road, Fort Lauderdale, FL 33309, United States

© 2025. Cloud Software Group, Inc. All rights reserved. Citrix and the Citrix logo are trademarks or registered trademarks
of Cloud Software Group, Inc. or its subsidiaries in the United States and/or other countries. All other product and company
names and marks in this document are the property of their respective owners and mentioned for identification purposes only.



https://p4i.group/en/knowledge-hub/blog/q2-2025-ma-trends-fewer-deals-higher-stakes 
https://p4i.group/en/knowledge-hub/blog/q2-2025-ma-trends-fewer-deals-higher-stakes 
https://www.middle-east.kearney.com/service/digital-analytics/article/beyond-the-deal-the-cio-s-blueprint-for-tech-driven-m-a-value-creation
https://www.middle-east.kearney.com/service/digital-analytics/article/beyond-the-deal-the-cio-s-blueprint-for-tech-driven-m-a-value-creation
https://www.middle-east.kearney.com/service/digital-analytics/article/beyond-the-deal-the-cio-s-blueprint-for-tech-driven-m-a-value-creation
https://www.middle-east.kearney.com/service/digital-analytics/article/beyond-the-deal-the-cio-s-blueprint-for-tech-driven-m-a-value-creation
https://hbr.org/2020/03/dont-make-this-common-ma-mistake
https://www.citrix.com/lp/gartner-critical-capabilities-for-desktop-as-a-service-report-2025.html
https://www.citrix.com/lp/gartner-critical-capabilities-for-desktop-as-a-service-report-2025.html
https://www.ey.com/en_us/insights/strategy/how-cios-can-drive-value-in-corporate-transactions 
https://www.ey.com/en_us/insights/strategy/how-cios-can-drive-value-in-corporate-transactions 
https://www.bain.com/insights/systems-integration-infographic
https://www.bain.com/insights/systems-integration-infographic

