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I n today’s business landscape, mergers and acquisitions (M&A) are a crucial growth 

strategy. Yet studies consistently show that between 50% and 70% of deals fail to deliver 

their expected value. What separates successful acquirers from the rest? Increasingly, 

it comes down to having the right performance metrics in place. Just as doctors monitor vital 

signs to ensure patient health, smart acquirers use precise indicators to spot problems early 

and secure positive outcomes.

“Most companies are good at measuring financial performance after the fact,” notes Ari 

Salonen, a partner at a leading consultancy, “but by then, it’s like conducting a post-mortem. 

The real value comes from measuring the right things at the right time.” A more strategic 

approach to M&A metrics has become essential in a business environment where capital 

costs are rising and shareholders expect quick results.
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Not all acquisitions follow the same playbook, and 
their measurement frameworks should reflect these 
differences. At one end, we have programmatic 
acquisitions—multiple similar deals executed over 
a defined period. Companies like Constellation 
Software, which has acquired over 500 small 
software businesses, treat M&A more like a standard 
process than a one-off project.

At the other end are transformational deals that 
fundamentally reshape the acquirer’s business 
model. When Salesforce acquired Slack for $27.7 
billion, it needed measurement systems focused on 
strategic milestones rather than process efficiency.

The differences stem from several factors: 
transaction frequency, deal importance, levels of 
standardization, and the timeframe for measuring 
value. For programmatic acquirers, a single failed 
transaction rarely threatens the overall strategy. Their 
value creation often relies on predictable cost savings 
that can be measured against standard benchmarks. 
Research from Boston Consulting Group shows 
that serial acquirers who complete more than five 
deals per year achieve success rates 7% higher 
than occasional buyers, largely due to their 
measurement discipline.

Transformational acquirers face different 
challenges. Individual deals can make or break their 
corporate strategy, requiring deeper, customized 
measurement. Their value creation often depends on 
revenue synergies, capability transfers, and market 
repositioning—metrics that are harder to standardize. 
McKinsey’s research indicates that 66% of 
transformational acquisitions that fail do so because 
of poor strategic fit assessment and integration 
execution rather than price considerations.

Learning from Private Equity’s 
Measurement Discipline
Private equity firms excel at M&A measurement 
discipline. A study by Bain & Company revealed that 
top-quartile PE firms share several measurement 
practices:

•  They maintain comprehensive deal databases 
tracking over 150 variables per transaction

•   They conduct formal reviews of each deal at the 
one-year mark to capture lessons learned

•   They link compensation directly to deal 
performance over multiple years

•  They measure both absolute outcomes and 
performance relative to original investment theses

Vista Equity Partners, which focuses exclusively 
on software companies, exemplifies this approach. 
Their standardized “Vista Best Practices” playbook 
contains over 100 operational improvement initiatives 
with defined KPIs. Each portfolio company is 
measured against implementation of these practices, 
with 80% typically deployed within the first year 
post-acquisition. This measurement discipline has 
helped Vista achieve returns significantly above 
industry averages.

Understanding Different 
Types of Acquisitions

Not all acquisitions follow 
the same playbook, and their 
measurement frameworks 
should reflect these differences.
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Effective M&A measurement begins before any deal 
takes place. Strategic alignment metrics help gauge 
how well potential acquisitions advance corporate 
objectives. Programmatic acquirers often focus 
on market expansion, growth opportunities, and 
systematic capability building. These organizations 
typically maintain “target universes” of hundreds or 
thousands of potential acquisitions, continuously 
monitored against strategic criteria.

One North American dental service organization 
maintains a database of over 10,000 independent 
practices, tracked against demographic trends, 
competition density, and financial performance. 
Their strategic KPIs include geographic concentration 
ratios, new market penetration rates, and market 
coverage metrics.

Transformational acquirers, by contrast, focus 
strategic metrics on capability gaps, competitive 
vulnerability assessments, and disruptive potential. 
When Adobe pursued Figma for $20 billion in 
2022, its strategic KPIs centered on closing critical 
capability gaps in collaborative design, penetration 
among next-generation designers, and defensive 
positioning against emerging competitive threats.

Target compatibility represents another critical 
measurement dimension. Programmatic acquirers 
can apply standardized scoring systems across 
large target sets. A mid-sized technology services 
firm uses a weighted scoring algorithm that 
evaluates potential targets across seven parameters: 
geographic fit, revenue size, EBITDA margins, 
valuation expectations, competitive positioning, 
management quality, and client portfolio overlap. 
Each dimension receives a 1-10 score, creating 
a consistent ranking mechanism for efficient 
prioritization.

Transformational acquirers typically develop custom 
evaluation frameworks for each major target, 
emphasizing strategic fit dimensions that can’t be 
easily quantified. When Microsoft evaluated GitHub 
as an acquisition target, traditional financial metrics 
were supplemented with developer community 
sentiment analysis, technology ecosystem mapping, 
and strategic positioning assessments.

Pre-Deal Metrics: 
Starting Off Strong

Strategic alignment metrics 
help gauge how well potential 
acquisitions advance corporate 
objectives. 
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B E S T P R A CT I C E 
Create an Early Warning System

Smart acquirers track potential deal-killers early 
in the process. Key red flag metrics include:

•  Customer concentration ratio: The percentage 
of revenue from the top five customers, with 
>40% triggering closer review

•  Key talent flight risk: Prediction of leadership 
retention probability based on tenure, 
compensation, and cultural factors

•  Technology debt ratio: Estimated 
modernization costs as a percentage of total 
transaction value

•  Compliance issue density: Number of 
identified regulatory or compliance issues per 
million in revenue

•  Forecast reliability index: Historical accuracy 
of target management projections

As one corporate development executive notes: 
“Measuring red flags early saves enormous 
downstream costs. Our metrics show that each 
major issue identified in preliminary diligence 
costs approximately one-tenth what it would cost 
if discovered after signing an LOI.”

Pre-Deal Metrics: 
Starting Off Strong (cont’d)
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Transaction Execution Metrics: 
Getting the Deal Done Right

Once targets are identified, the transaction execution 
phase presents distinct measurement challenges. 
For programmatic acquirers, process efficiency 
metrics take center stage. Leading programmatic 
acquirers track metrics such as:

• Conversion rates through each deal stage

•  Cycle time from first contact to LOI and from 
LOI to closing

• Resource utilization efficiency

• Diligence effectiveness

Medical device company Stryker, known for its active 
acquisition program, monitors the ratio of diligence 
findings to transaction value, tracking how efficiently 
its teams identify material issues. Their benchmark 
targets include completing initial financial diligence 
within 21 days of signing an NDA and maintaining a 
diligence-cost-to-transaction-value ratio below 1.5%.

Transaction velocity becomes particularly critical for 
programmatic acquirers operating in competitive 
markets. Research from Deloitte indicates that top-
quartile serial acquirers can reduce their average deal 
timeline by as much as 50% compared to occasional 
buyers, creating significant competitive advantage in 
contested situations. One leading healthcare services 
consolidator reduced its average time from LOI to 
close from 117 days to just 64 days by implementing 
standardized diligence checklists, dedicated deal 
teams, and automated data collection workflows.

For transformational acquisitions, transaction 
execution KPIs shift toward quality and thoroughness 
rather than speed and efficiency. These acquirers 
focus on synergy validation accuracy, discovery 
of material issues, and mitigation of closing risks. 
When Broadcom pursued its $61 billion acquisition 
of VMware, its transaction metrics emphasized 
regulatory approval probability modeling, diligence 
depth, and comprehensive stakeholder impact 
assessment.

Transaction velocity 
becomes particularly critical 
for programmatic acquirers 
operating in competitive 
markets. For transformational 
acquisitions, transaction 
execution KPIs shift toward 
quality and thoroughness 
rather than speed and 
efficiency.
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B E S T P R A CT I C E 
Implement Decision Velocity Tracking

A global industrial manufacturer lost a 
strategically critical acquisition to a private 
equity firm that presented a faster bid. Their 
post-mortem analysis revealed that their average 
timeline from initial target identification to LOI 
submission was 74 days—nearly twice the 
industry average.

The company implemented a measurement 
system to track decision velocity across key 
transaction milestones:

•  Initial approval to engage 
(target: 3 business days)

•  NDA execution to data room access 
(target: 5 business days)

•  Preliminary valuation sign-off 
(target: 10 business days)

•  LOI approval (target: 7 business days)

By implementing this tracking system 
alongside a streamlined diligence process, 
the company reduced its average time from 
identification to LOI from 74 days to just 32 days. 
Within eighteen months, this approach enabled 
the successful acquisition of two key competitors 
that might otherwise have been lost to more 
agile buyers. The company estimates these 
acquisitions added approximately $1.2 billion 
in enterprise value.

Transaction Execution Metrics: 
Getting the Deal Done Right (cont’d)
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Integration Metrics: 
Where Value Creation Happens

The post-close integration phase represents the 
most critical period for value creation—and where 
measurement approaches diverge most dramatically 
across the M&A spectrum.

Programmatic acquirers benefit from standardized 
integration processes and KPIs across multiple 
similar transactions. These organizations typically 
develop detailed integration playbooks with 
predefined milestones, deliverables, and performance 
benchmarks. Senior living facility operator Atria Senior 
Living, which has completed dozens of property 
acquisitions, maintains a 120-day integration playbook 
with over 400 specific tasks across 14 functional 
areas. Their integration KPIs include milestone 
completion rates, resource utilization efficiency, and 
functional transition timeline adherence.

The integration measurement approach for 
programmatic acquirers often resembles 
manufacturing process control systems, with 
emphasis on predictability and continuous 
improvement. A medical technology company 
conducts weekly integration progress reviews 
comparing actual milestone achievement against 
playbook targets, with any variance greater than 
10% triggering formal exception reporting and 
mitigation planning.

Transformational acquirers face different integration 
challenges, requiring more nuanced measurement 
systems. When Bayer acquired Monsanto for $63 
billion in 2018, the integration involved combining 
organizations with different operating models, 
cultures, and geographic footprints. Their integration 
KPIs emphasized balanced measurement across five 
dimensions: financial synergy realization, customer 
experience maintenance, employee engagement, 
operational stability, and cultural alignment.

Programmatic acquirers benefit 
from standardized integration 
processes and KPIs across 
multiple similar transactions. 
Transformational acquirers 
face different integration 
challenges, requiring more 
nuanced measurement systems. 

Synergy capture represents another critical 
integration measurement dimension. Programmatic 
acquirers typically focus on measuring standardized 
cost synergies with proven realization patterns. A 
building products distributor that has completed 
over 30 acquisitions maintains a “synergy waterfall” 
tracking system that measures progress against 
seven standard cost reduction categories: 
warehouse consolidation, delivery route optimization, 
procurement leverage, back-office consolidation, IT 
systems rationalization, management delayering, 
and real estate footprint reduction.

Transformational acquirers must typically measure 
a more complex mix of cost and revenue synergies. 
When Walt Disney Company acquired 21st Century 
Fox for $71.3 billion, their synergy measurement 
framework included traditional cost categories 
alongside complex revenue synergies related to 
streaming platform enhancement, international 
distribution expansion, and intellectual property 
leverage across theme parks and consumer products.
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Integration Metrics: 
Where Value Creation Happens (cont’d)

B E S T P R A CT I C E 
Create a Comprehensive Integration Dashboard

This integration dashboard example is used by a mid-size enterprise software company that regularly acquires 
smaller competitors:

Synergy Capture Progress
(Target: 85% of identified synergies within 12 months)

Infrastructure consolidation: $2.8M identified / $2.2M realized 79%

Sales & marketing rationalization: $3.4M identified / $3.1M realized 91%

G&A function consolidation: $4.1M identified / $3.7M realized 90%

Product development efficiency: $1.7M identified / $0.9M realized 53%

Total: $12.0M identified / $9.9M realized 83%

Key Talent Retention
(Target: >85% retention at 12 months)

Executive leadership: 4/5 retained 80%

Product management: 7/8 retained 88%

Engineering leads: 12/14 retained 86%

Customer success leaders: 8/9 retained 89%

Sales leadership: 5/7 retained 71%

Total key talent: 36/43 retained 84%

Customer Retention
(Target: <5% incremental churn)

Pre-acquisition annual churn rate: 8.2%

Post-acquisition churn rate: 11.3%

Incremental churn: (GREEN) 3.1%
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The ultimate measure of M&A success lies in 
long-term value creation. As time passes, directly 
attributing performance to acquisition decisions 
becomes increasingly difficult, confounded by market 
changes, leadership transitions, and strategic pivots. 
Nevertheless, disciplined acquirers implement 
structured approaches to measuring long-term 
acquisition performance.

Programmatic acquirers can conduct statistical 
analysis across multiple similar transactions, 
isolating acquisition effects from other variables. 
Industrial distributor Watsco, which has acquired 
over 60 HVAC distribution businesses, conducts 
regular cohort analyses comparing performance 
across acquisition vintages. Their long-term value 
metrics include EBITDA compound annual growth 
rate, multiple expansion from acquisition to current 
state, return on invested capital, and technology 
adoption rates.

Long-Term Value Metrics: 
The Ultimate Scorecard

A valuable approach for programmatic acquirers 
involves measuring the “halo effect” of acquisitions on 
the core business. Software company Constellation 
Software tracks not just the performance of acquired 
businesses but also the impact of these acquisitions 
on adjacent business units. Their measurement 
framework includes metrics for cross-selling success, 
capability transfer, customer retention improvement, 
and pricing power enhancement.

Transformational acquirers face greater challenges 
in isolating acquisition impacts over the long term. 
When CVS Health acquired Aetna for $69 billion, 
traditional before-and-after comparisons became 
largely meaningless as the combined entity pursued 
a fundamentally different business model. In such 
cases, measurement must focus on achievement 
of the strategic thesis rather than simple financial 
comparisons.
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For both acquisition types, long-term measurement 
must include assessment of competitive response 
effectiveness. T-Mobile measures the long-term 
success of its Sprint acquisition not just through 
internal financial metrics but through competitive 
positioning indicators like market share trends, 
customer acquisition costs relative to competitors, 
and network quality perception.

Perhaps the most sophisticated long-term 
measurement systems incorporate learning 
feedback loops that inform future acquisition 
decisions. Healthcare services provider Optum, 
which has completed over 100 acquisitions, 
maintains a comprehensive acquisition database 
that tracks performance against original investment 
theses. Their measurement system includes 
regular structured reviews at the one, three, 
and five-year marks post-close, with acquisition 
teams formally documenting lessons learned and 
incorporating these insights into future targeting 
and integration approaches.

B E S T P R A CT I C E 
Implement Technology Tools 
for M&A Measurement

The technology landscape for M&A 
management has evolved significantly. 
Leading solutions include:

Midaxo – Combines pipeline management, 
due diligence tracking, integration management, 
and synergy monitoring all in one unified 
system. Used by companies like SoftwareOne, 
WellMed and Optum, Midaxo’s comprehensive 
M&A management platform helps teams stay 
organized with customizable playbooks, task 
management, and real-time collaboration 
features.

Devensoft – Specializes in post-merger 
integration tracking with robust synergy 
monitoring capabilities. Used by companies 
like Honeywell and Emerson Electric to manage 
complex integration programs.

Ansarada – Focuses on the diligence and 
execution phases with advanced analytic 
capabilities that identify risks and opportunities 
in transaction data.

These platforms increasingly incorporate 
artificial intelligence capabilities that enhance 
measurement through pattern recognition across 
historical deals, real-time anomaly detection 
during integration, and predictive analytics 
that forecast integration outcomes based 
on current metrics.

Long-Term Value Metrics: 
The Ultimate Scorecard (cont’d)
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Despite the clear value of robust measurement, 
organizations frequently encounter obstacles in 
implementing effective KPI systems. The challenges 
span technical, organizational, and cultural 
dimensions, requiring thoughtful approaches 
to overcome.

Data fragmentation presents a common technical 
challenge. Critical M&A information typically resides 
in disparate systems—deal models in finance 
department spreadsheets, synergy tracking in 
project management tools, integration milestones in 
presentation decks, and talent retention data in HR 
systems. This fragmentation prevents the holistic 
measurement needed for true performance insight.

Organizational silos present another significant 
challenge, with various functions maintaining 
separate measurement approaches. In many 
organizations, corporate development teams track 
deal execution metrics, integration teams measure 
milestone achievement, finance departments monitor 
synergy realization, and business units assess long-
term performance—often with limited coordination.

Perhaps the most challenging barrier to effective 
measurement lies in the cultural resistance to 
transparency and accountability. When acquisition 
outcomes fall short of expectations, conventional 
corporate culture often encourages moving on 
rather than analyzing what went wrong. This “failure 
amnesia” prevents essential learning.

Top acquirers combat this tendency by establishing 
formal post-mortem processes that celebrate 
learning rather than punishing failure. Technology 
company Cisco Systems conducts mandatory one-
year reviews of all acquisitions, explicitly focused 
on learning rather than judgment. These sessions 
include structured analysis of performance against 
original theses, identification of both successful and 
unsuccessful approaches, and formal documentation 
of insights for future transactions.

Moving Forward: 
From Measurement to Mastery

When acquisition outcomes 
fall short of expectations, 
conventional corporate culture 
often encourages moving on 
rather than analyzing what 
went wrong.
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B E S T P R A CT I C E 
Create a Unified M&A Measurement Framework

Based on insights from Midaxo’s all-in-one platform approach, here’s how leading companies create 
comprehensive measurement frameworks:

Establish a central repository for all M&A data 
Create a single source of truth that integrates 
information from across the deal lifecycle.

Define consistent KPIs across deal stages 
Develop standard metrics that span 
from targeting through long-term value 
measurement.

Implement stage-gate reviews with defined 
metrics – Set up formal checkpoints with clear 
measurement criteria that must be met before 
proceeding.

Create visual dashboards for different 
stakeholders – Design role-specific views that 
present relevant metrics to different audiences.

Establish regular review cadences – Schedule 
periodic reviews of both in-process and 
completed acquisitions to drive accountability.

Build a deal playbook with embedded 
measurement points – Document standard 
processes with defined measurement 
requirements at each step.

Implement automated data collection where 
possible – Reduce manual reporting burden 
through system integration and automated 
dashboards.

Moving Forward: 
From Measurement to Mastery (cont’d)

1 5

2 6

3 7

4



© 2025 Midaxo14 | Metrics that Matter: How Top Acquirers Keep Score (and Win) in M&A

About Midaxo
Midaxo provides the most widely used work management solution for corporate development. Digitally transforming the 
transaction process, Midaxo Cloud leverages automation, AI, and machine learning to deliver accelerated inorganic growth 
while decreasing deal risk. The platform can be customized to fit the needs of each company to enable corporate development 
and M&A leaders to find, evaluate, and deliver inorganic growth with unprecedented speed and accuracy. Midaxo users report 
identifying and managing up to 5x more targets, reducing diligence time by up to 50%, and accelerating time to value realization 
by up to 40%. More than 500 Midaxo customers have closed over 5,000 transactions valued in excess of $1 trillion. For more 
information, visit midaxo.com.

Conclusion: 
The Measurement Advantage

For more information, visit midaxo.com

As M&A remains a critical component of corporate 
growth strategies, the difference between success 
and failure increasingly depends not just on 
strategic vision but on disciplined execution guided 
by thoughtful measurement. Organizations that 
master M&A measurement develop capabilities that 
extend beyond transaction success to competitive 
advantage. By systematically capturing insights from 
each acquisition, these companies build proprietary 
knowledge that informs future targeting, enhances 
integration approaches, and accelerates value 
capture—creating a cycle of improvement.

In an arena where most organizations still struggle 
to capture intended value, effective measurement 
represents perhaps the single most important 
differentiator between occasional success and 
sustained excellence. The path forward is clear: 
design measurement systems that truly drive value 
creation throughout the complex journey—from 
strategy to successful integration—and reap the 
rewards of disciplined M&A execution.

https://midaxo.com

