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Executive Summary

Device companies are buying software companies at a pace
that would have been hard to imagine five years ago. Clinical
communication platforms, Al-assisted surgical planning tools,
sensor-based workflow systems. The acquisition thesis is
sound: the future of medical devices is connected, data-rich,
and software-defined. The integration execution, however, is
where most of these deals fall apart. Only 14% of healthcare
M&A transactions reach what anyone would call successful
integration.

Here's how we approach integrating software-first acquisitions
into hardware-centric MedTech organizations: what Day 1
actually requires, how to shorten the path from close to value
capture, and where Al changes the integration math.

Integration Lifecycle

Five-phase chevron flow with Al accelerator activation timeline
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Al ACCELERATORS

Contract Mining Data Migration Intelligence Customer churn Prediction

60-70% faster contract review 80% fewer post-migration issues 25% reduction in integration-related churn

Compliance Gap Detection Integration Command Center

40% faster compliance assessment 35%improvemenr in milestone delivery | 45% faster issue resolution

4-8 weeks 8-12 weeks Day 1 Day 1-100 Day 100+
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What Changed: Hardware Companies Buying Software

MedTech M&A used to be straightforward. An orthopedics
company buys another orthopedics company. The products
are similar, the sales channels overlap, and the quality systems
speak the same regulatory language. Integration was hard, but
it was familiar.

That playbook doesn’t work anymore. The deals that matter
now are cross-domain: a $15 billion implant manufacturer
acquires a $3 billion clinical communication platform.

Cloud-native architectures
colliding with decades of
on-premises infrastructure

Two-week sprint cycles
running into 18-month FDA-
validated release processes

Saas recurring revenue models
that don’t map to capital
equipment sales processes

A surgical instruments company buys an Al-powered ambient
monitoring startup. These deals are driven by a real strategic
logic—standalone medical devices are becoming commoditized,
and the differentiation is moving to software, data, and
connected workflows.

But when a device manufacturer acquires a software company,
it inherits a set of problems that most integration teams aren’t
built to handle:

Engineers who deploy code 50
times a day now working alongside
teams who deploy once a quarter
after a six-month validation cycle

API-first data architectures
trying to talk to siloed device
data systems built in the 2000s

Get the integration wrong and the consequences go well beyond missed financial targets. You disrupt clinical workflows in hospitals that
depend on your platform. You create compliance gaps that show up in your next FDA inspection. In the worst case, you're forced to divest what
you just spent billions to acquire.

Five-Domain Integration Map

Hub-spoke diagram showing interdependent domains with risk callouts

TECHNOLOGY

Cloud vs. on-premises collision
API standards mismatch
Security model reconciliation

Risk: Productivity collapse
if rushed

Feeds into

DATA

HL7 FHIR vs. product master data
Patient privacy requirements
MDM complexity multiplied

Risk: Data migration is #1
cause of delay

Affects Execution

\V/
PEOPLE & CULTURE

INTEGRATED
MEDTECH
PLATFORM

Constrains decisions

REGULATORY

FDA QSR vs. HIPAA/SOC 2 gap

21 CFR Part 11 validation burden
Agile-to-validation culture shirt

Risk: FDA warning letter exposure

Enables

COMMERCIAL

SaasS vs. capital equipment motions
Dual CRM consolidation

Cross-sell enablement gap

Risk: Revenue attrition
from overlap

15-20 critical roles hold the platform's value
Competitions recruit on announcement day

Risk: Lose the architect, lose the platform
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Five Things You Have to Get Right

There are five domains you have to get right when integrating
healthcare IT into a hardware-centric organization. None of them
are optional. They interact with each other in ways that make
sequencing decisions genuinely difficult, and getting one wrong
can set back the other four.

Technology Infrastructure:
1z Two Different Worlds

The problem: The acquired company runs on AWS or Azure.
Everything is containerized, auto-scaled, and deployed through
Cl/CD pipelines. The acquiring company has SAP instances
running on-premises, manufacturing execution systems that
predate the iPhone, and a quality management system that took
three years to validate.

Neither side is wrong. They built what their business needed.
But now they need to work together, and the architectural gap
causes problems everywhere. APl standards are different. Data
formats are different. Security models are different. Even the way
teams think about uptime and deployment risk is different.

What we do: We build a target-state technology blueprint in

the first 30 days. Not a PowerPoint. An actual architecture with
defined integration points, data flows, and migration sequences.
We stand up an integration layer that lets both environments
coexist on Day 1 while the team works toward consolidation.
This sounds obvious, but most integration teams skip the
blueprint and go straight to firefighting.

Integration Layer: Day 1 vs. Target State
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Regulatory Compliance:

The Part Everyone Underestimates
The problem: Device manufacturers operate under FDA QSR (21
CFR Part 820) and I1SO 13485. Software companies, even healthcare-

focused ones, usually operate under HIPAA, SOC 2, and ISO 27001.
These frameworks don’t map to each other. At all.

When the acquired software becomes part of a device ecosystem, it
may need validation under 21 CFR Part 11 for electronic records and
signatures. That means fundamental changes to how the software
team develops, tests, documents, and releases code. The agile team
that shipped daily now faces validation cycles that take months.
Handle this wrong and you'll either kill the team’s productivity or
create a compliance gap that an FDA inspector finds.

What we do: We start with a gap assessment that maps the acquired
company’s actual practices against what the parent company’s
quality system requires. Then we sort everything into three buckets:
what has to be fixed before Day 1, what can run on a TSA for 6-12
months, and what’s a longer-term harmonization project. The
critical distinction is between regulatory requirements and process
preferences. Most integration teams conflate the two and end up
over-engineering the compliance transition.

Data Architecture:

The Hidden Integration Tax
The problem: Healthcare IT platforms move data constantly. HL7
FHIR messages to and from EHR systems. Real-time integrations
with nurse call systems, patient monitors, and bed management
platforms. The device company’s data architecture was built for

product master data, manufacturing batch records, and customer
invoices. It was never designed for fast-moving clinical data.

Add patient data privacy requirements, clinical workflow data, and
device telemetry into the mix, and master data management gets
a lot harder, fast. You can't just merge two Salesforce instances and
call it done.

What we do: We implement a federated data architecture. Each
domain owns its data. We define clear contracts for how data
moves between domains, build integration middleware that
translates between standards, and set clear ownership so people
know who's responsible for what. On Day 1, the critical data flows
work. Post-Day 1, we expand the connections between systems
step by step rather than trying to boil the ocean.
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Two Sales Models, One Customer & q?") Where Deals Actually Die

The problem: The software company sells $200K annual
subscriptions through a 9-month enterprise Saa$ cycle with
customer success managers focused on adoption and renewal.
The device company sells $500K capital equipment through
clinical specialists who spend half their time in operating rooms
building surgeon relationships. These are completely different
commercial motions with different CRM configurations, quoting
tools, contract structures, and comp plans.

Without careful coordination, sales teams compete for the same
accounts. Pricing strategies conflict. Customer data fragments
across two CRMs. The cross-sell opportunity that justified the
acquisition premium never materializes.

What we do: We work on three things at once. First, customer
data consolidation so both teams see the same account. Second,
coordinated handoff rules so the device rep knows how to pass
a software opportunity and vice versa. Third, system integration
across CRM, CPQ, and contract management. We get the single
account view working by Day 1. The rest follows a sequence

that prioritizes cross-sell enablement because that’s where the
revenue synergy lives.

What Day 1 Actually Requires

The problem: Software engineers expect modern tooling,
continuous learning budgets, and equity compensation. Device
company engineers are accustomed to structured project
management, regulatory documentation, and traditional benefits.
These aren't better or worse, but they're different enough to cause
real friction.

The bigger risk: the acquired platform’s value often lives in 15-20
people who built it. Lose the lead architect, the principal product
manager, and two senior engineers and you've functionally
destroyed what you bought. Competitors know this. They start
recruiting aggressively the day the deal is announced.

What we do: We identify the 15-20 critical roles in the first week. Not
a generic org-chart exercise, but a specific analysis of who holds

the knowledge that makes the platform work. We build retention
packages for those individuals before competitors have their first
conversation. We also help the acquiring company understand
which parts of the acquired culture are worth preserving and

which need to change. The goal is to keep the people who built the
platform productive while adding the governance and compliance
discipline the combined organization needs.

Day 1 is when the legal close happens. Customers expect everything to keep working. Employees need to know who they report to. The

finance team has to book transactions across both entities. Regulators expect zero compliance gaps. This is not the day for ambiguity.

What Has to Work on Day 1
Critical Systems and What Can Go Wrong

System Day 1 Non-Negotiable

Finance .
reporting ready

Intercompany accounting works, consolidated

What Goes Wrong If You Miss It

Restatements, audit findings, SEC disclosure issues

HitEayaall continue uninterrupted

Every employee gets paid correctly, benefits

Retention crisis within days, potential labor law violations

Customer Systems without disruption

Customers can place orders and reach support

Revenue loss, account defections to competitors

IT Infrastructure .
tools live

Email works, networks connected, collaboration

Productivity collapse, shadow IT takes root

Quality/ CAPA system active, complaint handling

Regulatory uninterrupted

FDA compliance gap, potential warning letter




TSAs: Useful Tool, Common Trap

Transition Service Agreements are necessary. But poorly written TSAs become dependencies that are expensive to maintain and harder to
exit than anyone expected at signing. We structure TSAs with specific exit criteria, milestone gates, and pricing that pushes both sides to
transition efficiently. We also start exit planning on Day 1, not six months before expiration. That’s the difference between a smooth handoff

and a panicked scramble.

After Day 1: The 100-Day Value Capture

Surviving Day 1 is the floor, not the ceiling. The real test is how fast the combined organization captures the value that justified the deal.

Here’s how we structure the first 100 days.

Days 1-30: Confirm Nothing
Broke, Ship Quick Wins

Verify every critical system
is operating. Don’t assume.
Check

Ship the quick wins you
planned before close: joint
customer communications,
cross-sell lead lists, combined
marketing materials

Set up the integration
meeting rhythm. Weekly
steerco. Daily standups for
workstream leads

Find and triage problems
before they compound

Days 31-60: Build the
Foundation

Complete master data
alignment. You can’trun a
combined business if the two
systems disagree on who your
customers are

Get unified reporting running
so leadership has one version
of the truth

Start the ERP integration
work. This is always longer
than expected; starting early
IMEEI

Launch the first coordinated
go-to-market campaigns

Days 61-100: Shift from
Integration to Operations

Hit the first technology
platform consolidation
milestones

Finalize org design. People
can only tolerate ambiguity
about their role for about

90 days before it becomes a
retention problem

Capture initial cost synergies
from vendor consolidation
and eliminating duplicate
processes

Hand off integration work to
the people who'll run it day
to day




Where Al Changes the Integration Math

We've been using Al tools in integration work for over two years now. Not as a sales pitch. As actual workstream
accelerators that shorten schedules and catch things human teams miss. Here's where the impact is real and measurable.

Al Accelerator Architecture

INTEGRATION WORKSTREAM Al ACCELERATOR MEASURED IMPACT

Contract & Agreement Review
Change-of-control, assignability,
termination right across thousands
of documents

Contract Mining Engine

60-7 0% Faster contract review
14weeks-9 days on recent engagement

NLP extraction+clause classification
across 4,200+ contract corpus

Data Migration & Quality
Schema, mapping quality profiling
migration rules across incompatible
data models

Data Migration Intelligence
Auto+profiling+predictive failure
detection from historical patterns

809 Fewer post-migration issues
50% faster migration plannig

Integration Command Center
Real-time health monitoring+
NLP issue extration from status reports

Tracking thousands of tasks, status
reports, meeting notes, and cross-
workstream risks

359 better milestone delivery
45% faster issue resolution

Customer Retention

Monitoring 2,000+ hospital
accounts for disengagement signals
during integration

Customer Churn Prediction
Behavioral pattern analysis+ticket
sentiment+usage drop detection

259/ reduction in churn
60-90 day early warning window

Regulatory Compliance

Assessing acquired systems against,
FDA, HIPAA, state regs, and

intl standards

Compliance Gap Detection
i i ' 409 faster assessment

Comprehensive vs. sample-based audit trail

BAutomatef control mapping against
all applicable frameworks

|
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|
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ACTIVATION TIMELINE
@ @ @ @ o
Week 1 Week 2-4 Day 1 Day 1+ Ongoing
Contract Mining Data Intelligence Command Center Churn Prediction Compliance Detection

1. Contract Mining. Integration teams spend weeks reviewing risks based on early warning patterns, and spots staffing and
contracts manually, looking for change-of-control capacity problems before they cause delays. It reads status
provisions, assignability restrictions, and termination rights. reports and meeting notes to catch problems that people
The contract mining tools read thousands of contracts in mention in passing but nobody formally escalates.
hours, extract the clauses that matter, and flag the ones that L.

ffu i 1( » I ! oA ) 9 tinvolved 4. Customer Churn Prediction. The churn models watch
ntegration planning. A recent en ment in
attect integration planning. A recent engageme .I volve customer behavior patterns, support ticket tone, usage
4,200 customer and vendor contracts. Manual review was L
) o frequency, and how often people are actually logging in. They
estimated at 14 weeks. We completed it in 9 days. . . .
flag accounts showing early signs of disengagement, usually

2, Data Migration Intelligence. Data migration is consistently 60-90 days before the customer actually calls to cancel. That
the most underestimated integration risk. These tools window is the difference between saving the account and
profile source data automatically, identify quality issues, reading the cancellation notice.
map fields across schemas, and generate migration rules. . . . .

P . . ; .g . 9 . 5. Compliance Gap Detection. On the compliance side, the
They also predict which migrations are likely to fail based . , .
o A tools map the acquired company’s actual controls against
on patterns from previous integrations. On a recent deal, . o .
) o R each applicable framework, generate a prioritized gap list,
this cut migration planning time in half and reduced post- . - . .
. o and estimate remediation effort. This replaces the typical
migration data quality tickets by 80%. s .
approach of hiring five consultants to spend eight weeks
3. Integration Command Center. Large integrations generate producing a 200-page gap assessment that tells you what you

thousands of tasks across dozens of workstreams. The
Command Center tracks program health in real time, flags

already suspected.
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Why Work With Us

There are four reasons companies bring us into healthcare IT integration work, and they’re worth stating plainly.

We know MedTech
Our consultants have run integration programs at the

largest device companies. They understand FDA regulatory
requirements, hospital purchasing cycles,

We've done this before
Our integration playbooks come from
hundreds of engagements. We know

clinical workflow dependencies, and what
happens when hardware and software
cultures collide. This isn't something you can
fake or learn on the job.

We don’t just advise.
We build

Strategy consultancies hand you a deck and

where the problems hide, what takes
longer than expected, and which
shortcuts aren’t actually shortcuts.

Our Al tools are
production-tested
We're not selling a vision of what Al

leave. We execute the technology integration:
ERP consolidation, data migration, system integration,
application rationalization. We're accountable for results, not
recommendations.

might do for integration someday. These
tools are running on live engagements today, delivering
measured results on actual deals.
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