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Agenda

1. Startup lifecycle and opportunities for M&A

2. Anatomy of an M&A transaction

3. Technical due diligence: Meet/exceed buyer expectations

4. Integration management: Reduce risk and accelerate integration

5. Divestiture planning: Achieve rapid separation
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Buy: Acquisition as 

an engine for 

growth 

Startup life cycle

MVP

Value

Time

Exit

Product market fit

Scale

Pivot

Sell: Divestiture as 

a vehicle for 

product/strategy 

realignment 

Sell: Acquisition as 

an option for exit
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Anatomy of an M&A transaction

Divestiture 

planning and 

valuation

Buyer 

outreach and 

LOI
Due diligence

Negotiations

Deal closing

Retrospective

analysis 

Deliver deal 

value

Integration 

management

Qualify 

prospects Buy side

Sell side
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Focus of today’s session

(Pre-deal)

divestiture 

planning

(Pre-deal)

technical due 

diligence

(Post-deal)

integration 

management
Buy side

Sell side
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Technical due diligence
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Take Home Message 1:

The value of what you have now is directly 
linked to how easily someone else can run 

it in the future
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Technical due diligence (TDD)

• Traditional IT Due Diligence has 
sought to identify the gaps in a 
company’s IT department

• Questions:

• Have you had any security breaches? Do 
policies exist to handle and prevent 
future breaches?

• What is the remaining useful life on your 
infrastructure assets? What is your typical 
refresh cycle? 

• Are all software licenses current? 

Organization 
and Processes 

Infrastructure

Security & 
Compliance

Data & 
Analytics
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Technical due diligence (TDD)

• AWS Cloud resolves many of the 
traditional issues of on-premises 
infrastructure 

• As a result, it changes the perspective of IT 
from a liability to an area of value 
creation

Business Agility

Standardization

Cost Effectiveness

IT Staff Productivity

Operational Resilience

Scalability

Security
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Take Home Message 2:

“Not invented here” thinking in design will 
hurt the value of your startup. Make your 

IP great and your ops boring.
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Are you 
Well-Architected?
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AWS Well-Architected Pillars

Security
Cost 

optimization

Operational

excellence 

Performance 

efficiency
Reliability

Sustainability
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AWS Well-Architected Tool
More info: https://aws.amazon.com/well-architected-tool/

https://aws.amazon.com/well-architected-tool/
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Architecture: security strategy

• Secure AWS resources

• Secure applications

• Automate compliance

E L E V A T E  Y O U R  S E C U R I T Y  I N  T H E  C L O U D
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Shared responsibility model

AWS

Security OF 

the cloud

AWS is responsible for protecting 

the infrastructure that runs all the 

services offered on the AWS Cloud.

Security IN 

the cloud

Customer responsibility is 

determined by the AWS Cloud 

services a customer selects. 

Customers
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Inherit global security and compliance controls 

17

SEC Rule
17a-4(f)

SOC 2

G-Cloud

VPAT
Section 508

SOC 3

MPAA

SOC 1

FERPA

FISC

CJIS

GxP

CCCS

PIPEDA
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Due diligence tip – AWS Security Hub
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Due diligence tip – conformance packs 
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Processes: governance strategy
H A V E  B O T H  I N N O V A T I O N  A N D  C O N T R O L

• Control plane

• Change management

• Infrastructure as code

• Continuous audit
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Take Home Message 3:

Automate everything. 
More overhead = less net present value for your business
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Due diligence tip – infrastructure via CI/CD

Code

1

Commit

Git push/PR

2

Execute CI/CD test 

and deployment

3

Resources 

provisioned through 

AWS CloudFormation

4



© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.

Example AWS DevOps pipeline

M O N I T O RD E P L O YB UI L D  &  T E S T
S O UR CE /

A R T I F A CT
A UT H O R

AWS Cloud9

AWS IDE Toolkits

AWS SDKs

AWS 

CodeDeploy

AWS CodeBuild

AWS CodePipeline

AWS 

CodeCommit

Amazon 

ECR & ECR Public

AWS 

CodeArtifact

Amazon 

CodeGuru

AWS 

X-Ray

Amazon

CloudWatch
Amazon DevOps 

Guru

MOD EL AWS CloudFormation
Cloud Development Kit

(AWS CDK, CDK8s, CDK-terraform) 
AWS Serverless 

Application Model (SAM)

AWS 

Amplify

AWS 

Config

AWS Managed 

Service for 

Grafana

AWS Managed 

Service for 

Prometheus
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Take Home Message 4:

Raise the bar on operational robustness.
Remove the “fixer-upper” discount to your business.
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AWS Organization 

AWS Control Tower Initial OUs

Multi-account strategy

Service 

control

policy

Logging 

account

Audit 

account

Prod

Workload A

account

Management 

account

Security 

OU
Workload 

OU

Prod

Workload B 

account

AWS Single 

Sign-On

Prod

CI/CD

account

NonProd

CI/CD

account

Deployment

OU

Sandbox 

OU

Prod 

OU
NonProd

OU

Prod 

OU
NonProd

OU

NonProd

Workload A

account

NonProd

Workload B 

account

Infrastructure

OU

Networking

account
Tooling

account

Shared Services

account
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Due diligence tip – continuous audit trail
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Due diligence tip – IP review

Do you have the rights to 
use all IP in your product?

Are you sure?
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Take Home Message 5:

Know what’s driving your cost and make sure 
each component’s value justifies that cost
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Processes: cost optimization strategy
T A K E  C O N T R O L  O F  C O S T  A N D  C O N T I N U O U S L Y  O P T I M I Z E  Y O U R  S P E N D

• Business metrics

• Maximum cost visibility

• Control and plan cost

• Savings and innovations
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Optimizing your AWS bill
T A K E  C O N T R O L  O F  C O S T  A N D  C O N T I N U O U S L Y  O P T I M I Z E  Y O U R  S P E N D

#1: Financial Optimization #2: Architectural Optimization

On-

Premises
Lift & Shift

Instance 

Right Sizing

Improved 

Elasticity

Monitor, 

Improve
Using Correct 

Pricing Model

Storage 

Optimization

Serverless 

Architecture

Managed 

Services

AWS 

Optimized 

Traditional Comparisons

Unit cost (i.e., cost/transaction)

Usage

Tools and processes to reduce costs on 

existing AWS spend and on-premises spend

Architectural optimization to reduce 

costs while improving operational 

scalability and flexibility
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Know what you’re spending
E S T A B L I S H  A  U N I F O R M  V I E W  O F  Y O U R  C O S T  A N D  U S A G E

Comprehensive dashboards

View month-to-date costs, month-end forecasted costs, and 

saved reports.

Automated trend analysis

Identify anomalous cost and usage events across your 

account(s) based on historical patterns.

Friendly user experience and programmatic access

User-friendly interface for users of all expertise levels, and 

AWS Cost Explorer API available for custom application to 

address specific cost management needs.
Enabling AWS Cost Explorer: Access via Cost 

Management console. First time users may take up to 

24 hours for cost and usage data to load. 
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Due diligence tip – use cost allocation tags
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Note: Enable cost allocation tags on the billing dashboard

Due diligence tip – use cost allocation tags
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Due diligence tip – dive deep on service spend 
• Reserved Instance & Savings Plans

• Alternative Silicon (Graviton, Trainium, Inferentia)

• Use serverless 

• Use Spot Instances

• Archive/delete unused Amazon EBS volumes

• Optimize S3 storage tiers

• Stop/pause/archive unused Amazon RDS and Amazon Redshift instances

• Optimize Amazon DynamoDB read/write capacity

• Don’t over-provision IOPS

• Use endpoints to limit outbound bandwidth (e.g., S3)

• Know how each service is billed, and avoid anti-patterns
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Know how each service is billed – Athena 



© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.

People development strategy
G R O W  P E O P L E ,  C A R E E R ,  A N D  B U S I N E S S

CertificationsTraining Workshops
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Integration management
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Synergies

“The interaction or cooperation of two or more organizations, 

substances, or other agents to produce a combined effect greater 

than the sum of their separate effects.” *

* Oxford University Press
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Integration management

Speed, repeatability, and efficiency are critical to 

maximizing transaction value.

Value Realization Tenets:

➢ Begins pre-transaction

➢ Works backwards from Investment Thesis.

➢ Free IT to Innovate; look for additional value.

46%

70%

of acquirers fail to realize 

projected cost synergies

of acquirers inherit technical 

debt and complexity

80% of transactions fail to realize expected value
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Integration management

What

• Workloads

• Cloud platform architecture 
(networking, security, operations, 
accounts)

• Data assets integration

• Governance and organization 

Optionality

• Minimal/no integration 

• Tightly coupled integration end-state

Acquisition as your engine for growth: Faster integrations can help 

you achieve your investment objectives and reduce risk
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Take Home Message 6:

Loosely Coupled Architectures Empower 
Synergies and Integration 
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Loose coupling empowers synergies

A B Vs.

A B

”Send airline booking destination city to hotel suggestion service.” 



© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.

Application integration in action

AWS Cloud
Acquirer AWS environment Acquiree AWS environment

SNS Topic

SQS Queue

EventBridge Event bus

Receiver Lambda function

Receiver EC2 instance

Sender EC2 instance

Sender Lambda functionReceiver ECS task

Sender EC2 instance

Sender Lambda function API Gateway endpoint Receiver Lambda function

Asynchronous

Synchronous
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Acquirer AWS Organization

Environment integration in action

Service 

control

policy

Acquiree AWS Organization

Logging 

account

Audit 

account
Workload 

account1

Workload 

account2

Management 

account

Security 

OU
Workload 

OU

Workload 

account1

Workload 

account2

Workload 

account3

AWS Single 

Sign-On

Acquiree

workload 

account1

Acquiree

workload 

account2

Transitional 

OU

No SCP

Acquiree on-prem

Acquiree  other cloud

server server database

server server database

Move 

accounts

Service 

Migration

Service 

Migration
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Network integration in action

AWS Cloud
Acquirer AWS environment Acquiree AWS environment

VPC

Dev account

VPC

Prod account

Peering 

connection

VPC

Dev account

VPC

Prod account
Peering 

connection

Private subnet

Instances

Private subnet

Instances

Private subnet

Instances

Private subnet

Instances
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Data integration in action

AWS Cloud
Acquirer AWS environment Acquiree AWS environment

Amazon Aurora 

instance

Amazon RDS 

instanceAWS Database Migration 

Service (DMS)

AWS DataSync
Data Lake EFS File 

system
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Summary: take home messages
1. The value of what you have now is directly linked to the how easily 

someone else can run it in the future

2. “Not invented here” thinking in design will hurt the value of your startup. 
Make your IP great and your ops boring.

3. More overhead = less net present value for your business. Automate 
everything.

4. Remove the “fixer-upper” discount to your business. Raise the bar on 
operational robustness.

5. Know what’s driving your cost and make sure each component’s value 
justifies that cost

6. Loosely Coupled Architectures Empower Synergies and Integration
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Divestiture planning
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Divestiture planning

Standalone a.k.a. Carve-Out 

• Seller’s Divested BU is kept as a standalone entity by the Buyer

Integrate with Existing Company

• Seller’s Divested BU is integrated by the buyer into an existing 

company

Divestiture is a disposition or sale of assets. A startup might divest an asset or part of the business when: 

1) It is no longer aligned with the company’s new pivoted direction or business strategy 

2) It is worth more to a potential buyer, or as a separate entity than as part of the company’s business

Types of Divestiture

Seller /Parent Co Standalone

Integrated with another company

Divested BU

Objectives of a Divestiture

Seller /Parent Co

Divested BU
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Divestiture planning

• Create new environment

• Migrate applications

• Migrate & cleanse data

• Migrate operations
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re:Invent 2022 Equity event readiness sessions
Attend this week or watch on YouTube*

STP220 - State of venture funding in the cloud (panel)
Tuesday, November 29 - 11:00 AM - 12:00 PM

STP307 - Scaling a SaaS company for public company readiness
Tuesday, November 29 - 5:00 PM - 6:00 PM

STP201 - Success secrets for mergers and acquisitions
Tuesday, November 29 - 12:30 PM - 1:30 PM

Tuesday, November 29 - 5:00 PM - 6:00 PM

STP206 - Cloud strategies for equity valuation and investor readiness
Tuesday, November 29 - 2:00 PM - 3:00 PM

Wednesday, November 30 - 10:45 AM - 11:45 AM

*Available 48 hours after event. 

https://portal.awsevents.com/events/reInvent2022/sessions/STP220
https://portal.awsevents.com/events/reinvent2022/sessions/STP307
https://portal.awsevents.com/events/reInvent2022/sessions/STP201
https://portal.awsevents.com/events/reinvent2022/sessions/STP206
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Thank you!
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Please complete the session 
survey in the mobile app

Teresa Huang

huangter@amazon.com

Nick Hartman

hartmani@amazon.com


