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In today’s fast-paced business world, the top priority for companies of all sizes is to 
maximise growth. One of the most effective ways to achieve this is through horizontal 
integration. The expansion of business horizontally increases market share, strengthen 
competitive position, and enhance profitability.  

The History 

The 19th century was a significant period of industrial innovation.  In 1870s, Andrew 
Carnegie’s saga of horizontal integration stands out as a defining narrative.  Carnegie, a 
Scottish immigrant who became a titan of the American steel industry, leveraged this 
strategy to revolutionize the market and set a precedent that echoes in modern business 
practices.  His strategic acquisitions enabled him to achieve economies of scale, reduce 
costs, and innovate with the Bessemer process, which dramatically lowered production costs 
and increased efficiency. 

Modern Economies 

Triumphs 

Carnegie’s success with horizontal integration set a powerful example and continues to 
shape modern economies.  Facebook’s acquisition of Instagram in 2012 and WhatsApp in 
2014 is a testament to the effectiveness of horizontal integration.  Facebook expanded its 
social media dominance, enhanced its advertising capabilities, and diversified its user 
engagement strategies.  

Similarly, Amazon’s acquisition of Whole Foods in 2017 allowed Amazon to gain a foothold 
in the grocery sector, integrate its supply chain with Whole Foods’ established network, and 
leverage its technology to enhance the shopping experience. 

Challenges 

Some mergers are successful.  But not all stories of horizontal integration end well. The 
merger between Daimler-Benz and Chrysler in 1998, which cost $37 Billion, was initially 
hailed as a strategic masterstroke but faced numerous challenges due to cultural clashes, 
operational differences, and strategic misalignments.  By 2007, the merger unraveled, with 
Chrysler being sold off, marking a significant failure using horizontal integration. 

Similarly, eBay’s acquisition of Skype in 2005 is often cited as a cautionary tale. eBay, 
aiming to integrate Skype’s communication technology to enhance its marketplace, 
struggled with the integration.  eBay eventually had to sell Skype in 2009 to Microsoft at a 
loss.  

 

 



Avoiding the Pitfalls 

In modern economies, the principles of horizontal integration - consolidating market share, 
achieving economies of scale, and expanding operational capabilities—remain relevant.  
Companies that execute this strategy effectively can enhance their competitive edge, enter 
new markets and drive growth. However, the pitfalls experienced by Daimler-Benz and 
Chrysler, and eBay and Skype, serve as reminders of the importance of strategic alignment, 
cultural compatibility, and effective management in successful integrations. 

Andrew Carnegie’s legacy of horizontal integration offers both inspiration and cautionary 
lessons. He set a benchmark for future business strategies, while the mixed outcomes of 
contemporary integrations highlight the complexities and risks involved in consolidating 
market power. 
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