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When a private equity firm acquires a new 
company, the clock starts ticking. Whether 
the goal is bolt-on synergy, operational 
improvement, or strategic transformation, 
procurement offers one of the most immediate—
and scalable—paths to EBITDA impact. Yet it’s 
also one of the most underleveraged functions in 
the critical post-acquisition 100-day plan. 

Disparate systems, opaque spend, and 
fragmented supplier relationships often obscure 
value opportunities. Procurement needs to move 
fast, not just to cut costs, but to create visibility, 
establish control, and lay the groundwork for 

scalable growth and margin enhancements.  

Too often, PE firms bring in costly consultants just 
to uncover the baseline spend picture—spending 
weeks and six-figure budgets on a view that 
the right technology can now deliver in days. By 
deploying tools like SpendHQ early, firms can skip 
the data-wrangling phase, reduce consulting fees, 
and accelerate execution from the inside out.  

This playbook outlines how PE sponsors and 
operating partners can drive procurement 
integration and value realization starting Day 1 
after close.
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One of the biggest post-acquisition risks is flying 
blind. The acquired company often brings legacy 
systems, inconsistent taxonomies, and siloed data 
that make it nearly impossible to know where the 
money is going, or how to manage it.  

The first step: aggregate and normalize the 
full spend dataset across all systems. Use AI-
powered categorization to cleanse and enrich 
the data, applying a consistent taxonomy that 
aligns with how the PE firm wants to view spend 
across the portfolio. 

NUMBER 1

Establish Spend Visibility: Build a Trusted 
Data Foundation

Find Savings  
That Scale 

Identify synergy targets 
and low hanging saving 
opportunities.

Unify Your  
Supplier Base

Rationalize overlapping 
suppliers across 
companies.

Standardize & Scale 
Category Plans

Align category strategies 
enterprise-wide for 
consistency and value.

Without this, it’s difficult to: 

Use a best-in-class Spend 
Intelligence platform to create a 
unified “spend cube” that enables 
enterprise-wide and cross-portco 
views of supplier, category, and 
payment data.

Pro Tip
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NUMBER 2 

Strengthen Value Creation Plan with 
Detailed Savings and Value Opportunities

This insight powers quick wins in the short term—and lays the groundwork for deeper transformation later. 

Supplier Rationalization
Identify vendor overlap and 

eliminate redundant contracts. 

Spend Leverage
Use consolidated volumes to 

renegotiate with preferred vendors. 

Payment Term Optimization
Standardize terms to improve 
working capital performance. 

Price Discrepancy Analysis
Identify and correct pricing 

inconsistencies across similar 
categories or vendors. 

Category Strategy Alignment
Reframe category plans based 

on the new organization’s scale. 

Risk Mitigation
Integrate ESG, financial, and 

geopolitical risk signals to 
prevent supplier surprises.
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Once spend is visible, the PE team can use this data to inform the value creation plan. Armed with 
real-time holistic data, the portfolio company can identify strategic opportunities that go far beyond 
tactical cost-cutting: 
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NUMBER 3

Standardize Procurement Execution 
Across the Org 

The faster these structures are set 
up, the sooner bottlenecks clear and 
teams can drive savings and results.

Many portcos have highly manual or ad- hoc 
procurement processes. This becomes 
especially problematic post-acquisition, when 
governance expectations and synergy goals 
increase overnight. 

Define and roll out standardized 
sourcing, negotiation, and approval 
workflows. 

Set approval thresholds based on spend 
levels, regions, or categories. 

Build cross-functional stakeholder 
alignment around project ownership, 
especially between procurement, 
finance, and operations. 

To stabilize execution: 
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Once initiatives are underway, the PE team needs visibility into progress: what’s happening, who owns 
it, and what value is being delivered. This is where many deals fall short. Too often, results tracking 
happens in spreadsheets that are outdated, incomplete, or difficult to consolidate. 

Instead, use a centralized Performance Management system purpose-built for procurement. 

NUMBER 4

Track Synergies and Results in Real-Time 

Report results in real-time 
to sponsors and operating 

partners.

Track all synergy and savings 
projects in one place.

Coordinate execution across 
global teams without relying on 

manual updates.

The outcome? Faster feedback loops, more confident decision-making, and clear accountability.
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 It should allow teams to: 
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Even the best procurement transformation fails if the tools aren’t used. Solutions must be intuitive, 
configurable, and useful to everyone from sourcing leads to the CFO. 

Adoption drives ROI. Prioritizing ease of use ensures that data turns into action, and that procurement 
becomes an embedded, valued function in the new org. 

NUMBER 5

Prioritize Usability and Adoption Across 
the Org 

Dashboards Everyone Can Use
Self-service dashboards for business and finance stakeholders.

Simplified Collaboration Across Teams
Easy collaboration and reporting functionality.

Intuitive by Design
Clean, flexible UI with minimal training requirements.
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That means:
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Leverage SpendHQ’s Tariff Impact 
Dashboard to gain instant visibility 
into how global trade policy 
changes impact your suppliers, 
categories, and sourcing strategy.

Supplier risk becomes magnified during M&A, 
especially when entering new geographies or 
combining global supply chains. Many PE firms 
assume risk is handled by compliance or legal, 
but procurement is the first line of defense. 

NUMBER 6

Address Supplier Risk Early 

Focus on:

Centralizing risk visibility across the 
combined supplier base .

Integrating risk scoring into sourcing 
and onboarding workflows.

Surfacing exposure to geopolitical 
instability, ESG violations, cyber 
threats, and commercial ownership 
changes within the supply chain.

Embedding risk data directly into 
spend and supplier views to help the 
team make faster, smarter decisions—
and prevents costly surprises during 
integration.
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Conduct a procurement data audit across all 
systems 

Stand up a unified spend cube for visibility 

Identify overlapping suppliers and priority 
categories 

Standardize policies and workflows for sourcing, 
approvals, and supplier onboarding 

Execute quick-win sourcing initiatives and supplier 
consolidations 

Align with functional stakeholders across finance, ops, 
and legal 

Launch performance tracking to measure synergy 
capture and savings delivery 

Introduce supplier risk metrics to flag vulnerabilities 

Report early wins: cost savings, supplier reduction, 
compliance improvements 

Provide real-time dashboards to sponsors and 
portco execs 

Finalize integration roadmap: ESG programs, 
working capital plays, advanced analytics

THE 100-DAY 

Procurement Integration Plan for PE Firms 

DAYS 
31-60

DAYS 
1-30

DAYS 
61-100
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To drive the level of EBIDTA PE-firms 
expect, procurement must be more than an 
operational function. It needs to become 
a value creation engine. But to realize that 
potential, it needs structure, visibility, and 
executive alignment from Day 1. 

Integrating procurement as part of the 100-
day plan isn’t just about cutting costs. It’s 
about ensuring that the post close value 
creation is scalable, strategic, and successful 
– for every single acquisition. By establishing 
procurement and supply chain visibility early 
through technology, firms can significantly 
reduce the need for costly consultants often 
tasked with building the same foundational 
data views—accelerating impact while 
protecting margin. 

Final Thought

Ready to make 
procurement your 
fastest lever for 
EBITDA expansion? 
Learn how SpendHQ helps 
PE firms unify spend, drive 
execution, and accelerate 
impact.

Let’s Talk

About SpendHQ
SpendHQ empowers procurement leaders 
at complex organizations to make important 
decisions with confidence by providing a single 
source of truth for spend data, project tracking, 
and performance management. By integrating 
the full procurement workflow teams can easily 
execute strategy and deliver on their goals 
related to cost savings, ESG, risk reduction, 
compliance, and more. 

Spend Intelligence leverages AI to organize, 
cleanse, and analyze procurement data, 
delivering actionable insights and automated 
reporting. 

Performance Management helps large 
cross-functional teams turn data into strategic 
value, ensuring alignment on top priorities. 
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