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$4.5M EBITDA Gain, $3.5M Working Capital Reduction
& 95% + On-Time delivery

Background

Company:

A private equity firm pursuing the acquisition of a national
distributor of paint products operating across eight distribution
centers. Rapid growth had introduced operational complexity
across warehousing, inventory, sourcing, and freight
management.

Situation:

During the acquisition process, underlying operational
inefficiencies were masking true performance. On-time
delivery was below 80%, warehouse labor was misaligned with
demand, and excess inventory (approximately $4M) was tying
up working capital. The distribution network footprint was
oversized and inefficient, while legacy sourcing and freight
strategies failed to leverage the ability to scale.

Objective:

The ProAction Group was engaged to conduct operational
diligence to quantify hidden EBITDA and working capital
opportunities. Following the acquisition, the objective
expanded to implementing targeted improvements to
increase profitability, improve service levels, and optimize asset
utilization across the distribution network.

Actions Taken

Conducted pre-close operational diligence to identify
EBITDA and working capital upside beyond management
projections.

During the implementation phase:
« Redesigned warehouse operations using Lean principles

+ Implemented process improvements in picking, material
handling, and quality control

+ Improved inventory planning systems and policies
+ Negotiated improved sourcing and freight agreements

« Consolidated distribution footprint by eliminating two
distribution centers and reducing a third by 140,000 sq. ft.

+ Designed and implemented key performance metrics and
daily management routines

+ Trained leadership in root cause analysis and continuous
improvement practices

Transformed warehouse operations into a scalable, high-performing distribution
network, significantly increasing investment value and accelerating returns.

IMPLEMENTATION IMPACT

capital reduction

improvement

$3.5M working Reduced footprint by
~250,000 sq. ft. distribution

Increased on-time delivery from
~80% to over 95% within six months

«  Reduced distribution footprint by ~250,000 sq. ft.
$4.5M EBITDA >prin ’
Improved labor productivity and order throughput

Embedded a continuous improvement culture across operations

THEPROACTIONGROUP:

Uncover Hidden Value. Drive Transformational Growth.

We help businesses unlock operational excellence and reveal the profit hiding in plain sight
- often without new equipment, new people, or risky investments.

The Competition is Fierce. Change the Rules.™
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