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RAPID VALUE CREATION THROUGH 
OPERATIONAL TRANSFORMATION

Company:  
A private equity firm engaged in a competitive acquisition process for an international 
pharmaceutical packaging and equipment company operating in regulated, high-reliability 
markets. The business required precision manufacturing, complex scheduling, and strict 
adherence to quality and delivery standards.         

Situation: 
The target company faced a range of operational and financial challenges that suppressed 
EBITDA and heightened acquisition risk. Production inefficiencies were evident in long 
lead times and a significant past-due backlog, while poor scheduling and reactive 
operations drove excessive overtime. The absence of a defined sourcing strategy across key 
commodities further weakened cost control, compounded by supplier complacency that 
limited competitiveness and delivery performance. Internally, non-Lean manufacturing 
practices constrained throughput and margins, and legacy IT systems nearing end-of-life 
restricted scalability and operational agility.  

Objective:  
The ProAction Group was engaged to identify and quantify hidden EBITDA and working 
capital opportunities during the diligence phase, providing the client with actionable 
operational insights to support a competitive bid. Following the acquisition, their focus 
shifted to the rapid implementation of Lean manufacturing, strategic sourcing, and 
improved scheduling practices. The objective was to accelerate value creation and enhance 
operational performance through efficiency gains and cost improvements, rather than 
relying on revenue growth.

Background Actions Taken
•	 Conducted operational diligence to 

quantify EBITDA and working capital 
opportunities

•	 Developed implementation cost 
models for system improvements

•	 Led enterprise-wide Lean 
transformation using value stream 
mapping

•	 Implemented structured Lean 
production scheduling methodologies

•	 Designed and executed sourcing 
strategies across six key commodities

•	 Redesigned inventory strategy to 
improve availability and reduce 
backlog

•	 Facilitated Kaizen events and root 
cause problem-solving initiatives

•	 Trained leadership and operators 
in Lean tools and continuous 
improvement

50% EBITDA Growth in 6 Months  
$3M Annual Improvement | 95% On-Time Delivery

Within 18 months, the private equity sponsor refinanced and recovered invested 
capital, and within 36 months, the investment was fully monetized.

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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On-time 
delivery 

improved  
to 95%

Overtime 
reduced  
by 53%

 

$2M EBITDA 
increase within 
first 6 months

 

Gross margin 
increased  
by 4.8%

 

Product margins 
improved  
by 7.2%

 

Production 
capacity 

increased  
by 20%

$3M EBITDA  
improvement  

in Year 1

IMPLEMENTATION IMPACT

•	 $1.4M EBITDA identified during diligence phase
•	 $1.25M inventory reduction opportunity uncovered
•	 Manufacturing lead times and backlog significantly reduced
•	 Operations stabilized with improved predictability and reduced organizational strain
•	 Enabled the private equity firm to successfully win the deal


