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Andrew is a 17-YEAR MANUFACTURING AND TECHNOLOGY INDUSTRY VETERAN with experience within manufacturing, 
management consulting, and the software industry.

A N D R E W B O L I VA R
D I R E C T O R ,  C E N T E R O F E X C E L L E N C E
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HOW ENTERPRISE TECHNOLOGY IMPACTS

P r e s e n t e d  b y  A n d r e w  B o l i v a r
VALUATION & INVESTMENT STRATEGY
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Welcome 
A G E N D A

• About Ultra Consultants

• Supporting M&A Activity: Real 
World Examples

• PE Service Overview

• Assessing Processes & Applications 
During Due Diligence

• Case Studies

• Q&A
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About Ultra
Independent Consultancy

Focused on Manufacturing & Distribution

North America

Mid-market

300+ clients

Driving Business Process Transformation 
with Modern Information Technology
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FOUNDED BY

JEFF CARR

EARLY TRANSFORMATION
PROJECTS

INCREASE OVER
PREVIOUS YEAR

TRANSFORMATION
LIFECYCLE 1.0

PROJECTS
COMPLETED

EMPLOYEE COUNT
INCREASED BY 70%

BOARD OF
ADVISORS

ESTABLISHED

EMPLOYEE COUNT
INCREASED BY 50%

PROJECTS
COMPLETED

TRANSFORMATION
LIFECYCLE2.0 

LAUNCHED

CERTIFIED 2016 GREAT
PLACE TO WORK

TOP 50 
GREAT SMALL

WORKPLACES BY
FORTUNEMAGAZINE

PROJECTS
COMPLETED

CERTIFIED 2017 GREAT
PLACE TO WORK

1994 1996 2000 2004 2010 2012 2013 2014 2016 2016 2016 2016 2016 2017 2017 2018 2018

PROJECTS
COMPLETED

ULTRA CONSULTANTS

100% 100 200
300 350
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CERTIFIED 2018 GREAT
PLACE TO WORK

NAMED TOP 20
ERP SOLUTIONS

SERVICEPROVIDERS

400
PROJECTS

COMPLETED

2019

C E L E B R A T I N G 2 5  Y E A R S O F C L I E N T S U C C E S S

25 Years
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Ultra’s Focus as a Partner

Under $50M
35%

$50M-$200M
33%

Over $200M
32%
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Automotive
6%

Chemical
5%

Consumer Goods
14%

Distribution
9%

Electronics
6%

Food & Bev
11%

Industrial Equipment
32%

Industrial Supplies
5%

Med/Pharma
5%

Other
7%

C l i e n t s  b y  I n d u st r y C l i e n t s  b y  S i ze

BEST PRACTICE EXPERTISE

Business Process Improvement
EXCLUSIVE Focus 

Manufacturing and Distribution
C L I E N T S

Throughout North America
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Clients by Industry

Automotive Distribution Electronics

Food & Beverage Industrial 
Equipment

Medical Devices

Chemical Consumer Goods
Aerospace & 

Defense

Metal Fabrication PlasticsPharmaceutical
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Your Independent Partner

100% Vendor  Independent  

50+  Vendor  Re lat ionsh ips

30+  Vendors  Se lected & Managed

?
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Business Process 
Improvement

Technology 
Selection

Solution 
Implementation Value Realization

9

U l t r a ’s  S e r v i c e s
YOUR BUSINESS TRANSFORMATION LIFECYCLE

• C u r r e n t  S t a t e  
A n a l y s i s  &  
B e n c h m a r k i n g

• F u t u r e S t a t e  D e s i g n
• V e n d o r  Q u a l i f i c a t i o n
• B u s i n e s s C a s e  

D e v e l o p m e n t

• G u i d e d  T e c h n o l o g y  
E v a l u a t i o n

• V e n d o r  D i s c o v e r y  
S u p p o r t

• P r o j e c t  P l a n n i n g
• C o n t r a c t  N e g o t i a t i o n  

S u p p o r t

• D e s i g n  G u i d a n c e
• P r o j e c t  M a n a g e m e n t
• I s s u e R e s o l u t i o n
• R i s k M a n a g e m e n t
• C h a n g e M a n a g e m e n t

• P r o c e s s  I m p r o v e m e n t
• P e r f o r m a n c e  

B e n c h m a r k i n g
• O r g a n i z a t i o n a l  

C h a n g e  M a n a g e m e n t
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Current State Activity Breakdown

• Discovery Process
• Includes Multiple Levels of 

Details
• Lead to Cash
• Plan to Produce
• Design to Deploy
• Hire to Retire
• Source to Pay

• Catalogs Business & Systems 
Requirements

• Catalog Opportunities & Value
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Business 
Context

Integrated 
Process 1

Detailed 
Process 1

Detailed 
Process 2

Detailed 
Process 3

Pain Points / 
Opportunities

Business 
Case

Integrated 
Process 2

Integrated 
Process 3

Systems 
Inventory
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M&A ACTIVITY
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REAL WORLD EXAMPLES

SUPPORTING
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Company Background

• Industry leader in manufacturing and distribution with a full line of waste handling equipment

• Provides repair, maintenance and installation services to its hauler customers on refuse trucks, roll-off 
hoists, street sweepers and compactors. 

Project Drivers  
• Disparate systems & processes

• Achieve growth targets

• Optimize processes

MERGER - HEAVY DUTY VEHICLE REPAIR
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Business Process Improvement

• Current State analysis

• Alignment of Resources/Organizational Commitment

• Established Project Charter

• Definition of future state systems and processes 

• Selection and implementation of core ERP that can support company growth

MERGER - HEAVY DUTY VEHICLE REPAIR
V a l u a t i o n  t h a t  c o m e s  f r o m  r a t i o n a l i z a t i o n  o f  p r o c e s s e s ,  s y s t e m s  a n d  m a s t e r  d a t a
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Live in 5 Months
ü Divergent Cultures

ü Common procurement

ü Consolidated master files

ü Improved customer 
responsiveness

Inventory 
Management

SUPPORT PROCESSES

Human Resources Accounting/Finance IT

Management Reporting

Stepp Level Zero Diagram

Product 
Management

Warehousing – 
Receiving/
Shipping

Procurement – 
Buying & 
Sourcing

Sales Customer 
Service – SME/
Tech Support

Delivery eCommerce

Body Products

MERGER - HEAVY DUTY VEHICLE REPAIR
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Value Realization  

ü Working to the future state  

ü Dashboards and leading indicators  

ü Reduce manual effort

ü Improved IT process

ü Vendor management

ü Defined “key areas of competency”  

ü Reduced time to benefit 

ü Project and risk management  

ü Established  Process Improvement Team  

MERGER - HEAVY DUTY VEHICLE REPAIR
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Company Background
Company is a snack food processor of national and private label brands.  
Acquired by PE mid-project

Project Drivers  
• ERP Project Recovery

• Validation of system as a platform

• Legacy system lacked ordering functionality 

ACQUISITION – FOOD PROCESSOR
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Activities Completed Pre-Sale

• Current State operational processes 
from front to back 

• Alignment of Resources/Organizational 
Commitment
• Steering/Governance Committee
• Core Team – Process Owners
• Process Improvement Teams

• Ensured Business Overview
• Strategy Review
• SWOT / Scorecard Review
• S&OP Review

• Established Project Charter

• Definition of future state systems and 
processes 

• Selection and implementation of core 
ERP that can support company growth

ACQUISITION – FOOD PROCESSOR
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Correct Major 
Deficient Processes

Defined Future State 
Roadmap & Selected 

New System

Implemented in 12 
Months

Sold Company to PE 
Firm

Completed 
Acquisition 

Assessments

Acquired Company In 
Industry

Rationalized 
Organization/Processes

Rolled out System to 
Acquired Company in 

5 moths

ACQUISITION – FOOD PROCESSOR
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PROJECT ASSESSMENT

ACQUISITION – FOOD PROCESSOR
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PROJECT INTEGRATION

ACQUISITION – FOOD PROCESSOR
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FOCUS ON
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PRIVATE EQUITY SERVICES
PE
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• Assessments

• Process Innovation

• Technology Evaluation/Selection

• Engagement Management

• Due Diligence

22

ULTRA’S SERVICESPE
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• Business model review

• Process and system 
reviews with process 
owners and SMEs

• Report out on process & 
system maturity

• Risk report and 
recommended next steps

Ultra’s 
PE ServicesASSESSMENTS
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Ultra’s 
PE ServicesPROCESS INNOVATION

• Process and systems auditing

•Opportunity identification, 
prioritization and valuation

• Project execution providing 
guidance and tactical leadership to:

• Plan initiatives

•Manage execution

•Deliver value per the business 
case
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Ultra’s 
PE Services

ENTERPRISE TECHNOLOGY
EVALUATION & SELECTION

•Aligning solutions with strategic direction

•Guiding an objective analysis along 
multiple dimensions

• Supporting detailed project planning

•Negotiation support and advisory 
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Ultra’s 
PE ServicesENGAGEMENT MANAGEMENT

• Expert guides with track records in 
managing complex projects

• Industry experience

• Project management

•Multiple system implementations and 
project improvement initiatives

• Change management



u l t r a c o n s u l t a n t s . c o m

27

Ultra’s 
PE ServicesDUE DILIGENCE

•Uncover risks related to technology

• Find synergies

•Do the systems and processes align with 
the regulatory environment?

• Recommended actions and estimated costs
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WHY IT MATTERS
DUE DILIGENCE
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Has anyone been burned by unexpected 
costs due to business applications? 

• Important to look at applications as the driver of IT expense

• Support for day to day operations

• Support for upgrades

• Hardware, networking, mobile devices

• Etc.
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• As of 2019 …

• IT spending ranges between 1.5% and 3.5% 
of revenue in the manufacturing sector

• With an average cost of $3,800 - $10,000 
per user, per year

Is the business meeting its objective?

ENTERPRISE APPLICATIONS ARE EXPENSIVE
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Assumptions:

• Estimates do not 
include internal 
staffing, disaster 
recovery, hardware, 
hosting, PC’s, and 
handhelds.

• Basic functional 
scope.  Excludes 
complex, or 
advanced 
capabilities.
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ERP Investment Estimates  ------SAAS------- 

Small-Medium 
Business Class

Mid Market 
Business Class

Enterprise 
Business Class

Cloud Based Monthly 
Subscriptions

Core ERP Software Suite
# of end-user licenses 50 100 200 100
License cost $3,500 $4,500 $5,500 $210

Software Costs Subtotal $175,000 $450,000 $1,100,000 $21,000
Monthly Subscription

Software Maintenance $38,500 $99,000 $242,000 N/A
Implementation Services

# days 300 600 1,200 600
Billing rate/day $1,300 $1,450 $1,600 $1,450

Implementation Services Subtotal $390,000 $870,000 $1,920,000 $870,000

TOTAL INVESTMENT (Year 1) $603,500 $1,419,000 $3,262,000 $1,122,000

YEAR OVER YEAR INVESTMENT $38,500 $99,000 $242,000 $252,000

 ----------------On Premise Software----------------

ERP REPLACEMENT COSTS BY SOFTWARE CLASS
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• Pre-LOI Diligence

• Post LOI Diligence

DUE DILIGENCE VARIES BY STAGE
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Factors to review include:

• Is the technology current and supportable?

• Functional fit to industry?  Fit to regulatory 
environment?

• What are the alternatives and their related 
costs?

• Comparing licensing expense to size and 
sector

• How separable is an entity in a carve out?

PRE-LETTER OF INTENT DILIGENCE



u l t r a c o n s u l t a n t s . c o m

34

Review of existing 
documents and artifacts

• System maps

• Software licensee lists

• IT budgets

• Stakeholder interviews

HOW IS PRE-LOI DONE?
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Scenario
• Pharmaceutical carve-out
• Buyers looking for pre-sale insight

Application and process due diligence uncovered
• Oversized application stack
• Exorbitant IT operating expense
• Weak support contracts with leaks

Key Insight 
• International operations are a major risk based on the 

regulatory environment and complete lack of system 
support

REAL WORLD EXAMPLE: CARVE-OUT DUE DILIGENCE
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Scenario
• Nationwide retail and ecommerce company
• Significant IT organization and expense
• Legacy applications
• Cut costs and yield returns

Applications due diligence uncovered:
• Exorbitant IT staffing costs
• Outdated systems architecture and support models

Key Insight
• Recommendation for a specific application and 

partner to support the business model reducing 
costs and improving customer requirements

REAL WORLD EXAMPLE: POST-SALE, BUY-SIDE DILIGENCE
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IT options vary depending on where 
you’re going

• Portfolio expansion?

• Single company growth?

• Cost cutting?

Takeaway – interpreting the due 
diligence findings is dependent on 
understanding your strategy

FIRST STEP: WHAT IS YOUR INVESTMENT THESIS?
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• Applications are front and center 
– platform for growth

• Industry-aligned solutions

• Scalability and rapid onboarding 
of new acquisitions

EXPANDING THE PORTFOLIO – A PLATFORM FOR GROWTH
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• Business process is front and center

• Aligning processes and systems

• Reducing support expenses

SINGLE COMPANY GROWTH
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• Deep dive application costs such as 
licenses, maintenance, & support

• Reducing the application stack

• Moving to lower cost, viable 
options for the industry and sector

COST CUTTING
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• Enterprise applications are a 
primary driver of IT expense and 
business capability

• Understand more, sooner than later

• Define best fit options based on 
your investment thesis

RECAP
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QUESTIONS?
u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n
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THANK YOU!

T e a m  w i t h  U l t r a  t o  D r i v e  
B u s i n e s s  P e r f o r m a n c e  I m p r o v e m e n t s


