Designing the PE-Grade Transformation Office: Turning Investment
Theses into Execution

For all the talk about “value-creation plans” in private equity, many portfolio
companies still struggle with the most basic question: who, exactly, is responsible for
turning the slide deck into delivered EBITDA.

Over the last few years working with PE-backed businesses, one pattern has
become clear to me: the portfolios that consistently outperform have treated the
Transformation Office as a core part of the operating model, not an optional project
support team.

Why PE now needs a different kind of Transformation Office
The PE environment going in 2026 is unforgiving.

Recent value-creation research suggests revenue growth and operational
improvement now drive the majority of returns, with multiple expansion playing a
smaller role than in the past cycle.

At the same time, several commentators describe a shift into an “operational era” of
value creation, with around three-quarters of PE executives expecting operations to
become even more important to returns.

In that context, the old model of a thin PMO tracking timelines and traffic lights is not
enough; sponsors need a Transformation Office that can link ERP, Al, operating
model and continuous improvement into a single, disciplined execution engine.

From project PMO to value-creation engine

When | step into a new PE-backed situation, one of the first questions | ask is:
“Where does the value-creation plan live on a Monday morning”.

If the answer is “in a deck” or “in the deal team’s head”, there is usually no true
Transformation Office in place.

A PE-grade Transformation Office does three things differently:
1. ltis anchored in the investment thesis and value-creation plan, not in
technology or projects for their own sake.
2. ltruns a clear operating cadence, often weekly, that forces prioritisation,
decision-making and benefits tracking against a single scorecard.
3. It has the authority and sponsorship to say “no” to work that does not move
the needle on cash, margin or growth.

NMS Consulting’s guidance on 100-day value-creation plans, for example, highlights
the importance of standing up a weekly PMO, locking savings tracking and turning
pilots into playbooks by day 100.



Specialist 100-day programmes such as those described by DataOps Group show
the same pattern: a central value-creation engine that connects operational initiatives
to EBITDA in a systematic way.

Structuring the Transformation Office in a PE-backed business

In practice, | design the Transformation Office with a small number of clearly defined
roles.

Titles vary, but the core pattern looks like this in most successful PE-backed
situations:

e A Chief Transformation Officer or equivalent, directly aligned to the CEO and
the PE sponsor.

e A Transformation Director or Head of Transformation Office, responsible for
the day-to-day engine.

e A compact team of portfolio-wide programme managers and value leads,
each owning a set of initiatives.

Private equity consulting guides stress the importance of a hypothesis-driven
approach and a single scorecard that the sponsor and CEO review weekly.

In my experience, that scorecard should mirror the value-creation plan precisely: a
handful of revenue, margin, cost and cash levers, each with owner, timing, leading
indicators and confirmed benefits.

Operating cadence: where the “change muscle” is built

The operating cadence of the Transformation Office matters as much as the
structure.

Many PE-backed companies now adopt some form of “weekly value room”, where
the CEO, CTrO and key executives review progress against the value-creation plan
and make real decisions.

Across different portfolios, the strongest patterns echo what PE consulting firms
describe as an “operating cadence”:
e \Weekly: value-creation review, decisions on blockers, re-prioritisation of
initiatives.
e Monthly: deeper financial impact review, re-forecasting and resource
allocation.
e Quarterly: step-back on strategic themes such as ERP modernisation, Al
use-cases and operating model changes.

This rhythm is where the “change muscle” described in many 2025 value-creation
reports is actually built: not in one-off transformation launches, but in repeated,
disciplined practice.

Integrating ERP, Al and operating model change into the Office



For PE sponsors, digital transformation and Al integration are now central to the
value-creation story, but the benefits only land when ERP and data foundations are
treated as part of the operating model, not side projects.

Case examples from ERP modernisation in PE settings show that companies which
upgrade core platforms and standardise processes see improvements in
transparency, automation and decision-making that directly affect EBITDA.

In a PE-grade Transformation Office, this means:
e ERP and data initiatives are explicitly mapped to value-creation levers such
as pricing, working capital and SG&A efficiency.
e Technology work is sequenced in waves that the operating business can
absorb, rather than treated as a “big-bang”.
e Al and analytics use-cases are prioritised where they support scale, revenue
growth and margin expansion, not experimentation for its own sake.

When this works well, ERP becomes the **spine** of the value-creation plan and the
Transformation Office becomes the nervous system that coordinates change across
functions.

What PE houses and executive recruiters should look for

For PE sponsors and the executive recruiters who serve them, the implications are
clear.

Several executive search firms tracking PE portfolio talent trends point to a growing
demand for growth-oriented leaders who can run structured, repeatable
value-creation playbooks, not just one-off restructurings.

When hiring a CTrO or Head of Transformation Office, | would look for:
e Evidence they have run a thesis-driven, metric-based Transformation Office
tied directly to PE-style value-creation plans.
e Comfort with ERP, data and Al as levers, even if they are not technologists by
background.
e The ability to design and enforce an operating cadence that survives
leadership changes and market shocks.

In other words, the Transformation Office leader in a PE-backed business needs to
be as fluent in EBITDA and value-creation levers as they are in project plans.

In an environment where operational execution is rapidly becoming the main
differentiator of returns, that combination of strategic understanding and hands-on
delivery is exactly what separates the portfolios that compounding value from those
that stall after the first 12—18 months.



