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Executive summary

The traditional levers are under pressure. With $3.0 trillion stuck in the PE pipeline, fundraising down at a
-12% CAGR since 2021, and median hold periods at a record 5.8 years, leverage and multiple arbitrage
alone won't get you there. Operational value creation is now the primary differentiator between funds

that outperform and funds that don't.

Al is the most consequential operational tool available right now. Bain reports that nearly 20% of portfolio
companies have already operationalized generative Al with measurable results. The majority of PE-
backed companies are experimenting, but the window for capturing early-mover economics is narrowing
fast.

( (
$3.0T+ 5.8 yrs
in assets stuck in the PE pipeline as exits stall and median PE holding period, the longest since tracking
holding periods extend to record levels. began.
N N
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% %
78 ( 67
of organizations use Al in at least one business report more than 5% of EBIT attributable to Al. A
function (McKinsey 2025). critical execution gap.
\ \

But McKinsey's 2025 data reveals the execution gap: 78% of organizations use Al, yet only 6% attribute
more than 5% of EBIT to it. The problem isn't ambition or budget. It's methodology. Most companies are
running disconnected pilots with no framework for selecting, sequencing, or scaling the use cases that

actually move the needle.
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This whitepaper presents Blue Orange Digital's Al Data Optimization Framework, built specifically for
operating partners managing diverse portfolios who need a repeatable, evidence-based method for
making Al investment decisions. Not a conceptual model. A working playbook backed by validated data

from McKinsey, Bain, BCG, EY, and production deployments at Vista, Blackstone, and Apollo.

The framework delivers

o Alibrary of 30+ scored use cases spanning revenue growth, cost efficiency, and PE-specific value
levers, each with validated EBITDA impact ranges

e A composite prioritization score that balances impact, data readiness, implementation complexity,

time to value, and portfolio replicability

¢ A phased sequencing model that delivers 2-5% cumulative EBITDA impact in the first 90 days, scaling
to0 15-30% over 18 months

¢ A portfolio company readiness assessment with weighted scoring to determine where each company
starts

¢ A portfolio heatmap methodology to identify horizontal plays deployable across multiple companies

simultaneously

What follows: sector-validated evidence, the framework's mechanics, and a clear implementation path so

you can move from assessment to measurable EBITDA impact within 90 days.

The gap between the 86% adopting Al and the 6% realizing significant EBIT impact tells the story:
adoption without methodology produces noise, not results.
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The market imperative: why Al is now a PE
operating priority

1.1 The shifting value creation landscape

The value creation playbook has changed. EY data shows two-thirds of GPs now expect operational
improvement to outweigh financial engineering over the next five years. Operating partners drive 47% of
value creation in buyouts today, up from under 30% a decade ago. Al is the primary lever available to meet

that expectation at scale.

The financial case is established. Organizations running comprehensive Al programs achieve 160-280
basis points of EBITDA improvement within 24 months, lifting typical margins from 8% to 9.6-10.8%. Mid-

market companies see 200-400 bps from Al-enabled transformation, with top-quartile performers

reaching 600+ bps.
[ [
60-280b %
100-260DD 470
EBITDA improvement within 24 months from of value creation in buyouts now driven by operating
comprehensive Al strategies. partners, up from <30% a decade ago.
\ \

1.2 Adoption is accelerating. Execution is not.

Al adoption across private equity has accelerated sharply. But the gap between adoption and results has

widened just as fast:
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Metric Data Point Source

PE firms using Al in daily operations Deloitte 2025

PE firms with Al as key value creation factor FTI Consulting 2024
PE firms investing in Al within 12 months FTI Consulting 2024
PE firms with appointed Chief Al Officer EY 2025

Portfolio companies operationalizing Al Bain 2025
Organizations with >5% EBIT from Al McKinsey 2025

86% of PE firms are using Al. Only 6% are generating more than 5% of EBIT from it. That gap is not a
technology problem. It's a methodology problem. The firms generating real returns aren't running more

pilots. They're running a system.

1.3 The cost of waiting

PwC is direct: "Doing nothing is not a neutral decision. Choosing not to adopt surrenders growth,
efficiency, and competitive advantage to faster-moving competitors." One in five organizations loses
more than 5% of annual revenue to inefficient manual processes. For a $100M portfolio company, that's

$5M+ in recoverable value sitting on the table.

EY benchmark testing shows 35-85% productivity gains in diligence tasks, with some processes
compressing from weeks to days. Al can surface 195 relevant acquisition targets in the time a junior
analyst evaluates one. Companies without these capabilities aren't just slower. They're competing at a

structural disadvantage.
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There's a talent dimension too. AlixPartners warns that Al-laggard firms lose top performers to
competitors offering smarter, more efficient working environments. With 50% of PE respondents
expecting Al to be the most transformative force in the industry within three years, the early-mover

window is closing, not opening.

Doing nothing is not a neutral decision. Choosing not to adopt surrenders growth, efficiency, and

competitive advantage to faster-moving competitors. (PwC, 2025)
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How leading PE firms deploy Al across
portiolios

The leading PE firms aren't experimenting with Al. They're running it as infrastructure. The firms
generating the best results share a common operating model: centralized Al capability deployed

systematically across the portfolio, with standardized playbooks that compress deployment time and cost.

2.1 Vista Equity Partners: the agentic Al factory

Vista ($100B+ AUM, 90+ portfolio companies) built the "Agentic Al Factory," a platform for scaling agentic
Al across its software portfolio. The results are concrete: SimplePractice deployed Al agents to handle
session recording, transcription, and clinical note drafting for mental health professionals. Gainsight
automated customer renewal workflows, generating $18M in annual savings, a 37% increase in upsell

conversion, and 73% reduction in resolution times.

2.2 Blackstone: continuous portfolio intelligence

Blackstone has been building Al capabilities since 2015 with a 50+ person data science team. The firm runs
real-time simulations of pricing, demand, and cost structures across portfolio companies, replacing
quarterly reviews with continuous monitoring. Renaissance Learning, a Blackstone portco, doubled
average order value with an Al lead generation model. Link Logistics runs pricing optimization on 2 billion+

data points.
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2.3 Apollo Global Management: the APPS model

Apollo's Al program runs through APPS (Apollo Portfolio Performance Solutions), a centralized function
that deploys Al systematically across the portfolio. Documented results: 40% cost reduction in content
production, 15-20% automation gains in lead generation, 15% improvement in customer retention, and 25%

efficiency improvement in procurement.

2.4 What the leading firms have in common

About one-third of PE firms now employ dedicated teams of 10+ professionals combining technology,
data, and Al expertise. Artefact reports that 40% still manage Al at the portfolio company level, but the
firms generating the best results have moved toward centralized orchestration with standardized

deployment playbooks.

The pattern is consistent: centralized orchestration with standardized playbooks produces faster
deployment, lower cost, and more predictable outcomes. That is the operating model this framework is

designed to support.

Centralized orchestration with standardized playbooks produces faster deployment, lower costs,
and more predictable outcomes. The firms generating the best results are moving toward this

model.
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The Al data optimization framework

The Al Data Optimization Framework gives operating partners a quantified, repeatable method for
selecting, sequencing, and scaling Al investments across any portfolio without starting from scratch at

each company. Five components work together.

3.1 The use case library: 30+ scored opportunities

The framework starts with a curated library of Al and data use cases across three categories: Revenue
Growth, Cost Efficiency, and PE-Specific Value Levers. Every use case is pre-scored on six dimensions so

you can compare opportunities objectively:

Dimension What It Measures Scale

EBITDA Impact Validated range of margin improvement 1-15% range
Data Readiness Required How clean and integrated the data must be 1(easiest) to 5
Implementation Complexity Engineering effort, system integration, org change 1(easiest) to 5
Time to Value Months from kickoff to measurable P&L impact 2-12 months
Portfolio Multiplier How replicable across portfolio companies 1(bespoke) to 5
Sector Applicability Which industries benefit most Named sectors
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Revenue growth use cases

Revenue growth opportunities span pricing, sales, retention, and product embedding. The highest-impact

use cases:

¢ Dynamic Pricing Engine (A1): ML-driven price elasticity modeling with 3-8% EBITDA impact.
Applicable to Saa$S, Retail, and Manufacturing sectors.

e Churn Prediction and Intervention (C1): Early-warning models triggering automated retention
workflows. 3-8% EBITDA impact with a portfolio multiplier of 4/5. One of the highest-ROl use cases
across any portfolio.

e Cross-Sell/Upsell Engine (B3): Product affinity modeling at point of interaction. 3-7% EBITDA impact,
requiring a unified customer data platform.

¢ Intelligent Product Features (D1): Embedded Al capabilities in core product offerings. 5-15% EBITDA
impact, the highest in the library, but most bespoke and longest time to value.

Cost efficiency use cases

The broadest opportunities, applicable across nearly every portfolio company regardless of sector:

¢ Al-Assisted Development (E1): Code generation, automated testing, and PR review. 3-8% EBITDA

impact with the highest portfolio multiplier (5/5). Applicable to every company with engineering teams.

o Al Agent/Chatbot for Tier 1 Support (F1): Resolves 30-60% of inbound tickets with Al, escalating
intelligently. 3-10% EBITDA impact, portfolio multiplier of 5/5.

¢ AP/AR and Invoice Processing (G1): Intelligent document extraction and auto-matching. 2-5% EBITDA

impact, portfolio multiplier of 5/5. One of the safest, broadest wins.

¢ Demand-Based Scheduling (H1): ML-driven labor forecasting and shift optimization. 5-10% EBITDA
impact. Massive in labor-intensive portfolio companies.
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PE-specific value levers

These use cases are unique to the PE operating model. They represent the alpha that standalone

companies cannot replicate:

¢ Cross-Portco Benchmarking (J1): Normalize and compare operating KPIs (CAC, LTV, NRR, GM) across
the portfolio. 2-5% EBITDA impact, portfolio multiplier of 5/5.

o Sector Pattern Recognition (J2): Identify what works in one portfolio company and replicate the

playbook across similar companies. 1-4% EBITDA impact, portfolio multiplier of 5/5.

¢ Al-Powered Due Diligence (K1): Automated data room analysis, financial anomaly detection, and

market sizing validation. Accelerates the diligence cycle and reduces missed risks.

¢ Post-Merger Data Integration (K2): Entity resolution, system consolidation, and customer/vendor

deduplication. Critical for realizing deal synergies.

3.2 The composite priority score

Use cases are ranked using a single formula that captures risk-adjusted, portfolio-leveraged opportunity,

so you're not comparing apples to oranges across sectors and company sizes:

Composite Score = ((EBITDA Low + EBITDA High) / 2) x Portfolio Multiplier
/ (Data Readiness x Impl. Complexity x (Time to Value / 12))

The formula rewards what matters in PE:

e High EBITDA impact: Use cases that move the margin needle significantly
* High portfolio multiplier: Use cases deployable across many companies with minimal customization
¢ Low complexity and data readiness: Use cases that can start producing value quickly

e Short time to value: Use cases that fit within PE hold period economics
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3.3 The phased sequencing model

Deployment follows a four-phase sequence, each phase building on the data infrastructure created by the
previous one. You don't need a mature data platform to start. Phase 1is designed for companies with
basic ERP and CRM connectivity:

EBITDA

Impact

Data Foundation

Timeline Key Use Cases

Phase 1: Quick Months Al Dev Tools (E1), Automated Basic ERP/CRM
Wins 1-3 QA (E2), AP/AR Automation connectivity
(G1), Financial Close (G2) established
Phase 2: Months Lead Scoring (B1), Churn Unified customer view;
Foundation 3-6 Prediction (C1), Al Support CRM data clean
Agent (F1)
Phase 3: Months Dynamic Pricing (A1), Cross- Transaction data,
Optimization 6-12 Sell Engine (B3), Demand customer segments
Scheduling (H1) unified
Phase 4: Months Al-Embedded Product (D1), Enterprise data
Transformation 12-18 Inventory Optimization (12), platform operational;
Cross-Portco Benchmarking ML pipelines in
(Jn production

Quick wins in the first 90 days serve two purposes: they generate immediate EBITDA impact and build the

data infrastructure that makes Phase 2 and 3 possible. Accenture confirms that mid-market companies

using this approach consistently achieve 200-400 basis points of margin improvement.

The framework delivers 2-5% cumulative EBITDA impact in the first 90 days, scaling to 15-30% over

18 months, aligned to PE hold period economics from day one.
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3.4 The portfolio company readiness assessment

Before deploying any use case, score each portfolio company across seven weighted dimensions. The

score determines where they enter the phased model and where to invest first:

Dimension Weight Scoring Guidance

Data Infrastructure Maturity 25% 1=Spreadsheets only, 3=Cloud ERP/CRM, 5=Modern data stack

Data Quality & Completeness 20% 1=Major gaps, 3=Usable with cleaning, 5=High quality, validated

Technical Team Capability 15% 1=No tech team, 3=IT generalists, 5=Data engineers + analysts

Executive Sponsorship 15% 1=Skeptical, 3=Interested, 5=CEO/CFO actively championing Al

Budget Availability 10% 1=No discretionary budget, 3=Modest allocation, 5=Dedicated Al
budget

Change Management 10% 1=Resistant culture, 3=Will adopt with support, 5=Innovation

Readiness culture

Industry Data Advantage 5% 1=Commoditized data, 3=Some proprietary, 5=Unique data
moat

The weighted total determines where each company starts:

4.0-5.0 (Al-Ready): Go directly to Phase 2 and 3 use cases. These companies have the infrastructure
and team capacity for advanced deployments.

2.5-3.9 (Foundation Needed): Start with Phase 1 quick wins while building the data foundation in
parallel. Most mid-market portfolio companies land here.

1.0-2.4 (Significant Gaps): Invest in data infrastructure and team capability before pursuing Al use

cases. The foundation is the prerequisite, not an afterthought.
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3.5 The portfolio heatmap

The heatmap maps every use case against every portfolio company at once. Rate each use case O (not
applicable) to 3 (high priority) per company. The output is a ranked list of horizontal plays: use cases where
one deployment, replicated across 5+ companies, creates returns that no standalone company could

achieve.

This is the tool that converts individual company Al initiatives into a portfolio-level strategy. Patterns that
are invisible company-by-company become obvious at the portfolio level. It's also the "deploy once,
replicate many" mechanism that gives PE-backed programs a structural advantage over standalone

corporate Al efforts.

The heatmap surfaces horizontal plays invisible at the company level. Coordinated deployment cuts

costs 40% and compresses timelines 50% versus independent implementations.
OneSix Solutions' research shows that digitally transformed portfolio companies command a 20%+

valuation premium versus financially identical companies without modern data infrastructure. The

heatmap is how you build that premium systematically across the portfolio.
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Sector-specific evidence

The EBITDA impact ranges in this framework are not projections. They are grounded in production

deployments, peer-reviewed research, and validated case studies from companies operating at scale.

4.1 Manufacturing and supply chain

Demand forecasting

ML-based demand planning achieves 20-50% reduction in forecast errors, with accuracy rates reaching
85-95%. The downstream impact: 20-30% lower inventory costs and 10-40% fewer stockouts, directly

improving working capital and gross margin.

Predictive maintenance

Siemens deployed Al-driven predictive maintenance across 10,000+ machines. Results: 50% reduction in
downtime, full ROl in under three months, and $45M in labor and downtime savings at a single site since
2019. Deloitte's broader research confirms 25-30% maintenance cost reductions as a baseline for

industrials with structured sensor data.

Labor scheduling

For labor-intensive portfolio companies, demand-based scheduling is one of the highest-ROI applications
in the library. Walmart and Kroger each achieved 15% labor efficiency gains through predictive scheduling.
A $50M revenue retailer can realistically save $250K-$500K annually through scheduling optimization

alone.
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4.2 SaaS and software

Al-assisted development

GitHub's controlled trials show developers using Copilot complete tasks 55.8% faster, with 87% reporting
reduced cognitive load on repetitive work. Vista confirms 30-50% productivity gains in code review,
testing, and deployment across its software portfolio. For any portco with an engineering team, this is a

near-immediate EBITDA lever.

Churn prediction

Al-powered churn prediction paired with automated intervention achieves a 71% churn prevention rate,
far above what manual methods can deliver. With average Saa$S churn at 32-50% annually, even a 10-

point retention improvement compounds materially across a typical hold period.

Lead scoring

Al lead scoring produces a 77% increase in lead generation ROl and 79% increase in revenue attributable to
marketing, with up to 60% improvement in scoring accuracy versus manual qualification. For portfolio

companies with high sales and marketing spend, this is a direct efficiency play.

4.3 Healthcare and life sciences

Revenue cycle management is the highest-impact Al application for healthcare portcos. Methodist Health
System deployed AKASA's Al, generating the equivalent of 14 FTEs in automation capacity and processing
56,000 claims over 8 months. Qventus's Al-driven OR scheduling added 2-4 surgical cases per OR per

month, translating to millions in incremental revenue per facility.

For PE-backed healthcare companies, the combination of revenue cycle optimization, clinical operations
efficiency, and compliance automation creates a compounding margin effect that scales across the hold

period.
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4.4 Retail and consumer

92% of leading retailers use some form of Al-driven pricing, with documented profit improvements of 10-
13% through real-time optimization. Inventory optimization drives 20-40% reductions in excess stock and

10-40% fewer stockouts, directly improving cash flow and gross margin.

The Shutterfly case is instructive for PE: a PE-backed consumer company launched an Al auto-fill feature
that generated $5M in new revenue in year one, a 380% lift in return on ad spend, and a 76% reduction in

customer acquisition costs.

4.5 Financial services and insurance
Fraud detection delivers among the highest ROl of any Al use case in the library: 200-1,000% ROl in under
7 months. Claims processing automation cuts processing time by 55-85%. For PE-backed financial services

companies, the data requirements are typically well-structured, making these high-impact use cases

among the most accessible to deploy quickly.

4.6 B2B services and professional services

AP/AR automation and financial close acceleration deliver consistent, cross-sector margin improvement,
applicable to virtually every B2B portfolio company regardless of industry. Contract intelligence reduces
review time by 90%, with particularly high value post-acquisition for diligence and integration work.
Cross-sell and upsell engines identify expansion revenue within existing accounts using historical

purchasing patterns.
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The data foundation: why readiness determines
success

Al initiatives fail on data, not technology. The framework's readiness assessment exists because the most
common failure mode in portfolio company Al deployment isn't the model. It's the foundation the model

runs on.

5.1 The data maturity gap in PE portfolios

The data challenges in mid-market PE portfolios are well-documented: data siloed across acquisitions,
inconsistent reporting across portfolio companies, poor-quality customer master data, no standardized
KPI definitions, and IT infrastructure that was never designed for analytics. Many portfolio companies still

run on spreadsheets and manual data aggregation.

Information exchange between PE firms and portfolio companies frequently takes months. The result:
companies operating with data that is "good enough for the CFO" but fundamentally unable to support Al
deployment. Identifying this gap early and sequencing investment accordingly is what separates

successful programs from expensive pilots.

5.2 How the framework addresses data readiness

The phased model is built around data maturity progression. Each phase requires only the data

foundation that the previous phase established:

¢ Phase 1(Months 1-3): Use cases with data readiness scores of 2 or lower. These require only basic
ERP/CRM connectivity and work with data most portfolio companies already have. Deploying Phase 1

use cases simultaneously builds the data foundation for Phase 2.

¢ Phase 2 (Months 3-6): Use cases requiring integrated data from 2-3 systems. By this point, the CRM
data cleanup triggered by Phase 1 creates a unified customer view that powers lead scoring, churn

prediction, and Al support agents.

¢ Phase 3 (Months 6-12): Use cases requiring clean transactional data and customer segments. Dynamic
pricing, cross-sell engines, and demand forecasting become feasible only after the data consolidation

achieved in earlier phases.

¢ Phase 4 (Months 12-18): Use cases requiring a mature data platform with ML pipelines in production.
These are the strategic, transformational investments that deliver the highest returns but require the

strongest foundation.
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5.3 The valuation premium for data maturity

Data infrastructure investment isn't a cost center. It's an exit value lever. OneSix Solutions' research shows
that digitally transformed portfolio companies command a 20%+ valuation premium versus financially
identical companies without modern data infrastructure. The correlation between data maturity and exit
multiple is one of the clearest, most consistent signals in PE performance data. Buyers pay for scalability,

and clean data infrastructure is the proof point.

Digitally transformed portfolio companies command a 20%+ valuation premium versus financially

identical but non-digitally transformed businesses. Data maturity is a direct exit value lever.
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Portfolio-level Al strategy: the "deploy once,
replicate many" advantage

PE-backed companies have an Al deployment advantage that standalone enterprises don't: the portfolio.
When a use case works in one company, you can replicate the architecture, the data playbook, and the

implementation across every similar company in the portfolio at a fraction of the original cost and time.

6.1 The economics of portfolio replication

EY quantifies the advantage: PE firms coordinating Al deployments across portfolios realize 40% cost
savings and 50% compression in deployment timelines versus independent implementations. The
framework's Portfolio Multiplier score captures which use cases most efficiently leverage this advantage.

The 5/5 multiplier use cases:

¢ Al-Assisted Development (E1): Every company with software engineers benefits. Configure once per

tech stack, deploy across portfolio.

e AP/AR and Invoice Processing (G1): Every company processes invoices. Standardized extraction
templates adapt to any ERP.

o Al Support Agent (F1): Every B2C and high-volume B2B company can deploy. Knowledge base

architecture replicates across domains.

¢ Cross-Portco Benchmarking (J1): The quintessential PE use case. Normalizing KPIs across the portfolio

creates visibility that is impossible company-by-company.

6.2 The sector pattern recognition flywheel

When a churn prediction model succeeds in one SaaS portfolio company, the framework identifies every
other SaaS company in the portfolio with similar data structures, and the model architecture adapts in
weeks, not months. Each successful deployment generates reusable IP, training data patterns, and

implementation playbooks that accelerate every subsequent deployment.

Bain describes this as "the real alpha in PE-backed Al: learn once, deploy many." The compounding effect
is real: by the third or fourth deployment, implementation timelines and costs drop substantially while

results become more predictable.
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6.3 Building the Al operating capability

Korn Ferry identifies three archetypes emerging in the Al Operating Partner role: entrepreneurial business
leaders who understand how Al solves specific operational problems; technical product leaders with
commercial mindset and hands-on Al experience; and executive technology leaders who have overseen Al

deployments at scale.

The framework is designed to support all three. It removes the need for bespoke analysis at each portfolio
company by providing standardized scoring, a ready-made prioritization method, and a clear deployment
sequence. Operating partners use the composite score to make investment decisions, the readiness
assessment to allocate resources, and the heatmap to surface portfolio-level opportunities that no single

company could see on its own.
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ROI timelines and PE hold period alignment

The critical question for any operating partner isn't whether Al creates value; it does. The question is
whether it creates value within your hold period. This framework is designed to produce measurable

EBITDA impact in 90 days and compound through a typical 5-6 year hold.

7.1 Time to value by phase

¢ Phase 1(Months 1-3): 2-5% cumulative EBITDA impact. Quick wins with mature tooling. Al-assisted
development alone delivers 20-40% engineering throughput improvement. AP/AR automation reduces

processing costs by 30-507%.

¢ Phase 2 (Months 3-6): 5-12% cumulative EBITDA impact. Foundation use cases with moderate data
needs but high portfolio multipliers. Churn prediction and lead scoring create compounding revenue

effects.

¢ Phase 3 (Months 6-12): 10-20% cumulative EBITDA impact. Optimization use cases leveraging the
clean data foundation. Dynamic pricing and demand forecasting produce margin improvements that

grow over time.

¢ Phase 4 (Months 12-18): 15-30% cumulative EBITDA impact. Transformational use cases that redefine
the operating model. Al-embedded products, cross-portfolio benchmarking, and post-merger

integration deliver strategic value.

7.2 Alignment with PE economics

At a median 5.8-year hold period, the framework's 18-month full deployment cycle leaves 4+ years of
compounding returns before exit. PwC is explicit: PE sponsors that don't build Al capability across their

portfolios within 18-24 months will find it difficult fo remain competitive in the next cycle.

Accenture's data: every $1invested in Al transformation delivers an annualized EBITDA uplift of 2-4x. For
a mid-market portfolio company investing $500K-$2M in implementation, the expected annualized uplift
of $IM-$8M is a return profile that justifies moving now rather than waiting for the market to force the

decision.
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7.3 Exit value enhancement

Beyond direct EBITDA improvement, the framework builds assets that buyers price. A portfolio company
with production ML pipelines, clean data infrastructure, and demonstrated Al-driven performance
improvement commands a premium from strategic and PE buyers who understand the scalability of what
they're acquiring. The 20%+ valuation premium for digitally transformed companies is additive to the

direct EBITDA gains, not a replacement for them.

Every $1invested in Al transformation delivers an annualized EBITDA uplift of 2-4x. The 18-month

deployment cycle leaves 4+ years of compounding returns before exit. (Accenture, 2025)
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Implementation: from framework to execution

You can initiate this framework across your full portfolio within 30 days. Here is the structured sequence:

Week 1-2: Portfolio assessment
¢ Deploy the Portfolio Company Readiness Assessment across all portfolio companies simultaneously
e Score each company across the seven weighted dimensions

e Categorize companies as Al-Ready (4.0-5.0), Foundation Needed (2.5-3.9), or Significant Gaps (1.0-
2.4)

¢ |dentify companies with the highest readiness scores for pilot deployment

Week 2-4: Use case selection and heatmap
e Complete the Portfolio Heatmap for all companies, rating each use case 0-3
¢ |dentify horizontal plays with deployment counts of 3+ companies at priority level 2 or above
¢ Run the composite scoring to stack-rank use cases by portfolio-adjusted priority

e Select 2-3 Phase 1use cases for initial deployment across 1-2 pilot companies

Month 2-3: Pilot deployment

¢ Deploy selected Phase 1use cases in pilot companies

e Measure actual versus projected EBITDA impact after 90 days

e Calibrate the composite scoring formula based on observed results

e Document reusable playbooks for portfolio-wide replication
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Month 3+: Portfolio rollout

* Replicate validated use cases across portfolio companies identified in the heatmap
e Advance pilot companies to Phase 2 use cases as data foundation matures

e Establish cross-portfolio benchmarking using standardized KPls

e Begin quarterly reviews of composite scores and readiness assessments to track portfolio-wide

progress

The validation checklist

Built-in validation at each stage ensures projected EBITDA impact reflects actual company conditions:

e Bottom-Up P&L Analysis: Map each portfolio company's cost structure to validate EBITDA ranges

against actual financials

o Operator Interviews: Interview 2-3 operators per company to surface pain points the framework may

miss

e Benchmark Validation: Compare EBITDA impact ranges to published PE case studies and vendor ROI
data from McKinsey, Bain, BCG, and EY

¢ Data Readiness Audit: Run the full readiness assessment per company before deployment

¢ Pilot Measurement: Pick 1-2 companies for Phase 1 pilot; measure actual versus projected impact after
90 days

e Score Calibration: After pilot, adjust formula weights based on what actually predicted success
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Conclusion: the operating partner's Al playbook

86% of PE firms are using Al. Only 6% are generating meaningful EBIT from it. The gap is not ambition or

budget. It's methodology. The firms outperforming aren't running more pilots. They're running a system.
The Al Data Optimization Framework gives operating partners that system:

¢ Eliminates guesswork: every use case scored across six validated dimensions, ranked by composite
priority score

¢ Sequences for compounding returns: phased deployment that delivers 2-5% EBITDA impact in the first
90 days and scales to 15-30% over 18 months

¢ Maximizes portfolio leverage: heatmap-driven horizontal plays with documented 40% cost savings

and 50% timeline compression versus independent implementations

¢ Builds exit value: data infrastructure and Al capabilities that command 20%+ valuation premiums from
informed acquirers

The window for early-mover advantage is real and closing. The operating partners who deploy a

structured, evidence-based framework now will define the returns profile of the next PE cycle.

r N
FREE TOOL: Blueprint Data Maturity Diagnostic

Benchmark your portfolio companies' data readiness in minutes. Get an instant maturity score, gap

analysis, and prioritized roadmap at zero cost, zero commitment.

Start your free diagnostic at blueprint.blueorange.digital

INTERACTIVE: Al Data Optimization Framework

Explore our full Al strategy framework interactively: score use cases, model EBITDA impact, and build

a prioritized deployment roadmap tailored to your portfolio.

Explore the framework at blueorange.digital/pages/ai-strategy/
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Ready to deploy the framework across your portfolio?

Blue Orange Digital builds production-grade Al and data solutions for PE-backed portfolio
companies. We deploy this framework, measuring every initiative against EBITDA impact from day

one.
Free Data Maturity Diagnostic: blueprint.blueorange.digital
Interactive Al Framework: blueorange.digital/pages/ai-strategy/

Full Engagement: Schedule at blueorange.digital

Contact directly:
Rizwan Yousuf | VP of Al & Data Strategy

ryousuf@blueorange.digital
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