
     CASE STUDY
DRIVING SEAMLESS M&A INTEGRATION UNDER A UNIFIED BUSINESS VISION
Multinational Post-Merger Integration: US, Germany & China
	PARTNERSHIP ENGAGEMENT
This case study documents a collaborative engagement where Fueled Consulting Group provided key project management resources to support 5280 PMO in delivering a complex multinational M&A integration. 5280 PMO served as the prime contractor with direct client engagement, while Fueled Consulting contributed specialized expertise through our Project Management Director.


Executive Summary
Fueled Consulting Group partnered with 5280 PMO to support a complex post-merger integration involving a US-based acquiring company and two acquired business operations located in Germany and China. Our Project Management Director played a critical role in ensuring minimal disruption to employees and customers while executing a comprehensive integration strategy.
	Achievement
	Result

	Performance Improvement
	~7 months from Discovery to completion

	Scalable Architecture
	Successful NetSuite implementation with minimal downtime

	Pipeline Optimization
	738 test cases created and executed

	Governance Framework
	111 modules delivered bilingually (English & German)

	Risk Management
	71% positive eNPS survey responses

	Cultural Transformation
	30 shipments processed post-cutover


The Challenge
Aligning Two Global Entities Under a Unified Business Vision
The acquisition required a seamless integration of people, processes, and technology while minimizing disruption to ongoing business operations. The goal was to align both entities under a single, cohesive business model to be stronger together.

Critical success factors included:
· Integrating systems across multiple regions (Germany, US, and China)
· Onboarding employees onto new platforms and methodologies
· Establishing leadership structures aligned with parent company frameworks
· Ensuring operational efficiency and business continuity throughout
· Supporting language needs and regional time zone differences
The Goals
Creating a Unified and Efficient Business Unit
	Business Continuity
	Minimizing operational disruptions while transitioning to new systems and processes

	NetSuite Migration
	Successfully migrating accounting, customer support, products, processes and operational utilization with minimal downtime

	Employee Onboarding
	Migrating employees from acquired entities onto the core organization's platform and training them in core operational methodologies

	Leadership Structure
	Defining new leadership roles and training leaders on daily management supporting the parent company's methodology

	Operational Excellence
	Strengthening governance structures and optimizing integration frameworks through continuous improvement



Fueled Consulting's Contribution
Your Vision, Our Execution
Fueled Consulting Group provided specialized project management expertise to support this complex multinational integration. Our contribution exemplifies our core value proposition: delivering practical business strategy solutions that drive economic value while ensuring skill transfer and long-term sustainability.
Key Contributions
· Provided experienced Project Management Director with expertise in M&A integration and ERP implementations
· Supported bilingual communication and coordination across German and English-speaking teams
· Contributed to the structured, multi-phase approach for managing the integration
· Assisted with change management, training development, and stakeholder communication
· Helped optimize the Integration Management Office (IMO) governance practices
· Supported regional time zone coordination and local project management needs
The Approach
A Structured and Agile Integration Process
The integration followed a methodical, multi-phase approach:
Phase 1: Initiation (Oct 2024 – Jan 2025)
· Conducted discovery sessions and identified key integration requirements
· Developed a structured roadmap and alignment strategy
Phase 2: Requirement Definition & Planning (Jan 2025)
· Held on-site kickoff in Frankfurt to refine integration plans
· Defined core system transitions, leadership onboarding, and process alignments
Phase 3: Design, Development, Configuration, Testing (Feb – Aug 2025)
· Migrated critical business functions to NetSuite and core IT solutions
· Trained employees and leaders on new systems and workflows
· Established compliance-driven employee contracts, including bonus participation
Phase 4: Cutover (First week of August 2025)
· Executed seamless transition with controlled system go-live
· Ensured minimal impact on ongoing operations
Phase 5: Sustainment & Hypercare (Aug – Sept 2025)
· Provided post-transition stabilization and real-time issue resolution
· Conducted retrospectives to capture lessons learned for future integrations
Results
A Streamlined, High-Performing Business Unit
	~7 Months
Discovery to Integration
	738
Test Cases Executed
	186
UAT Cases Completed

	111
Training Modules (Bilingual)
	154
Process Checklists
	71%
Positive eNPS Feedback

	30
Shipments on Day 2
	100%
PO Backlog Cleared
	Bilingual
All Communications



Key Outcomes
· Successful ERP Integration: NetSuite implementation enabled smooth transition for accounting, operations, and customer support
· Operational Continuity: Business functions remained uninterrupted and optimized, ensuring customer and employee satisfaction
· Enhanced Leadership & Training: Leaders equipped with structured training, improving performance management and goal alignment
· Optimized Governance & IMO Maturity: Strengthened integration management through structured playbooks and change management strategies
· Increased Employee Engagement: Survey results indicated favorable responses with 71% positive feedback
Lessons Learned & Future Enhancements
Retrospectives were conducted to improve future integrations, focusing on:
· Testing & Training Enhancements: Strengthening ERP role assignment and continuously refining training methodologies
· Stakeholder Engagement: Introducing NetSuite demos earlier for improved application during training and testing
· Continuous Improvement: Enhancing process mapping, standardizing workstream plans, and improving role rationalization
· Refined Change Management: Implementing structured change management strategies vs. strictly communication schedules
About Fueled Consulting Group
	YOUR VISION, OUR EXECUTION
Fueled Consulting delivers practical business strategy solutions that drive economic value. We specialize in project, process, and technology implementations, ensuring skill transfer and long-term sustainability. We go beyond project management to address inefficiencies, tailoring our approach to help clients achieve their unique business goals.
Our Services:
Portfolio, Program & Project Management  •  Business Analysis & Process Engineering  •  Risk & Compliance Management  •  Business Transformation & Optimization



Ready to discuss how Fueled Consulting can rescue and transform your initiatives?
Website: www.fueledconsulting.com
Email: info@fueledconsulting.com
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