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The Gap No One -
Talks About

PE operating partners have made the Al bet. Roadmaps are
approved. Tools are funded. Talent is hired. The signal from
leadership is clear: Al is a priority, and the firm is committed.

Across portfolios, Al initiatives underdeliver, timelines slip,
and outputs lose credibility. Teams quietly stop using the
tools. The post-mortem usually points to technology: the
wrong Al model, the wrong vendor, the wrong implementation
partner.

That’s not what we see.

What we see, over and over, is companies trying to run Al on
infrastructure that was never built to support it. The model isn’t
the problem. What's underneath the model is.

This paper addresses that gap: what it looks like in practice,
where it comes from, and how the operating partners closing it
fastest are doing so.

AT A GLANCE

The gap

Most Al initiatives fail not because of
the model, but because of dirty data,
slow finance infrastructure, and
disconnected systems.

The pattern

The fastest-moving PE-backed
companies standardized their
back-office before, not after, their Al
investment.

The fix

This is less about a massive
investment and more about
sequencing. Al pays off with the right
foundation in place.

ContinuServe

We build the integrated back-office
infrastructure that makes Al execution
possible at the portfolio company level.

“Al doesn’t fail because of the model. It fails because of

what’s underneath it.”

Al EXECUTION
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What “Al Readiness” Actually Means

Ask most leadership teams whether their portfolio companies are “Al ready,” and they’ll point to software.
The tools are in place. The vendor is contracted. The pilot is underway.

That’s not what Al readiness means.

Al readiness is much more of an operational condition than a technology condition. It requires:

$= Data integrity :".5‘\ Reporting velocity
Clean, consistent data across entities: a Finance infrastructure supportive of real-time
standardized chart of accounts, consistent or near-real-time reporting: a close cycle fast
cost center coding, and aligned legal entity enough to feed Al-driven forecasting with
structures across the portfolio. current inputs.

@%@ System integration @ Workforce data quality

<=

Integrated systems: ERP, HRIS, CRM, and HR and workforce data accurate enough to
FP&A tools that share data automatically, feed labor cost models, headcount planning,
without manual intervention at every handoff. and productivity analytics.

Most PE-backed companies, particularly those acquired out of founder-led or family-owned environments,
don’t have all of these in place.

This isn’t a criticism, but a sequencing problem. And sequencing is something operating partners can
control.

The Three Gaps We See Most Often

Across our client base, three operational gaps account for the vast majority of Al underperformance. None of them are
technology problems.

THE THREE GAPS

#01 #02 #03
Dirty Data Upstream Finance Built for Compliance, Siloed Systems

Not Speed
Inconsistent chart of accounts and A 15-20 day close cycle means Al Multiple disconnected systems
entity structures produce Al outputs tools are always working with stale create the gaps Al falls into. An
that can’t be trusted. The fix starts at inputs. Operational velocity is a intentional integration layer is what
the data layer. prerequisite for Al velocity. separates insight from noise.
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GAP #01 Dirty Data Upstream

Multi-entity portfolio companies often carry inconsistent financial data architecture from the day
of acquisition. There are different account codes across entities, different close processes,

and different ERP configurations inherited from previous ownership. The inconsistency likely
accumulated while no one noticed.

INCONSISTENT INPUTS SHARED DATA FOUNDATION

— Account codes Standardized data layer

@& Unified chart of accounts
Close processes

& Consistent entity structure

& Owned data governance

Il ERP configurations

When an Al tool is trained on this data, it produces outputs that reflect the inconsistency back.
Variances surface that don’t represent real operational differences. Consolidations require manual
correction. Forecasts are built on shaky assumptions.

Operating partners lose trust in the outputs quickly, and Al gets deprioritized once the team stops
trusting it. This results in the initiative losing momentum and it rarely recovers.

The fix is standardizing the data layer first: a unified chart of accounts, a consistent entity structure
and a data governance process that someone owns and enforces going forward.
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GAP #02 Finance Infrastructure Built for
Compliance, Not Speed

The average mid-market portfolio company runs a 15-20 day close cycle. That cadence was
designed for one purpose: getting the books closed accurately for reporting and audit. It was never
designed to feed a real-time Al tool.

CLOSE-CYCLE CADENCE

CURRENT CADENCE TARGET

15-20 .. LY (-

Current cadence

Target —GlD

Days to close 0 5 10 15 20

Al-driven decision-making requires data that is timely. A forecasting model pulling from a close that
finished three weeks ago isn’t forecasting in any meaningful sense. It's describing the recent past with
a lag.

When operating partners or CFOs ask why the Al output “doesn’t feel right,” the answer is often here.
The tool is technically working but the data it's working with is stale.

Compressing the close cycle, automating reconciliations, and restructuring the finance function around
operational velocity rather than audit readiness is the infrastructure change that makes Al useful.
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GAP #03 Systems That Don’t Integrate

The average mid-market portfolio company runs 8-12 discrete software systems: ERP, HRIS, CRM,
expense management, FP&A, payroll, time tracking, and others. Most of these were chosen
independently, often under previous ownership and have no native integration with each other.

@ MANUAL HANDOFFS

ERP HRIS CRM Expenses FP&A Payroll Time tracking
Extract > Reconcile > Format > Analyze

@ INTENTIONAL INTEGRATION

Expenses Payroll Time tracking

°® Integration layer — Automatically routed data

Al tools that need to pull from multiple systems to generate meaningful insights can’t do so without a
middleware layer. Without one, data has to be manually extracted, reconciled, and formatted before every
analysis run. That work usually falls to the finance team, which is already stretched thin.

The result: Al outputs that come weekly instead of daily. Reports that nobody reads because they’re
always behind the conversation. A tool that promised real-time intelligence but delivers yesterday’s news.

The integration layer doesn’t have to be expensive but it must be intentional. Connecting the core
systems, routing data automatically, and eliminating the manual handoffs is what separates the portfolio
companies where Al generates real insight from the ones where it generates a report nobody opens.
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What the Fastest Movers Do Differently

The portfolio companies executing Al most effectively right now share a pattern that is consistent
enough to be instructive.

They did not wait for their Al initiative to stall before investing in back-office infrastructure. They made
that investment before, or directly alongside, the Al deployment and they made it with a specific
sequence:

Standardized their chart of accounts and legal entity structure within the
first 90 days post-acquisition.

Outsourced or restructured their finance function to support a faster close cycle,
targeting 5-7 days (or less) rather than 15-20.

robust data lake, before deploying Al tools that needed cross-system data.

Treated data governance as a value creation lever, assigning ownership and
accountability for data quality at the portfolio company level.

e | Built an integration layer, sometimes lightweight middleware, sometimes a more

® Ongoing data ownership and accountability

None of this represents a massive upfront investment. The total cost of getting the back-office
foundation right is almost always lower than the cost of a stalled Al initiative that didn’t deliver.

What it represents is a sequencing decision and it’s the single most reliable predictor of whether an Al
initiative delivers ROl and value before exit.
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The ContinuServe Approach

ContinuServe works with PE-backed companies to build the integrated back-office infrastructure that
Al execution actually requires: standardized finance and accounting operations, real-time reporting
visibility, integrated HR and payroll systems, and the data governance layer that makes all of it
trustworthy.

We come in at acquisition or shortly after, build the foundation quickly, and stay engaged as the
company scales. Our work is designed to support the value creation plan, not run alongside it.
Increasingly, that means making sure portfolio companies are Al-ready before the Al investment is
made.

We are not an Al vendor. We are the operational
foundation that determines whether your Al
investment pays off.

FROM ACQUISITION THROUGH EXIT READINESS

Acquisition =it th.e Scale Exit readiness
foundation

About ContinuServe

ContinuServe provides integrated back-office solutions for PE-backed companies, including finance and
accounting operations, HR and payroll infrastructure, and technology-enabled reporting. We work with
operating partners and portfolio company leadership teams from day one post-acquisition through exit
readiness.
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