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Executive Summary
Mergers and acquisitions (M&A) remain a dominant growth strategy, yet their success rates are dismally low. Research consistently indicates that

roughly 70–90% of M&A deals underperform or fail to meet objectives, largely due to integration challenges (Source: www.houseblend.io)

(Source: centium.net). In particular, the inability to unify disparate technology systems—including accounting and ERP systems—impedes realizing

expected synergies (Source: centium.net) (Source: epiqinfo.com). Cloud-based ERP platforms like Oracle NetSuite OneWorld offer a strategic

solution by providing a single, unified system of record for finance and operations. NetSuite’s multi‐entity and multi‐book capabilities enable real‐

time consolidated financial reporting, automated intercompany eliminations, and parallel accounting standards across subsidiaries (Source:

www.houseblend.io) (Source: www.kimberlitepartners.com).

This report presents a playbook for post-acquisition NetSuite integration, focusing on consolidation of legal entities and financial systems. We

begin with background on M&A integration risks and the role of ERP systems, highlighting key statistics (e.g. 83% of deals fail to boost returns

(Source: pmistack.com). We then describe NetSuite’s consolidation features (OneWorld, Multi-Book, SuiteSuccess implementation methodology) and

the common challenges in merging entities (fragmented charts of accounts, differing GAAP, multi-currency issues, and organizational complexity)

(Source: www.houseblend.io) (Source: www.saasworx.ai).

The core of the playbook is a detailed integration plan, structured as a 100‐day timeline broken into phases: Pre‐Close (Day 0), Day 1, Weeks 1–4,

Weeks 5–8, and Weeks 9–12. For each phase, we enumerate specific tasks and responsibilities for finance/CFO teams and for the NetSuite

implementation. Essential pre-close steps include forming an Integration Management Office, harmonizing charts of accounts, and aligning currencies

(Source: www.houseblend.io). Day 1 focuses on continuity (e.g. rolling forward payables/receivables and “lighting up” the NetSuite OneWorld

environment) (Source: www.houseblend.io). In Weeks 1–4, core integration work (merging GL structures, loading master data, and test

consolidations) occurs (Source: www.houseblend.io) (Source: www.houseblend.io). Weeks 5–8 emphasize systems rationalization and policy

standardization (retiring redundant systems, finalizing currency conversions, and enabling advanced consolidation features like intercompany
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eliminations and multi-book accounting (Source: www.houseblend.io). Weeks 9–12 focus on stabilization, automation, and the first official combined

statutory close (e.g. converting remaining spreadsheets into NetSuite reports, creating consolidation dashboards, and measuring synergy KPIs)

(Source: www.houseblend.io) (Source: www.houseblend.io).

Throughout, we emphasize governance, communication, and leadership. Studies show that when CFOs directly lead post-merger integration,

companies are significantly more likely to achieve planned synergies (Source: www.mckinsey.com) (Source: www.houseblend.io). Therefore, the CFO

should champion the integration office and reporting cadence, working closely with IT, auditors, and business leads.

The report also includes best practice checklists and tables. Table 1 (below) summarizes the proposed 100-day integration phases with key

objectives and tasks for finance and NetSuite system setup. Table 2 highlights NetSuite‐specific consolidation best practices (unifying charts of

accounts, automating intercompany rules, exploiting multi-book accounting, etc.) along with supporting evidence from industry sources (Source:

coefficient.io) (Source: www.kimberlitepartners.com) (Source: coefficient.io).

We support all claims with extensive citations from academic research, industry analyses, NetSuite whitepapers, and real‐world case studies. For

example, a NetSuite-driven consolidation by Quatrro Business Support cut the month-end close from 19 to 10 days after migrating 20 acquired
subsidiaries onto one NetSuite instance (Source: www.linkedin.com). Another case (a PE-backed tech company) moved off QuickBooks to NetSuite

amid multiple takeovers, enabling consolidated financial reporting directly in NetSuite rather than error-prone spreadsheets (Source:

www.houseblend.io) (Source: bridgepointconsulting.com).

Finally, we discuss the future of ERP consolidation. Trends in 2024–2026 (per Gartner and ERP analysts) highlight cloud ERP adoption, generative

AI integration, and automation. ERP platforms like NetSuite are adding hundreds of AI features to automate invoice data entry, anomaly detection, and

even conversational querying of financials (Source: www.linkedin.com) (Source: finnoex.com). NetSuite’s new AI Connector service allows finance

teams to securely link custom AI models to their ERP data (Source: finnoex.com). These advancements promise to further accelerate integration

tasks, data migration, and ongoing consolidation.

In conclusion, successful post-merger NetSuite integration requires meticulous planning, strong leadership, and utilization of NetSuite’s cloud
capabilities. When executed well, it can deliver a real-time “single source of truth” for the combined entity, rapidly stabilize operations, and unlock the

merger’s financial value (Source: www.houseblend.io)(Source: www.linkedin.com). This report aims to serve CFOs, CIOs, and integration teams with

a comprehensive, evidence-based guide to achieve that outcome.

Introduction and Background

M&A Integration: Stakes and Challenges

Mergers and acquisitions have long been pursued for growth, market expansion, and synergies, but academic and industry studies repeatedly warn

that most deals fall short of expectations. A widely cited McKinsey analysis of ~40,000 deals found that 70–75% of M&A transactions fail to
deliver expected results, primarily due to leadership missteps and fragmented integration execution (Source: centium.net). Similarly, KPMG

reports that 83% of M&A deals do not boost shareholder returns, attributing this largely to poor execution during integration (Source:

pmistack.com). Across industries, the consensus is that the post-merger integration (PMI) phase is the make-or-break period: studies indicate the

first 100 days are decisive for setting the merged company on a successful trajectory (Source: www.houseblend.io) (Source: www.houseblend.io).

Operational integration — especially of finance and accounting systems — is cited as the leading cause of post-M&A failure. One industry analyst

notes, “the leading cause of post-M&A failure is ... the inability to unify technology systems” (Source: centium.net). When two companies close a deal,

they often face a chaotic “patchwork” of disparate systems: multiple ERPs, CRMs, payroll and inventory systems, etc., each with its own data and

processes (Source: centium.net) (Source: epiqinfo.com). These silos create data inconsistencies, duplicate effort, delayed reporting, and compliance

risks. For example, Epiqinfo (a NetSuite consulting firm) describes typical integration pain: “disparate systems… conflicting data… manual

consolidation… [and] compliance risk” (Source: epiqinfo.com).

Without a unified system, executives can “lose real-time visibility” and integration value is delayed (Source: epiqinfo.com). The problems are strikingly

common: Gartner found roughly 83% of data migration or integration projects encounter serious failures or budget overruns (Source:

pmistack.com). One practitioner quips that treating ERP integration as an IT project is a fatal mistake – it is ultimately a finance and operations project

with people and process implications (Source: pmistack.com).

In the cloud era, many believe the story is changing. Cloud ERP systems like Oracle NetSuite promise to drastically simplify post-merger consolidation

by providing a single, multi-entity platform. NetSuite’s cloud-native design enables rapid system roll-out and centralized data. For instance, one

Forbes/Houseblend report notes the advantages of NetSuite OneWorld: it supports multi-entity consolidation, multi-currency reporting, and
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compliance automation, with real-time consolidated financials out of the box (Source: www.houseblend.io). Another blog highlights that NetSuite’s

unified platform can turn data silos into a “single source of truth,” enabling data-driven decision-making from Day One (Source: centium.net).

The executive take-away is that, in today’s environment, M&A integration can be faster and more reliable — but only with the right approach. Many

experts now advocate formal integration “playbooks” and 100-day plans that emphasize speed, coordination, and automation. A recent analysis

frames the first 100 days after closing as a critical “fast-track” period (Source: www.houseblend.io) (Source: www.houseblend.io). Critics rightly caution

that sheer speed is no panacea – a poorly planned blitz can do more harm. Nonetheless, as one playbook warns, not having a measurable plan (a

“dashboard”) in the first 100 days is like driving without a speedometer (Source: www.houseblend.io).

Evolution of ERP and Cloud Integration

Historically, ERP consolidation post-M&A was a lengthy affair. In the 1990s and 2000s, companies on legacy on-premise systems would often defer

ERP integration for years due to complexity. Data was merged via spreadsheets or batch uploads; reconciled manually; and operations often ran on

dual systems in parallel. One analyst notes that in a roll-up scenario it was common to promise “90 days to unified reporting” and end up running

parallel systems 18 months later (Source: pmistack.com). Today, ERP vendors emphasize rapid deployments through pre-built integrations and cloud

services. For example, SaaS ERP is now the norm: it is estimated that 70–75% of ERP deployments are cloud-based, with virtually all organizations

now open to cloud models (Source: www.anchorgroup.tech) (Source: www.anchorgroup.tech). NetSuite, as an early cloud ERP, has grown to over

41,000 customers worldwide and claims ~25% annual growth (Source: www.anchorgroup.tech).

The cloud ERP shift has crucial implications for M&A. Cloud platforms eliminate the need for new on-prem hardware, making “Day 1” integration of IT

much easier. A Gartner report (cited in industry press) found that companies adopting cloud-based integration platforms saw a 75% reduction in
integration time (Source: blogs.vorecol.com). Numerous analysts predict that continued cloud and AI adoption will make future ERP integrations

faster and more automated (Source: www.techtarget.com) (Source: www.techtarget.com). As discussed later, NetSuite itself is embedding AI (200+

features announced in 2024 (Source: www.linkedin.com) to automate routine tasks (invoices, forecast anomalies) which can also speed post-merger

consolidation.

Scope and Goals of This Report

This report focuses specifically on post-merger consolidation of legal entities and financial systems using NetSuite. It covers the full playbook

from pre-close planning through the first 3–4 months after deal closing. Topics include:

Integration governance and leadership: the importance of governance structures (Integration Management Office), the CFO’s role, and change

management.

Technical and financial challenges: how to merge charts of accounts, deal with GAAP/IFRS differences, roll up currencies, automate

intercompany eliminations, and handle master data migration.

NetSuite features and capabilities: an overview of OneWorld subsidiaries, Multi-Book accounting, consolidated reporting, and additional

SuiteApps relevant to consolidation.

Phase-by-phase integration plan: An evidence-based 100-day plan (with tables) detailing tasks and priorities for each time window (pre-close,

Day 1, Weeks 1–4, 5–8, 9–12).

Data and process consolidation: best practices for data mapping, system cutovers, testing, and the first consolidated close.

Case examples and outcomes: summaries of real-world scenarios (e.g. multi-entity holding companies, PE-backed rollups) illustrating these

principles.

Metrics and benefits: how to measure success (reduced close time, synergy capture) and key statistics from industry studies.

Future trends and implications: how evolving cloud and AI capabilities (e.g. NetSuite’s AI Connector) will shape the next generation of

integrations.

Throughout, all assertions are backed by credible sources: academic studies, industry reports (McKinsey, Gartner, KPMG), NetSuite documentation,

published case studies, and expert blogs (Source: www.mckinsey.com) (Source: www.saasworx.ai) (Source: www.houseblend.io) (Source:

www.houseblend.io) (Source: www.linkedin.com). Tables and bullet lists are used to organize complex information. The tone is analytical and formal,

suitable for a professional or academic readership.

The Challenge of Consolidating Entities After Acquisition
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Disparate Structures and Data

The acquiring company typically confronts a patchwork of systems and processes. Each acquired business may use a different ERP or accounting

application (e.g. QuickBooks, Sage, legacy on-premise system), maintain its own chart of accounts, fiscal calendar, currency, and set of master data.

Before acquisition, each entity’s financials are managed in isolation; after acquisition, the parent needs consolidated visibility. This creates several

immediate pain points:

Inconsistent Charts of Accounts (COA): Each entity usually has its own COA structure. Aligning these is laborious. SaaSworx.ai notes, “each

legal entity might use a different chart of accounts or accounting system, making it difficult to align financial data” (Source: www.saasworx.ai).

Without a common structure, finance teams resort to extensive mapping tables. Standardizing accounts can eliminate up to “70–80% of manual

mapping work” (Source: coefficient.io).

Multiple Fiscal Calendars: Different subsidiaries may close in different months or use different accounting periods. As SaaSworx highlights,

misaligned year-ends (e.g. one entity runs Jan–Dec while another is Apr–Mar) complicate consolidation, often requiring extra calculations or

custom reporting to assemble a coherent view (Source: www.saasworx.ai).

Multiple Currencies: Foreign subsidiaries transact in their local currency. Consolidation requires translating all results into the parent’s reporting

currency. This is nontrivial at scale; you need historic, current, average rates, and rules for which accounts use which rate type. Manual

conversion is error-prone. One source reports the burden: “Manual currency work introduces errors and consumes hours monthly” (Source:

coefficient.io). NetSuite’s one-world architecture, by contrast, automatically handles daily exchange rates and supports multiple base currencies

via its consolidation engine.

Data Silos: Entities often store data separately – different item master data, vendor lists, customer records, etc. Reconciling and cleaning this

data is a massive task. The acquiring CFO may find, “nobody mapped the chart of accounts between the legacy system and the platform,”

causing last-minute crises (Source: pmistack.com). Houseblend notes that having “all data live and ‘the same’ across systems (customer master,
vendor terms, etc.)” from Day 1 greatly simplifies integration (Source: www.houseblend.io).

System Redundancy: There may be overlapping applications (e.g. multiple payroll systems, inventory systems, banks). Deciding which to keep

vs decommission requires analysis. Many companies find they’ve inherited two distinct processes for procurement, two sales pipelines, and so on

(Source: www.houseblend.io). Coordinating these requires a clear target process design, usually favoring the acquirer’s or best-practice

approach.

These structural differences create data mismatch and reconciliation issues. According to industry experts, having fragmented systems “prevents a
holistic view” and leads to inefficiencies and errors (Source: centium.net). In mergers of large international companies, regulatory differences add

further complexity (local GAAP vs global standards).

Governance, People, and Processes

Technical consolidation is only part of the story. Surprising numbers of post-merger failures stem from people and process issues. Both anecdotal and

survey evidence emphasize that change management and leadership execution are critical. Vorecol reports that workers frequently feel

uncertainty: about 50% of employees in merged firms report anxiety and reduced productivity, stressing the need for careful cultural integration

(Source: blogs.vorecol.com). (See Section on Cultural Integration below.)

A robust integration governance structure can mitigate these risks. Experts recommend establishing a dedicated Integration Management Office
(IMO) before closing (Source: www.houseblend.io). This cross-functional team, often co-led by finance and IT, creates a unified integration blueprint.

Houseblend advises that senior finance and IT leaders “form the alignment committee (often called the Integration Management Office) to draft the
integration blueprint.” Within this framework, the CFO should lead or co-lead, collaborating with the acquired entity’s finance leads to align accounting

policies and oversee progress (Source: www.houseblend.io).

Key governance practices include:

Integration Roadmap and Timeline: Defining a detailed plan with milestones (e.g. in 30-day increments) and clear ownership. Some firms use a

“100-day plan” with weekly dashboards (Source: www.houseblend.io).

Communications Plan: Ensuring employees at both companies understand the integration steps, timelines, and vision. Houseblend notes the

importance of frequent status reports to keep executives and stakeholders informed (Source: www.houseblend.io).

Retention of Key Staff: Maintaining continuity in finance/IT by incentivizing critical personnel from both sides. Sudden departures (e.g. losing the

veteran controller of the acquired company) can derail the close process.
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Change Management Metrics: Tracking progress on cultural and organizational KPIs (e.g. retention, training completion) in addition to financial

metrics (Source: www.houseblend.io).

Moreover, surveys of past mergers show leadership involvement is a distinguishing factor. McKinsey (2020) found that when CFOs are “very
involved” in the integration, companies are far more likely to achieve their synergy targets (Source: www.mckinsey.com). In practical terms, this means

the CFO (not just the CFO’s team) should set integration priorities and milestones for systems and processes (Source: www.houseblend.io). For

example, McKinsey polled 200 global CFOs: only ~25–40% typically take charge of integration tasks today, but those who do achieve significantly

better cost and revenue synergies (Source: www.mckinsey.com). This underscores that finance leadership is not optional; it drives both the systems

integration and the realization of financial benefits (Source: www.houseblend.io) (Source: www.mckinsey.com).

In summary, consolidating entities post-merger requires addressing both the technology and the human side. The remainder of this report focuses

on the technology and process playbook, but every integration plan must be executed within a strong governance and change-management

framework.

NetSuite ERP for Multi-Entity Consolidation

NetSuite OneWorld and Multi-Book Capabilities

Oracle NetSuite OneWorld is engineered for companies managing multiple legal entities or operating in multiple countries. Key features include:

Multi-Entity (OneWorld) Structure: Each subsidiary is a separate entity (with its own books, currency, tax rules, etc.) linked under one NetSuite

account hierarchy. The parent can consolidate all subsidiary data in real time. For example, in OneWorld each legal entity appears in the

consolidated chart of accounts, enabling immediate intercompany eliminations once balances are loaded (Source: www.houseblend.io).

Automated Intercompany Management: NetSuite provides automated intercompany transaction features. Elimination entries can be pre-

defined by transaction type or account, and the system automatically generates balancing entries. Automations of this kind prevent many manual

errors: industry practitioners note that establishing clear intercompany rules upfront “eliminates 80% of reconciliation problems” (Source:

coefficient.io).

Multi-Book Accounting: When companies must report under multiple accounting standards (e.g. IFRS and US GAAP simultaneously),

NetSuite’s Multi-Book feature lets you post transactions to separate “books”. Each book can have its own currency, chart structure, and

accounting rules. Thus, the same transaction can be recorded under both standards. This is essential for international consolidations; the ability

to maintain parallel books was specifically cited as a NetSuite advantage (Source: www.kimberlitepartners.com).

Multi-Currency Reporting: NetSuite automatically handles currency conversions. It can maintain each subsidiary in its functional currency while

translating financials into the chosen consolidation currency. NetSuite supports average, historical, and current rates for conversions; choosing

the right type is part of best practice (Source: www.kimberlitepartners.com). The system also auto-revaluates open balances at month-end if

needed.

Real-Time Consolidated Reports: Once entities and data are set up, NetSuite can generate up-to-the-minute consolidated financial statements

(Income Statement, Balance Sheet, Cash Flow) that automatically roll up all included subsidiaries (Source: www.kimberlitepartners.com) (Source:

www.kimberlitepartners.com). This replaces end-of-period manual consolidation spreadsheets. One case highlighted that moving two merged

healthcare companies onto a single NetSuite instance gave them a “single view of financials” and sent conso reports directly from the system

(Source: www.houseblend.io).

Compliance and Audit Trails: The platform’s strong controls and audit trails aid regulatory compliance (SOX, IFRS, etc.). NetSuite can

automatically apply local tax rules or generate localized statutory reports per entity, while still providing global oversight.

NetSuite also offers an implementation methodology called SuiteSuccess which includes industry and function-specific templates. In an integration

scenario, SuiteSuccess can accelerate the new setup by providing pre-built chart of accounts, workflows, and KPIs tailored to verticals (e.g. software,

manufacturing). Having a guided checklist of tasks within SuiteSuccess can keep the integration on schedule. NetSuite’s documentation highlights

these modules as central to the M&A use case (Source: www.houseblend.io).

Benefits of a Unified Cloud ERP in M&A

Using NetSuite (or any unified cloud ERP) for consolidation offers several advantages:
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Single Source of Truth: With all entities on one platform, finance teams no longer need to manually combine Excel export from multiple systems.

Centium (an ERP consultancy) observes that “NetSuite provides a single, unified platform” that consolidates data and eliminates silos (Source:

centium.net). This means that once the data is migrated, real-time analytics and dashboards instantly reflect the merged organization.

Faster Synergy Realization: An integrated system can capture synergies quicker. A streamlined process means, for instance, that common

supply-chain flows, billing, and payroll can be unified. One interviewed CFO case said after moving to NetSuite, month-end close time dropped

from 19 working days to 10 (Source: www.linkedin.com). The same transition enabled standardized payables and receivables processes across

20 subsidiaries, accelerating cash management.

Scalability for Future Deals: Once the first integration is done, adding new subsidiaries is easier. NetSuite’s multi-entity design means a future

acquisition could be turned on as a new subsidiary in weeks instead of months (assuming data is mapped). Coefficient’s best practices advise

having a “master template” for chart structures to quickly assimilate new companies (Source: coefficient.io).

Lower IT Overhead: Maintaining one cloud system is simpler than sustaining multiple on-prem ERPs and disparate databases. IT teams do not

have to manage servers/patches for another system. Houseblend points out that Oracle/NetSuite wields cloud-native reliability, which can be a

strategic enabler post-M&A (Source: www.houseblend.io) (Source: www.houseblend.io).

Data Integrity and Auditability: Cloud ERPs often enforce data validation rules. For example, NetSuite can require intercompany accounts to

always balance. Audit trails (who did what in the system) are automatically kept. This ensures that the consolidated data is more trustworthy from

day one.

Key Challenges Specific to NetSuite Integration

Although NetSuite provides the tools, many challenges remain in practice:

Data Cleanup Before Migration: If each entity’s data is messy (duplicate customers, inconsistent account usage), the first move to NetSuite

could import those issues. Experts recommend cleaning data pre-emptively. NetSuite partners advise doing as much cleanup

(customers/vendors) as possible “ahead of cut-over” (Source: www.houseblend.io).

Legacy System Departures: Transition may involve turning off or integrating with legacy systems. The Houseblend playbook likens ERP

migration to a marathon with landmines (Source: pmistack.com). A common trap is underestimating complexity; e.g., an integration team might rip

and replace an old ERP in week one only to find crucial workflows undocumented (Source: pmistack.com). Thorough discovery is vital.

Concurrent Close Processes: Often, the target company must still close its books for the prior period around the same time the acquirer needs

consolidated close. Synchronizing accounting calendars may require hybrid arrangements (e.g., the acquirer might wait an additional period or do

a partial close) (Source: www.houseblend.io). Aligning fiscal year-ends is a critical pre-close activity.

Regulatory and Tax Complexity: NetSuite’s global tax engine (Avalara, OneWorld tax tables) helps, but local year-end adjustments still need

careful mapping. Finance teams must ensure that one entity’s automated postings comply with local GAAP, and then translate for consolidation.

Houseblend notes that decisions made in pre-close include “which financial practices (e.g. revenue recognition) to preserve” (Source:

www.houseblend.io).

Role and Security Consolidation: Combining entities means harmonizing user roles, permissions, and responsibilities. The coefficient blog

suggests reviewing NetSuite security roles post-merger to streamline access across subsidiaries (e.g. consolidate redundant roles) . A

mismatched role structure can delay users’ ability to transacts in the merged system.

Customization and Third-Party Add-ons: If the acquirer or acquiree had custom SuiteScripts or third-party integrations, merging them can be

tricky. Care must be taken to preserve needed functionality and reconcile any overlap. For instance, if the acquired company had bespoke billing

software, one must decide whether to integrate it via NetSuite’s platform or replace it.

Despite these challenges, industry experts agree that a well‐executed NetSuite consolidation can turn a chaotic multi-ERP environment into an

integrated, efficient operation. The following sections outline how to achieve that outcome.

A 100-Day Playbook for NetSuite Integration
To structure the integration, we adopt the widely‐used “100-day plan” framework, dividing the first three months into phases. This framework is

informed by research and case experience and is not meant to be rigid – actual timelines may vary. However, it provides a useful roadmap. Below we

detail tasks in each phase, with responsibility split between CFO/Finance leadership and NetSuite/System implementation.

In summary, the phases and their focuses are:

Pre-Close (Day 0 and Before): Planning, governance, and preparation.
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Day 1 (Legal Close): Ensuring continuity and system readiness on Day 1 of the merged company.

Weeks 1–4 (Month 1): Core financial integration – chart of accounts harmonization, data migration, and first “test” consolidated close.

Weeks 5–8 (Month 2): Deep cuts and standardization – retiring redundant systems, enforcing unified policies, running automated eliminations.

Weeks 9–12 (Month 3): Stabilization and optimization – automating reporting, performing first official consolidated close, and evaluating synergy

metrics.

Table 1 (below) summarizes these phases and example tasks by category.
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PHASE TIMING KEY CFO/FINANCE FOCUS NETSUITE/SYSTEM FOCUS

Pre-Close
Planning

Pre-

close

(Day 0)

and

earlier

Governance & Blueprint: Form the Integration

Management Office (IMO); outline unified chart of

accounts and hierarchies (Source:

www.houseblend.io); decide consolidation currency;

align fiscal calendars; inventory systems. Data Prep:

Identify and pre-clean duplicate customers/vendors.

Draft cutover strategy and do a “Day ‑30 dry run” if

feasible (Source: www.houseblend.io).

Environment Setup: Prepare NetSuite sandbox for

integration design; ensure needed modules (OneWorld,

Multi-Book) are licensed. Configure basic subsidiary

structure for incoming entities. System Inventory:

Document existing systems, versions, and

customizations. Plan data extracts (e.g.

customer/vendor masters) and determine integration

tools (CSV imports, SuiteScripts, etc.).

Day 1
Execution

Day 1

(closing

day)

Continuity: Ensure critical financial operations run

seamlessly. Roll the acquired entity’s AP/AR into

combined cycles without missing payments. CFO

verifies all banks and cash accounts of the acquired

company are merged or properly mapped into the

new NetSuite chart of accounts (vital for cash flow)

(Source: www.houseblend.io). Complete Day-1

payroll run if needed.

NetSuite Go-Live Prep: “Light up” the main NetSuite

account as the master system. Enable new subsidiary

records in OneWorld; configure intercompany

elimination accounts. Load opening balances for each

acquired entity into the system so that eliminations can

tie out (Source: www.houseblend.io). Test Day-1

financial transactions routing in NetSuite (e.g., check

that intercompany sales create reciprocal entries).

Weeks 1–
4

Post-

close

weeks

1–4

(Month

1)

Core Ledger Alignment: Merge general ledger

structures. Map each acquired entity’s accounts into

the consolidated COA; insert placeholder accounts as

needed for mismatches (Source:

www.houseblend.io). Finalize the consolidated chart.

Conduct a rolling forecast or pro forma P&L for full

month to ensure unified financial reporting by month-

end (Source: www.houseblend.io). Load master data

(customers, vendors, items) from acquired systems.

Data Migration & Testing: Import or yaf load customer,

vendor, and item master records into NetSuite.

Configure unified segments/dimensions for departments

or locations as needed. Post all subsidiary opening

balances and intercompany journals in NetSuite. By Day

30, run a test consolidated close (even a partial one)

in NetSuite to generate the first combined financial

statements and validate mappings (Source:

www.houseblend.io). Identify any mapping errors or

missing accounts during this test.

Weeks 5–
8

Days

31–60

(Month

2)

Process Rationalization: Retire redundant legacy

systems (e.g. secondary payroll or inventory

software) and migrate any remaining data. Policy
Standardization: Enforce consistent accounting

policies (e.g. revenue recognition, expense accruals)

across all entities. Finalize currency translation and

revaluation policies under the consolidated rollout

(Source: www.houseblend.io). Complete initial

intercompany transactions and eliminations to

validate the general ledger.

Advanced Consolidation: Enable NetSuite’s

intercompany elimination feature; post elimination

journals and currency adjustment entries. If required

(multi-GAAP environment), implement Multi-Book

Accounting in NetSuite for parallel reporting (Source:

www.houseblend.io). Continue system configuration:

refine elimination rules, close any data gaps from the

trial close. Run a full NetSuite consolidated close and

compare to expectations. Deploy SuiteAnalytics

dashboards to monitor consolidation balances in real

time.

Weeks 9–
12

Days

61–90

(Month

3)

Stabilize & Report: Convert any remaining

spreadsheets used for integration (e.g. one-time

carve-out entries or goodwill accounting) into

NetSuite reports (Source: www.houseblend.io).

Conduct final reconciliations (AR, AP, intercompany)

to ensure books are clean. CFO leads preparation of

the first official combined statutory close, ensuring

auditors can see one coherent set of books. Evaluate

integration KPIs: Are cost synergies realized (e.g.

eliminated duplicate finance positions)? Track

Optimize & Automate: Exhaustively document new

processes. Build NetSuite saved-search-based

dashboards for KPI tracking (e.g. open intercompany

items by entity). Automate recurring consolidation tasks:

schedule elimination journals, run scripted currency

revaluations, and create role-based financial reports for

end users (Source: www.houseblend.io) (Source:

www.houseblend.io). Confirm all subsidiaries are

transacting on the unified workflows (procure-to-pay,

order-to-cash, etc.). Hand over routine financial close
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PHASE TIMING KEY CFO/FINANCE FOCUS NETSUITE/SYSTEM FOCUS

headcount and cost savings against targets (Source:

www.houseblend.io).

checklist (NetSuite’s period-close tasks) to the ongoing

accounting team.

Table 1: Phased 100-Day NetSuite Integration Plan – Key tasks for finance/CFO and technical teams (Source: www.houseblend.io) (Source:
www.houseblend.io) (Source: www.houseblend.io) (Source: www.houseblend.io).

The 100-day playbook emphasizes parallel tracks for finance leadership and systems configuration. In the pre-close phase, the CFO’s team leads

strategy (COA harmonization, currency, budgets) while the IT/NetSuite team readies the sandbox and extracts. On Day 1 and beyond, finance

ensures continuity (paying bills, collecting receivables) and prepares reports, while the NetSuite admins actually turn on features and migrate data. By

Month 2–3, finance shifts toward synergy realization (cost savings, unified processes) and NetSuite delivers the technical plumbing (automated

eliminations, consolidated reporting) (Source: www.houseblend.io) (Source: www.houseblend.io).

Throughout, strong communication and governance are indispensable. Weekly integration dashboards and executive updates keep everyone aligned

(Source: www.houseblend.io). As one expert quips, “a 100-day plan without a tracking dashboard is like a car without a speedometer” (Source:

www.houseblend.io). The following subsections delve into the critical tasks outlined in Table 1.

Pre-Close: Setting the Foundation

Key objectives before deal close are to align expectations and plan thoroughly. The acquiring company should begin integration planning even

while the deal is in due diligence. This phase (sometimes called “Day -30 to Day 0”) includes:

Form the Integration Management Office (IMO): As noted, senior finance and IT leaders should establish the IMO early (Source:

www.houseblend.io). This team defines roles (CFO integration lead, IT lead, data migration lead, etc.) and develops the integration blueprint.

Harmonize Chart of Accounts and Policies: The CFO should guide a chart mapping exercise among the two companies’ accounting teams

(Source: www.houseblend.io). Decisions include which entity’s COA structure to adopt or whether to create a hybrid. This is crucial; many failures

occur when COA mapping is left too late. Houseblend advises that the CFO “work with accounting teams from both companies to outline the

unified chart of accounts (Source: www.houseblend.io).” Fiscal calendars should also be aligned or at least coordinated (e.g., bringing year-ends

to match if feasible).

Decide Consolidation Currency and Books: If the companies report in different base currencies, agree on a single consolidation currency

(usually the parent company’s). NetSuite OneWorld settings depend on this choice. Also, determine if Multi-Book is needed (e.g. one book for US

GAAP, another for IFRS). That decision should be made early to budget for licensing and staff training (Source: www.houseblend.io) (Source:

www.houseblend.io).

Inventory Systems and Data: Take stock of all current financial systems and data repositories in both companies. Document systems (ERPs,

CRMs, spreadsheets). Plan which systems will be discontinued. Identify all master data items: customers, vendors, items, assets, etc. Perform

initial data profiling to find major issues (duplicate vendors, inconsistent costing methods, etc.). Houseblend notes that “any data cleanup (e.g.
duplicate customers/vendors) or policy alignment… done ahead of cut-over will pay off” (Source: www.houseblend.io).

Plan “Day -30 Dry Run” (if possible): Some integrations attempt a simulated close before Day 1. For instance, combining partial ledgers to see

if consolidated statements make sense (Houseblend mentions this as a best practice (Source: www.houseblend.io). While not always feasible,

even a high-level trial run can surface hidden issues.

Network and Access Prep: Arrange early for IT infrastructure needs. Since NetSuite is cloud-based, this typically means ensuring secure user

access (VPN, single sign-on) is ready. Identify data conversion resources (scripts, middleware) that will be needed.

Change Management Prep: Begin communications planning. Announce the integration timeline to both companies’ staffs (at least the finance

and functional teams) to set expectations and alleviate uncertainty.

In summary, Pre-close work is about defining the target state (what will the merged chart/subsidiaries look like?) and ensuring teams and data are
ready. By closing day, much of the heavy thinking and planning should be done, so the focus on Day 1 can be execution and not troubleshooting.

Day 1: Ensuring Business Continuity

“Day 1” refers to the first day the acquisition is legally effective. On this day, the merged entity needs to operate without interruption, even as transition

tasks happen in the background.
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Payroll and Cash Continuity: Finance must ensure that employee payroll for the merged company is processed correctly. If the acquired firm’s

payroll falls due on Day 1, the parent’s payroll system (or the acquired one) must accommodate it. Likewise, open invoices and payables must be

addressed under the new structure. Houseblend warns that executives often get so focused on financing the deal that they “overlook what comes
next” (Source: www.houseblend.io). Smart acquirers pre-plan Day-1 financial flows.

Bank/Cash Integration: CFO should have coordinated with banks to merge accounts. On Day 1, the target’s bank accounts either get closed or

feed into the parent’s ledgers. Houseblend emphasizes that the CFO ensures “all banks and cash accounts of the target are correctly merged or
mapped (critical for cash flow continuity)” (Source: www.houseblend.io). Any hold-ups here could stop incoming revenue or outgoing payments.

NetSuite Activation: If the decision is to use NetSuite as the common system, the Day-1 tasks include enabling the acquired entities’

subsidiaries in OneWorld and configuring intercompany settings. In practice, IT teams “light up” the parent NetSuite account with the new

subsidiaries present but empty. According to Houseblend, this involves “enabling subsidiaries in OneWorld, configuring intercompany
preferences, and verifying that opening balances from each entity are properly interlinked with elimination accounts” (Source:

www.houseblend.io). This technical cutover means that subsequent Day-1 transactions will record correctly in the unified system.

Communications: The integration team should announce to all staff which system will be used going forward and provide access (Logins to

NetSuite). Any questions or issues on Day 1 should be triaged quickly. The goal is that business users (sales, accounting, HR) see minimal

change at the immediate transactional level.

By the end of Day 1, financial systems should be functional: the combined entity can invoice customers, pay bills, and track cash as if it were one

organization. The work done pre-close should ensure this day is smooth. Good Day-1 execution sets a positive tone for the intensity of the weeks

ahead.

Weeks 1–4 (Month 1): Core Integration

During the first month post-close, the focus shifts to aligning core accounting processes and ensuring the merged ledgers begin producing
coherent results. These are typically “low-hanging fruit” integration tasks that yield quick wins.

Harmonize Ledgers and Accounts: Begin merging the two (or more) Chart of Accounts. For example, if both companies have a “Sales

Revenue” account but coded differently, determine which account(s) to use going forward. Houseblend illustrates this: “they might merge the two
companies’ general ledger structures: deciding which charts map into which, and inserting dummy accounts if needed to reconcile any
mismatches” (Source: www.houseblend.io). The result should be a unified COA in NetSuite. If appropriate, category dimensions (like department

or location segments) may be added to distinguish entities.

Rolling Forecast and Test Reporting: Early in this phase, prepare a “rolling forecast” or interim P&L that spans the acquisition. Set up NetSuite

reports for a pro-forma consolidated income statement, even if part of month. Publish a test consolidated financial statement (e.g. combining half

the month’s data) to verify that systems are capturing both entities correctly (Source: www.houseblend.io). This highlights issues early.

Master Data Migration: If not already done, import or load all master records into NetSuite: customer and vendor lists, item/asset master, open

purchase and sales orders if needed. NetSuite typically has data import tools which should be used carefully. The acquired data must be cleaned

of duplicates prior to import (as noted earlier). In Coefficient’s terminology, “automate data extraction through live connections” where possible, to

avoid 15–20 hour manual export/import tasks (Source: coefficient.io).

NetSuite Configuration: With data in place, perform initial system configuration. This includes setting up new subsidiaries in the account

hierarchy, implementing intercompany elimination accounts, and defining any new roles needed. In NetSuite OneWorld, each subsidiary’s data

aligns in the consolidated reports as long as the eliminations are set. At the end of this phase, NetSuite should be ready to execute a full

consolidated close.

Intercompany Testing: Enter intercompany transactions and run elimination processes to ensure they zero out. For example, make an

intercompany sale between two subsidiaries and see if the system creates reciprocal entries on consolidation correctly. Check that currency

translation (if any subsidiaries use different currency) is working as planned.

Publish First Consolidated Statement: By day ~30, run a full close in NetSuite for the combined organization. Houseblend suggests publishing

the first consolidated FS (even if not audited) to validate processes (Source: www.houseblend.io). Compare this output to manual projections or

prior combined budgets to spot any variances.

By the close of Month 1, the finance team should have a working consolidated ledger. Discrepancies uncovered during this period (missing mappings,

extra line items) can be corrected in Week 4. The focus is on continuity and convergence: locking down how each transaction in any subsidiary rolls

up into the unified chart and statements.
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Weeks 5–8 (Month 2): Systems and Policy Rationalization

With the basics running, the second month delves into deep cuts, standardization, and automation:

Systems Retirement: Now that NetSuite is capturing core financials, begin shutting down redundant systems. For example, if country A had a

local invoicing system, migrate remaining invoices into NetSuite and retire the old tool. This includes legacy modules (AP/AR in old ERP) and

adjacent systems (billing, time tracking). Houseblend says this phase “execute deep cuts: systems retirement” (Source: www.houseblend.io).

Each day of parallel systems is costly and risks data divergence.

Policy and Process Standardization: Align accounting policies (depreciation methods, revenue recognition, accruals) across entities. In

practice, the acquirer’s policies usually prevail unless there’s a strong reason. Update NetSuite’s configuration to enforce the chosen policies. For

example, if switching an acquired subsidiary from cash basis to accrual accounting, make those entries.

Finalizing Currency and Consolidation Rules: By now, all subsidiaries have initial balances in NetSuite. If foreign exchange (FX)

consolidations are needed, finalize the method (which accounts use average vs current rates). NetSuite will handle the revaluation automatically

as per these settings. Houseblend highlights that during Weeks 5–8 you typically “finalize consolidation currency treatment” (Source:

www.houseblend.io).

Advanced Consolidated Close: Run another full consolidated close in NetSuite including all eliminations and adjustments. Check that the

consolidations are accurate and investigate any variances from Month 1’s preliminary close. Ideally, NetSuite should automate much of this. For

example, NetSuite OneWorld can auto generate elimination entries for defined intercompany accounts. Any remaining manual journal entries

(e.g. one-time carve-outs) are noted, captured, and scheduled for elimination.

Implement Multi-Book (if needed): If the organization decided to use multiple reporting standards, activate and configure the Multi-Book feature

in NetSuite. Post equivalent journals into both books for historical transactions, or set up the required mapping for future bookings.

User Training and Changeover: By mid-phase, staff from the acquired company should be fully trained on NetSuite processes. Cross-functional

teams (finance, procurement, sales) begin working exclusively in NetSuite. 50+ stakeholders (as in a recent case) may be involved, necessitating

careful training plans (Source: www.linkedin.com).

Integration Checkpoint: It is common at this stage to involve external auditors or consultants to audit the integration setup. They might perform

mock audits of the first consolidated statements.

In short, Weeks 5–8 are about cutting over completely to the new model. After Month 2, the goal is to have one system and one process driving

all consolidated financials. Redundant spreadsheets and legacy reports should be replaced with NetSuite reports.

Weeks 9–12 (Month 3): Stabilize, Automate, and Optimize

The final phase focuses on stabilizing the new environment and realizing value:

Automate Recurring Tasks: Set up automation for routine consolidations. For example, build NetSuite dashboard reports that automatically roll

up each subsidiary’s data daily. Deploy saved searches to track consolidation metrics (open AR by subsidiary, intercompany net-outs, etc.)

(Source: www.houseblend.io). NetSuite’s Advanced Financial Closing and “close checklist” features can be customized for the merged entity’s

workflow, assigning tasks to roles to ensure nothing slips (Source: www.kimberlitepartners.com).

Convert Remaining Manual Reports: Any spreadsheets or offline files still used for IFRS/US GAAP adjustments, carve-out entries, or

consolidated breakout by division should be reproduced in NetSuite. As Houseblend notes, “Any remaining spreadsheets used for shutdown
integration… are converted into NetSuite reports” (Source: www.houseblend.io). This solidifies the system as the single source of truth.

Finalize Cross-Department Alignment: Ensure non-finance teams (Sales, Procurement, HR) have adopted the new processes. By Week 12,

the whole company should follow the unified workflows (e.g. requisitions go into NetSuite, sales orders booked in NetSuite, etc.) (Source:

www.houseblend.io). Conduct final data reconciliations for inventory and fixed assets.

First Official Combined Close: Prepare and execute the first official statutory close of the combined entity. The CFO will provide auditors and

regulators with a unified set of financials. Because all accounting has been in NetSuite continually, this close should be straightforward if the

above steps were successful. The goal is to produce an audit-ready consolidated financial package without fallback to pre-merger systems.

Metrics and Lessons Learned: Review synergy realization. For example, confirm that accounting headcount has been consolidated, or track

how month-end close time has improved. As one commentary suggests, measure whether the “cost savings by retiring one accounting team” are

material (Source: www.houseblend.io). Document what went well and where surprises occurred for continuous improvement.

Transition to Steady State: Hand the keys to the ongoing finance organization. Ensure there is a plan for continuous NetSuite optimization (new

requirements can be added post-integration). The Integration Management Office may stand down or transition to a monitoring role.
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By the end of 90 days, the merged company should have one consolidated financial process and system. While work continues after Day 100 (e.g.

detailed audit, last leg of data cleanup), the heavy lifting is essentially complete. The organization can now focus on leveraging the integrated data

(e.g. more granular profitability analysis) rather than wrestling with integration.

NetSuite Consolidation Best Practices
Throughout the integration, certain best practices can dramatically increase efficiency and reduce risk. Table 2 below summarizes key best practices

gleaned from expert sources, along with evidence of their impact.
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BEST PRACTICE RATIONALE / IMPACT SOURCE/NOTES

Unify Chart of
Accounts (COA)

Standardize COA across subsidiaries to reduce reconciliation

time. A consistent account structure could eliminate 70–80% of
manual mapping work! (Source: coefficient.io). This ensures

consolidated reports align easily.

(Coefficient: recommends a master COA template

applied to all instances (Source: coefficient.io);

also Kimberlite: “unify COA” reduces errors

(Source: www.kimberlitepartners.com)

Define & Automate
Intercompany
Rules

Predefine elimination rules (external vs. internal accounts) to

automate eliminations. Eliminating redundant processes early

“eliminates 80% of reconciliation problems” (Source:

coefficient.io). This avoids last-minute journal juggling.

(Coefficient: emphasize documenting

intercompany protocols (Source: coefficient.io);

Kimberlite: “Automated intercompany eliminations”

feature (Source: www.kimberlitepartners.com)

Standardize

Subsidiary
Hierarchy

Clearly define parent/child relationships and naming

conventions. With consistent hierarchies, NetSuite can more

accurately apply eliminations and roll-ups. For example, setting

correct ownership percentages and nesting ensures eliminations

balance (Source: www.kimberlitepartners.com).

(Kimberlite: recommends a clear subsidiary

structure (Source: www.kimberlitepartners.com);

Houseblend: initial planning considers which

subsidiaries to combine (Source:

www.houseblend.io)

Use NetSuite
Multi-Book If
Needed

For companies reporting under multiple accounting standards

(e.g. IFRS and GAAP), activating Multi-Book allows posting

parallel books. This eliminates manual dual entry and

streamlines multi-GAAP consolidation (Source:

www.kimberlitepartners.com).

(Kimberlite: explicitly advises using Multi-Book

when required (Source:

www.kimberlitepartners.com); OneWorld natively

supports multi-book)

Standardize
Currency Rates &
Translation

Decide on average vs current rates upfront. NetSuite supports

historical rates; choosing appropriately (for example, using

period-average for income statements, and closing rates for

B/S) avoids rework. Automate revaluation journals to reduce

errors.

(Kimberlite: “Use consolidated exchange rate

features correctly” recommends picking

appropriate rates (Source:

www.kimberlitepartners.com); logs for revaluations

can be generated in NetSuite)

Leverage Period
Close Checklist

NetSuite has a built-in close checklist. Customize it to assign all

finance close tasks to responsible roles. This ensures nothing is

missed (many teams over-rely on last-minute journaling without

documentation (Source: www.kimberlitepartners.com). Track

progress centrally per period.

(Kimberlite: “Use Period Close Checklist” to assign

tasks (Source: www.kimberlitepartners.com);

minimizes reliance on spreadsheets)

Deploy Real-Time
Dashboards

Build dashboards and saved searches to monitor consolidation

progress (open interco balances, subsidiary KPIs, etc.) in real

time. NetSuite dashboards can expose issues quickly. Best-in-

class adopters report that such real-time visibility turned days-

long processes into minutes (Source: coefficient.io).

(Kimberlite: “Real-Time Dashboards” for visibility

(Source: www.kimberlitepartners.com); Coefficient:

automated tools can cut 15–20h of manual work

(Source: coefficient.io)

Minimize
Customizations

Excessive custom scripts or modules in acquired systems can

hinder migration. Wherever possible, reconfigure with NetSuite

standard features. The Anchor Group reports that unnecessary

customization “destabilizes systems and complicates upgrades.”
(Source: www.anchorgroup.tech).

(Industry best practice: prefer configuration over

code for adaptability)
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BEST PRACTICE RATIONALE / IMPACT SOURCE/NOTES

Engage
Experienced Help

Integration is complex; consider consultants or NetSuite

specialists who have done M&A consolidations. They can advise

on gotchas (e.g. checks on consolidation currency treatment,

global tax rules). Houseblend and Bridgepoint case studies

show outside expertise often resolved bottlenecks.

(Case evidence: Many companies turn to NetSuite

partners for large integrations)

Table 2: Selected NetSuite Multi-Entity Consolidation Best Practices (with evidentiary support) (Source: coefficient.io) (Source:
www.kimberlitepartners.com) (Source: coefficient.io) (Source: www.kimberlitepartners.com) (Source: www.anchorgroup.tech).

Implementing these practices mitigates common pitfalls. For instance, a lack of COA standardization often forces hours of manual journal

adjustments; in contrast, Coefficient found that standardizing accounts can eliminate up to 80% of mapping work (Source: coefficient.io). Automating

intercompany entries avoids the trap Bridgepoint consultants described, where one client suddenly acquired two more companies and saw data

migration volume jump 500% (Source: bridgepointconsulting.com). By contrast, well-governed NetSuite implementations (using features like

automated eliminations and dashboards) allow finance to focus on analysis instead of data wrangling (Source: coefficient.io) (Source: finnoex.com).

Data Migration and Technical Considerations
Migrating to (or within) NetSuite requires careful technical planning. Whether the acquired company is on NetSuite or another ERP, key steps include:

Identify Migration Path: If the acquirer and target both use NetSuite in separate accounts, options include merging accounts (transferring data

from one NS instance into another) or keeping separate instances with external consolidation. If only the acquirer has NetSuite, the target’s data

must be imported. Best case is a “lift and shift” into OneWorld.

Data Mapping and Validation: For each data type (Chart of Accounts, Customers, Vendors, Items, Open Transactions), define field mappings

and validation rules. In import scripts, map source fields to NetSuite fields. Use NetSuite’s CSV import templates for simple records; for complex

transactions, consider SuiteScripts or middleware.

Master Data Synchronization: In some roll-ups, a “master” list (e.g. global vendor list) must be reconciled. Before merging, deduplicate and

standardize these masters. The integration team should allocate time to inspect large lists for anomalies.

Tricky Data: Fixed assets, project accounting data, customer credits, and payroll accruals often require special handling. Review how to handle

open fixed asset schedules, unposted depreciation, or payroll liabilities on Day 1. Houseblend’s playbook implies these may be part of pre-close

cleanup (Source: www.houseblend.io).

Configuration Migration: Transfer relevant NetSuite configuration (accounting periods, custom fields, SuiteScripts) as needed. If the acquired

entity has existing NS customizations that must continue, merge them carefully. Maintain strict version control (e.g. deploy in sandbox, test, then

push live).

Testing and Cutover Rehearsals: Before the real close, conduct an end-to-end test of the cutover in a sandbox. Simulate loading data and

running a close. Check all dashboards and reports for expected results. This helps catch any misalignment before it hits production.

Access and Security: Plan for user access from Day 1. Map out which finance/ops staff need login credentials in the new system. Set up

approvals and roles so each user can see appropriate entities. If necessary, revoke access to legacy systems once personnel are migrated.

Parallel Entry (if needed): In complex cases, companies temporarily run both old and new systems side by side for a short period (with do-

double-entry) to ensure data completeness. This is generally avoided if timelines are tight, but may be necessary for very complex acquisitions.

Using suites of automated tools can accelerate technical integration. For example, the Coefficient tool mentioned in [20] can connect to multiple

NetSuite instances and automate data extraction and report generation. Several middleware solutions (Celigo, Boomi, FarApp) exist to help sync data.

If the acquired entities use systems without a native NetSuite connector, spreadsheet exports followed by CSV import may be the fallback.

In all cases, documentation is crucial. Every field mapping, business rule, and decision should be recorded. This not only aids current integration but

also future audits and helps onboard any new integration team members.

Finance and Accounting Integration
With systems and data in place, the finance team must undertake the actual consolidation:

Intercompany Eliminations: Define and process eliminations for common balances. In practice, this often means matching intercompany

receivables/payables between subsidiaries and eliminating intra-group sales and expenses. NetSuite can automate this if transactions are tagged
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as intercompany. It’s critical to ensure cross-book eliminations are set up if dealing with multiple account books (types of currency or GAAP).

Expense and Inventory Cutovers: Decide how to cut off inventory and expense accounts. For example, if Entity A had inventory valued at $1M

at close, those balances must feed into the consolidated B/S. If mid-period differences exist (exchange rate, cost method), capture them properly.

Expense Reimbursements and Interco Settlements: Often employees or cost centers had cross-company payments (Entity A bought materials

for Entity B). These must be settled or eliminated. NetSuite can auto-clear such payables/receivables if configured; otherwise, finance may need

to create journal entries.

During the first consolidated close after integration:

Reconcile all intercompany balances. NetSuite’s intercompany reconciliation reports help highlight mismatches (Source:

www.kimberlitepartners.com). Adjustments (perhaps due to rounding or legacy users) can be made journally.

Generate consolidated financials and compare against forecasts. Investigate material variances. According to the integration playbook, by this

stage managers “analyze variance vs synergy targets” (Source: www.houseblend.io).

Prepare consolidated management reports. These should flow directly out of NetSuite (rather than assembled manually), showing the new

organization’s P&L and Balance Sheet with all subsidiaries rolled up.

Throughout, maintain a disciplined close process. NetSuite’s Close Checklist feature can be customized to track tasks (e.g. finalize inventory counts,

run forex revaluation, finalize payroll accruals). Assign tasks to controllers of each subsidiary and to consolidation team members. This prevents

reliance on undocument spreadsheets and ensures auditability (Source: www.kimberlitepartners.com).

Case Studies and Real-World Examples
Empirical evidence underscores the benefits and challenges of integrated NetSuite deployment after acquisitions. We summarize some illustrative

cases:

Multi-Entity Holding Co. (Quatrro/UK): In a LinkedIn case post, Quatrro Business Support described a holding company that consolidated 20
acquired firms (each on different accounting systems) into one NetSuite OneWorld instance (Source: www.linkedin.com). The result was

dramatic: the month-end close time shrank from Working Day 19 to Working Day 10 after the merger. Key enablers were NetSuite’s multi-entity

configuration and automated intercompany reconciliation, along with disciplined change management across 50+ stakeholders (Source:

www.linkedin.com). This case shows how standardizing on NetSuite can rapidly compress financial cycle times when multiple entities are

involved.

PE-Backed Software Firm (Bridgepoint Case): A SaaS company, after being acquired by a private equity firm, needed to replace QuickBooks

with a more robust system. During the transition, it bought two additional companies, swelling data volume by ~500% (Source:

bridgepointconsulting.com). Bridgepoint Consulting took over the NetSuite implementation, integrating three acquisitions. They implemented

NetSuite along with ancillary integrations (e.g. Avalara for sales tax) and achieved a Jan 1 go-live within 3 months (Source:

bridgepointconsulting.com). Post-implementation, the critical outcome was that consolidated financials could be produced directly from NetSuite,

eliminating the former dependence on Excel roll-up spreadsheets (Source: www.houseblend.io). This made future acquisitions much easier, since

all entities were feeding one system.

Global SaaS Company (Zendesk): Even organic multi-subsidiary consolidations mirror these lessons. In 2012, Zendesk (a rapidly growing SaaS

vendor) adopted NetSuite OneWorld in advance of its IPO (Source: houseblend.io). With customers in 150+ countries, Zendesk needed real-time

global consolidation. OneWorld’s multi-entity, multi-currency reporting allowed Zendesk’s finance team to generate consolidated reports across
all subsidiaries without external spreadsheets (Source: houseblend.io). Post-implementation, IID was that self-service SuiteAnalytics

empowered business users to run reports, freeing finance and IT for strategic tasks (Source: houseblend.io). Zendesk’s example illustrates how

proactive adoption of NetSuite can support international growth.

International Media Merger (Prisio Case): A US entertainment company (on Oracle ERP) acquired a UK firm with multiple local systems and

charts. Prisio was brought in to unify the business applications globally (Source: prisio.com). The target’s data spanned Europe, Latin America,

and the US, each with distinct chart structures (Source: prisio.com). Prisio’s plan included creating a unified Global Chart of Accounts and

migrating all entities to the buyer’s Oracle/Netsuite platform (Source: prisio.com). This case highlights typical complexity: multiple legal and tax

jurisdictions, and the goal of one integrated ledger for strategic visibility. It underscores the need for large MNCs to converge charts and systems

to realize synergy and control.
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Other Large M&A Examples: While not involving NetSuite specifically, major public mergers demonstrate the power of consolidation. For

example, Pfizer’s acquisition of Wyeth created a “unified global financial reporting system,” giving Pfizer comprehensive insight into operations

worldwide (Source: blog.acquire.com). Similarly, AB InBev’s integration of SABMiller required meticulous multi-country ERP consolidation

(Source: blog.acquire.com). These illustrate that, at scale, the value of integration includes faster decision-making and informed strategy.

In all these cases, certain themes recur: speed to unified data is vital. In Quatrro’s case, it translated directly into halving close time (Source:

www.linkedin.com). In Bridgepoint’s case, the value was doing away with Excel each period (Source: www.houseblend.io). And in global examples, it’s

about compliance and analytics.

We should note that not every acquisition mandates full ERP merge (the Roll-Up Field Guide emphasizes this (Source: pmistack.com). However,

when consolidating, companies consistently report big wins from doing it sooner rather than later. A group that delayed ERP integration often ends up

perpetually maintaining fractured reporting, which one commentator warned “destroys value faster than leaving systems separate” (Source:

pmistack.com).

Implications, Metrics, and Future Directions

Measuring Value and Risks

Effective integration can unlock deal value, but poor execution can destroy it. In a successful consolidation, we expect to see metrics like:

Reduced Close Cycle: Track the month-end close duration. In one case, NetSuite integration halved it from 19 to 10 days (Source:

www.linkedin.com). Shorter closes free finance to focus on analysis, not data gathering.

Synergy Realization: Identify cost savings (e.g. eliminated redundant roles or systems). For example, the integration plan should compute if

retiring an accounting team (from acquired company) meets projected cost targets (Source: www.houseblend.io). Regularly review if revenue

synergies (cross-selling, pricing changes) are visible in the consolidated P&L.

Data Quality Improvements: During consolidation, one often discovers master data issues. Successful integrators should see a drop in invoice

or payment errors (since one source of truth reduces duplicates).

Stakeholder Satisfaction: Surveys of management’s confidence in the new financial reports. Are auditors comfortable? Are business managers

able to get the information they need? These qualitative measures can gauge the integration’s success.

IT Spend: Compare pre- vs post- integration IT support costs. Cloud ERP often reduces hardware and maintenance costs. Also measure time

saved by automation: Coefficient noted that eliminating manual exports can save 15–20 hours per month (Source: coefficient.io).

Conversely, watch out for red flags: persistent reconciliation issues, missed deadlines, or unresolved system conflicts. Industry data show high risk:

Gartner’s stat of 83% of data migrations failing (Source: pmistack.com) should make teams vigilant. Common failure modes include underestimating

data complexity, lacking proper project leadership, or skipping thorough testing (as the Roll-Up Guide warns).

Future Directions: Cloud ERP and AI

The landscape of ERP integration is evolving rapidly. Key trends likely to impact future M&A integrations include:

AI and Automation: NetSuite and other ERP vendors are embedding AI to automate repetitive tasks. In 2024, Oracle announced 200+ integrated
AI features in NetSuite at no extra cost (Source: www.linkedin.com). Examples include invoice data extraction via OCR (auto-filling expense

entries) and machine learning-based forecasting alerts. As the NetSuite CEO described it, they aim to make ERP an “autopilot” for business-

critical processes, not just a “copilot” (Source: www.linkedin.com). In M&A integration, AI could soon handle things like auto-matching

intercompany entries, suggesting chart mappings based on historical data, or flagging anomalies in consolidation before a human even notices.

Bring-Your-Own-AI and Open Models: The new NetSuite AI Connector service (announced in 2026) allows companies to link enterprise AI

models (like OpenAI or Anthropic’s Claude) to their ERP data (Source: finnoex.com) (Source: finnoex.com). For finance, this means writing

custom LLM agents that can query multiple subsidiaries’ ledgers conversationally or generate consolidation narratives. In the context of M&A, an

acquisition integration team might use an AI agent to predict the financial impact of different consolidation approaches, or to automatically

generate the first draft of consolidated financial statements from raw data.
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Integrated Analytics Platforms: Beyond traditional dashboards, the trend is towards built-in analytics and visualization within ERP. NetSuite’s

SuiteAnalytics and SuiteCloud Platform allow creating custom apps. Future integrations might leverage real-time data lakes where merged entity

data (NetSuite plus non-finance ERP) feeds unified dashboards for instant drill-down. Kubernetes-based deployments of NetSuite (Oracle’s

focus) will likely enhance scalability of these features.

Continuous Integration Processes: Borrowing from software, there’s a move to treat ERP integration as an ongoing lifecycle, not a one-time

project. Tools from devops (like continuous data pipelines) could keep acquired company feeds sync’ed with the parent ERP as a transition path.

M&A teams may adopt agile sprints to iteratively improve the new system after Day 100, rather than a waterfall cutover.

Vendor Consolidation: Independent of technology, industry analysts note that companies are consolidating their vendor base, preferring a single

ERP/cloud suite over best-of-breed alternatives (Source: www.linkedin.com). This will reinforce the logic of moving all acquired firms onto the

parent’s ERP platform (like NetSuite) to reduce complexity. The implication is that post-merger playbooks focusing on a unified ERP will only grow

more relevant.

Regulatory and ESG Reporting: New disclosure requirements (e.g., on carbon accounting) may force integrated reporting across all entities.

Sophisticated ERP setups will need to incorporate these dimensions. NetSuite’s environmental compliance modules could integrate into the

consolidation playbook.

Decentralized Finance (DeFi) and Blockchain: Longer-term, financial integration might leverage blockchain for faster intercompany

reconciliation or treasury management across regions. NetSuite is exploring blockchain data sources, which could streamline cross-entity audit

trails in future M&A.

In short, technologies that accelerate data merging – cloud services, AI agents, analytics – will continue to enhance post-merger integration. Teams

that stay ahead of these trends (for example, using NetSuite’s newest AI features) will integrate faster and with greater accuracy.

Conclusion
Integrating acquired entities into a single NetSuite instance is a complex but high-impact initiative. Historical evidence shows that many integrations

fail when rushed or unmanaged, yet when done right, the payoff is substantial: faster reporting, lower costs, and more agile operations. This report

has laid out a comprehensive playbook drawing on best practices and real cases:

Pre-close planning and communication are as vital as post-close execution. Early alignment on charts, policies, and governance (Integration

Management Office) prevents delays (Source: www.houseblend.io).

Leadership matters: CFO direct involvement correlates strongly with achieving synergies (Source: www.mckinsey.com) (Source:

www.houseblend.io). The CFO must champion both the financial and technical aspects of integration.

Use NetSuite capabilities fully: Leverage OneWorld for multi-entity consolidation, Multi-Book for parallel accounting, and built-in automations for

eliminations and translations (Source: www.houseblend.io) (Source: www.kimberlitepartners.com). NetSuite’s cloud nature is a strategic enabler.

Follow a phased integration plan: Employ a 100-day framework with clear tasks each phase (see Table 1) (Source: www.houseblend.io)

(Source: www.houseblend.io). Start with core GL harmonization and master data in Month 1, then deeper cuts and automation in Month 2, and

stabilization in Month 3.

Draw lessons from successes and failures: Analyze metrics (like close cycle time) and case outcomes. For companies that have done it, the

benefits are clear: one holding firm reported cutting month-end close time nearly by half (Source: www.linkedin.com).

Prepare for the future: Finally, look ahead to incorporate evolving tools. AI will make data consolidation more intelligent, while continuous cloud

integration will become standard.

In closing, consolidating entities after acquisition using NetSuite is not a guaranteed quick fix, but with rigorous planning and execution it reorients the
merged company toward value creation. As one integrator noted, “turning the data chaos into a single source of truth enables informed, data-driven
decision-making from day one” (Source: centium.net). The approach outlined here aims to give CFOs, CIOs, and integration teams the depth of

guidance needed to replicate those results.
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