
Roll-Up Strategy 
Creates a 
Category-Leading 
Engineering Platform

A sponsor-backed engineering services
platform successfully executed a roll-up
strategy that transformed a collection of
specialized firms into a scaled, multi-
regional organization. 

Through disciplined acquisitions, thoughtful
integration, and strong leadership
alignment, the platform accelerated growth,
improved profitability, and increased
enterprise value while preserving the culture
and client relationships that drove success.
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What surprised us most

was how much growth

came from the

collaboration. 

Once the teams started

working together,

opportunities emerged

that none of the firms

could have captured on

their own.

“

“
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THE OPPORTUNITY

The engineering sector presented an
attractive consolidation opportunity due to
its highly fragmented nature. The market
consisted largely of founder-led firms with
strong technical expertise, established client
relationships, and respected regional brands.
However, many of these businesses faced
similar challenges, including succession
planning concerns, limited access to growth
capital, and operational constraints that
restricted expansion.

At the same time, demand for engineering
and infrastructure services remained strong,
while clients increasingly sought providers
capable of delivering broader capabilities
across multiple geographies. This created an
opportunity to build a larger, more diversified
platform through acquisition while
maintaining the strengths that made
individual firms successful.

BUILDING THE PLATFORM

The roll-up began with the acquisition of a
well-established engineering firm that
provided the foundation for future growth.
The company was selected for its diversified
service offerings, experienced leadership
team, strong client base, and scalable
operational infrastructure.

Following the acquisition, management
invested in centralized finance, human
resources, compliance, and reporting
functions. Establishing this infrastructure
early created a repeatable framework for
integrating future acquisitions and
supporting long-term expansion.
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The platform pursued acquisitions that expanded
geographic reach, added complementary
technical capabilities, or strengthened positions in
attractive end markets. Equally important, target
firms demonstrated cultural compatibility and
featured leadership teams willing to remain
actively involved after closing.

Transactions were structured to align incentives
between buyers and sellers. Most acquisitions
included a combination of upfront liquidity, equity
rollover participation, and performance-based
earnouts. This approach allowed founders to
realize value while maintaining a stake in the future
success of the broader organization.

Rather than pursuing aggressive consolidation,
management positioned each acquisition as a
partnership. This philosophy helped preserve
employee engagement, strengthen client
retention, and attract additional acquisition
opportunities within the industry.
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CREATING VALUE

The platform generated value through several
complementary initiatives:

Revenue Growth
Expanded service offerings across the client base
Increased geographic coverage
Ability to pursue larger, multi-disciplinary projects

Operational Improvements
Centralized administrative functions
Improved resource utilization and project visibility
Enhanced pricing discipline and reporting

Risk Reduction
Diversified revenue streams and customer
relationships
Reduced dependence on individual founders
Stronger governance and operational controls

Collectively, these improvements enhanced earnings
quality and positioned the business for enterprise
multiple expansion.

EXECUTING THE ROLL-UP 
STRATEGY
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RESULT

Over several years, the platform completed
multiple strategic acquisitions and
established a meaningful multi-regional
presence. Revenue growth significantly
outpaced industry averages, while EBITDA
margins improved through operational
efficiencies and increased scale.

Equally important, employee retention
remained strong and client relationships
continued to deepen. The organization
successfully developed a leadership
structure extending beyond its founders,
creating a more sustainable and scalable
business.

As a result, the company evolved into a
category-leading engineering platform that
attracted interest from larger strategic
acquirers and institutional investors seeking
exposure to the engineering services
sector.
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SUCCESS FACTORS

Several factors contributed to the success of
the roll-up:

Disciplined acquisition criteria and
pricing
Strong alignment between buyers and
sellers
Early investment in integration
infrastructure
Preservation of culture and leadership
continuity
A repeatable operating model that
prioritized long-term value creation

Most importantly, the platform recognized
that engineering firms derive their value from
people, expertise, and client relationships.
By preserving those strengths while building
scale, the organization created a stronger
business for employees, clients, and
investors alike.

The real value wasn't created at closing. It was created

afterward, when teams began sharing clients,

expertise, and opportunities across the platform.
“ “
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What made the

roll-up successful

was respecting

what each firm had

already built while

creating

opportunities they

couldn't access on

their own.

“

“
EVERY SUCCESSFUL TRANSACTION BEGINS
WITH THE RIGHT STRATEGY. 

TO LEARN MORE ABOUT HOW 
THINC STRATEGY CAN HELP YOU NAVIGATE
GROWTH AND ACHIEVE LONG-TERM VALUE,
CONTACT US AT 980.270.0027 OR
ADMIN@THINCSTRATEGY.COM.

CONCLUSION

The success of this engineering services roll-up
demonstrates the potential of a disciplined
acquisition strategy when combined with strong
leadership alignment and thoughtful integration.
By bringing together complementary firms under a
shared vision, the platform was able to expand
capabilities, improve operational performance, and
create a stronger, more diversified organization.

Importantly, the strategy did not rely solely on
financial engineering or cost synergies. Value was
created by preserving the expertise, client
relationships, and cultures that made each firm
successful while providing the resources and
infrastructure needed to support long-term growth.
The result was a category-leading platform
positioned to compete at a larger scale and deliver
greater value to employees, clients, and investors
alike.

As consolidation continues across professional
services industries, this case highlights a key
principle: the most successful roll-ups are not built
simply through acquisitions, but through the ability
to align people, capabilities, and opportunities into
a unified platform for sustainable growth.
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