Lean Transtformation & Performance System Build

From Operational Inefficiency to Disciplined Execution — embedding performance discipline at scale across a multi-line
manufacturing environment.
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30% 20%

Waste Reduction Productivity Gain
Systemic inefficiencies eliminated across production lines 15-20% improvement in operational output
Lead Times CI Culture

Shorter cycle times through standardized workflowsA ICon’[inuous improvement culture established and sustained
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Shaping What's Next



Engagement Snapshot: The Challenge

This engagement took place within a multi-line manufacturing environment characterized by stable demand but declining
margins. Despite consistent order flow, the organization was losing ground operationally — a clear signal that internal
execution, not market conditions, was the root cause of underperformance.

Leadership recognized that without a structured intervention, margin erosion would continue and competitive positioning
would weaken. The need was not simply for process tweaks, but for a comprehensive lean transformation that could embed
lasting performance discipline across all levels of the operation.

Operating Context Core Challenges Identified

Multi-line manufacturing with stable demand but declining - High operational waste across production lines
margins — requiring systemic, not superficial, « Inconsistent output and unpredictable throughput
intervention. « Lack of standardized processes and work instructions

+ Limited performance accountability at the frontline level




The 3D&S Execution Framework

Fortis & Peak deployed its proprietary 3D&S methodology — Define, Design, Deliver, Sustain — to architect and embed a full Lean
Operating System. Each phase built deliberately on the last, ensuring that improvements were not isolated events but components

of a coherent, self-reinforcing performance architecture.

Define

Conducted value stream mapping and variability analysis
to identify systemic inefficiencies across all production
lines. Root causes were documented and prioritized for
targeted intervention.

Deliver

Implemented daily performance routines and frontline
engagement programs, activating accountability at every
operational level — from team leads to floor supervisors.

Design

Built a comprehensive Lean Operating System
encompassing standard work protocols, a structured KPI
framework, and visual management tools to make
performance visible in real time.

Sustain

Developed internal lean champions and governance
structures to ensure continuous improvement persisted
well beyond the formal transformation engagement.



Betore — After: The Transformation Journey

The transformation followed a deliberate four-stage progression — moving the organization from a reactive, firefighting posture to
a culture of disciplined, continuous improvement. Each stage represented a meaningful shift in how work was managed,
measured, and improved.

1 2
Reactive Operations Standardized Processes
Ad hoc responses to daily disruptions with no structured Standard work and visual management tools deployed
performance baseline across all production lines

3 4
Performance Discipline Continuous Improvement
Daily routines, KPI visibility, and frontline accountability Internal lean champions and governance structures
embedded in operations sustaining gains independently

@ Outcome: A 30% reduction in waste and a 15-20% productivity gain — delivered through disciplined systems, not one-
time fixes.



The Core Insight

Operational excellence is not achieved through tools — it is sustained through disciplined systems and daily execution.

This engagement demonstrates that lasting operational improvement requires more than the deployment of lean tools. It demands
the construction of a performance system — one that integrates standard work, visual management, daily accountability routines,
and internal capability building into a single, coherent operating model.

By embedding lean champions within the organization and establishing governance structures that outlast the engagement, Fortis
& Peak ensured that the gains achieved were not temporary. The client now owns a self-sustaining continuous improvement
culture capable of adapting and improving without ongoing external support.

@ Disciplined Systems rQr(%g Frontline Ownership M Sustained Results
KPI structures and standard work Internal lean champions Governance structures ensuring
that make performance visible empowered to drive continuous improvement persists
and manageable every day improvement from within the beyond the transformation

organization
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