The "Batch-of-One" Factory

CONSUMER & INDUSTRIAL GOODS

Consumer expectations are shifting rapidly toward personalization—whether in footwear, apparel, industrial
components, or high-tech products. Customers increasingly demand unique, tailored products delivered at the speed
and cost of mass production. A forward-thinking manufacturer recognized that traditional production models—built for
scale and standardization—could not support this shift.

The opportunity was to transform operations into a "Batch-of-One” factory: capable of producing highly customized
products with mass-production efficiency. Powered by PeakFlow OS™ and the 3D&S execution framework, this
transformation redefined what modern manufacturing can achieve.

From standardized output to real-time personalized production — uniqueness at the speed and cost of scale.
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Changeover Time BatchSize

Near-zero changeover time achieved across production lines True Batch-of-One production capability unlocked at scale
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Margins Time-to-Market

Higher margins realized through premium personalization Faster response to market and customer demand signals



The Strategic Challenge

The organization’s existing infrastructure was engineered for volume, not variety. Rigid production lines designed for
large-batch manufacturing created a structural inability to respond to the growing demand for customized, low-volume
products. Every product switch came with a steep "changeover tax”—consuming time, labor, and capital that eroded

competitiveness. =~ . . )
Fragmented coordination between demand signals and production execution meant the factory was perpetually

reactive rather than adaptive. Limited operational flexibility left the organization exposed to market shifts it simply
could not absorb at speed.

/\  The organization could produce at scale — but not adapt at speed.

Rigid Production Lines

Lines designed exclusively for large-batch
manufacturing with no modular reconfigurability
built in.

Fragmented Coordination

Demand signals and production execution operated
in silos, creating delays and misalignment.

High Changeover Tax

Excessive time and cost associated with switching
between product variants, penalizing flexibility.

Limited Responsiveness

Inability to efficiently produce low-volume or
customized products at competitive cost and speed.



Transformation Powered by 3D&S + PeakFlow

(OS™

The transformation was executed through the 3D&S framework—Define, Design, Deliver, Sustain—with PeakFlow OS™
serving as the operational engine at every phase. Each stage built upon the last, progressively dismantling rigidity and
embedding agility into the factory's DNA.

— Diagnosing
Rigidity
Using PeakFlow OS™, the full
production flow was
mapped. Changeover time,
cost, and waste were
quantified. Bottlenecks
limiting flexibility were
identified, and real-time
shop-floor visibility gaps
e s BRY visibility into
constraints preventing agile
production.

DESICN — Architecting
the Model

Production lines were
redesigned for modular,
reconfigurable operations.
Flexible automation and
smart workstations were
implemented. Real-time
demand signals were
integrated into scheduling,
and lean principles
embedded to eliminate
changeover waste.

Outcome: Transition from
batch production to
continuous, adaptive flow.

— Activating
Personalized
Production

Flexible production cells and
digital control systems were
deployed. Changeover time
was reduced through
standardized workflows.
Real-time synchronization
between customer orders
and production lines was
activated.

Outcome: Seamless
production of customized
products without efficiency
loss.

— Enabling
Continuous Agility

Continuous optimization of
production flow was
embedded. Real-time
adaptation to demand
changes, ongoing waste
reduction, and capability
buildingin agile
manufacturing ensured
lasting transformation.

Outcome: A self-optimizing,
demand-driven production
ecosystem.



Core Platforms & Transformation Architecture

Two proprietary platforms form the backbone of this transformation. PeakFlow OS™ serves as the operational agility
engine—eliminating waste, enabling flexible real-time production flow, and aligning demand signals directly with shop-
floor execution. 3D&S provides the structured execution framework that ensures every phase of transformation is
diagnosed, designed, deployed, and sustained with precision.

PeakFlow OS™ 3D&S Framework

The Operational Agility Engine The Execution Methodology

. Eliminates waste and reduces changeover time . Define: Identify constraints and inefficiencies in
to near-zero production flow

. Enables flexible, real-time production flow . Design: Architect flexible, modular production
across all lines systems

. Aligns demand signals directly with shop-floor . Deliver: Deploy agile manufacturing capabilities
execution at scale

. Sustain: Continuously optimize and scale
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Measurable Impact & Strategic Positioning

The Batch-of-One transformation delivered outcomes that fundamentally repositioned the manufacturer's competitive
standing. Changeover time was nearly eliminated along with its associated costs. The ability to produce customized
products at scale unlocked premium pricing and increased margins. Faster response to market and customer demand
reduced time-to-market, while improved operational efficiency and flexibility created a resilient, adaptive production
system built for the future.

Near-Zero Changeover Customization at Scale

Elimination of changeover time and costs across all Ability to produce uniquely personalized products with
production lines mass-production efficiency

Increased Margins Faster Time-to-Market

Premium personalization commands higher prices and Real-time demand-to-production synchronization
improved profitability accelerates delivery

The future of manufacturing belongs to those who can deliver uniqueness at the speed and cost of scale.

This case positions Fortis & Peak as the creator of PeakFlow OS™, owner of the 3D&S methodology, and a recognized
leader in enabling mass personalization at industrial scale—building adaptive, demand-driven manufacturing systems
for the world’s most forward-thinking organizations.

(@ Learnmore at www.fortisandpeak.com or reach out at info@fortisandpeak.com
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