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WHEN CONSOLIDATION LOOKED TOO EXPENSIVE

Company:  
A well-established manufacturer in the chocolate industry serving large 
customers with fluctuating demand. Operations spanned multiple 
facilities across the U.S. and Canada, creating complexity in production 
flow, asset utilization, and overall cost structure.       

Situation:  
Despite growth initiatives and new customer agreements, profitability 
was under pressure. Rising costs, inefficient operations, and high working 
capital requirements eroded margins. Excess work-in-process inventory, 
outdated equipment, and inefficient layouts consumed valuable space 
and limited throughput. High downtime, long changeover times, 
and increasing scrap further constrained performance. Consolidating 
operations was considered, but the required capital investment made it 
seem unattainable. 

Objective:  
To execute a focused Lean transformation that would reduce costs, 
improve throughput, free up capacity, and eliminate the need for 
major capital investment, while enabling operational consolidation and 
supporting future growth.

The Lean transformation unlocked capacity, eliminated the need for capital investment, 
enabled consolidation into one plant, and drove profitable growth, including a strategic 

acquisition that increased revenue by over 50%.

Background Actions Taken
•	 Conducted Value Stream Mapping to define 

current and future state operations
•	 Executed Kaizen events across key 

production areas
•	 Implemented 5S, Visual Management, and 

Total Productive Maintenance (TPM)
•	 Reduced changeover times using Quick 

Changeover techniques
•	 Reconfigured production layouts to improve 

flow and eliminate bottlenecks
•	 Led a Six Sigma initiative to reduce 

equipment downtime
•	 Developed performance metrics to track cost 

and operational improvements
•	 Reduced WIP inventory and removed 

obsolete equipment to free up floor space

Unlocking $1.5M in EBITDA Without Capital Investment

Uncover Hidden Value. Drive Transformational Growth.

We help businesses unlock operational excellence and reveal the profit hiding in plain sight  
– often without new equipment, new people, or risky investments.

The Competition is Fierce. Change the Rules.™
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75% output 
increase

 

Scrap rates 
reduced by 

15%

Labor 
reduced by 

20%

$1.5 M  
EBITDA increase  

IMPLEMENTATION IMPACT

•	 Equipment uptime improved by 50% 

•	 Changeover times reduced from 5 hours to under 30 minutes

•	 $0.75M in incremental margin captured by fulfilling a 60-day demand surge

$2.4M  
working capital 

reduction 

Equipment 
uptime improved 

by 50%


