Al-Powered "Circular Intelligence”
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In 2026, Al-Powered "Circular Intelligence" has become the nervous system of the modern enterprise—the technology
that finally makes the circular economy more profitable than the linear one. It does so by solving the "Complexity Gap":
the immense difficulty of tracking, sorting, and valuing millions of dispersed physical assets at scale.

For Fortis & Peak, this represents the ultimate Enterprise Performance & Financial Transformation tool. This
perspective unpacks the four layers of Circular Intelligence, their strategic implications, and what they mean for firms
ready to lead—not follow—the next wave of industrial transformation.
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The Four Layers of Circular Intelligence

Circular Intelligence is not a single technology—it is a stack of interlocking capabilities that together close the loop between
design, production, use, and recovery. Each layer builds on the last, creating compounding strategic value for enterprises that
adopt the full system.
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Generative Design-for-Disassembly Robotic Inverse Manufacturing

Al co-creates products engineered to be fully recyclable and Computer vision and autonomous swarms sort and dismantle
easily dismantled from day one. end-of-life products with 99%+ material purity.
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Agentic Reverse Logistics Predictive Circular Business Models

Al agents orchestrate the entire return loop—from loT health Product-as-a-Service transitions unlock recurring, high-margin

monitoring to dynamic resale pricing decisions. revenue streams decoupled from commodity volatility.



Layer 1: Generative "Design-for-Disassembly”

‘ THE DRAWING BOARD ’

Circular Intelligence starts before a single component is manufactured. In 2026, Al is no longer just an assistant—it is a Co-
Creator in sustainable engineering. Using Generative Design algorithms, engineers input material constraints such as "Must be
100% recyclable” or "Must be biodegradable in 12 months," and the Al proposes thousands of geometric structures that use the
least amount of material while ensuring the product can be snapped apart in seconds for repair—eliminating the toxic glues and
permanent fasteners of the past.

The impact is profound: this approach reduces "material debt" from day one. Al can simulate a product's entire 10-year lifecycle
in seconds, predicting exactly when a part will fail and how easily a robot will be able to extract it. The result is a product
portfolio that is engineered for recovery, not just for sale—transforming end-of-life from a cost center into a value-recovery

engine.
Faster Time-to-Market Reduced Material Risk Lifecycle Simulation
Generative Al accelerates green Designing out waste from the start Full 10-year product lifecycle
product development cycles lowers material cost and regulatory modeled in seconds, predicting

significantly. exposure. failure and recovery points.
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Layer 2: Computer Vision & Robotic "Inverse
Manufacturing”

‘ THE RECOVERY FLOOR ’

The "dirty work" of circularity—sorting and dismantling—has been revolutionized by Physical Al. Multimodal Al Agents in 2026 can
"see" and "feel" with human-level sensitivity. At the end-of-life stage, robotic arms use high-speed computer vision to identify
different grades of plastic or specific metal alloys that look completely identical to the naked eye—a task previously impossible to
automate at scale.

Rather than relying on a single giant conveyor belt, 2026 facilities deploy Autonomous Sorting Swarms—fleets of small, intelligent
robots that pick and place individual components into purified material streams with 99% purity, making them immediately ready for
high-value remanufacturing. This model ensures labor continuity in physically demanding and hazardous roles while dramatically
elevating the quality of recovered secondary materials.

The "Swarm" Model Why Purity Matters

Fleets of autonomous robots replace single conveyor 99%+ material purity means recovered resources qualify for
systems, enabling precision sorting at unprecedented speed high-value remanufacturing—not downcycling—unlocking
and scale. dramatically higher resale value and closing the loop on
premium materials.

Identifies metal alloys invisible to the human eye
Differentiates plastic grades in real time
Feeds purified streams directly to production




Layer 3: Agentic Reverse Logistics & Orchestration

‘ THE RETURN LOOP |

The most expensive part of circularity is getting the product back. Al Agents now act as the Conductor of this complex return loop.
These agents monitor the "health” of products in the field via IoT sensors. When a machine shows signs of fatigue, the Al
autonomously negotiates with logistics providers, schedules a pickup at a time convenient for the customer, and routes the item to
the nearest repair hub—not a distant factory—minimizing transport cost and carbon footprint simultaneously.

Beyond logistics, Dynamic Pricing & Resale intelligence is embedded in the same platform. Circular Intelligence uses real-time
market data to determine a product's "highest-value next use" in milliseconds: Should it be repaired and sold as "Certified
Refurbished"? Or is it more financially valuable to harvest its rare-earth magnets for a new production run? This financial decision,
once made by committees over weeks, is now made autonomously—and optimally—at machine speed. The result is up to a 30%
reduction in optimized logistics costs for firms operating at scale.

% IoT Health Monitoring % Autonomous Scheduling % Highest-Value Routing
Continuous field monitoring Al negotiates pickups with Real-time market data determines
detects asset fatigue before logistics providers and routes to whether to refurbish, resell, or

failure occurs. the nearest hub. harvest components.



Layer 4: Predictive Circular Business Models (PaaS)

‘ THE REVENUE SHIFT ’

Circular Intelligence enables companies to make the most consequential business model shift of the decade: moving from
"Selling Products" to "Selling Performance" via Product-as-a-Service (PaaS). Because the Al knows exactly where every asset is
and how it is performing at any moment, firms can transition to subscription models where the customer pays for "hours of light"
or "liters of filtered water"” rather than the hardware itself.

The financial edge is structural, not incremental. PaaS creates recurring, high-margin revenue streams that compound over time.
Crucially, the company retains ownership of the physical materials, which act as a "savings account" of valuable resources on the
balance sheet—protected from the volatility of global commodity markets. This decoupling from raw material price swings is one

of the most powerful risk-management outcomes of the circular model, delivering 15-20% higher Customer Lifetime Value (CLV)
compared to traditional transactional models.

Recurring Revenue Balance Sheet Asset +15-20% CLV
Subscription-based performance Retained material ownership creates PaaS models consistently deliver
contracts replace one-time product a resource "savings account” higher Customer Lifetime Value
sales with predictable, high-margin shielded from commodity price versus traditional transactional

income. volatility. approaches.



Strategic Value for Fortis & Peak

Each layer of Circular Intelligence delivers dual strategic value—the Fortis element (security, resilience, risk reduction) and the Peak
element (growth, margin expansion, competitive advantage). Together, they represent a complete enterprise transformation
framework for clients navigating the circular transition.

Component The "Fortis" Element (Security) The "Peak" Element (Growth)
Generative Design Reduced material risk and cost Faster Time-to-Market for green products
Robotic Sorting Labor continuity in dangerous jobs 99%+ purity of secondary materials
Reverse Logistics Total visibility of the asset fleet Optimized logistics costs (up to 30%
reduction)
PaaS Models Decoupling from raw material prices 15-20% higher Customer Lifetime Value
(CLV)
Vs 30% 20%
9 9 (@ (@ O
Material Purity Logistics Cost Reduction Higher CLV
Achieved by autonomous sorting swarms Potential savings from Al-optimized Customer Lifetime Value uplift from

in advanced circular facilities. reverse logistics orchestration. Product-as-a-Service models.



The Circular Data Gap: Your Next Step

APPLIED FORESIGHT | 2026 MARKET SIGNAL

The 2026 market is currently defined by a critical structural imbalance: the "Circular Data Gap." Research shows that 45% of
firms already have the hardware for circularity—the sensors, the robots, the return infrastructure—but lack the Al "brain" to
orchestrate it into a coherent, profitable system. They have invested in the body but not the nervous system.

This gap is both a risk and an opportunity. Firms that move now to implement Circular Intelligence across all four layers will
establish durable competitive advantages in material cost, customer retention, and regulatory resilience. Those that wait risk
being locked into linear cost structures as commodity prices rise and extended producer responsibility regulations tighten
globally.

Fortis & Peak Perspectives represent our forward-looking point of view on the forces shaping industries, business models,
and competitive advantage. Drawing on deep strategic insight and cross-sector experience, these perspectives go beyond
observation to frame what matters most—and what comes next. They are designed to help executives interpret disruption,
anticipate shifts, and make informed decisions with clarity and confidence in an increasingly complex business environment.
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