
CFO – Financial Stewardship | Strategic Proof
A global industrial enterprise faced severe margin erosion and liquidity pressure driven by a "Triple-Threat" of rising 
structural costs. Despite maintaining high sales volume, the organization suffered from contracting EBITDA margins, 
inefficient capital allocation, and a reactive financial posture.

This Strategic Proof demonstrates how Fortis & Peak Consulting & Investment enables CFOs to safeguard enterprise 
profitability by building financial fortresses that remain resilient in any economic climate — transforming reactive cost-
cutting into strategic margin engineering.

FORTIS & PEAK CONSULTING FINANCIAL STEWARDSHIP



The Triple-Threat: Structural Cost Pressures

The enterprise's profitability was under siege from three converging forces that traditional financial models were ill-equipped 
to handle. Each threat compounded the others, creating a compounding drag on margins that could not be addressed 
through conventional cost-cutting alone.

 Energy Volatility

Unpredictable surges in power and 
fuel costs disrupted production 
budgets, making forward planning 
nearly impossible under static 
annual cycles.

 Labor Inflation

Rising wage demands combined 
with a critical shortage of 
specialized technical talent drove 
headcount costs well beyond 
budgeted thresholds.

 Supply Chain Friction

Increased landed costs driven by 
geopolitical shifts and logistics 
bottlenecks eroded margins on 
every unit shipped across regions.

The Executive Challenge: How can the CFO protect profitability and maintain capital elasticity when energy, labor, and 
supply chain costs are structurally increasing?



The Strategic Problem: A Financial Model Built for Another 
Era

The traditional financial model was fundamentally ill-equipped for an environment of persistent, structural inflation. The 
organization's financial architecture had three critical failure points that left it exposed and reactive rather than strategic and 
resilient.

Static Budgeting

Annual planning cycles failed to 
account for intra-month commodity 
swings, leaving the finance function 
perpetually behind the curve on 
cost reality. By the time variances 
were reported, the damage was 
already done.

Opaque Cost Structures

A lack of granular visibility into the 
true "cost-to-serve" across different 
regions meant that profitability 
decisions were made on 
incomplete data, masking which 
business units were actually 
destroying value.

Passive Procurement

Energy and supply chain costs were 
treated as fixed "pass-throughs" 
rather than strategic variables — a 
posture that surrendered significant 
margin protection to market forces 
that could have been actively 
managed.

The result: contracting EBITDA margins, inefficient capital allocation, and a finance function in a permanently reactive 
posture.



The Fortis & Peak Intervention: Dynamic Cost 
Architecture

Fortis & Peak's first two intervention pillars addressed the structural rigidity at the heart of the organization's financial model 
— replacing static cost accounting with a living, responsive system and engineering labor productivity through intelligent 
automation.

1. Dynamic Cost Architecture

Transitioned from fixed-cost accounting to a real-time 
Variable Margin Model that reflected actual market 
conditions. Implemented automated indexing for energy 
and raw material surcharges to protect baseline 
profitability against commodity swings — turning volatility 
from a threat into a managed variable.

2. Labor Productivity Engineering

Deployed "Agentic AI" within finance and administrative 
functions to directly offset rising headcount costs without 
sacrificing capability. Critically, incentive structures were 
realigned toward Value-per-Head metrics rather than 
simple labor-cost reduction — ensuring that efficiency 
gains translated into genuine productivity improvements 
rather than hollow headcount cuts.



The Fortis & Peak Intervention: Energy, Supply & 
Financial Clarity

The second phase of the intervention tackled energy procurement and supply chain financing as strategic assets, then 
fused financial and operational data into a single real-time intelligence platform.

Strategic Energy & Supply Hedge

Shifted energy procurement from a tactical expense to a 
strategic asset, utilizing multi-layer hedging and efficiency 
audits. Supply chain financing was redesigned to support 
"near-shoring" initiatives that reduced long-term logistics 
volatility and landed cost exposure.

IBP Fusion  for Financial Clarity

Integrated the financial ledger directly with operational 
demand signals, eliminating the lag between operational 
reality and financial reporting. The CFO gained a real-time 
dashboard of "Margin-at-Risk" based on current market 
fluctuations — replacing end-of-month surprises with zero-
day visibility.



The Transformation: From Reactive to Strategic
The Fortis & Peak engagement fundamentally repositioned the finance function — from a backward-looking reporting unit to a 
forward-looking strategic engine. Every dimension of the financial operating model was upgraded to match the demands of a high-
volatility environment.

The organization moved from being a victim of inflation to an architect of its own profitability — with financial stewardship 
that became more predictable, more defensive, and more scalable.



Measurable Impact: The Results

The intervention delivered quantifiable, auditable results across every dimension of financial performance — from margin 
protection and energy efficiency to cash flow generation and reporting speed. These are not projected outcomes; they represent 
realized improvements from the engagement.

+12–15%
Margin Protection

Achieved through dynamic pricing and automated cost-
indexing that responded to real-time market conditions.

22%
Energy Intensity Reduction

Delivered via operational efficiency re-engineering and the 
strategic multi-layer hedging program.

15%
Free Cash Flow Improvement

Generated through optimized working capital management 
and enhanced supply chain resilience.

0-Day
Reporting Visibility

Transitioned from end-of-month reporting cycles to real-time 
margin tracking via IBP Fusion .



Key Insight & About Fortis & Peak

"Inflation is not the enemy — financial rigidity is."

Fortis & Peak enables CFOs to safeguard the enterprise's future by building financial fortresses that remain resilient in any 
economic climate. The organization that engaged us moved from a posture of reactive defense to one of strategic offense — 
with stewardship that is more predictable, more defensive, and more scalable.

This Operations & Efficiency Strategic Proof demonstrates how Fortis & Peak Consulting & Investment enables organizations to 
redefine strategic direction and realign operating models to unlock sustainable growth. We combine the rigor of top-tier advisory 
with a distinctly hands-on approach — translating strategy into measurable performance, operational discipline, and scalable 
execution.

We engage selectively with organizations that seek clarity at the top, precision in execution, and results that endure well beyond 
the engagement.

More Predictable

Rolling forecasts replace static 
cycles

More Defensive

Margins protected against structural 
inflation

More Scalable

Capital visibility enables confident 
growth

www.fortisandpeak.com | info@fortisandpeak.com

https://www.fortisandpeak.com
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