Transitioning from Etficiency to Resilience

COO — OPERATIONAL EXCELLENCE ‘ STRATEGIC PROOF |

A global industrial leader faced escalating operational instability rooted in a "Just-in-Time" model fundamentally
unequipped for modern disruptions. Despite high-quality manufacturing, the company suffered from revenue
unpredictability, frequent delivery delays, and eroding customer trust.

This Strategic Proof demonstrates how Fortis & Peak Consulting & Investment enables organizations to redefine
strategic direction and realign operating models—combining the rigor of top-tier advisory with a distinctly hands-on
approach to unlock sustainable, measurable growth.
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The Operational Crisis: Three Core Fractures

The company's reliance on a legacy operating model created compounding vulnerabilities across three critical dimensions.
Each fracture amplified the others, creating a systemic fragility that threatened both customer relationships and competitive

positioning.
Geopolitical Fractures Demand Volatility Operational Silos
Sudden shutdowns and tariff shifts Rapidly shifting customer Fragmented data between
impacting primary supply routes, requirements led to either inventory procurement, production, and
exposing dangerous over-reliance bloat or stock-outs, undermining logistics slowed response times
on specific geographies. financial predictability. and disabled coordinated decision-

making.

How can the COO deliver consistent operational performance and protect the supply chain against external shocks while
maintaining cost-competitiveness?




The Strategic Problem: Built for a World That No
Longer Exists

The organization's operating model was architected for a stable, predictable environment—one that has fundamentally
ceased to exist. Three structural flaws left the enterprise perpetually exposed and reactive rather than adaptive and

anticipatory.

Static Planning

Annual production schedules
that could not pivot to real-time
market changes left the
organization perpetually behind
the curve, unable to respond to
emerging signals.

Single-Source Vulnerability

Overexposure to specific
geographies and high-risk
suppliers created concentration
risk that amplified the impact of
any regional disruption.

Reactive Posture

Decisions were made based on
lagging indicators rather than
predictive insights, meaning the
organization was always
responding to crises rather than
preventing them.



The Fortis & Peak Intervention: Four Strategic Pillars

Fortis & Peak deployed a comprehensive, multi-layered intervention designed to rebuild the operating model from the ground up—

replacing static structures with dynamic, intelligence-driven systems capable of absorbing and adapting to external shocks in real

time.
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1. Supply Chain Geographic 2.Demand Sensing &

Rebalancing Advanced Forecasting
Assessed and mitigated Implemented predictive
geographic exposure to high-  demand sensing models to
risk zones. Architected a identify market shifts before
"Multi-Node" supply network, they hit the production floor.
reallocating focus toward Segmented the supply chain
more resilient and localized by customer stability and
markets. profitability to ensure priority
fulfillment.

3. Integrated Business
Execution (IBP Fusion™)

Connected financial planning
directly with operational floor
execution. Enabled real-time
visibility into the operational
impact of market changes,
allowing for immediate
production adjustments.

4. PeakFlow OS
Implementation

Deployed a centralized digital
operating system to connect
market data with global
operations. Established an
"Early-Warning" dashboard for
executives to visualize and
bypass potential disruptions
in real-time.



The Transformation: From Static to Dynamic

The intervention fundamentally redefined how the organization operates—replacing legacy, rigid structures with adaptive,
intelligence-driven systems. Each transformation represents a deliberate shift in organizational capability and competitive posture.

Static Dynamic Reactive Predictiveand Fragmented Fully Integrated
Strategy Operating Decision-  Scenario-Driven  Data Silos Enterprise
System Making Decisions Visibility

These shifts are not incremental improvements—they represent a fundamental reimagining of the operating model, enabling the
organization to move from absorbing disruption to anticipating and leveraging it as a source of competitive advantage.



Measurable Impact: The Numbers That Matter

The Fortis & Peak intervention delivered quantifiable, auditable results across every critical dimension of operational
performance. These outcomes reflect not just efficiency gains, but a structural elevation in the organization's ability to compete

and deliver consistently under pressure.

+18% 30%

Forecast Accuracy Volatility Impact Reduced
Improvement in forecast accuracy, significantly reducing Reduction in the impact of demand volatility on production
"emergency" logistics costs across the network. operations, stabilizing output and planning cycles.
X% D
98% ays
On-Time Delivery Decision Cycle Speed
Maintained on-time delivery rate despite significant regional Decision-making cycles compressed from weeks to days,

geopolitical disruptions affecting supply routes. enabling rapid response to emerging market signals.



Strategic Outcome: Volatility as Competitive Advantage

The organization moved from absorbing volatility to leveraging it as a competitive advantage. What was once a source of
operational fragility became a differentiating capability—one that competitors without adaptive operating systems cannot easily

replicate.
More Predictable More Profitable More Resilient
Consistent operational performance Elimination of emergency logistics A supply chain architecture capable
with reliable delivery commitments, costs, inventory waste, and reactive of withstanding geopolitical shocks,
rebuilding customer trust and firefighting—redirecting resources demand swings, and supplier
enabling confident revenue toward value-creating activities. disruptions without compromising
forecasting. performance.

(@) Key Insight: Volatility is not the risk—lack of operational adaptability is. Fortis & Peak enables COOs to transform supply
chain uncertainty into a strategic moat by building precision execution systems.



About Fortis & Peak: Precision Execution at the Highest
Level

OPERATIONS & EFFICIENCY STRATEGIC PROOF

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. Our interventions are not theoretical frameworks—they are operational transformations with auditable, lasting
outcomes.

Our Commitment Getin Touch

We translate strategy into measurable performance, operational Ready to transform your supply chain from a
discipline, and scalable execution—delivering results that endure well vulnerability into a strategic moat? Connect with Fortis &
beyond the engagement. Peak to begin the conversation.

+  Top-tier advisory rigor Web: www.fortisandpeak.com F()rtis 8 Peak
« Hands-on execution partnership Shaping What's Next

Email: info@forti k.
+  Selective, high-impact engagements mail: info@fortisandpeak.com
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