
CTO – Technology & Innovation | Strategic Proof
A high-tech industrial enterprise was investing over 8% of annual revenue into R&D, yet faced a stagnant 
commercialization rate. Despite a robust patent portfolio, the company saw declining ROI on R&D spend, extended time-
to-market, and lost market share to more agile, fast-follower competitors.

Fortis & Peak Consulting & Investment engaged to transform the organization's innovation model — moving from 
scientific exploration to strategic growth engineering and turning R&D from a cost center into a primary engine of 
enterprise value.

Aligning R&D Pipelines with Market Realities



The Innovation Gap: Three Critical Failures

Despite significant R&D investment, the organization struggled with three compounding dysfunctions that prevented 
breakthrough technologies from reaching commercial scale.

 The Innovation Gap

Breakthrough technologies 
consistently failed to transition 
from the lab to the production 
floor, leaving valuable IP stranded 
in development.

 Feature Creep

Engineering-led development 
prioritized technical complexity 
over customer "Jobs to be Done," 
producing sophisticated solutions 
with limited market fit.

 Pilot Purgatory

A proliferation of successful small-
scale trials that could not be 
economically scaled across the 
enterprise, trapping resources in 
perpetual proof-of-concept cycles.

How can the CTO ensure that R&D investments are not just technologically sound, but commercially transformative and 
scalable?



The Strategic Problem: Siloed Innovation
The core dysfunction was structural: the innovation model was entirely siloed from the broader 
business strategy. R&D priorities were set independently of the CMO's growth strategy and the 
CFO's capital constraints, creating a fundamental misalignment between what was being built 
and what the market demanded.

Disconnected Roadmaps

R&D priorities were set in isolation, with no integration into commercial growth targets or 
capital allocation frameworks across the enterprise.

Lack of Commercial Gates

Development cycles lacked rigorous financial and market-viability checkpoints, allowing 
non-viable projects to consume resources unchecked through full development cycles.

Technical Debt

Over-investment in legacy system maintenance came at the direct expense of disruptive, 
future-state architecture — eroding the organization's long-term competitive position.



The Fortis & Peak Intervention

Fortis & Peak deployed a four-part intervention designed to realign the innovation pipeline with commercial realities, operational 
constraints, and enterprise-wide scalability.

1. Strategic Pipeline 
Rationalization

Conducted a "Value-Audit" of 
the entire R&D portfolio, sun-
setting projects lacking a 
clear path to 10x ROI or failing 
to solve a core customer pain 
point. Resources were 
reallocated toward Modular 
Innovation — flexible tech 
stacks deployable across 
multiple business units.

2. Commercialization 
Framework (PeakBridge )

Introduced "Commercial 
Gates" where technical 
milestones must be validated 
by real-world market demand 
and cost-to-scale metrics. 
Shifted focus from Product 
Innovation to Solution 
Innovation, ensuring software 
and hardware drive recurring 
revenue in tandem.

3. Rapid Prototyping & 
Scaling (PeakFlow OS)

Utilized PeakFlow OS to 
simulate the operational 
impact of new technologies 
before full-scale roll-out. 
Reduced the Lab-to-Floor 
timeline by integrating the 
CTO's innovation roadmap 
directly with the COO's 
operational reality.

4. Ecosystem Integration

Moved from a Closed Lab 
model to an Open Innovation 
Ecosystem, partnering with 
startups and academic 
institutions to accelerate R&D 
cycles without increasing 
fixed overhead costs.



The Transformation: From Engineering-Led to Value-Led

The intervention required a fundamental shift in how the organization conceived of and executed innovation — moving across 
three critical dimensions from legacy operating modes to a commercially integrated model.

Engineering-Led R&D

Technical complexity drove all prioritization decisions, 
disconnected from market demand or commercial viability.

→

Value-Led Innovation where customer Jobs to be Done and 
ROI potential anchor every development decision.

"Pilot Purgatory"

Successful small-scale trials trapped in perpetual proof-of-
concept cycles, unable to achieve enterprise scale.

→

Rapid Industrial Scaling enabled by PeakFlow OS 
simulation and integrated operational planning.

Siloed Tech Development

R&D operating independently of CFO capital constraints and 
CMO growth strategy, producing misaligned outputs.

→

Integrated Business-Tech Strategy with cross-functional 
alignment across all C-suite stakeholders.



Measurable Impact: Results Within 18 Months

The Fortis & Peak engagement delivered quantifiable improvements across every critical dimension of R&D performance — 
from commercialization velocity to return on innovation investment.

40%
Commercialization Rate

Increase in the rate of R&D projects 
successfully reaching commercial 
deployment within 18 months of 

engagement.

25%
Faster Time-to-Market

Reduction in time-to-market for Tier-1 
innovations, enabling the organization 
to compete with fast-follower rivals.

+15%
R&D ROI Improvement

Increase in R&D return on investment 
by eliminating non-viable projects early 

in the development cycle through 
Commercial Gates.

Structural Agility: The organization gained the ability to pivot technology investments in real-time based on shifting 
market data — a capability that did not exist prior to the engagement.



Strategic Outcome: From Exploration to Growth 
Engineering

The organization moved from "Scientific Exploration" to Strategic Growth Engineering. Innovation became more 
profitable, more scalable, and more market-centric — no longer a function operating in isolation, but a core driver of 
enterprise value creation aligned with every dimension of business strategy.

The greatest technological breakthrough is a failure if it lacks a viable commercial architecture.

Fortis & Peak enables CTOs to transform innovation from a cost center into a primary engine of enterprise value. By 
combining rigorous portfolio discipline with commercial gate frameworks and open ecosystem integration, the 
organization achieved what years of internal effort could not: a repeatable, scalable model for turning R&D investment 
into market-winning solutions.



About Fortis & Peak

Our Approach

Fortis & Peak Consulting & Investment combines 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.

What We Deliver

Strategic direction redefinition and operating 
model realignment

Measurable performance outcomes and 
operational discipline

Scalable execution frameworks built for 
sustainable growth

Web: www.fortisandpeak.com
Email: info@fortisandpeak.com
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