Fragmented Globalization: Competing on
Control, Not Cost

SUPPLY CHAIN & GEOPOLITICS [ STRATEGIC PROOE }

This case study demonstrates how Fortis & Peak enables enterprises to navigate the critical shift from Cost-
Optimized Globalization to Control-Optimized Regionalization — using FortisIntel™ and PathFinder Logistics™ to
build resilience in a fractured world.

A global electronics manufacturer was reeling from the "Efficiency Hangover." Their supply chain, built over
twenty years for maximum cost-efficiency in a unified global market, had become a massive liability. As geopolitical
blocs solidified, the company faced rising tariffs, friend-shoring mandates, and frequent disruptions in critical
shipping lanes.

In a fragmented world, the most expensive supply chain is the one you can't control. Cost is a variable;

Continuity is a requirement.
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The Efficiency Hangover: Trapped by Legacy
Globalization

The manufacturer's decades-long pursuit of unit-cost optimization had created three compounding vulnerabilities
that left the enterprise dangerously exposed to the new geopolitical reality. Each trap reinforced the others, making
the organization structurally fragile at precisely the moment the world demanded structural resilience.

The Single-Source Trap

85% of critical components
were sourced from a single
economic bloc, creating a
catastrophic "choke point" with
no viable fallback in the event
of trade disruption or political
escalation.

The Visibility Void

The company could track Tier-1
suppliers, but had zero
visibility into Tier-2 and Tier-3
nodes located in volatile
regions — blind spots that
compounded risk at every level
of the value chain.

Cost vs. Continuity

Their ERP was programmed to
choose the lowest unit cost,
systematically ignoring the
"Resilience Tax" of geopolitical
risk — optimizing for efficiency
while accumulating hidden
strategic debt.



The Executive Challenge & Strategic Problem

The Strategic Reality

Globalization is not ending — it is diversifying. The
manufacturer was using a "One-World" strategy in a
"Multi-Bloc" reality. They lacked the intelligence
frameworks to decouple their supply chains and the
digital tools to orchestrate regional ecosystems capable of
absorbing geopolitical shocks.
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The Fortis & Peak Intervention: The Control
Engine

Fortis & Peak deployed a four-part intervention architecture designed to transform a reactive, cost-driven supply chain
into a proactive, geopolitically-intelligent control network. Each tool addressed a distinct layer of the organization's
vulnerability.

FortisIntel™: PathFinder IBP Fusion™: The NEXORA™: The
Proactive Network Logistics™: Navigating Regional Sync Sovereign Digital
Orchestration Friction Replaced a single global plan 1hread

Mapped the entire value Provided real-time visibility =~ with Regional Created a vendor-agnostic
chain to raw material level, into landed costs including  Synchronization Cells, digital architecture
identifying Geopolitical dynamic tariffs and carbon  enabling Global Strategy operating across regional
Choke Points and taxes, with COO-level "what- with Regional Autonomy so  regulatory standards —
establishing pre-vetted if" scenario simulation — local disruptions no longer GDPR, localized data laws —
alternative sources across including 72-hour paralyze the entire without sacrificing

competing economic blocs.  production pivot modeling.  operation. enterprise-wide visibility.



Transtormation Approach: From Cost to
Control

The shift from efficiency-optimized to control-optimized operations required rethinking every dimension of supply
chain strategy — from how performance is measured to how risk is factored into every sourcing decision.

Feature From: Efficiency-Optimized To: Control-Optimized (Fortis & Peak)
Primary Metric Unit Cost / Lead Time Resilience / Total Cost of Continuity
Sourcing Strategy Global Single-Source Multi-Bloc Regionalization

Risk Management Reactive (Firefighting) Predictive (Orchestration)

Decision Logic Bottom-Line Primary Geopolitical-Risk Adjusted

(@) The transition is not about abandoning cost discipline — it is about expanding the definition of cost to include
geopolitical risk, continuity exposure, and strategic optionality.



Measurable Impact

The Fortis & Peak intervention delivered quantifiable, board-level results that transformed the organization's geopolitical
exposure from a liability into a demonstrable competitive advantage.

40% 18%

Supply Chain Continuity Reduction in Landed Cost
Successfully bypassed two major regional trade embargoes Regional sourcing optimization offset the rising costs of
without halting production. global tariffs across all blocs.
Zero-Day Pivot Volume Bloc Pivot Window
Production volume shiftable between economic blocs in Full production pivot capability between economic blocs
response to political triggers. within 72 hours of a trigger event.

& Enhanced Investor Confidence: The enterprise proved to its board that it is fully "Geopolitically De-risked" — a
designation that directly strengthens capital access and valuation stability.



Strategic Outcome & Key Insight

The organization moved from being a victim of Fragmented
Globalization to being a master of it. By focusing on Control
rather than Cost, they secured their supply lines, protected their
margins, and turned geopolitical volatility into a competitive
barrier to entry that rivals cannot easily replicate.

The Fortis & Peak framework — anchored by FortisIntel™,
PathFinder Logistics™, IBP Fusion™, and NEXORA™ —
demonstrated that in a Multi-Bloc world, strategic resilience is
not a cost center. It is the most durable source of competitive
advantage available to the modern enterprise.

SUPPLY CHAIN STRATEGY

In a fragmented world, the most expensive supply chain is
the one you can't control. Cost is a variable; Continuity is a
requirement.

Fortis & Peak | FortisIntel™: Proactive Networks for a Volatile
World.
www.fortisandpeak.com | info@fortisandpeak.com
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