From AI Pilots to an Al-Driven Decision System

DIGITAL & Al TRANSFORMATION ‘ STRATEGIC ADVANTAGE CYCLE |

This case study demonstrates the transition from fragmented Al experimentation to a unified Al-Driven Decision System
— moving the enterprise from "observing data" to "executing intelligence."

A global manufacturing and distribution leader launched over 20 independent Al pilots, yet the enterprise remained
trapped in "Intelligence Fragmentation." Individual departments saw minor efficiency gains, but the C-Suite still lacked a
unified, real-time view of the business — and strategic decisions were still being made on 30-day-old spreadsheets.
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The Pilot-to-Platform Gap

Despite significant investment in Al experimentation, the organization found itself stuck between ambition and execution. Three
critical failure modes defined the gap between what Al promised and what the enterprise actually experienced.

Data Silos The Hallucination Risk Decision Latency
The Al in Marketing couldn't talk to A lack of governance led to The Al provided "insights," but
the Al in Supply Chain. Every pilot "phantom"” forecasts that didn't humans still took weeks to turn
operated in isolation, generating align with financial reality. Without those insights into action. Speed
insights that never reached the a unified data backbone, Al of signal meant nothing without
teams who needed them most. outputs were unreliable and speed of response.

ungoverned.

/N The enterprise was treating Al as a tool — a bolt-on application — rather than a system: the foundational operating
layer. There was no "connective tissue" to translate machine learning outputs into executive-level decision velocity.



The Fortis & Peak Intervention: The Advantage Cycle

To close the Pilot-to-Platform Gap, Fortis & Peak deployed the NEXORA™ and IBP Fusion™ frameworks to create an integrated
Decision Intelligence Engine. The intervention was structured across four interlocking layers, each designed to eliminate a

specific failure mode and build toward a self-governing Al operating system.
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NEXORA™ __ The Universal Data Backbone

Established a vendor-agnostic digital architecture that

aggregated data from every pilot into a Unified Source of Truth.

INSIGHTEDGE™ was implemented to sanitize raw data,
ensuring the Al learned from operational reality — not digital
noise.
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IBP Fusion™ — The Cognitive Planning Layer

Integrated Al-driven Demand Sensing directly into the
Integrated Business Planning cycle. The system moved from a
30-day manual review to a Continuous Planning Rhythm,
automatically adjusting supply chain and production triggers
based on market volatility.
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FINANCE 360™ _ The Financial Guardrails

Wrapped the Al system in financial governance. Every "Al-
recommended action” was automatically stress-tested against
margin targets and capital elasticity before reaching an
executive decision point.

FortisInte] ™ — Proactive Orchestration

Transformed the supply chain from reactive to Orchestrated.
The system didn't just flag a delay — it autonomously evaluated
three alternative routes, calculated the EBITDA impact of each,
and presented the optimized choice directly to the COO.



From Tool to Operating Layer: The Transformation

The most fundamental shift in this transformation was not technological — it was architectural. The enterprise stopped asking
"how can Al help us?" and started asking "how do we govern an Al that runs the business?" The following comparison captures
the full scope of that transition.

Feature From: Al as a Tool To: Al as an Operating Layer
Data Scope Departmental / Siloed Enterprise-Wide / Integrated
Logic Rule-Based / Static Agentic / Self-Learning
Decision Velocity Weekly / Monthly Real-Time / Continuous
Executive Role Approving Reports Governing the Decision System

() The executive team's role did not diminish — it elevated. Leaders moved from being data-collectors buried in reports to
being system-governors steering a continuously self-optimizing intelligence engine.



Measurable Impact

The results of the Fortis & Peak intervention were quantifiable, material, and strategically significant. The transition from
fragmented pilots to a unified Decision Intelligence Engine delivered outcomes across speed, profitability, architecture, and

operational resilience.

835% +129%

Faster Decisions EBITDA Improvement
Reduction in time from "Market Signal” to "Strategic Action" —  Driven by real-time margin optimization and the elimination of
achieving near Zero-Day decision velocity. Intelligence Gaps across the enterprise.

40% 99%

Less Technical Debt Service Levels Maintained

Fragmented pilots consolidated into a single, scalable The system autonomously bypassed three major logistical
NEXORA™ architecture — reducing complexity and cost. disruptions without human intervention.



Strategic Outcome: Al as the Core Operating Layer

The organization successfully transitioned Al from a "special interest” to a Core Operating Layer. Al no longer generates
"'reports” — it generates Decisions. The executive team has moved from being data-collectors to being system-

governors, leveraging the Strategic Advantage Cycle to outpace competitors in speed, precision, and resilience.

This is the defining distinction of the next era of enterprise leadership: the ability to govern an intelligent system rather
than simply consume its outputs. Organizations that make this transition will compound their advantage continuously —
while those still running on 30-day spreadsheets fall further behind with every market signal they miss.

Al will not replace managers — but managers who use Al-driven decision systems will replace those who don't. The

goal is not to have a "Digital Strategy,” but a "Digitalized Business Strategy."




Key Insight & Next Steps

The Core Principle

The question is no longer whether
to adopt Al — it is whether your Al
is fragmented across pilots or
unified into a decision system
that governs the entire enterprise

in real time.

The Executive Imperative

Move from approving reports to
governing the system. The C-
Suite's competitive edge in the
next decade will be defined by
decision velocity, not data

volume.

The Fortis & Peak Method

NEXORA™ and IBP Fusion™
provide the connective tissue —
transforming isolated Al pilots
into a self-learning, financially
governed, enterprise-wide

Decision Intelligence Engine.
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