From Digital Projects to Execution Systems

Transforming Technology Investments into Measurable Operational Performance

CREDIBILITY ARCHITECTURE CASE

+30%

Digital Tool Adoption Faster Decision Cycles
Measurable increase in system usage across the enterprise Accelerated decision-to-action cycles across functions
Unified Workflows Improved ROI
Cross-functional workflows integrated into one operating model Measurable return on technology investments realized
Converting digital initiatives into execution-driven operating systems — Fortis & Peak A
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The Engagement: Context & Challenge

A mid-to-large enterprise had invested significantly in digital tools
across operations, supply chain, and reporting systems — but struggled
to realize measurable value. Despite substantial capital deployed
across multiple platforms, the organization found itself unable to
translate technology presence into operational performance.

The core issue was not the technology itself. The tools were capable.
The platforms were modern. The investment was real. What was
missing was an execution system — a coherent operating model that
embedded digital tools into daily workflows, assigned clear ownership,
and tied system usage to business outcomes.

Without this connective tissue, digital initiatives remained isolated
projects rather than a unified infrastructure driving performance.
Users reverted to manual and legacy processes, leadership lacked
visibility into ROI, and the organization's digital investments continued
to underperform relative to their potential.
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Key Challenges

Multiple disconnected digital initiatives
operating in silos

Low adoption of implemented systems across
teams

Misalignment between technology and
operational workflows

Limited visibility into ROl and performance
impact

Digital transformation had been approached
as projects — not as an integrated execution
system.



Define & Design — Diagnosing and Architecting the
Execution System

Fortis & Peak began with a comprehensive assessment of digital investments and operational workflows, mapping all existing
tools across functions, evaluating adoption barriers, and identifying disconnects between systems and business processes. Key
findings revealed technology implemented without workflow redesign, fragmented systems in silos, users reverting to manual
processes, and no clear ownership of digital performance outcomes.

System Integration Framework

Connecting digital tools across functions into a unified architecture, eliminating redundant and overlapping systems.

Workflow Alignment Model

Redesigning operational workflows to be system-driven and embedding digital tools into daily operations.

Adoption & Accountability Structure

Defining clear ownership for system usage and linking adoption directly to performance metrics.

Performance Measurement Layer

Establishing KPlIs tied to system usage and business outcomes with real-time visibility into impact and ROI.

Phased Implementation Roadmap

Prioritized rollout based on business value with a pilot-first approach to validate effectiveness before scaling.

@ The design shifted digital from tool deployment — execution infrastructure.



Deliver & Sustain — Embedding and
Institutionalizing the Model

Three-Phase Delivery
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Phase 1: Integration & Pilot

Connected key systems across selected functions,
redesigned workflows for pilot teams, and initiated
adoption tracking.

[
L
Phase 2: Adoption & Scale

Expanded system integration across departments,
enforced usage through performance routines, and
eliminated parallel manual processes.

Vet

Phase 3: Performance Activation

Linked system outputs to decision-making, enabled
real-time dashboards and reporting, and
institutionalized accountability mechanisms.

Sustain — Long-Term Value Realization

Governance &
Ownership

Defined accountability for
system performance with
regular review of
adoption and outcomes.

Performance
Transparency

Real-time visibility into
usage and business
impact with data-driven
decision-making
embedded into
operations.

Continuous
Optimization

Ongoing refinement of
workflows and
identification of new
value-creation
opportunities.

Scalable
Architecture

A repeatable, expandable
foundation for future
digital initiatives and
innovation.

Outcome: A self-reinforcing execution system — not

a collection of tools.

Execution enablers throughout delivery included strong leadership alighment, continuous user engagement and feedback loops, and a
clear linkage between system use and measurable outcomes. The focus remained constant: driving adoption as a function of

execution — not compliance.



Transformation Flow & Signature Insight
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Integrated Workflow Performance

Digital Tools S Alignment Adoption

Outcomes

The transformation journey demonstrates that the path from digital investment to measurable performance is not a technology

problem — it is an execution problem. Each stage of the flow builds on the last, converting isolated tools into a unified
infrastructure that drives real business outcomes.

Digital transformation delivers value only when technology is embedded into execution. Systems — not tools — create
measurable impact.

The Problem The Approach The Result

Digital initiatives treated as standalone The 3D&S Model — Define, Design, +30% adoption, faster decision cycles,
projects with no unified execution Deliver, Sustain — applied as an unified workflows, and improved ROI
model or ownership structure. integrated execution framework. on technology investments.
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