carrefourduweb

independent advisory - business solutions studio

OFFER - TRANSFORMATION BLUEPRINT

Transformation Blueprint Europe

Independent decision architecture for digital, industrial and sustainable transformation across Europe

From strategic intent to a governed, investable and executable European transformation programme.

Firm Independent advisory firm established in France, serving
organisations across Europe, with a specialisation in the Nordic and
Northern European markets

Client European industrial group, 640 employees, four entities in three
countries — anonymised example

Situation Each country runs its own transformation. Nothing is designed once
and reused.
Scope Strategy, cross-border operating model, processes, ERP/CRM, data

and Al, cybersecurity, sustainability, skills, investment

Delivery model Remote-first — interviews and workshops in English, on-site
presence at decision points

Indicative duration Six to ten weeks for this format, depending on entities and
countries
Nature Decision support - the Blueprint does not deliver the

transformation, it makes it executable

Regulatory reference date 28 July 2026 — refreshed at the start of every engagement

Demonstration document. A representative case reconstructed from real engagements and fully anonymised (no identifiable name, location, volume, actual
amount or vendor). It illustrates the method and the reporting format; it does not reproduce a named client report.
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0. WHERE THE BLUEPRINT SITS

Engagement The question it answers

Business Resilience & Transformation Review Where do we stand, and where are the main problems?
Transformation Blueprint Europe What must we build, in what order, and under what conditions?
Specialised offers — ERP/CRM, Data, Al, Cyber, CSRD, Funding How do we prepare and run each selected workstream?
Transformation steering How do we hold the trajectory during execution?

1. THE SITUATION

A European industrial group of 640 employees operates four entities across three countries, one of them outside the European Union
but within the EEA. Each country has launched its own modernisation: two different ERP paths, three reporting models, separate
cybersecurity programmes, and a data project in each entity. Nothing has been designed once and reused. Nothing has been formally
stopped either.

The problem is not a lack of initiative. It is the absence of a decision about what should be common and what must legitimately
differ.

2. ONE EUROPEAN CORE, SEVERAL NATIONAL REALITIES

The engagement separates three layers. This structure prevents the two symmetrical errors: imposing an excessively centralised
model, or recreating the entire transformation separately in every country.

European core — designed and governed Strategic objectives - architecture principles  Single data model and three core processes
once - core processes - common data definitions -  designed once

cybersecurity principles - group controls -
shared indicators - technology-selection
rules - governance standards

National overlay — adapted by country Legal implementation - labour and Three overlays, e-invoicing and reporting
employee representation - tax and per country
accounting - electronic invoicing - reporting -
language - national funding - supervisory
authorities - sector authorisations

Local operating layer — depends on Customer expectations - market maturity - Preserved deliberately, documented as
context distribution - existing systems - available variance
skills - partner ecosystems - site operations
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Applied here: 60 % of what four separate programmes were each rebuilding belonged to the European core. Designing it once removed three

redundant workstreams before any technology decision was taken.

3. GEOGRAPHIC COVERAGE — THREE CIRCLES
Circle What the Blueprint establishes

European Union

European Economic Area — Norway,
Iceland, Liechtenstein

Other European markets — Switzerland,
United Kingdom, others

Common regulatory baseline, national
transposition checks, cross-border
operating principles, interoperability
requirements, country annexes

EEA Incorporation Check: EU legislation
must not be assumed to apply in the same
manner or on the same date; incorporation
into the EEA Agreement is verified

Separate jurisdictional overlay: applicable
national law, EU extraterritorial effects,
contractual requirements, data-transfer
conditions, market access

Two entities — baseline plus two annexes

One entity — check triggered, Al Act
incorporation pending

Not in scope for this engagement

The EEA circle is the one most often missed. The EU Al Act is identified as EEA-relevant, but its incorporation into the EEA Agreement remains

subject to the EEA process — which means a Norwegian entity cannot simply inherit the group timetable.

4. EUROPEAN DECISION FRAME — TEN STRUCTURING QUESTIONS

1

10

What European business outcomes must
the transformation deliver?

Which capabilities must be developed or
strengthened?

What should be common across the
organisation?
What must be adapted by country or

business unit?

What should the future operating model
look like?

Which technology and data capabilities are
required?
Which initiatives to launch, combine, delay

or stop?

What investment and internal capacity are
required?

How are regulatory assumptions and risks
controlled?

How will value be measured and decisions
governed?
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Margin recovery through shared processes

Data reliability, cross-border reporting

Data model, three core processes, controls

Invoicing, reporting, labour, language

One core, three overlays, documented

variance

Single reference data platform first

Four launched, three combined, five

stopped

One dedicated programme lead per country

Dated register, EEA check, review clause

Five group indicators, quarterly gates
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5. COMPETITIVENESS BEFORE COMPLIANCE

Regulation is treated as a design condition, not as the only reason to transform. The engagement asks the value questions first, then
integrates the requirements into the target design.

Where is value lost? Duplicated master data maintenance across four entities
Which capabilities limit growth? No consolidated view of margin by product line

Which dependencies create risk? Two entities dependent on a single unsupported system
Which data cannot currently be used? Production data, incompatible definitions per country
Which processes prevent scaling? Order-to-cash, executed differently in every entity

6. FACTS AND ASSUMPTIONS

Element Status Effect on the decision

Master data definitions differ across the Verified — extraction Blocks group reporting entirely
four entities

Duplicated maintenance costs around 2 Estimate — three entities Supports priority, to be confirmed
FTE

The Norwegian entity follows the same Assumption — not tested Rejected: EEA check required
timetable

Internal project capacity is saturated Verified — resource plan Forces portfolio reduction
Vendor-claimed integration savings Supplier declaration Not retained in the model

7. ARBITRATED PORTFOLIO

Twelve initiatives in flight, four launched, three combined into one, five stopped. Stopping is a decision in its own right, and the
hardest to formalise across borders.

Decision Initiatives Rationale

Launch Common data model - Order-to-cash Belong to the European core, unblock the
redesign - Group reporting on five indicators  rest
- EEA and regulatory register

Combine The three separate cybersecurity Same principles, different supervisory
programmes into one group framework authorities
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Decision Initiatives Rationale

with national overlays

Stop Two divergent ERP paths - Two local data Rebuild what the core will provide once
projects - One duplicate reporting tool

8. TRAJECTORY, INVESTMENT AND FUNDING

0-3 months Agree the European core, appoint data No application commitment before
owners per entity validation
3-9 months Build the common data model, redesign Review of combined and delayed items

order-to-cash
9-18 months Deploy national overlays, entity by entity Each country gate assessed separately

18-36 months Reopen automation and Al use cases on Fresh appraisal, not automatic continuation
controlled data

Funding is assessed at portfolio level, per entity and per country. Applicant eligibility differs by jurisdiction and is verified separately — the
group parent is rarely the eligible applicant for a national scheme.

9. REGULATORY ASSUMPTION REGISTER

Regulatory deadlines shape sequencing. They move, so they are dated, attributed and reviewed — never assumed.

Subject Status at reference date Effect on the trajectory

Al transparency obligations Applicable since August 2026 Applies where generated content is
published

High-risk Al systems Deadlines extended into 2027 and 2028 Does not justify accelerating pilots
Al Act in the EEA EEA-relevant, incorporation subject to the Norwegian entity assessed separately

EEA process
NIS2 cybersecurity framework National implementation and supervision One verification workstream per country
Products with digital elements Obligations phased through 2027 Concerns the product range, not internal IT
Sustainability reporting Thresholds raised, standards revised Customer requests unaffected
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This register is not a legal analysis. It records what must be verified, by when, and with which authority. Specialist validation is engaged where
the project requires it.

10. ACCEPTANCE CRITERIA

The engagement is complete when the twelve criteria below are met. They are verifiable, and they are contractual.

e The scope is clearly defined e Each priority initiative has a cost estimate
e Facts and assumptions are separated e Dependencies are visible

e The target operating model is documented e Principal risks are documented

e The European core and national overlays are distinguished o Internal capacity is taken into account

e Pathways are comparable e Governance and decision gates are defined
e Each priority initiative has an owner o The 90-day plan is workable

11. THE THREE FORMATS

Format For which situation Duration Fee

European Decision Sprint A focused transformation 3 to 4 weeks €12,000 to €18,000
decision on a defined perimeter

European Enterprise Blueprint Cross-functional transformation 6 to 10 weeks €24,000 to €39,000
within one or several entities

European Cross-Border Multi-country programme, 10 to 16 weeks €42,000 to €68,000
Blueprint subsidiaries, complex regulatory
exposure

This example illustrates the European Enterprise Blueprint. Fees exclude VAT, travel, translation and specialist work. Each additional country
adds a national overlay workstream and is scoped accordingly.

After the Blueprint
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European Transformation Control Tower Quarterly trajectory review, arbitration of €4,000 to €7,000 per quarter
deviations
Transformation steering Execution follow-up, vendors, risks, benefits ~ €3,000 to €6,000 per month
realisation
12. WHAT IS NOT INCLUDED
WHAT THE BLUEPRINT DOES WHAT IT DOES NOT DO
e Separate the European core from national overlays e Deliver the transformation or run the projects
e Sequence the workstreams and cost the investment e Replace national legal, tax or accounting advice
e Install governance and cross-border decision gates o Constitute regulatory approval or certification
e Make the transformation absorbable by each entity o Substitute for specialist technical studies

13. SCOPE AND NEXT STEPS

The Blueprint produces a decision, not an intention. Upstream, the Business Resilience & Transformation Review establishes the
situation where it is not documented. Downstream, each selected workstream falls to a specialised offer — ERP/CRM, Data &
Performance Optimisation, Al Readiness, Cyber Resilience & NIS2, CSRD/ESG Data Readiness, Funding & Decision Pack — and steering
holds the trajectory during execution.

Related offers: Business Resilience & Transformation Review - Nordic & European Market and Strategy Review - Data & Performance
Optimisation Review - Funding & Decision Pack. Recommended next step: we discuss it at the closing presentation.
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