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EXECUTIVE SUMMARY

The Project-Driven Enterprise

A practical operating model for connecting strategy, projects, delivery, knowledge and
Private Al without forcing the enterprise into another isolated application.

Enterprise change is often managed across a familiar mix of strategy decks, Excel project sheets, meeting
notes, document repositories, partner tools and specialist platforms. Each tool may be useful on its own.
The problem appears between them: intent is separated from execution, decisions are separated from
evidence, and project knowledge is separated from the next project.

N2ONE Strategy approaches this as a project-model problem. It provides one governed project layer
across the systems, teams and partners already in use. The objective is a Single Source of Project Truth: a
current, connected view of why the work exists, what is planned, who owns it, what changed, what was
decided, what evidence exists and what the organization learned.

The core idea

The future enterprise is project-driven. Strategy becomes real through programs and projects;
projects create evidence and knowledge; that knowledge should improve the next decision and the
next initiative.

Five principles

- Start with the business problem, not the software category.

- Keep strategy, goals, projects, work and results connected in one project model.

« Create consistency without requiring every operating system or specialist tool to be replaced.

* Treat decisions, documents, evidence and project history as enterprise knowledge, not project exhaust.

 Use Private Al on governed project context so knowledge can be found and reused under organizational
control.
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The enterprise is changing faster than its project
information

The systems that run the business and the work that changes the business are different. Operational
platforms execute transactions and processes. Transformation work crosses those platforms: strategy,
finance, ERP, planning, data, eCommerce, security, vendors, consultants and internal teams.

The challenge is not that organizations lack applications. It is that the project context is fragmented across
them. A strategy document may explain why an initiative exists. A spreadsheet may hold dates. A partner
tool may hold delivery status. Decisions sit in meeting notes. Evidence sits in folders. The next team must
reconstruct the story.

Business blind spots appear between tools

When context is split, leaders can see pieces of the project without seeing the full relationship
between goals, ownership, dependencies, decisions, evidence, financial progress and results.

From fragmented work to one source of project truth

I Strategy decks Clear ownership

N2ONE STRATEGY

Excel project sheets

S i ng Ie Sou rce Connected decisions
I Meeting notes of Project Trut

I One governed project layer

Evidence & status

Partner platforms

Reusable knowledge
I Documents & email

Figure 1. N2ONE Strategy is positioned as the governed project layer between fragmented work and reusable project truth.

What “project truth” means

Project truth is not a second copy of every operational record. It is the governed project context needed to
make and explain decisions: strategic intent, scope, ownership, plan, dependencies, financial progress,
status, approvals, evidence, history and learned knowledge.
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Strategy becomes executable through projects

A project-driven enterprise treats change as a connected management system rather than a set of isolated
schedules. The model begins with strategic intent and moves through goals, programs, projects, work
packages and results. The relationship matters as much as each object.

Every project should show why it exists

A project is not valuable because it has a schedule. It is valuable because it advances an objective.
Work packages and activities should therefore remain traceable to the project, program and goal
they support.

STRATEGY GOALS PROGRAMS PROJECTS m RESULTS

Direction Measures & value Coordinated change Owned delivery Tasks & packages Evidence &
outcomes

The model also runs in reverse. Results and project history become knowledge that can improve future
planning, estimates, methods and strategic decisions. That is the point at which project management
begins to contribute to organizational learning rather than simply recording activity.

A layer across the systems already in use

The Project-Driven Enterprise does not require the organization to replace the systems that run finance,
ERP, commerce, collaboration or specialist functions. N2ONE Strategy is the project layer that connects
the work of changing those systems and processes. This reduces the need to rebuild project context from
disconnected sources every time leadership asks a new question.
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A consistent data model is the foundation

A Single Source of Project Truth depends on more than a dashboard. The underlying project model must
represent strategy, projects, work, people, evidence and methods in a consistent way. N2ONE Strategy

organizes the platform around six connected areas.

The N2ONE Strategy project model

Six connected areas, one consistent project data model

STRATEGY & GOALS

Vision = Strategy * Goals
Success measures & value
Strategic contribution

PLANNING & WORK

Work packages « Tasks
Dependencies ¢ Baselines
Critical path « Constraints

EVIDENCE & KNOWLEDGE
Documents « Evidence

Decisions « History

Private Al knowledge

PROGRAMS & PROJECTS

Programs = Projects « Portfolio
Budget « Actuals « Forecast
Ownership & sponsors

PEOPLE & COLLABORATION
Internal teams + Customers
Integrators = SMEs

Roles * Access = Messages

METHODS & CONTROL

PMI / Agile / Hybrid
NIST-aligned controls
ERP Oversight « Quality Gates

Private Al ¢ Integrations ¢ Security & Access * Reusable Templates

Figure 2. The management view of the N2ONE Strategy data model.
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What the model connects

Strategy & Goals

Vision, strategic plans, goals, success measures,
business value and strategic contribution remain
linked to the work created beneath them.

Planning & Work

Work packages, tasks, dependencies, baselines,
actuals, constraints and critical-path logic remain
connected to project context.

Evidence & Knowledge

Documents, decisions, evidence and history stay
connected to the work that created them and
become reusable project knowledge.

Programs & Projects

Programs, projects, portfolio views, sponsors,
ownership and financial progress share one
structure, including budget, actuals and forecast.

People & Collaboration

Internal teams, customers, integrators and
external SMEs can patrticipate in the same project
with explicit roles and access.

Methods & Control

PMI/PMP-informed structures, Agile and Hybrid
delivery, NIST-aligned controls, ERP Oversight
and quality gates provide reusable guardrails.
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One platform can begin with very different

problems

Most organizations do not begin with a “platform” requirement. They begin with a concrete initiative that is
difficult to see, coordinate, govern or scale. N2ONE Strategy is designed to let that initiative become the
starting point while preserving a common project model underneath.

Strategic Planning

PMO & Expert Resources

SAP ECC - SI4HANA

IBP & Enterprise Planning

Manual Processes &

Automation

ERP Oversight

eCommerce as a Project

Microsoft Project Online
Transition

The practical rule

Turn goals into initiatives, projects, accountable work and measurable
outcomes.

Stand up or strengthen a PMO in N2ONE Strategy and add curated
N2ONE project or subject-matter experts where specialized capacity is
needed.

Run ECC today, build living documentation, improve context and
manage the path toward S/4AHANA.

Treat planning improvement as a cross-enterprise project spanning
process, ERP, data, integration, stakeholders and ownership.

Expose repetitive work, system gaps and ownership; manage the
improvement and automation as visible projects.

Maintain an independent client view of commitments, decisions,
evidence, dependencies, deliverables and status.

Manage commerce as an evolving business initiative across products,
pricing, ERP, EDI, integrations, operations and customer needs.

Use the tool transition to improve governance, project structure and
the connection between portfolio decisions and delivery.

Solve today’s problem without creating tomorrow’s blind spot. The immediate initiative should leave
behind better structure, evidence and knowledge for the next one.
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Manage the change around ERP as connected work

ERP remains a central enterprise dependency, but the project around ERP is wider than the software itself.
Delivery crosses business decisions, data, interfaces, partners, testing, approvals, cutover, process
ownership and ongoing planning. That is why ERP programs should not be reduced to schedules.

Run today while preparing what comes next

A common reality is simultaneous pressure: keep SAP ECC productive, address immediate business
needs, improve planning through IBP, and prepare the S/4AHANA path. N2ONE Strategy treats these as
connected initiatives while the business keeps running rather than as unrelated projects competing for
attention.

ECC knowledge

Continuous documentation can make current Planning improvement becomes a program
configuration, customization, processes and spanning process, data, ERP, integration,
dependencies more visible before migration people and operating decisions - not only a
decisions are made. planning-system implementation.

SI4AHANA ERP Oversight

Migration planning benefits from better The implementation partner manages its
knowledge of the current environment, delivery; the enterprise retains an independent
dependencies, owners, evidence and unresolved  project truth for commitments, evidence,
decisions. dependencies and status.

A note on planning

Enterprise Resource Planning is, at its core, about planning and coordination. The project-driven
model extends that discipline to the work of changing the enterprise itself - without turning N2ONE
Strategy into another ERP.
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Turn project work into an internal knowledge base

Projects produce valuable enterprise knowledge every day: plans, decisions, documents, risks, solutions,
evidence, discussions and lessons. If this information is left in folders, inboxes and disconnected
applications, the next project begins by rediscovering what the organization already knew.

Project work becomes reusable enterprise knowledge

PROJECT WORK STRUCTURED CONTEX1 PRIVATE Al REUSE

* plans * goals + search * answers

* decisions > owners * compare * lessons

» documents * dependencies * retrieve » expertise

* risks + evidence * summarize * next project

Figure 3. Structured project context gives Private Al a more useful knowledge foundation.

Questions become easier to answer

* How did we solve this issue before?

» Which projects touched this SAP interface?
* Who worked on this process?

» What evidence supports this milestone?

* Which risks repeat across similar projects?

The distinction is important: Al is most useful when it can work from governed context. N2ONE Strategy
keeps structured project data and project knowledge connected; Private Al is then used to make that
knowledge searchable and reusable under organizational control.
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Standardize the project model without

standardizing every project

A PMO needs consistency, but a transformation program, an Agile product initiative, an ERP migration and
an eCommerce program do not all run in the same way. N2ONE Strategy separates the common project

backbone from the method used to execute the work.

Methodologies

Use PMI/PMP-informed, Agile or Hybrid delivery
structures while maintaining consistent
ownership, evidence and project context.

ERP Oversight

Use a purpose-built oversight structure to keep
the client’s view independent from the
implementation partner’s delivery system.

Keep budget, actuals and forecast visible with
portfolio, project and delivery information.

The PMO opportunity

Controls

Apply NIST-aligned controls, quality gates and
reusable templates where the work requires
them.

Multi-party projects

Bring customers, internal teams, integrators and
external SMEs into the same project while
preserving role and access boundaries.

Curated expertise

Use N20ONE Strategy as the PMO operating
layer and add curated N2ONE experts when
additional capacity or specialized experience is
needed.

The PMO can become more than a reporting function. With a consistent project model, it can
connect strategic contribution, project economics, governance, execution evidence and

organizational knowledge.
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Different roles ask different questions of the same
project truth

A shared project model does not mean every role sees the same detail. It means the underlying context is
consistent enough that each role can answer its own questions without rebuilding the project story.

_ The question project truth should answer

Executive sponsor /| CFO  What value is this initiative expected to create? What is the budget,
actual spend, forecast and measurable progress?

CIOI/VPIT How do initiatives cross the systems and partners we already use?
Where are the dependencies, decisions and risks?

Head of PMO Are projects using a consistent model? Where is the portfolio drifting?
What expertise or capacity is missing?

Program director What must land together? Which decisions, interfaces, dependencies,
quality gates and evidence affect the next milestone?

Operational owner Which manual processes, eCommerce changes or planning issues
are being improved, and who owns the work?

Al I knowledge leader What structured project knowledge exists, who created it and how
can it be reused under organizational control?

Why this matters

When the same project context supports strategy discussions, financial review, PMO governance, delivery
control and knowledge reuse, management spends less effort reconciling versions of the project and more
effort deciding what to do next.
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Start with one real project - then expand what
proves useful

The project-driven model does not need to begin as an enterprise-wide replacement program. A practical
starting pattern is to take one active initiative and use it to establish the project truth that matters to the
organization.

01 Choose a live initiative

Use a project with real decisions, dependencies and stakeholders - not a training exercise
- so the value can be judged against actual work.

Establish project truth

Bring the goal, ownership, plan, work packages, dependencies, decisions, evidence and
financial view into one governed project model.

Add the right controls

Apply the methodology, quality gates, roles, partner access and reporting needed for that
initiative.

Connect knowledge

Retain project history and documents with the work; introduce Private Al where
searchable, reusable knowledge adds value.

Scale deliberately

Reuse successful project structures, templates and lessons across the PMO, portfolio or
next transformation program.

(=) o (=]

The test is practical

Can leadership see the project more clearly? Can the team explain why work exists? Are decisions
and evidence easier to find? Can the next project reuse what this one learned? If yes, the model is
creating value.

N20ONE « n2oneai « 11



N2ONE INSIGHT | THE PROJECT-DRIVEN ENTERPRISE

10 | N2ONE PERSPECTIVE

Built from enterprise delivery experience

N2ONE Strategy reflects more than 20 years of ERP and enterprise-delivery experience. N2ONE cites
certified SAP add-ons developed and implemented, PMI-PMP certified consultants, published books on
ERP and analytics, and technology-agnostic leadership as part of the experience behind the platform.

From the Founder

“The future enterprise is project-driven. Can your projects and programs scale beyond Excel project
sheets, disconnected information and scattered decisions? N2ONE Strategy creates a Single
Source of Project Truth - built on consistent data, strengthened by Private Al and informed by more
than 20 years of enterprise experience.”

The management proposition

The argument for the Project-Driven Enterprise is deliberately simple. The enterprise will continue to use
many specialized systems. What it needs is a better way to manage the work of changing them - with
consistent project data, visible strategic contribution, governed execution, independent evidence and
knowledge that remains useful after the project ends.

N2ONE Strategy is designed to provide that project layer: one source of project truth across strategy,
planning, decisions and delivery.

Related N2ONE resources

N20ONE ERP / transformation path

Microsoft Project Online transition
N20ONE Core ECC Intelligence

N20ONE Commerce Foundation

N2ONE Private Al Appliance

Bring us one of your projects

We will show you your project in N2ONE Strategy - and where a Single Source of Project Truth adds
value.

Request a personalized N20ONE Strategy demo

About this paper. This white paper presents N2ONE’s management point of view and current N2ONE Strategy positioning as of September
2026. It is intentionally a management document rather than a technical specification. Product availability and implementation details should
be confirmed for a specific engagement.
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https://www.n2one.ai/n2one421
https://www.n2one.ai/DemoRequest/Registration/n2one_demo
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https://www.n2one.ai/N2ONECommerceFoundation
https://www.n2one.ai/n2one_core_ecc_intelligence
https://www.n2one.ai/N2ONEProjectOnline
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