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Splitvice offers you a new way of managing work on all levels of your company. 
Of course, an innovative solution to manage work requires a slightly different 
approach than what you are used to.

We call the Strategiststhose people that follow up the multi-project 
environment from a helicopter view, and that make strategic decisions.
This guide is intended to quickly introduce new Strategists to the essential 
concepts of Splitvice and will learn them to better control work throughout 
the entire enterprise with the help of the work management staff.



Projects vs. Operations

Every company can basically split its daily activities in two categories:

- Projects, which are the activities you do to create a certain product (a building, a 
ƳŀŎƘƛƴŜΣ ŀ ǿŜō ŀǇǇƭƛŎŀǘƛƻƴΣ ΧύΦ ¢Ƙƛǎ Ŏŀƴ ōŜ ǊŜƭŀǘŜŘ ǘƻ ƻƴŜ ŎǳǎǘƻƳŜǊ ƻǊŘŜǊΣ ƻǊ 
could be a generic product. Any project has a start and an end date.

- Operations, which are activities you do on a regular interval and are not directly 
related to an on-going project. E.g. a weekly administrative task you have to do or 
a monthly personel meeting.  Operations are recurring, but the resources they 
consume can vary. For example, the first 3 months after a product is released, 
their might be a lot of service calls. Occasional service work on a finished project 
is also part of operations. 

When you start with Splitvice you can start with only a few projects 
and operations for a limited set of people and gradually introduce the 
tool in your enterprise. But you get the most from Splitvice if for the 
group involved, all work is managed.



Projects vs. Operations

Projects

ÅDefined on a strategy level because 
you can decide to do or to not do 
them (e.g. ROI not sufficient, not 
ŜƴƻǳƎƘ ǊŜǎƻǳǊŎŜǎΣ ŜǘŎΧύ

ÅWork and expenses (budgets) are 
defined and must be closely 
monitored

ÅPriority between projects, timing and 
budget can change depending on the 
business

Operations

ÅDefined on a work management level 
because they primarily exist to make 
sure the time spent on them is taken 
into account

ÅNot required, though most companies 
have them

ÅKnowledge workers will create the 
work items for a specific operation 
whenever they do that kind of work. 
This way they can also log work for 
operations.



Project work

ÅEach project requires a certain amount of work and money which you can define 
ƛƴ ǘƘŜ ǇǊƻƧŜŎǘ ǇǊƻǇŜǊǘƛŜǎΦ ¢Ƙƛǎ ƛǎ ǘƘŜ ǿƻǊƪ ŀƴŘ Ŏƻǎǘ ǎŜŜƴ ŦǊƻƳ ŀ άƘƛƎƘ ƭŜǾŜƭέ

Å¢ȅǇƛŎŀƭƭȅΣ ǘƘƛǎ ƛǎ ǘƘŜ άŦƛǊǎǘ ŜǎǘƛƳŀǘŜέΦ ¸ƻǳ ƎŜǘ ǘƘƛǎ ǿƘŜƴ ȅƻǳ ǎŜƭƭ ŀ ǇǊƻƧŜŎǘ ŦǊƻƳ ǘƘŜ 
offer that was made to the customer, or, you get this from an initial study 
regarding a new product you will be making

Å[ŀǘŜǊ ƻƴΣ ƛƴ ǘƘŜ ǿƻǊƪ ƳŀƴŀƎŜƳŜƴǘ ƳƻŘŜΣ ȅƻǳǊ tǊƻƧŜŎǘ aŀƴŀƎŜǊǎ όtaΩǎύ ŀƴŘ ǘŜŀƳ 
leads will further refine this work to do in different work packages

ÅThese initial estimations are already useful to see the impact of this new project 
on your complete portfolio



Creating projects

1. Go to the project overview in the strategy menu

2. Click the + button in the upper right corner of 
the project overview screen

Defining a project is a strategic decision, after all, projects 
consume resources and money and must be accepted by the 
company. If you allow so in Administration, also project managers 
can create projects. 



Creating projects ςGeneral project properties

1. Enter a unique name for the project

2. Come up with a unique abbreviation
Abbreviations should be a few characters long and help to create unique IDs for the work related to this 
project so you can easily spot it between the work of other projects

3. Set the weight and the value of the project
Weight: relative value to express the importance of this project (compared to the other projects). An 
excellent weight is the amount of money it costs if the project is delayed by e.g. 1 month.
Value: the financial value of the project to your company

4. Choose a unique color
This color will be used in the Gantt chart, in the reporting and dashboards of Splitvice to uniquely 
identify your project

5. Choose to include the project in the scenarios
²ŜΩƭƭ ŎƻǾŜǊ ǘƘŜ ǎŎŜƴŀǊƛƻǎ ŀǎ ǘƘŜ ƴŜȄǘ ǘƻǇƛŎΣ ōǳǘ ǘȅǇƛŎŀƭƭȅ ȅƻǳ Řƻ ƴƻǘ ǿŀƴǘ ǘƻ ƛƴŎƭǳŘŜ ƛǘ ƛƴ ǘƘŜ ǎŎŜƴŀǊƛƻǎ 
by default. Later on, when you want to see the impact of a project, you will add them to a specific 
scenario that you can see the impact in comparison with other scenarios



Creating projects ςWork to do

2. For each of the roles involved in the project, enter 
the number of working days (man days) you estimate 
are needed for the completion of the project

2. In maximum role load, define how many people it 
makes sense to work in parallel on this role work

3. Provider other costs you expect in the budget tab

1. If you work in a top-down approach, or if you have a 
rough estimation of the work involved with a project, 
follow these steps. If you want to define the work in a 
bottom-up approach, skip this and define the work in 
the work management.



Creating projects ςUser access

1. Depending on the project, you might want certain people 
to see or to not see the project. This depends a lot on how 
your company works. Setting user access can be done 
ōŜŎŀǳǎŜ ƻŦ ǇǊŀŎǘƛŎŀƭ ǊŜŀǎƻƴǎΣ ƻǊ ōŜŎŀǳǎŜ ƻŦ άǇǊƛǾŀŎȅέΦ

2. Click Save to add the project



Managing projects

1. Go to the project overview

2. Click the        button to duplicate a project

оΦ /ƭƛŎƪ ǘƘŜ        ōǳǘǘƻƴ ǘƻ ŜŘƛǘ ŀ ǇǊƻƧŜŎǘΩǎ ǇǊƻǇŜǊǘƛŜǎ

4. Click the        button to delete a project

4. Click the        button to set a new baseline
Baselines allow work managers to report on their projects compared to the 
projection at the time when creating the baseline



Creating projects ςGeneral settings

ÅGo to the Strategy mode in the left upper corner

ÅGo to the project overview screen. This is the default when you switch 
to the strategy mode

ÅClick the + button to create a project. 

ÅPay attention for the abbreviation you choose. It must be clear yet short. 
We advise two or three letters. Abbreviations allow to quickly see to 
ǿƘƛŎƘ ǇǊƻƧŜŎǘ ŀ ǘŀǎƪ ōŜƭƻƴƎǎ ǎƛƴŎŜ ǘŀǎƪ L5Ωǎ ŀǊŜ ōŀǎŜŘ ǳǇƻƴ ǘƘƛǎ

ÅChoose a specific color for your project. Splitvice will use this color 
whenever there is a graphical reference to this project, for example in 
reporting charts, but also in the Kanban boards. By using the same color 
everywhere, it will be visually very easy to see to which project 
something belongs
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Creating projects ςWork to do

ÅEnter the work to be done for this project. 

ÅThis will of course be very high level, mostly based on your initial 
estimates

ÅOn the budget tab, specify the necessary budgets for this project

ÅThese time and budget estimations will be used for the top level work 
package of your project, which is actually the representation of the 
project on the work management level
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Creating projects ςUser access

ÅDepending on the size and/or the policies within your company, either 
all people will be able to see all projects, or, you want to limit the access 
to certain projects

ÅBy default, a project is visible to everybody

ÅIf you want to limit visibility, you can select this option in the user access 
pane of the project property pages and define who has access.
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Creating operations

1. Go to the operations overview in the strategy menu

2. Click the + button in the right upper corner of the 
operations overview screen

Defining operations is simple, and the work that will be 
assigned to it is estimated in periods. If you allow so in 
administration, the same can also be done in work 
management

1. Go to the operations overview in the strategy menu

2. Click the + button in the right upper corner of the 
operations overview screen

3. Go to the default period. Enter the work load which 
is in general spent on this type of operational work. 
This is done per role. 



Managing operations

1. Go to the operations overview

2. Click the        button to duplicate an operation

оΦ /ƭƛŎƪ ǘƘŜ        ōǳǘǘƻƴ ǘƻ ŜŘƛǘ ŀƴ ƻǇŜǊŀǘƛƻƴΩǎ ǇǊƻǇŜǊǘƛŜǎ

4. Click the        button to delete an operation



Creating operations

ÅEnable the Strategy mode in the left upper corner

ÅGo to the operations overview screen

ÅDefine one or more operations that are typical for your company. Think 
about which tasks your employees do on a regular basis but that are not 
directly related to a project

ÅDƻ ǘƻ ǘƘŜ tŜǊƛƻŘǎ ƻŦ ǘƘŜ ƻǇŜǊŀǘƛƻƴΦ ¸ƻǳ ǿƛƭƭ ǎŜŜ ǘƘŜ ΨŘŜŦŀǳƭǘΩ ǇŜǊƛƻŘΦ 9Řƛǘ 
it to specify the load of the operations on the different roles.
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What is a scenario? 

ÅScenarios allow you to answer typical questions like:

- Will we make the deadline if we hire three extra engineers?

- If we delay or even stop project X, will project Y be delivered on time?

ÅScenarios allow you to make different combinations of projects that will or will 
not be executed, with extra people or budget, or with less people or budget, and 
see what the effect of these changes is on your planning

ÅScenarios combine real/historical data (logged work) and combine this with 
future estimations to give you the most accurate view on your portfolio.

Scenarios are one of the most powerful concepts in Splitvice, and at 
the same time a unique function that you will not find in other tools! 



Activating scenarios

Å¢ƘŜǊŜ ƛǎ ŀƭǿŀȅǎ ƻƴŜ ǎŎŜƴŀǊƛƻ ŀŎǘƛǾŜΦ ¢Ƙƛǎ ƛǎ ǘƘŜ άŎǳǊǊŜƴǘέ ŎƻƳōƛƴŀǘƛƻƴ ƻŦ ǇǊƻƧŜŎǘǎ 
and their priorities you think is correct for your portfolio

ÅIf you solve predicted conflicts making the necessary adjustments or, at a certain 
point in time another scenario would seem more favourable, the strategy can be 
changed by simply activating that scenario

Å¢ƘŜ ŀŎǘƛǾŜ ǎŎŜƴŀǊƛƻ Ŏŀƴ ōŜ ŀƭǘŜǊŜŘ ōǳǘ Řƻ ǘƘƛǎ ǿƛǘƘ ŎŀǊŜΦ άǇƭŀȅƛƴƎέ ǿƛǘƘ ƛǘ ǘƻ ǘŜǎǘ ŀ 
number of options, would always immediately impact your ongoing business and 
ǇǊƛƻǊƛǘƛŜǎΦ LǘΩǎ ōŜǘǘŜǊ ǘƻ ŎƻǇȅ ǘƘŜ ŎǳǊǊŜƴǘ ǎŎŜƴŀǊƛƻ ǘƻ ŀ ƴŜǿ ƻƴŜ ŀƴŘ ǎƛƳǳƭŀǘŜ ǘƘƛǎ 
alternative scenario.

Activating a scenario immediatly affects all the work being done in 
your company and changes task and/or priorities. 



Creating scenarios

1. Go to the scenario overview in the strategy menu

2. Click the + button in the upper right corner of the 
scenario overview screen OR
Copy an existing scenario

You can define as many scenarios as you want, but you can also 
modify the scenarios when you are reviewing the results



Scenario - General

Provide a name and optionally a description 



Scenario ςProject decisions

1. Set the weight of each of the projects in that scenario. 
The weight is a measure for the importance of this project 
compared to others. A good weight is e.g. the cost of delay

2. Check whether the project will be executed or not in this 
new scenario

3. If you decide a project is executed, you can delay the 
execution. This can be for various reasons, to optimize your 
portfolio or because it depends on external data.



Scenario ςOperations impact

ÅAdd a change in operation decisions

ÅChoose the operation to modify. 
Choose a period, and the new load 
on the different roles.



Scenario ςPeople

ÅA typical question you want to answer and where scenarios will help, is:

- What if you hire an extra engineer? 

- How many extra people do you need to make it in time?

- What if we let two employees go

ÅScenarios allow you to define this type of assumptions very easily. When 
comparing scenarios, you can then see what the impact is of those assumptions. 

ÅThe new people tab allows you to define extra resources

ÅThe existing people tab allows you to reduce your resources, or to simulate extra 
skills

The users you add or remove are assumptions, thus they do not 
impact your portfolio user list 



Scenario ςNew people

нΦ DƛǾŜ ŀ ƳŜŀƴƛƴƎŦǳƭ ƴŀƳŜ ŦƻǊ ǘƘŜǎŜ ǊŜǎƻǳǊŎŜǎΣ ƭƛƪŜ άƴŜǿ 
ǇǊƻƧŜŎǘ ƳŀƴŀƎŜǊ мέΦ

оΦ {Ŝǘ ŀ ǎǘŀǊǘ ŘŀǘŜ ŦƻǊ ǘƘƛǎ ǊŜǎƻǳǊŎŜ ŀƴŘ ƛǘΩǎ ŀǾŀƛƭƛōƛƭƛǘȅ

1. Click the + button in the right upper corner 

4. In the roles tab, select which roles this new resource 
will be able to execute, and their score for this role



Scenario ςExisting people

2. Select the user you want to modify in this scenario

1. Click the + button in the right upper corner 

3. Enter the availability, an end date or a change in role



Scenario ςUser access

Important: you will only see the users that have the 
strategist or champion profile in this list

1. Select one or more users that are able to see this 
scenario

Very important: scenario user access must be carefully set 
since the choices evaluated include sensitive data like 
letting certain people go.



Managing scenarios

1. Go to the scenario overview

2. Click the        button to duplicate a scenario

оΦ /ƭƛŎƪ ǘƘŜ        ōǳǘǘƻƴ ǘƻ ŜŘƛǘ ŀ ǎŎŜƴŀǊƛƻΩǎ ǇǊƻǇŜǊǘƛŜǎ

4. Click the        button to delete a scenario

4. Click the        button to activate a scenario
The active scenario cannot be deleted. 

5. In the project decisions list, you can clearly see which projects 
will be executed as part of the scenario. You can also click on a 
red or green box to toggle the project in/out each non active 
scenario



Creating scenarios

ÅEnable the Strategy mode in the left upper corner

ÅGo to the scenarios overview screen

ÅDefine a new scenario. Typically you define a first scenario where you 
will execute everything.

ÅDefine an extra scenario where you only execute one project. This is 
needed for our next section in this training, where we will compare two 
scenarios 
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Scenario calculations

ÅIn the scenario calculations, you can calculate a number of metrics for a specific 
scenario

ÅTrue power comes from the possibility to immediatly compare these metrics for 
different scenarios

ÅWhile comparing the different scenario calculations, you can further tune the 
scenarios to optimize your project portfolio

- Delay or cancel certain projects

- Hire or fire people 

- Adjust operational impact

- Χ



Comparing scenario calculations

1. Go to the calculate scenarios in the strategy menu

2. In the header bar, you can select a certain scenario and 
add it to the comparison

3.  You can select 1 or more scenarios. If you select only 
one, you can see the metrics Splitvice calculates on that 
scenario. This can be used to follow up certain 
parameters. If you select multiple, you can compare each 
of the metrics. This will be used to see how certain 
scenario decisions compare to other scenarios.



Comparing 2 scenarios

ÅWhen adding 2 scenarios, they are shown side by side

ÅThe scale of the graphs will always be the same, so you can compare visually

ÅtǊƻƧŜŎǘǎ ŀǊŜ ǎƘƻǿƴ ƛƴ ǘƘŜƛǊ ƻǿƴ ŎƻƭƻǊΣ ǎƻ ƛǘΩǎ Ŝŀǎȅ ǘƻ ŎƻƳǇŀǊŜ



Role load calculations (metric 1 of 7)

ÅShows how many resources are required, in total, or per role, in function of time 
if all projects need to be delivered without any delay.

ÅShows where resources are not all used

ÅShows where you lack resources

ÅAssumes you want to execute everything as fast as possible. This means, as laid 
out by the work packages in the project, and taking into account optional start 
date for this project set in the scenario

ÅYou can play with the start date of a project in the scenario, or, by 
adding/removing resources to make best use of all your resources



Role load calculations (metric 1 of 7)

You can see all roles together or zoom in on 1 role

Each project and operation shows in its own color the 
ƴŜŜŘ όƛƴ C¢9ΩǎύΦ ¢ƘŜ ōƭŀŎƪ ƭƛƴŜ ǎƘƻǿǎ Ƙƻǿ Ƴŀƴȅ C¢9Ωǎ ŀǊŜ 
available.

There is a second view below 
this, which is usful mainly if 
there are not too many projects



Role load calculations (metric 1 of 7), 2nd view

¢ƘŜ ƎǊŜȅ ŀǊŜŀ ǎƘƻǿǎ ǘƘŜ ƴŜŜŘ όƛƴ C¢9Ωǎύ ŦƻǊ ŀƭƭ ǇǊƻƧŜŎǘǎ 
and operations together. The green dotted line shows 
Ƙƻǿ Ƴŀƴȅ C¢9Ωǎ ŀǊŜ ŀǾŀƛƭŀōƭŜΦ
The solid lines show the individual projects and 
operations

You can zoom into a certain period

1st view

2nd view



Project time simulation (metric 2 of 7)

ÅShows how long the completion of all your projects will take, based on the  resources of 
the scenario (current users and there roles + any extra/less defined as part of the 
scenario) 

ÅThe scenario uses the weight of a project and the critical path to determine the priorities 
in the simulation of the future work whenever conflicts arise.

ÅExample: In a period where you have only one resource for a specific role, which must be 
shared over two work packages where this role is required, time to complete these work 
packages will be extended so they can be completed by that one resource. 

ÅYou can play with the start date of a project in the scenario, or, by adding/removing 
resources to move the end of certain packages forward or backward

ÅLŦ ȅƻǳ ƘŀǾŜ ŀ ƭƻǘ ƻŦ ǎƘƻǊǘŀƎŜǎ ƛƴ ȅƻǳǊ ǊƻƭŜ ƭƻŀŘ ŎŀƭŎǳƭŀǘƛƻƴΣ ȅƻǳΩƭƭ ƴƻǘƛŎŜ ǘƛƳƛƴƎ ƎƻŜǎ ŀ ƭƻǘ 
futher to complete your portfolio (compared to each project viewed separately)



Project time simulation (metric 2 of 7)

The top level work 
packages are shown

Collapse projects to see 
more of them

Zoom in or out



Milestone chart (metric 3 of 7)

ÅThis high level project summary is a variant on the project time simulation.

ÅIt shows only 1 line per project, showing the top level milestones


