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

We call theStrategistshose people that follow up the muiproject
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.
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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
YI OKAYSZEZ | ¢SO0 I AOFUAZ2YZEZ X0d CKAa
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 orgoing 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. splitvice




Projects vs. Operations

Projects Operations

ADefined on a strategy level because ADefined on a work management level
you can decide to do or to not do because they primarily exist to make
them (e.g. ROI not sufficient, not sure the time spent on them is taken

Sy2dzakK NBaz2dzZNDSas irfolncouat
AWork and expenses (budgets) are  ANot required, though most companies

defined and must be closely have them

monitored AKnowledge workers will create the

A Priority between projects, timing and  work items for a specific operation
budget can change depending on the whenever they do that kind of work.
business This way they can also log work for

operations.
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Project work

AEach project requires a certain amount of work and money which you can define
AY GKS LINP2SOU LINPLISNIOASadD ¢KAa Aa Of
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offer that was made to the customer, or, you get this from an initial study
regarding a new product you will be making

Al FOSNI 2y AY GKS @g2N] YIYylF3ISYSyYyil Y2ZR!
leads will further refine this work to do in different work packages

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

splitvice




Creating projects
Spl.lt /lce(- FutureX projects O e (5]

Quick search

= PROJECTS

(O OPERATIONS

B SCENARIOS 1. Go to the project overview in the strategy men

-+~ CALCULATE SCENARIOS

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 Lice
can create projects. ’




Creating projectg General project properties
000

Add a new project

GENERAL WORK TO DO BUDGET USER ACCESS

Mame
X-Mower
7150

Abbreviation

MOW
3/10

Weight
100

Value (euros)

125000

Default priority for work packages

Medium hd

Color

I:l Will be executed in all the non-active scenarios?

CANCEL

1. Enter a unigue 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
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). A
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
2850ff O20SNJ 1KS aOSylINxnz2za a GKS ySEG G2LKAO

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 projectg Work to do
Add a new project O o @

GENERAL 'WORK TO DO BUDGET USER ACCESS

Orginlly esimated dusion 00 o) 1. If you work in a tojglown approach, or if you have 3
emaining auration: . ay(s . . o . .
Total duration: 0.0 day(s) rough estimation of the work involved with a project,

Remaining work: 0.0 man-days

follow these steps. If you want to define the work in 3
bottom-up approach, skip this and define the work i
the work management.

Role

C# developer

CommPC

Dashboarding

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

Dolly portal specific
R-Connect
Reporting
Wearable developer

Web API developer

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

WMS Developer

CANCEL

3. Provider other costs you expect in the budget tab
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Creating projectg User access
Add a new project O e @

GENERAL WORK TO DO BUDGET USER ACCESS

[] Limit visibility to: _ _ _ _
O] benis & Y 1. Depending on the project, you might want certain peop

to see or to not see the project. This depends a lot on ho
your companyAworks. Setting user access can be QOne
0S5SO0FdzaS 2F LN} OUGAOIf NBI &:

[ Filip Maes
D Jelle Dierckxens
[] Jonas van Daele

|:| Jurgen Devlieghere

[ Tim vereecker 2. Click Save to add the project
|:| Tom Goethals

D Wim Van Houts

CANCEL
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Managing projects
S p L| t /l ce FutureX projects

©006
Quick search o

WORKING (N PORTECLIO Mame Abbreviation s Weight User access
X-Mower ® Mow 100
X-Trimmer ® TRM 100
= PROJECTS *-Flower ® rw 50
(O OPERATIONS : :
1. Go to the project overview
B SCENARIOS

-~ CALCULATE SCENARIOS

4. Click thdfJ]  button to delete a project

4. Click thd@] 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
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0 Creating projectg General settings

AGo to the Strategy mode in the left upper corner

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

A Click the + button to create a project.

A Pay attention for the abbreviation you choose. It must be clear yet short.
We advise two or three letters. Abbreviations aIIow to quickly see to
gKAOK LINRP2SOG | dFral oStz2y3a aryc

AChoose 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 projectg Work to do

A Enter the work to be done for this project.

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

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

AThese 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

Practice
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' Creating projectg User access

ADepending 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

A By default, a project is visible to everybody

Alf 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.

Practice
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Creating operations

FutureX operations o e @

Quick search

WORKI

= PROJECTS 1. Go to the operations overview in the strategy men

(9 OPERATIONS

E SCENARIOS

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

-~ CALCULATE SCENARIOS

3. Go to the default period. Enter the work load whic

IS in general spent on this type of operational work.
This is done per role.

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

management
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Managing operations
< FutureX operations o e @

Quick search

PROJECTS

OPERATIONS : :
1. Go to the operations overview
SCENARIOS

-~ CALCULATE SCENARIOS

T ©

4. Click thgf]  button to delete an operation
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' Creating operations

AEnable the Strategy mode in the left upper corner
AGo to the operations overview screen

A Define 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

AD2 (2 GKS tSNRA2R&a 2F GKS 2LISNI) 0A2
It to specify the load of the operations on the different roles.

splitvice




What Is a scenario?

A Scenarios 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?

AScenarios 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

AScenarios 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!
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Activating scenarios

ACKSNE Aa |ftgleéea 2yS aO0OSYINA2Z2 | OUAQSOD
and their priorities you think is correct for your portfolio

Alf 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

ACKS I OGADBS aO0OSYIFINxR2 OFy 06S IfGSNBR 0«
number of options, would always immediately impact your ongoing business and

LINA2NAGASaDd LOQa oSUGUSNI G2 O2L)e (G4KS
alternative scenario.

Activating a scenario immediatly affects all the work being done In
your company and changes task and/or priorities.
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Creating scenarios
Spl.lt /Ice(- FutureX scenarios o e (5]

Quick search o
WORKING ON PORTFOLIO Name /N Description Project decisions User access

Execute cne project r -Plower ‘Wim Van Houts |_D 7 ° []

= PROJECTS 1. Go to the scenario overview in the strategy menu

Execute all projects

(0 OPERATIONS

2. Click the + button in the upper right corner of the

scenario overview screen OR
*7 CALCULATE SCENARIOS 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
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Scenarie General
Add a new scenario o e @

GENERAL PROJECT DECISIONS NEW PEOPLE EXISTING PEOPLE USER ACCESS

Name
0750
S Provide a name and optionally a description
0/300
SAVE CANCEL
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Scenaria Project decisions
Add a new scenario O 0 6

GENERAL PROJECT DECISIONS NEW PEOPLE EXISTING PEOPLE USER ACCESS

Project Weight Will be executed Set earliest start date
X-Mower [J st 100 execute setdate  [2]  13/05/2017
X-Trimmer [J st 100 [] execute

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

K-Plower I:l set 50 I:l execute

CANCEL

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

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

09093

Add a new scenario

GENERAL PROJECT DECISIONS OPERATION DECISIONS NEW PEOI

Operation From To

SAVE CAMCEL

Add operation decision

GENERAL

ROLE LOAD COST

Operation

AAdd a change in operation decisions

IP management -

From

E 14/10/2017 -

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

E 15/10/2017 -
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Scenaria; People

AA 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

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

AThe new people tab allows you to define extra resources
AThe 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

iImpact your portfolio user list
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Scenaria; New people

1. Click the + button in the right upper corner

H® DAGS | YSFEYAyYyITdzZ yI Y
LINP 2SO0 YIFVYyIISNI mMEéod

od {SG | &adGdlFINI RIFIGS F2NJ

Edit user details

DETAILS ROLES

Name el Edit user details

New electrical engineer 100

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

Startdate [=] 01/06/2017 .
|:| Bodywork

[] car designer
CANCEL

Elec‘tncal
engineer

CANCEL
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Scenaria; Existing people

1. Click the + button in the right upper corner

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

Add user decision in this scenario 3. Enter the availability, an end date or a change in role

User to modify in this scenario

Fran Decision for Denis A.

DETAILS ROLES

[] Availability 100

[ enddate (&)  14n0/2017
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Scenaria User access
Edit scenario Default O 0606

GENERAL PROJECT DECISIONS NEW PEOPLE EXISTING PEOPLE USER ACCESS

D Jurgen

Wim Van Houts

s

SAVE CANCEL

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

Very important: scenario user access must be carefully
since the choices evaluated include sensitive data like

letting certain people go.

splitvice




Managing scenarios
S p Ll t /| C e FutureX scenarios

Name /N Description Project decisions User accass

000
Quick search °

WORKING ON PORTFOLIO

Execute all projects

1. Go to the scenario overview

= PROJECTS

© OPERATIONS 2. Click thefl] button to duplicate a scenario

B SCENARIOS

-~ CALCULATE SCENARIOS () CD / t él lj K S

4. Click thef'] button to activate a scenario
The active scenario cannot be deleted.

5. In the project decisions list, you can clearly see which proje
will be executed as part of the scenario. You can also click on

red or green box to toggle the project in/out each non active Spl.l t-\/|ce
scenario




' Creating scenarios

AEnable the Strategy mode in the left upper corner
AGo to the scenarios overview screen

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

A Define 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

o,
O
e
O
©
al
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Scenario calculations

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

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

AWhile 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

- X
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Comparing scenario calculations

L t / Calculate scenarios
S p I I C e Select a =eenarin to add

1. Go to the calculate scenarios in the strategy menu

WORKING ON PORTFOLIO

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

= PROJECTS

OPERATIONS

3. You can select 1 or more scenarios. If you select o

-~ CALCULATE SCENARIOS one, you can see the metrics Splitvice calculates on thq

scenario. This can be used to follow up certain
parameters. If you select multiple, you can compare ea
of the metrics. This will be used to see how certain
scenario decisions compare to other scenarios.
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Comparing 2 scenarios

AWhen adding 2 scenarios, they are shown side by side
AThe scale of the graphs will always be the same, so you can compare visually
At N22S0O0a NP akKz2gy Ay UKSANI 2y O2f 21

Only the moon ADD TO COMPARISON

ROLE LOAD PROJECT TIME SIMULATION MILESTONE CHART COST SIMULATION LOAD SIMULATION FREE TIME PROJECT DELIVERY

REFRESH
All costs = All projects and all operations selected A -

Calculate scenarios
splitvice 225

W

Interval From Until
= PROJECTS Permonth * (8} 14072017~ (] 140120018~
© OPERATIONS Default (active scenario) X no Mars
B SCENARIOS
Il Project Fly tothe... [l Project Fly to Mars Project Fly to Ju..
=~ CALCULATE SCENARIOS I Froject Fly to Venus I Operation Monthly financial report Il Project Fly to the... Project Fly to Ju... [l Operation Month..
30,000 30,000
w 15,000 w 15,000
I
7,500 7.500

Oct 17 Nov 17 Dec 17 Jan 18 Oct 17 Nov 17 Dec 17 Jan 18 p




Role load calculations (metric 1 of 7)

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

A Shows where resources are not all used
AShows where you lack resources

AAssumes 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

AYou 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
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Role |

PROJECTS

OPERATIONS

SCENARIOS

CALCULATE SCENARIOS

oad calculations (metric 1 of 7)

c dle d 0 @ @ ﬁ’ :.
)

Defa ADD TO COMPARISON

RO DAD PRO 0 0 AR 0 0 OAD 0 R PRO D R
Display on load chart Select 2 role A A
Projects and Operations  ~ All Roles - U U
Project overview

Load in FTE's
= Pr:Flytothemoon === PrFlytol0 == Pr:Flytothesecondmoon ~  Pr:Flyto Andromeda = Pr: small 3rd test project
Pr: small 3rd project == Pr: project XY  =——= Pr:Project ZZZ =——Pr:ZZ-top —— Op: Monthly financial repot —— FTE's available
30.0
a
25 C olfe O
~ O
15.0
a
@, @, @, .
75
0.0
Jan 2018 Jul 2018 Jan 2019 Jul 2019 Jan 2020




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

_

15.0

7.5

0.0
Jan 2018 Jul 2018 Jan 2019 Jul 2018 Jan 2020
@ 1 /
14 Jun 2020
34.54

Total: 0.78 M Available: 18.80 M Fly to the moon: 0.03 [l Fly to 10: 0.00 [ Fly to the second moen: 0.00 Fly to Andromeda: 0.00 o 1/2[>

¢KS 3INBE& | NBFI akKz2ga GKS
and operations together. The green dotted line shows
K2g Ylyeé C¢t9Qa | NB | gl At
The solid lines show the individual projects and
operations

You can zoom into a certain period




Project time simulation (metric 2 of 7)

A Shows 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)

A The 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.

A Example: 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.

AYou 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

ALFT @2dz KIgS | t20 2F aK2NIF3ISa Ay @&2dzNJ N
futher to complete your portfolio (compared to each project viewed separately)
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Project time simulation (metric 2 of 7)
S p l_l t /I C e ; Calculate scenarios

Select a scenario to add

Execute one project L ADD TO COMPARISON

WORKING ON PORTFOLIO
R ROLE LOAD PROJECT TIME SIMULATION PROJECT DELIVERY TOTAL COST SIMULATION

Execute all projects (active scenaric)

Zoom in or out

O OPERATIONS
Task name Apr 2017 May 2017 Jun 2017 Jul 2017 Aua 20
B SCENARIOS
2 E9 XManer e The top level work

-~ CALCULATE SCENARIOS [ Mower design

Mower design k h
D Hyperdrive Engine Hyperdrive Engine pac ages are S Own
™ Assembly
™ Test driver
[ &3 X-Trimmer
[™ Engine re-design
[™ Test new engine
3 X-Plower

Collapse projects to see

more of them
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Milestone chart (metric 3 of 7)

AThis high level project summary is a variant on the project time simulation.
Alt shows only 1 line per project, showing the top level milestones
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