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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 Strategists those 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.
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Key concepts
- Projects versus operations
- Scenarios




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
machine, a web application, ...). This can be related to one customer order, or
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.
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Projects vs. Operations

Projects

* Defined on a strategy level because
you can decide to do or to not do
them (e.g. ROl not sufficient, not
enough resources, etc...)

* Work and expenses (budgets) are
defined and must be closely
monitored

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

Operations

* Defined on a work management level
because they primarily exist to make
sure the time spent on them is taken

into account

* Knowledge 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.
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Project work

* Each project requires a certain amount of work and money which you can define
in the project properties. This is the work and cost seen from a “high level”

* Typically, this is the “first estimate”. You get this when you sell a project from the
offer that was made to the customer, or, you get this from an initial study
regarding a new product you will be making

* Later on, in the work management mode, your Project Managers (PM’s) and team
leads will further refine this work to do in different work packages

* These initial estimations are already useful to see the impact of this new project
on your complete portfolio
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Creating projects or operations

* Work managers can create projects and operations

* However, a created project has not yet an impact on the portfolio.
Before it has, it must be made active first.
Making a project active is done on the strategic level.
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What is a scenario?

* Scenarios allow you to answer typical questions like:
- Will we make the deadline if we hire three extra engineers?

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

* Scenarios 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

* Scenarios 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

* There is always one scenario active. This is the “current” combination of projects
and their priorities you think is correct for your portfolio

* If 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

* The active scenario can be altered but do this with care. “playing” with it to test a
number of options, would always immediately impact your ongoing business and
priorities. It’s better to copy the current scenario to a new one and simulate this
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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Spl.”: /|Ce Ml Rocket Science Scenarios m <

WORKING ON PORTFOLIO Name /]

Rocket Sclence Default Active

DASHBOARD Do only operations @ 000
{5 ADMINISTRATION No Mars Copy

Only Andromeda T Delete

Only launch platform

@ STRATEGY

°¢° Scenarios

Only tech project

Default

Only the moon
B8 Full load —

single project
E Timi ngs

sTJ

@'a Resources

@ Cost

ﬁT’J Mandays

&2 Project Delivery
4 baselines

&2 WORK MANAGEMENT

=] WORK

You can define as many scenarios as you want, but you can also

modify the scenarios when you are reviewing the results \




Scenario - General

Add a new scenario

LSER ACCESS

GEMERAL PROJECT DECISIONS CPERATION DECISIONS MNEW PEOPLE EXISTING PEOPLE

Mame
Description Provide a name and optionally a description.
The description will be visible if you hover over the name
SAVE CANCEL of the scenario in the scenario list.
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Scenario — Project decisions

Add a new scenario

GEMERAL PROJECT DECISIONS OPERATION DECISIONS MNEW PEOPLE EXISTING PEOPLE USER ACCESS
[ Project /I Will be executed Weight Set earliest start date

2nd for weight execute [] set 100 setdate [  01/07/2020 d

Antwerpen leefbaar execute D set 100 D set date

Black hole execute set 80 D set date

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

If you decide a project is executed, you can
delay the execution. This can be for various
reasons, to optimize your portfolio or

Set the weight of each of the projects in because it depends on external data.

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
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Scenario — Operations impact

Add a new scenario

GEMERAL PROJECT DECISIONS OPERATION DE'S MEW PEOPLE EXISTING PEOPLE SER ACCESS
Operation From
SAVE CANCEL

* Add a change in operation decisions

* Choose the operation to modify. s
Choose a period, and the new load
. IP managemen -
on the different roles. e

From

E| 14/10/2017 -

o

E‘| 15/10/2017 -
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Scenario — People

* A 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

 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.

* The new people tab allows you to define extra resources

* The 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
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Scenario — New people

Add a new scenario 1. Click the [+] button next to the title

. . Q o
GENERAL PROJECT DECISIONS OPERATION DECISIONS NEW PEOPLE o 2. Give a meaningful name for these resources, like “new
project manager 1”.

SAVE CANCEL 3. Set a start date for this resource and its availibility

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

TRAINING

DETAILS ROLES

Edit user details
5. In the trainings tab, select how much training will take

N L - .
" e e Edit user details  in FTE’s of other people, e.g. 0.5 FTE for 10 days.

Availability 100 %
O Administration DETAILS ROLES TRAINING

Start date = 06/12/2019  ~ [ Astronout -

[J Lastdate = 06/12/2012 ] ceo

Sy |:| Deep admin Training at start consumes these FTE's:

I:I Electronics Electronics 0 For O working days
D Finance »COME LU
[J Mechanic Score 100 S p l..| t\/| ce




Scenario — Existing people

Add a new scenario

GEMERAL PROJECT DECISIONS ERATION DECISIOMS MEW PECPLE EXISTING PEOPLE LISER ACCESS

1. Click the [+] button next to the title

User to madify in this scenario  Harry Streets . 2. Select the user you want to modify in this scenario

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

‘ Name /M Roles

SAVE

Add user decision in this scenario

Decision for Harry Streets

DETAILS ROLES

O aiebiiy 200

O endaare = 6222009
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Add a new scenario

GEMERAL PROJECT DECISIONS CPERATION DECISIONS NEW PECPLE EXISTING PEOPLE USER ACCESS

[] Limit visibility to:

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

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




Spl.|t\/|ce ¥ Rocket Science scenarios m <

WORKING ON PORTFOLICH Name /s
Rocket Science -
DASHEORRD Do only operations @ 900
Ty
@ ADMINISTRATION Mo Mars ] Co Py
nly Andromed.
@ STRATEGY Only Andromeda Delete
; Only launch platform
°¢° Scenarios
Default Only tech project
% Full load Only the moon
single project
B Timings
5TU

@6 Resources

S—h-ﬂ Cost barit on default

ﬁ?’—' Mandays
&7 Project Delivery
E baselines

&2 WORK MANAGEMENT

=) WORK




* Enable the Strategy mode in the left upper corner

* Go to the scenarios overview screen

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

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
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Scenario calculations

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

* Really powerful is the possibility to compare these metrics for different scenarios

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

- Delay or cancel certain projects
- Impact of people decisions

- Adjust operational impact
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WORKING ON PORTFOLIC

Rocket Scence

DASHBOARD

03 ADMINISTRATION

@ STRATEGY
°¢° Scenarios

Default

B8 Full load

E Timings

\?ie Resources

O Cost

Rocket Science scenarios M <

Name T
Do only operations
Mo Mars

Only Andromeda

Choose scenario to simulate

Only launch platform

Only tech project

Scenario

Only the moon

. Default
2 hle project
STU D Mo Mars
Try for tral A
Cnly the moon

variant on defa

O

Cnly Andromeda

A, \ U 09099 N




When adding 2 scenarios, they are shown side by side
The scale of the graphs will always be the same, so you can compare visually

Projects are shown in their own color, so it’s easy to compare

: e
Calculate scenarios Cost 2 @ G
Rocket Sdence All costs ~ Al projects and all operations selected - GENERATE
DASHBOARD
Per quarter * B 06/12/2019 v 85 01/09/2021 -
152 ADMINISTRATION
=7 S Default (active scenari o) No Mars
‘;' Scenanos
40. 40.
30.. 30...
G‘a Resources w 20 w 20
11
—_— — — | —_— —
10. 10. —
63' Mandays
= = —
|| [ ]
63 Project Delivery 0 0
Q4-2018 Q2-2020 Q4-2020 Q2-2021 Q4-2019 Q2-2020 Q4-2020 02-2021
X Q1-2020 Q3-2020 Q1-2021 Q3-2021 Q1-2020 Q3-2020 Q1-2021 Q3-2021
ﬁ baselines
Il Froject Fl.. Project FI... M ProjectBu... 13 I Froject Fly.. Project Fly... [l Project Fly... U3




Role load calculations (metric 1 of 6)

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

* Shows where resources are not all used

* Shows where you lack resources

* Assumes 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

* You 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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Spl.|t\/|ce Ml Calculate scenarios Full load &

WORKING O PORTFOLIO . .
Show all projects individually M
Rocket Science
Show all operations individually v
DASHBOARD
All Roles v
{33 ADMINISTRATION From 5 06/12/2019  ~ Untl £ 06122020  ~

@ STRATEGY
STACKED VIEW LINE VIEW

':" Scenarios

Default (active scenario)

Full Ioad
Project overview
E Timings
&e Resources
@B Cost
50
&?J Mandays
83 Project Delivery 40
L
E4 baselines ., 30
& I
WORK MANAGEMENT L D :
20 i dieE
— i 158
10 4 oF
J -
0
9 16 Jan 2020 Feb 2020 17 Mar 2020 16 .
I Op: Monthly financial report Op: TestOperation1



Project time simulation (metric 2 of 6)

* 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)

* 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.

* 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.

* You 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

* If you have a lot of shortages in your role load calculation, you’ll notice timing goes a lot
futher to complete your portfolio (compared to each project viewed separately)
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! Calcul&Xenarios Timings Vv

ON PORTFOLIC

Rocket Science

DASHBOARD . .
Default (active scenario)

53 ADMINISTRATION

Project overview
@ STRATEGY
‘¢' Scenarios (%)
EX s
B8 Full load + [ Fly to the moon (unfinished) @)
E Timings + [ Fly to 1SS (unfinished) @
=] £ Build launch platform Build launch platform
@a Resources
|—'| find financing find financing
& Cost [ varia work

GEL Mandays [ test platiorm

[ electronic alarm

g3 Project Delivery

[™ 2nd round of financing

4 baselines [™ certify platform

|—'| Build custom truck
&2 WORK MANAGEMENT
=l £ 2nd for weight

B WoRrk [ we1

M wez




Project timing simulations combined

Use this button to combine 2 Gantt chart of different

scenarios into 1, rather than side-by-side

< scenarios Timings v Q Quick search

Project overview
Task name Dec 2019 Feb 2020 Mar 2020 Tlmlng differences
= £3 Fly to Jupiter :T“’a”u';:gi— become ObViOUS

Find financing Find financing -

[ Find financing Find financing Find financing

[™ very long work item

[™ Build base Build base

| Build base

Design Jupiter rocket
D g pite Ein Jupiter rocket

. Build rocket Build rocket
Build rocket
D Build rocket Build rocks
D Fly to Jupiter Fly to Jupiter

Fly to Jupiter

@l ™9 Che #n thn mann fndiniched il AN
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Resources simulation (metric 3 of 6)

* The resources simulation handles 3 views on the load on your organization

1. theload of FTE’s that goes to each project and operation.
2.  The unallocated FTE’s of all roles combined in 1 graph

3. The bottleneck roles and projects

* You can see this per month, per quarter or per year.
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SPL|W|Ce Ml Calculate scenarios Resources &7 =

WORKING ON FORTFOLIO . -
Show all projects individually v
Rocket Science
Show all operations individually v
DASHBOARD
All Roles v
¢ ADMINISTRA Interval  Per month ~ From [ 06/12/2019 - Until 5 06/03/2020 -
@ STRATEGY
LOAD UMALLOCATED BOTTLENECKS
‘t’ Scenanos
Default. (active scenario
B8 Full load
E Timings
500
@ Cost 400
8% Mandays g 300
B
= . :
ﬁ:‘ Project Delivery g 200
A baseiines I
100
{2 WORK MANAGEMENT — I
0
EI WORK Dec 19 Jan 20 Feb 20 Mar 20
I Cp: Monthly financial report Op: TestOperation1 Op: Binge TV 13




Spl.lt\/|ce M Calculate scenarios Resources

MWORKING ON PORTFOLC LOAD UNALLOCATED BOTTLENECKS
Rocket Science
DASHBOARD Permonth v &5 06122019  ~ = 06032020 ~

£33 ADMINISTRATION

Default (active scenario)

@ STRATEGY ~
'$" Scenarios o
120
B8 Ful load
100
E Timings
80
;
T 60
D cost 2
40
ﬁ?J Mandar
= 20
ﬁ’a Project Delivery 0 _//_
Dec 19 Jan 20 Feb 20 Mar 20
—— Rocket sciencist == Mechanic Electronics = Project Manager Administration = Astronout Finance




Resources / bottlenecks (metric 3/6)

h

Calculate scenarios Resources %

ED BOTTLENECKS

See what projects suffer from this
lack of resources

10
0
2000 MAMUJ JASON 2021 MAMUJI JASON 202 MAM E;p I I(:e

[0 FiytoISS  © FlytoJupiter MM Build launch platiorm [l Fly to the moon iz




Cost simulation (metric 4 of 6)

* Gives you an overview of all costs related to the selected scenarios
* You can filter on all costs or split up between people cost and expenses

* The people cost is based on the costs as defined in the administration. These can
be general or role specific.

* You can filter on one or more projects

* You can display on a monthly, quarterly or yearly interval and filter on a certain
start and end date

* Main goal of this metric is to show the impact of each of the scenarios from a
financial cost point of view. Using these metrics, you get an idea on when the
money will be spent
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SPUt\/lce M Calculate scenarios Cost

WORKING ON PORTFOLIO
Rocket Science All costs ~ All projects and all operations selected v GENERATE

DASHBOARD
Per month * B8 06/12/2019 e 53 06/03/2020 e

363 ADMINISTRATION

Default (active scenario)

® G

@ STRATEGY
‘$’ Scenarios (9]
ET
BB Full load 150,000
E Timings 125,000
1?'6 Resources 100,000
@ Cost w 75000
§9 Mandays 50000
2 Project Delivery 25,000 _
& baselines 0 Dec 10 20 ——
$ WORK MANAGEMENT Il Froject Fly to the meon Project Fly to Jupiter [l Project Build launch platform

=) WORK

Mar 20

12 p
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WORKIMG ON PORTROLIC

Rocket Sdence

DASHEOARD
&3 WORK MANAGEMENT
‘¢' Simulation

B8 Full load

E Timings

i“}e Resources

& Cost

%E' Mandays

Edit report

GENERAL PARAMETERS
From 1 year ago b
Undil today -
Interval  Per month v
Value Work in mandays -

Work in mandays: total = 341

Work In mahdays

90

80

70

60

50

40

30

20

10

0

Dec18 Jan19 Feb19 Mar19 Apri19 May19 Jun19

Month

Jul 19 Aug 19 Sep19 Oct19 Nov19 Dec 19




Man-days simulation — custom properties

* Define custom properties to your projects like e.g. the market they serve

* From then on, your portfolio simulation can break up the effort on this custom
properties soutvice <SR

E.g. here, we defined a
project property
“monitored by top
management” and filled
this in for each project

Click on a part of the pie-
chart and drill down to see
what projects contribute to
that metric value

1202 azam Qs
TestOperationt Fiy to Jupiter N Buid launch platiorm 2nel for weight L I WI C e




Project delivery (metric 6 of 6)

* Value vs. Work to do: Shows the number of days to deliver, for
each of the projects in relation to the number of mandays to
do.

The most interesting projects are high on the scale (high
value) and on the left (not much work any more).

* Value time: Shows the man-days to do for each of the projects
in relation to the delivery date.
The most interesting projects are high on the scale (high
value) and on the left (delivered soon)

* Weight timeline: Shows the man-days to do for each of the
projects in relation to the deliver day.
The most important projects are high on the scale. It’s good if
they are finished sooner (on the left) rather than later.

1111111111111111
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Sle tVice < Calculate scenarios Project Delivery

WORKING ON FORTROLIC

Rodket Sdence Default (active scenario)

DASHBOARD . .
Value versus work to do. Size = Delivery Days

503 ADMINISTRATION

@ STRATEGY
‘¢, Scenarios 3,500,000
EX e
3,000,000
B8 Full load
2,500,000
E Timings
2,000,000
fia Resources v
1,500,000
@ Cost
1,000,000
33 Manda
& s 500,000
gJ Project Delivery o o
0 500 1,000 1.500 2,000 2,500 3,000
[ baselines Man-days To Do
M Fly to the moon Fly to Jupiter Flyto 1SS M Build launch platform 2nd for weight

§2 WORK MANAGEMENT



Dashboard

H FAS
ItVice < Welcome, Jurgen Devlieghere 4 52 @ ®
Jupiter risks Project work log
D) DASHBOARD
Number of risks User Role Date jask Id Package name Time Logged Feedback
33 ADMINISTRATION
@ sTRATEGY
&2 WORK MANAGEMENT 1
=) WoRK
Medium High
Andromeda 9] Project milestone chart My new work items
Work package started at ~ Name Project/Operation Priority Due datt
30/01/2019 buldplatiorm b jupiter Medium
with materials
— % days 0012023 — — Des.. 22/02/2019 linked to design  Pr. Fly to the moon Medium
01-09-2022 — Roc
—— rocket 23/06/2019 electronic alarm P Build launch platf Medium
01052022 o - Build launch platform
01-01-2022 Tp"dw 29/11/2019 test for I Pr: Build launch platform Medium
— lan
01-09-2021 R
01-05-2021 N
01-01-2021 i
000 Project status
01-05-2020 Fly to the moon
01-01-2020
20% N - 01-09-2019
01-05-2019
0% 01-01-2019
0112018 0712012 01/2019 0712019 fepep—

01-05-2018 C)/
01-01-2019 01-01-2021 01-07-2022
1 1 . 3 6 (0]

1162 MD to do

Milestone GR2 expected by 27/11/2019 (target 01/07/2019, 149 days delay)
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Once you have defined the different projects in
your company, laid out the priorities and
determined what the best scenario is for your
portfolio, activate the best scenario and the
actual work management can start.

Work managers can now start to define the work
to be done by defining the different work
packages for the project. They finetune the
operations that are applicable to your business,
and define the workflows that work must adhere
to.
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Find additional learnings in these

Contact us for more information:
http://splitvice.com
support@splitvice.com


http://www.splitvice.com/tutorials

