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TransparentChoice builds around 4 key pillars

Qfa

B V), ] Organize data for ease of use and structure

()

Encourage debate to build data quality & buy-in \@ @

Use data visualization to maximise transparency

Use Al to enable fast iteration at scale @
q¢p
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Use Kanban process to manage two backlogs in one pipeline

1. New Submissions (0)

2. Resource Estimates (0)

3. Scoring (0)

4. Ready to Prioritize (0)

5. Must Do (172)

6. Should Do (23)

7. Don't Do (95)

Create a shared work-intake process
& assessment model for IT and
Business Projects

Use bespoke scoring models for Q ﬁ
each backlog, to create 'Plan A’ B @ ]
based on fair share of resource

Apply resource constraints, and optimize
backlog to allocate shared resources
efficiently & transparently
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Generate projects for prioritization
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Test Instance

Request a project

‘Welcome to the project request page. Please use the form on the right-hand side to request your project.
Once you have entered your request, the project management team will review your request and will get back to you with any
questions they have. Your project reguest will be evaluated against the overall contribution it makes to the business and in the

context of other projects and constraints that we have,

Thank you for requesting a new project.

* Project Mame

~ Project Set Up

Project Benefits Case

s
Link to d
s
Backlog
Choose., hd
Project Lead
Choose., v

Capture basic Set Up Data via
online URL to stakeholders

Qf
AND - OR, AV~

Import from backlogs from
Excel or PPM tools

-il

servicenow.

| . b
planview.

Click here to see an example
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https://test.secure-decision-cloud.com/#/report/f3c4b6d5-4d3b-4ebc-83fb-09b0cb0fe4b5

Define Resource 'pots' that will be shared between backlogs, then
capture estimates for each poroject

~ Resource Requirements
Resource can be money, effort

rEUSiEESf' Ijt:s.c:uurce OI' a.; COmbiIla;tiOIl - the key iS o Q ﬁ
that both backlogs sharean | ... 8 ¢ =

IT Resource: Network Engineers

Mumber field aJpp I’O aCh _\:IUH

This project is Super and will add value by Making Cool Things

IT Resource: App Devs

Number field ~ IT Team Support - Days

IT Resource: FM

IT Resource: BA IT Resource Requirement —
Mumber field B o
IT R | ork Er eers

IT Resource: DBA =
Mumber field E—

Filter by list: Group by text attri
IT Resource: PM All v No grouping
h 'JI'“'IbEF :i'E|d T Resource: BA
IT Resource: Security

- T Re e Sys Adm
Mumber field
4
Drag a column header and drop it here to group by that colurmn Estimated number of days required to complete project
IT Resource: SyStEI‘I‘I Admin MName : T Resource: Network .. : IT Resource: App Devs & T Resource; BA| IT Resource: DEA
Mumber field
Edit Praject 1 2 7 0
; Edit Praject 10 4 3 5 I
IT Resource: Testing : | ﬂ
Number field o ; 6 3
Edit Praject 101 15 32 32 D

IT Resource: Total
Calculated field Edit Project 102 0 & 10 10 ‘

transparent
Total Resource Requirement . & choice
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https://test.secure-decision-cloud.com/#/report/f3c4b6d5-4d3b-4ebc-83fb-09b0cb0fe4b5
https://test.secure-decision-cloud.com/#/report/f3c4b6d5-4d3b-4ebc-83fb-09b0cb0fe4b5

Create 2 AHP models with either shared or bespoke criteria (or a mix)

IT Requirements

B 1. Project Benefits (IT Projects only)

Enable better ways of working for IT team

IT Specific

Business
Criteria

Project
Criteria

License Fee saving from contract reduction

Criteria

Manpower savings from productivity
B8 2. Risk Reduction

Improve system resiliance

&= 3. Project Complexity

Reduce liability from Technical Debt {e.g. unsupported systems)

Compatibility with existing techmology

Reduce nsk of secunty breach [cyber, data etc.)

Delivery
Risk

Level of reliance on third parties

Potential for disruption to ongoing operations

&= 4. Project Readiness
@ Debating CriteriaJ iS aJ really Availability of technical skills required
8 @ useful exercise for a

m m leadership group

Commitment level for Senior Sponsorship

Business Requirements

= 1. Project Benefits {Business-led projects)
Dieliver strong ROl on benefits caze
Dirive Owerall Revenue to Sx by 2028
Enable cost savimgs of $y within the next 18 months
B 2. Strategy Execution
Achieve Market Leadership by 2026
Dieliver Big & Strategic Initiatives
Improwve Customer Experience in key contact points
& 3. Broader Organizational Commitments
hake the company a better place to work for our colleagues
Reduce risk linked to reputational damage / PR liabilities

Support the company commitment to delivery Net Zero by 2035

-

o O transparent
choice



Weight each model to build AHP framework

Use Pairwise Surveys... as a team sport Generate bespoke weight set for each model

1. Project Benefits (Business-led projects) 2. Strategy Execution 1. Project Benefits (IT

Projects only) (14.6%)

4. Project Readiness (17.2%) —

O More important ~ O More important ~

1. Project Benefits (Business-led projects) vs 2. Strategy Execution

Average (1.64) 9 8 7 ] 5 4 3 2 3 4 5 (5

IT Manager 12 9 =] 7 5 5 - 3 2 1 2 3 - 6

IT Manager 10 Q 8 7 5] - 4 2 2 1 2 E 4 5 5]
IT Manager 13 9 8 7 ] 5 - 3 2 1 2 3 4 5 6

IT Manager 1 9 g 0 B 5 - 2 2 1 2 2 - 3

IT Manager 11 9 =] 7 5 5 - 3 2 1 2 3 - 5 6

. 2 Risk Reduction (30.6%)

.4
+

b
4
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Click here to see survey



https://test.secure-decision-cloud.com/#/survey/7d7e7499-573c-4e33-a9fe-41476605168c/3fe21802-9834-4998-88ab-719802cf3aa8

Score projects as a team using the right people for the job

Match subject matter experts to Share scoring to reduce noise, and identify
criteria to score projects areas of disagreement

m Archived | How would you rate: Project 1

&= Business Projects o th toxt of Availability of technical skills required?
Business Person 1 | Business Leader Owner: Dan Dures e Context O Avaliabliity Of Technical SKIs required:

E

business person_1@tchdummy.com

Panelists: 20

Business Person 10 Attributes: 9/33

business person_10@tchdummy.com o c Drmioetc ‘
FTOecis BUSINEss Frojecis

0 - Dangerous Risk

Business Person 11 Business Leader This project has the potential to go horribly wrong.
business person_11@tchdummy.com - 7 Review | | Save scores | | Actions - |
25 - Potentially Dangerous Risk

This project has significant risk with no clear solution in place.
Eﬂ Archived |

& IT Backlog Scoring 50 - Manageable |
IT Manager 1 Leader Owner Dan Dures This project has risk, but it's ﬂ\FEI"EIgE [2 5]
it manager_1@tchdummy.com
Panelists: 20 75 - Low Risk
IT Manager 10 Leader Attributes: 6/33 This project only poses lo .
it manager_10@tchdummy.com :"’:_i'C—l_".E IT FI'D_iECtS. pr‘:“_l E":t LEEId 1'|:|
100 - No Risk

IT Manager 11 This project poses no mea

| Save scores || Actions ~ |

q_'hl.'_-.u..
i

Project Lead 11

it manager_11@tchdummy.com

Project Lead 15

Eﬂ Archived |

Froject Lead 1
project lead_1@tchdummy.com

& All Projects - Risk Review

Owner: Dan Dures

e g = Ta
Panelists: 20

Attnibutes: 6/33
Projects: A +'

wr transparent
Deview H Save SCores || Actions - | & choice
Click here to see survey

Project Lead 10
project lead_10@tchdummy.com

Project Lead 11

project lead_11@tchdummy.com
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https://test.secure-decision-cloud.com/#/estimate/86b6bae9-3aa5-46c2-89c1-5b0dc22153e1/180ce96d-e2ca-4605-b5e5-e7d8cdb9ce05

Resource + Scores = Prioritization Matrix

All Projects

Value is the output B .
of our AHP model - [ Coee
the sum of o I °
weighted sub- all °
criteria scoring .. D

Project Cost

Cost is generated using the resource estimates - this

means we dif

Click here to see report

‘ferentiate easy projects from hard ones

Legend [

+

%

l Generate one chart per portfolio
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https://test.secure-decision-cloud.com/#/report/f030d210-6a51-4878-b1c3-36b22eaf8158

Apply Prioritization Matrix best practice for classification of projects

y- % 0 ©
V \ o6 o,
o
> bQCkPQCk Pet

]
=
<
>
i)
Q
=
2
a W

@j fillers
A
X

A irojects
B Project Cost

Start initial discussions using the same language tor .
bOth pOI’thliOS &{} transparent
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Use Value for Money to generate project rank - The Efficient Frontier

Efficient Frontier

All Projects (copy) (IT PO I't f()]j_())

g _
r—
S
2 o
Q
2 oo
Q
O w0 °°
3 =T
o
Q
s ]
& 00 ®
> 00
3 .5
~ o Efficient Frontier
r— Aot cop . . e -
- " (Business Portfolio) =
O —
ooooo
M‘”’MD
-~
P

Cumulative Project Cost ! /

Using Value for Money, this view sorts projects
from best to worst .

we transparent
& choice

Total Fusonrca Raguiremant

Click here to see report



https://test.secure-decision-cloud.com/#/report/f030d210-6a51-4878-b1c3-36b22eaf8158

Apply prioritization outcomes based on data, for both portfolios,

separately
J{ pet don't do
i projects Long tail for value - cut \ ld dO‘d on't d O‘
\
A
( :; ‘ L A Lk m ‘

| | |
| | |
- | | |

cumulative cost a

Generating these cut-offs is key to
allocating resource - that comes next

@} backpack ~ Could go either way, based

fillers on resource availability

cumulative value

4 transparent
& choice



Decide on how resources get shared between portfolios... for example

IT Projects

25%

50%
Flex

25%

Decide on 'minimum’
allocation of resource for IT
to pick 'must do' projects

Repeat for the business
portfolio's 'must do' projects,
but leave some 'flex' resource

Allocate remaining capacity
as 'should do' items across mix
of IT & business portfolios

Optimisation picks best value
projects based on resource

constraints you define

)

é

Se):

s | |

Final 25% shared with optimization objective Merged Model Score
No description - . -
Optimize with Al

Resource constraints (8)

& IT Resource: Network Engineers  from IT Resource: Network 500
Engineers

& |T Resource: App Devs from IT Resource: App Devs 300
i IT Resource: BA from IT Resource: BA a0
%% IT Resource: DEA from IT Resource: DBA 200
28 |T Resource: PM from IT Resource: PM 300
& IT Resource: Security from IT Resource: Security 500
& |T Resource: Testing from IT Resource: Testing

& IT Resource: System Admin from IT Resource: System Admy

days

days
days
days

days

days

in this example 500 days of each type of

I'T resource is being optimized

+

™~
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Optimizer applies resource constraints to optimize 'total value'

Select projects for Select Projects for 50% __ .
allocation to Biz Optimize with Al
A recss com) Efficent Frontier

& scenariocs #edit [Qcone £ refresh

Congratulations! All resolved.

Accepted (113) Rejected (85)
Project 147 x Project 76 x $
H

- -

- - - a - X :90 o °
2,082 Dooo
OCPOOD
. . &

. .

| [} 'I 1062

Resource: App Devs... @l [T Resource: BA: 4795 @ IT Resource: DEA: 480 B IT Resource
5‘3 . “:;‘5 Total R;suurce Requirement 35“5 e

Broadly follows efficient frontier but Al will look for ways to
make use of all resource available

p
33 |
1375.32 '

VALUE Resource: Netwoik ...

+
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Push Al driven lists back into Kanban to start a focused selection debate

5. Must Do (172) 6. Should Do (33) f. Don't Do (95)

Chosen with core budget Chosen with flex (split between ‘There is not enough resource
allocation I'T & business) to do these projects
O O
50% 2570 2570
We're not reviewing the whole list...we're asking 2 questions: W :
(1) Are any 'don't do' items actually too important to ignore?
(2) If yes, which 'should do' items will make way for them? 4

transparent

& choice




Make manual swaps but stay within resource constraints

Network Engineers - Total Backlog App Devs - Total Backlog BAs - Total Backlog

3,591 3,832 3,874

Max: 2,000 Mac 2,000

PMs - Total Backlog Security - Total Backlog Testing - Wotal Backlog

4,086 3,811

Max: 2,000

Metwork Engineers - Must & Should Do

1,985 1,968 1,953

Max: 2,000 Maxc 2,000 Mz 2,000

PMs - Must & Should Do Security - Must & Should Do Testing - My
1,978 1,979 1,974
Max: 2,000 Max 2,000 Max 2,000

Click here to see Report

BAs - Must & Should Do

)
o

e
R=]

T 3 3 T 3 3
= = = = =

T T T T T
o g 8 8

roject 44

DBAs - Total Backlog

Checklist

Are any 'don't do' projects critical?
Syeem i ol Becic Does any scoring look right?

3,604 Can I unblock any bottlenecks?
Collect stakeholder feedback
Does everyone buy into the model?

DBAs - Must & Should Do

1,978

Max: 2,000
Status oD ... : IT Resource: BA 2 R
. =m EEEE O
B o BN O
7. Don 4 4
7. Don
7. Don
7. Don
7. Dor
= o [
i g
: |
EEE s = 4+
a i
7. Den 13 - — n

™~
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https://test.secure-decision-cloud.com/#/report/7ca2d89b-64e5-4903-8fdf-e84c79597677

Check proposed portfolio for balance & startegic alignment

p—— Portfolio Metrics

140

[

=
80

#
80

-
- 10

B Eusiness CheCk].iSt

T Is this 'fair' - and does this matter?

Are we missing a key project for one criteria?
Does our portfolio match our criteria weights?

Approved Projects - IT Resource m = Don't Do Projects - IT Resource m -
12000 2
0000 10000
- Proiect Criteria S
. . Iroject Lriteria oCores
Cirag a column header and drop it here to group by that column
= Mams H Description E Status i Enable batter ways of werkin_.. : Improve systern resiliance E License Fee saving from cont... : Manpower savings from pro._ Reduce liability from Tech... + 3 Reduce rick of security breac.. i
) ) This project is Wonderful and will N —
200 | add velue by Increasing Margins
This project iz Marvellous and wiill
- st vaaoy ddang ot | 7.0one = T T
Revenue
This project i Wonderful and will
add velue by Increasing Margins
i This project i Jolly Good and will
- add wvalue by Making Cool Things
This project ks Wondarful and will
add velue by Reducing Costs
This project i Quite Mice and will
h add value by Reducing Costs
Thiz project iz Marvellous and will
GED -
Thiz project i= Jolly Good and will
Systemns
Thiz project i Jolly Good and will
° add value by Making Cool Things - ﬂ

. . ® N7 transparent
Click here to see report Click here to see report & choice



https://test.secure-decision-cloud.com/#/report/7ca2d89b-64e5-4903-8fdf-e84c79597677
https://test.secure-decision-cloud.com/#/report/7ca2d89b-64e5-4903-8fdf-e84c79597677

Use Efficient Frontier & Prioritization Matrix to review Al suggestions

B Eusiness
A 5. Must Do A
. ] T
2 wE e
S N W
S x
Ay . o
> :
5 % 7. Don't Do final debate... happy
5 X ]
: ; " with the model and the
) AL A & N A * o ¥ .
“ AR )z L T * choices?
/(W 6.Should [l -r
Do X ~ -

-*-!”\

we transparent
] choice
Click here to see report



https://test.secure-decision-cloud.com/#/report/7ca2d89b-64e5-4903-8fdf-e84c79597677

Further Resources

“ Webinar with Deep Team, Partner
4

Book a Call with Customer Success

> 2

transparent
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https://www.transparentchoice.com/content/transparentchoice-accountability-impossible-without-prioritization
https://content.transparentchoice.com/schedule-dd
https://content.transparentchoice.com/schedule-dd
https://content.transparentchoice.com/schedule-dd

