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Green Until It Isn’t

Every one has seen this story.

HOW It usua"y unfOIdS Status looks fine — right up until it doesn’t

* Project is green for months

* Steering committee feels
comfortable

* Risks are known but not escalating

* Milestones quietly move
The blind spot

* Resource pressure builds fenorted (RAG)
=@== Reported status

° Then SUddenly___ the project IS in =@= Outcome confidence
M1 M2 M3 M4 M5 M6 M7 M8 M9
trouble

Let Rego be your guide. regoUniverSi’[y2026




he Question That Started Our Journey

“Could Clarity data help us see the warning signs earlier?”

Every record is a signal

Investments, projects, resources, * All of that delivery and portfolio data
financials, risks, issues, roadmaps, quietly creates signals about what is
benefits and status really happening

The original ambition was simple: use data to predict risk earlier.

Let Rego be your guide. regOUHiVerSity2026
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he Spark: Clients Wanted Predictive Analytics

We started with a very logical assumption.

What we believed What we set out to predict
* Clarity data could predict future delivery * Project failure
outcomes * Schedule slippage
 Different roles need different predictions * Project health
* PMs, portfolio, resource managers and execs e Resource constraints

each need their own view : . .
* Financial variance

* Algorithms could surface problems before
status reporting did

Let Rego be your guide. regOUﬂiverSityZOZE)



Phase One: Building Predictive Metrics

Logical start point... dashboards. That got hard, fast.

What we tried What got difficult
* Built dashboards around predictive metrics * Predictive queries became complex very
* Wrote queries to calculate risk indicators quickly

* Created an event capture solution and an * Some queries ran slowly, even on small

initial set of metrics we believed mattered databases
- Drew on status, tasks, risks, financials, actuals, * Good development data was hard to create.

ETCs, allocations, timesheets, benefits & We had to simulate change over time

system events

Let Rego be your guide. regOUﬂiverSity2026



he Moment the Room Taught Us Something

RegoU 2025, the reaction that changed our direction

mediate Needs

A profects

What we showed

® ISOoveTuetEsS @ ZNgNTSKEm @ 48

Tabie Data Variance of Hours Project Labor Costs Variance

* Predictive Analytics dashboards

Timesheet Test Project +664n @ ITIL Platform Upgrade

A . . . - Cybershield Security Suite Nann o @ NexiGen Innovation s20c @
Mu tlp e metrics and views ,
- Project Health
Burn Rate Trend

e Project Health Metrics jealth Score
Preaciue Friertal Resource Adds

* Data-led indicators of possible future risk ' | —

Security Suite 93

ect Name Bur

ITIL Patform
Upgrade

Predictive Resource Recommendations

. Prioritized tasks by project health, due date, and effort Moschfbom Rwwouation _ _ e
v e Project ool I w
Task Project status Due installation
- . Y Priority Allocation (%)
Fisgged Tasks & Resourcs Suggest | — | .
Finalize budget  Project 2
1 N -— 40%
sk ETe Hat review Phoenix ® days
Solaris Health .
Systems o
QAcittical bug Project
1 ’ -— 0% 1day
- ﬂx Nova ®

2 Update risk log Project Atlas 15%
r

Prepare sprint Project ® 8

demo Orion days

Insight
o gl

Focus on red-status projects: Phoenix & Nova require immediate attention.

Let Rego be your guide. regOUHiVerSity2026




he Moment the Room

aught Us Something

RegoU 2025, the reaction that changed our direction

Pregicive Imimeciale Nesds

A progects
umimary Snapshot H Predictive Project Performance

® 1o Analysis of project hours & budget vs. plans

Variance of Hours Project Labor Costs Variance

Trending flast 4 weeks| Project Variance status Project Variance  Status
Timesheet Test Project w664n @ ITIL Platform Upgrade w550k @
CyberShield Security Suite NaNh @ NexiGen Innovation sk @

RedRock Geo Expansion
Project Health

e
precc
/) | ] "
— Ect Nam B
iz asks by prc I
Task j
- Priority (%)
— post )
. [} —_—
" cwe ' review  Phoenix
9 o -—
b K log .
pare sp |
L doys
o Imnt
Focu projects q

Let Rego be your guide. regOUHiVerSity2026

The dashboards looked too complicated

Customers did not want more interpretation
work

They wanted the product to tell them
What the problem is
Why it matters
What to do about it



he Data Was Powerful, But Not Predictable

Clarity data is valuable, but not consistent enough for one standard model.

What we discovered Why this mattered

* Clients use Clarity in very different ways * A standard product would need customer-

e A consistent set of metrics was hard to define specific tailoring

* Different configurations reinterpret the same * The more accurate we tried to be, the more
data complex it became

« Data quality varied significantly across * Bad data can create false confidence or false
environments warnings

e We had to restrict metrics to areas less * Prediction cannot be trusted unless the data
exposed to bad data behind it is trusted

Let Rego be your guide. regOUﬂiverSityZOZE)
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Phase Two: From Dashboards to Warnings

Instead of asking users to interpret data, trigger warnings and recommend action.

(2 Warnings 11 () Recommendations 3

Phase 1 — Dashboard-first

Jan 29, 2026

Risks & Issues 3 recommendations | Jan 28, 2026

High Volume of Unresolved Issues Prioritise Issues by Impact

More than 50% of the issues associated with this investment are overdue or have resclution Review overdue and near-term issues and rank them based on impact to milestones, cost,
dates wilhin the next 14 days. This indicates that active praliams are not being resoived benefits, and compliance. Avoid treating all issues equally. Focus on those that threaten

Mabile Timesheet App  PROO1 critical outcomes

® Ignore £ Snooze v () Complete

Jan 29, 2026

Schedule 5 recommendations | Mar 18, 2026

na

High Volume of Overdue Tasks

More than 50% of open, non-milestone tasks are past their due dates. This reflects

breakdown in execution discipline and task management. Work is not progressing. Remove Systemic Blockers
RedRock Geo Expansion 1 PRODS Look for patterns across issues (e.g. shared dependencies, vendor delays, approval

bottlenecks, resource contention). Multiple issues with a common root cause indicate a

structural investment constraint, not isolated problems.

2026 * Ignore £ Snooze (z) Comple

Jan 29, 2026

Schedule 5 recommendations | Mar 18

High Volume of Overdue Tasks
More than 50% of open, non-milestone tasks are past their due dates. This reflacts a
breakdown in execution discipline and task management. Work is not progressing.

ITIL Platform Upgrade = PROO3 - -
P Reassess Delivery Plans and Assumptions
Validate whether current schedules, budgets, and resource plans still reflect reality given

the active issua load. Continuing with outdated plans increases the likelihood of late-stage
Schedule 5 recommendations | Mar 18, 2026

s

surprises.

High Volume of Overdue Tasks
“ . . ” More than 50% of open, non-milestone tasks are past their due d; . This reflects a
Too complex — more insight, but more work breakdown in axecution discipline and task managament. Work is not progressing o S

Let Rego be your guide. regoUniverSi’[y2026
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The Reframe: We Were Solving the Wrong Layer

The opportunity is an intelligent PMO decision layer.

We started with We now believe

Predictive dashboards Intelligent warnings

Algorithmic metrics Signal interpretation

Static warning messages Context-aware recommendations
Project health scores Outcome confidence

More data visibility Earlier decision support
Analytics as a product Predictive PMO as a capability

Let Rego be your guide. regOUHiVerSityZOZE)



13

Our New Direction: Signals Engine + Al Agents

Structured Clarity signals, interpreted by Al.

From raw Clarity data to a PMO decision — in four moves

Clarity PPM Data

® Projects & schedules

@ Resources & allocations

® Financials & forecasts

@ Risks & issues

® Benefits & outcomes

© Status & timesheets

PMO

Decisions

Signals Engine J\| Agents What is the warning?

SQL + business logic Interpret the signals What evidence?

Summarises key datapoints Explain why confidence

. . ; - Why it matters
Consistent evidence per is changing Y

investment — no raw DB dump Generate recommendations

. What action?
in your PMO language

Who to involve

What to watch next

Let Rego be your guide. regoUniverSi’[y2026
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Why This Direction Matters

If we summarise the right Clarity signals and use Al agents to interpret them, we can help PMOs
understand what is changing, why it matters, and what action to take.

The product should answer:

What is the warning? What evidence supports it? Why does it matter?

Who needs to be involved? What should we watch next?

Let Rego be your guide. regOUHiVerSityZOQE)
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What 24 Months Taught Us

Five lessons that reshaped our direction.

Prediction is easy to want and hard to define

Status is not the same as outcome confidence

e Data quality is not a technical detail

A prediction without explanation creates doubt

e A prediction without action creates theatre

The biggest lesson: prediction only matters if it changes a decision.

Let Rego be your guide. regOUHiVerSityZOZE)
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Earn Rego University Certifications and Professional Specializations

Your participation in this class may count toward Rego University certification progress.

Certifications Professional Specializations
Build recognized Clarity expertise. Deepen your skills in focused topic areas.
Complete 10 eligible learning units Complete 4 eligible learning units within a selected
within a certification track. specialization, with the option to earn multiple specializations.

regoUniversity %

LAY T
regoUniversity
Best Practice Best Practice
Clarity Lead
Certification
Program

* K Kk

Best Practice Best Practice Artificial

Reporting & Technical
Clarity Administrator Clarity Lead Intelligence (Al) Analytics

Important: Complete the class survey in the app after each session so your credits can be tracked.
More info: https://regouniversity.com/certificates

Let Rego be your guide. regoUniverSi’[y2026
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hank You For Attending Rego University

Instructions for PMI credits
* Access your account at pmi.org E/’ Let us know how we can improve!

* Click on Certifications

Don’t forget to fill out the class survey.

* Click on Maintain My Certification
* Click on Visit CCR’s button under the Report PDU’s

* Click on Report PDU’s D Phone

* Click on Course or Training 888.813.0444
* Class Provider = Rego Consulting ' .

e Class Name = regoUniversity

* Course Description |
e Date Started = Today’s Date Emai
info@regoconsulting.com

* Date Completed = Today’s Date
* Hours Completed = 1 PDU per hour of class time
e Training classes = Technical

Website

WWW.regouniversity.com

Let Rego be your guide. regoUniverSi’[y2026
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