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TONIGHT’S AGENDA

Maximizing Business Value thru IT Stage Gate Governance

* Keurig Green Mountain Overview
* Initial Business Problem
* Solution Stand Up

v" Design Principles
v" Execution Approach
v" What to Avoid

* Solution Realized

* Business Value Realized

* Where we are Headed Next
* Feedback & Close

{EURIG

GREEN MOUNTAIN



ST i o LAALLL]
| By
} T - 1 I L
] & ‘l 3 {8
¥, i)
& .'.. g Ll— <




P




BRANDS\ _ 282,220

WTHE KEURIG" SYST

People in our supply
chain engaged to
significantly
improve their
livelihoods through
Keurig funded projects

NET SALES
g INNOVATIVE
COMPANY

VARIETIES

IN THE KEURIG® SYSTEM

WASTE DIVERTED Wa red
FROM LANDFILL fi d

S
o
88 Yo
through Keurig funded projects KEURIG" BREWERS

NEW BEVERAGES: g W w1 SOUR TOPB
.-»' 20‘0+ VARIETIES ; EMPLOYEES s” COFEEE
20+ ERANDS SOURCE ol 63“ MAKERS

Yo

Fasturing Grasn Maurdais "-\ h:r daiur MII..-:-
(=i 'l'n:IP'Hhcll.-Ph G _‘
4, Mousten Colies” Organic

EMPLOYEES
GLOBALLY

mLm.h,Mn- -
_ . ﬂ VOLUNTEERISM
. AMERICA'S VY S
: SINGLE RV SREY B 55%
! SERVE ol Sy r PARTICIPATION
SlEVEK | ## | COFFEE [= -
MOUNTAIN | BRAND OVER 62K

S e T e N TOTAL HOURS

52wk parind ended A5



8 PRODUCTION FACILITI

2 R&D FACILITIES

6,000+ EMPLOYEES

425+ ENGINEERS & SCIENTISTS
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IT STAGE GATE - INITIAL BUSINESS PROBLEM

Enabling One Conversation Focused on IT Project Intake & Execution

Control
Priority
Oversight
Definition
Linkage

* Execution
* Qutcome

Multiple paths available for IT Project Launch
All projects were equal and typically approved
Little to no follow up thereafter
The ‘Challenge of Gate O’

No tether or tie back to:
e Execution Strategy

e Ownership

e Budget

* Resources

* ROI

Projects launched fell into Silos
Little to no assessment of Business Return

Needed: One common conversation with consistent criteria for
evaluating project delivery on a level field of Governance
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APPROACH TAKEN

Look-Back over Culture, History and Best Practice before Jumping In

Design Principles: Execution:

- Flexible & Supportive - Top Down Executive Support

- Universal across IT - Full adoption - No exceptions

- No “Kill Boxes” - Timed to start of Fiscal Year

« No “Spin Loops” - Phased Roll-out

- | = P ® QO Logic v' Project Intake

- User Friendly across IT v' Delivery Excellence

- Leverage Existing Assets v' Strategic Road Maps

- Scalable to Organization « Functional Roadmaps

- Graduated by Tier - Collaboration Across Enterprise

Something unique to ...willingly adopted for

Keurig Green Mountain... added Business Value.
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AND WHAT WE WANTED TO AVOID
Let’s Face it, We've all been there...

Avoid putting Single
Individuals in the path
toward approval and
delivery — Anchor on
multi-perspective
collaboration for
decision-making

Use clear and
unambiguous
business terms,
language and

metrics — Don’t
make stuff up.

Use Relevant Gate
W Criteria — Gates
reviews must
meaningfully
contribute to
outcomes

No Ambushes —
Be clear about
Expectations,
Preparation
and Outcomes
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KEURIG IT STAGE GATE PROCESS

Full Life-Cycle Governance for IT Solution Development and Operation

* Whatis it?

IT Stage Gate is the Keurig IT Organization’s process to manage the expenditure of Capital,
Expense, Labor and Assets for execution of IT Projects while negotiating the operational
constraints for overall IT delivery of strategic initiatives and capabilities.

* How does it Operate?:

> Is driven by IT Functional Roadmaps to identify, prioritize, and execute IT Projects aligned to
Business Strategic Objectives and Initiatives

> Operates within the Annual Operating Plan (AOP) budget and process boundaries
> lIsinclusive of Project In-Take and Delivery Excellence processes
*  Why have it?:

- Establishes a consistent IT Governance Framework and Methodology

Provides for Project Delivery Excellence and Financial Performance Scorecards

Coordinates execution of multiple sub-processes through Project Life-Cycle execution

Links AOP (Finance) and PPM (IT) processes and systems for planning and execution efficiency

Creates an operational basis for alignment and reporting on Keurig Strategic Initiatives
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IT STAGE GATE PROCESS

Full Life-Cycle Governance for IT Solution Development and Operation

Is .the Is the Scope Is the Is there a Are Actual Were What ar.e
Business . Is there a Business & the on-going
of the Solution ROI clear Costs .
Problem . . o clear plan . Technical Support
. Opportunity Feasible & definition of tracking to -
valid & . for Success? Objectives needs &
. known? Realizable? Success? Forecast?
actionable? Met? Costs?
Project Intake Delivery Excellence
ﬁ Identify ﬁ Define Propose Launch Verify Track Validate Assess
Pl Framework
Initiate Plan Execute Close
Problem Impact ROI Project Project Project Project Operating
Statement Assessment = Assessment Charter Schedule Forecast Deliverables Budget
Cost CAR Project Solution Project Lessons Follow On
Case Request Baseline Design Actuals Learned Project
Architecture Resource Project Schedule ROI
Plan Requirements Updates Validation
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STAGE GATE 6 — PROCESS ORIENTATION

Verification that Progress is Tracking to Budget & Time Constraints

Project Intake Delivery Excellence
Identify Define Propose Launch Verify ﬂ Track Valldate Assess
IT Governance: Are Project Actuals tracking to Forecast and
Budget and / or are Project Variances within acceptable
Tolerances
Pl Framewg

Note: Phase Duration and Criticality may
require Iterative SG6 Reviews (Depending Initiate Plan
on Tier, Status, Budget & Risk)

PM Governance (Execute): Are Design, Development, Test and

. . . . . li |
Launch Deliverables progressing with acceptable Quality & Risk? Forecast ~Deliverables

PM Governance (Close): |s the Project Complete with Z"t’jeclt I':::i::;

respect to Objectives Reached and Deliverables Made? cuals B
Re\{i(?w Level of Effort Guidance & Schedule LY
Activity Template Updates Validation

Preparation| 2 -4 Hours

EF"‘ Y
1 Hour =

IT 5G6 Guidance
Template

Delivery

Follow Up TBD from Review
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RESULTS - IT STAGE GATE BY THE NUMBERS
Seventy-Eight Projects Proposed with S51M spanning FY16 & FY17

IT Projects by Spend Category
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Total Projects Total Recuested Total Requested Total Requested
FY16 AOP Spend Category Ali ti—
i VR 1) Reviewed OPEX CAPEX Budget

Digital u

(E1[E] 4

Mandatory - Compliance & Regulatory 12

Functional Priorities 13

Productivity 3

IT Tools & Infrastructure 14

Grand Total 78 - - - -

Digital and Mianutacturing lead Strategic Alignment In
Overall Spend with Finance and IT contributing to
Overall Project Count with incremental Functional

and Operational capabilities

IT Projects by Project Tier

Outer Ring:
Total Spend
H Tier 1
M Tier 2
Tier 3
H Tier 4
Inner Ring:
Total Count
Total Projects Total Requested Total Requested Total Requested
FY16 AOP Spend Ali t
: penic (ateeoly Mininen |7 Reviewed OPEX CAPEX Budget
Tierl 14
Tier2 16
Tier3 22
Tier4 i3
Grand Total 7 = - - O

Heavlly oriented towarad large-scaie un-rremise
development with 70%+ of Spend / Resources
concentrated in Tier 1 Project Delivery —
We do Big Stuff.
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BUSINESS VALUE REALIZED

Integrated Financial Management and Project Portfolio Management

* Operational Excellence — Focused the efforts of many onto a consistent and regularly executed process for IT
Project Identification, Validation and Launch
Optimized Scheduling for IT Leadership
Consistency in Definition and Decision Making
Standard Templates / Repeatable Process / Referenceable Documentation / Consistent Results
Process Interlock: BRM Function with Finance / IT Delivery

* Decision Making - IT Stage Gate decision on Spend and Resources ‘systematically locked’ into affiliated
processes / systems for downstream control
AOP — Financial Management: Forecasting and Actuals/ Depreciation
Planview — Project Management and Delivery Oversight

*  Process Orchestration — IT Stage Gate is being leverage to trigger alignment and execution of integral supportive
processes according to one overall Operational Framework
Enterprise Architecture Review Board (EARB)
AOP
Project Delivery Excellence
Forecasting / Actuals / Accruals
Procurement
Time Management (Evolving)
IT Steering Committee (Future)
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THE ROAD AHEAD

Moving from Coordination to Orchestration

FY16 — Process Stand Up

Focus: Establishing a
repeatable process with Focus: Driving integration and
standard tools and templates | optimization of critical parallel
with primary emphasis on processes that need to work in
Project Intake concert across full Project
Lifecycle
) "y Development™ - ~ ITSteering D ~_
romecae Wp(rmeve W Cwevods | romgeeae) (e
S o) Gy /
~_ AOP Forecast -
process Domain ( Msisgecate ) ([eadertin) (M0 D) (ygnigemine) | mevwerure | "o
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IT STAGE GATE 2.0 — OPERATING CONCEPT

Orchestration will require a robust Cross-Functional Cadence

IT Steering Committee

Project Intake Delivery Excellence
Identify Define Propose Launch Verify Track ﬁ Validate ﬁ Assess
On Demand IT Project Portfolio Management

0@@@0@0@0

(V17 TProjects| | EARB \iw Business Case | | status \ 'ntegrafced )
/| /I \ *__ Reporting ~

1T .
Programs )| ( AOP Budget Master

) | Schedule | \I/ )
AN / . _Roadmap

N
\\

— ~ _—

IT Roadmap V(o Impact ) Forecast ) ‘ Varlanc.e )
AR / \ . Analysis
IT Partners | | lssues & Risks | | RiskMgmt

N / A o A 4

Resources | Resources | ‘ Capacity Mgmt

/ N o NG 4

L[ - . Capacity Enterprise . (ﬁ

Process Domain !T Stage Gatg !T Leadership | ITPMO e Architecture Finance w
°

{EURIG

GREEN MOUNTAIN 17




FEEDBACK

Where do you have similar Challenges and Experiences?

N IT STAGE GATE

Keurig Green Mountain
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