CA Number (to be assigned by Finance )

Operatlan Trinity Group 2 Department SHEC
3 |MeadofDepartmant |[ShaneRyan 4 Project Sponsor  |Shane Ryan
5 |Project Owner G TFameira :h:r::ﬂ nele- Sam Ryumugaba

i ProjectName lmx InGontral SHEC Soltware , '

Sustaining: Legisiative/Ropgulatory/Risk

2  ProjectCategory Parent CNA ref
mitigation/Governance/GEA
4 Asset
P T
3 ProjectType New asset tasaMicaiinn Computer software and systems

Budgsted! Butgeted -5 Yr Plan

Unbudgeted i
3 |Curentyearbudget |Q1: 32,308 Qx o Q4
4 |Previous GNA raquest: 0 + Curramt CNA requast: 64,086 - = Total project costs 64,086

It unbudgeted, what budgeted project to offset? (name

¥ of praject and budget amount) ?

8 |Reason for substitution

3800 LJSD required to provide for an extea INX training course (3 800) due to planned attendees being tied up with Orion visit plus 2 865 USD for INX dashboard addition to
initial quote, The IT function was laoking to expand the number of laptaps and intermet connectivity for emplayees (To amount of $25 113). The same equipment is requlred
for INX users and the expenses to be incurred by the mines to purchase the laptops and pay far extra intermet connectivity was transferred to INX expenses,

1  Project Dascription/Background'

Whit will be purchased:

-Two exira days of INX Administrator training (Inclusive of trainer flights): $3 800

(N Dashboard setup and maintenance for one year: §2 753

-Power Bl subscription for eight months (Software used for Dashboard development): $112

Contractual fee for INX subscription for one year: $32 308

Whit will be achieved: Effective management and manitoring of Trinity Metals's SHEC risk exposures
\mpact on production and operating costs: Cost savingdue to prevention of incidents

Currant situation without project: Lack of contral over SHEC management

Irinny Metal's SHEC system will be Inatfective in preventing risk axpasures resulting into serlous incidents

2 Alternatives Consldersd

Hard copy system: What we currently have and whichiis ineffective
| Other electronic SHEC systems: INX overall best product for our needs in marketplace

3 Schedule & Milestone dates

Schedule & Milastone Responsible Target Date Duratlon (days)
a  |Submissionofupload data sheets (Dane) S Shaw 2026-Mar-12 35 days
b |AlignINX System to TM Server (Done] Rene Ruganjl 2026-Mar-16 7Days
r  |Usertrainingin INX system usage GTFerreira 2026-Aps-18 5Days
d  |Extratraining course for those who cannot attend ariginal training GTFerreira 2026-May-16 2Days
e |Project sign-off GTFerreira 2026-Apr-20 66 Days
{  |INKGoLive GTFerreira 2026-Apr-20 66 Days

== 1- =




4 Risks management considerations & mitigation (attached additional sheet if necessary):
Risks Mitigation Respansible
a  |Delaysindata uptoading Established praject team to deive implementation G TFermreira
Determine an effective communication plan up-front
during the planning meeting. .
Breakd
a reakdown in communication between project stakeholders Foltow communication plan consistently throughout GT Ferreira
project.
. Excessive changes to system after acceptance of requirements TMto be prepared for Requirements warkshops with all o1 =
documentation stakeholders having met and agreed overall requirements
Trying to complete project in compressed timeframes to meet Project schedule manitored weekly by project steering ;.
a , : GTFemeira
unrealistic deadlines team
i ing o
" Nat r.nplamauﬂng INX software leading 1o increased risk acceptance Purchase and implement INX sof GT
tor Trimty Metals Femeira
§ Nanagelmnm of change conslderations (attached additional sheet It necessary):
Management of change conslderations Responsible
a  [Togetcontract with AHL finalized and signed off after resolution on discrepancies in requirements from both parties : Tristan Minyati
b |Establishmentof project steeving teamta drive INX implementation process GTFermelra
¢ . |Appointment of a competent coordinator to facilitate and monitor implementation processes SShaw
d  |Regularinformation sessions to create and maintain awareness of INX processes and benefits 55haw
e |Continual development and customization of the INX system to ensure aptimal benetit for TM INX Steering Team
1 lnetaﬂ.l-n( asset belng replaced [attached additional sheet If necessary):
AssetNumber Description Net Book Value Proposed Mode of Disp
a None
b
C
d . \
e
1
£
2 innuundantlvbsolutelpafe parts/consumables (attached additional sheet If necessary):
Will any existing Inventory of spares / consumables relating to the asset being replaced need to be scrapped or written off?
[ Yes (Mitout devalls below) (=T
Stockitem Numher Description Nat Book Value Propesed Mode of Disposal
a
b
c
d
e
f
18 i
Description Supporting document/reference
Tor -
Contractual fee far INX subscription L Goatract uss 22,308 1.000 32,308
forone year
Two extra days of INX AUministraton
4 i 1.000 3,800
traimngt (Inclusive of trainer fligts) el e . Soreiciey i el &
INX Dashboard setup and n
AHL ,753 2,753
maintenance forone year L us 2 L
'::;‘:‘;:' oo Pawer Bl subscription fee us$ 112 1.000 112
Company emalls {(81), Computers {15), lntemat
— Installation (17), Internet Monthly Subscription (17) . i - =i
0
]
0
0
0
0
Total ' 64,086
=G 5 0n project expenditure




The contractual fee to purchase the INX system was In the budget for 2026, but the project was postponed due to financiat complications with commitment to purchage the
ystem in 2026, The e traming days required ecame essentil alter Onon planned ey visi o TH and some senior managers will ot be able 10 attend the INX training
RS mnﬂni!ﬂ e sxtea costing tomum the dasticar s nesdad (o @linw tor all whe Nave acoess to m.mmmqumna-mmu see key indiCators when
first starting up their computers evary day. The IT funefion was loaking to expand the nuniber of taptops and inbamet connectivity for employees (To amount of $25 113). The
|same equipmentis reguired for INK users and the expenses to be incunmed by the mines to purchase the laptops and pay for extva internet connectivity was transfesred to
INX sdpanses




Month Jan Feb Mar | Apr May | Jun Jul Aug Sep Oct Nov Dec Total
Prior axpendlture i |
[Cumrem Year | I . [ e T 1 I | | ! | | 4
{Future Years

Total V! 84

REQUIRED - FOGUS ON COMPLETING RISK MATRIX, QUANTIFICATION 2 ALTERNATIVE ANALYSIS WHERE
L |[nalysisrequlred (hased onjustification categony) o o (NPY, IR & PAYBACK PERIOD)

2 Riskranking tor Legislative/Regulatory/Risk/Governance/GRA (attached risk avaluation)

Severltyfimpact Prabability Heatmap it project s Severlty/impact Probabilly | Heatmap
Current slituation
7 "6 completed 7 P3 21
3 |ICTImpact? [7] ves (T Manager approval nesded) [(Ona

4 |Keytinancial assumptions

5 |Resultofthetinanclalvaluation:

2 |NetcashilowUS$ 64,086

b |NPV(Netpresent valua)US$

¢ |IRR {internal Rate of Returm) %

d |Payback (years) Immediate
Pioject Name INK InControl SHEC Software Project Value (US$) }H,OBG l
Pasition Name Signatype , Date
PROJECTOWNER J— 44// Zola b
nev;ms::::mm Shane Ryan . ﬂi’&ﬂf g U&l{mz’oze
FIN‘ANGE Sufmf:;;ﬂ;rmu Jean Claude Habyarimana ‘|" "‘1: [ - -' L.;f" l'ﬂ.( j!b
GROUP m ;P:“A::!:EANAGER R — % 25002026
St orte J Jo/3fat
e s g I Ton |2t
ICT MANAGER P -  V 25002026

Forprojects requiring ICT expenditure armadilications

HEAD OF THE PROJECT COMMITTEE

-— = |~ | > s
For projects subjeat to staga gating proceas Ria Ry ) ‘Lz_ //.— / At

coo f .
2450k-$L00k N budger; >$10k-520K out of butiger Shane Ryan i -";:, - / 1=
(NdAtar CSR Activity) Z /’ / /l AL f£

CFO r
>8100k-8250k in hudget; »$20k-350k out of budgat David da Lange }L‘\ ( / m{, ,g /f / M
(M/ATor CSRACtivity)
CED 74 !
>8260k-$400k in budget: »$50k-$100k out of hudgal
[CSR Activity<$100k)
BOARD QF DIRECTORS
=8400k In tudgey; >$100k aut of budger
{CSR Activity »B100k)
|Recaived by Finance System }
Name {GL created in system by
|Pasition Crealed date:
Date GLnotilication sent on

‘.-‘

5



IT Quotation for Emails, Laptops, Internet Installation and Internet subscription

T
s | Gesstion — Q Unit Price Total Total per T?t?l
[ I
P Y| (usp) (USD) Mine (USD) | | Y
| (USD)
|1 Email 37 | 125 463 K
2 Computers | 11 1,500 16,500
Internet
3 | Rutongo Installation |11 |50 550 | 18,062.50
Internet
Monthly
4 Subscription | 11 | 50 550
5 Email 15 | 12.5 188
6 Computers |3 1,500 4,500
. Internet
7 Nyakabingo Installation 4 50 200 5,087.50 | 25,212.50
Internet
Monthly '
8 Subscription | 4 50 200
9 Email 29 |12.5 363
10 Computers |1 1,500 1,500
Internet
11 | Musha Installation |2 |50 100 | 2062.50
Internet
Monthly .
12 Subscription | 2 50 100




