Component 4: Benefits Realization
No program has any value if it does not or cannot deliver what has been promised. Benefits Realization is therefore a core responsibility for the [2] Program Leadership. 

  
All intended benefits need to be delivered in practice, and this will not happen without pro-active benefits management

Many organizations often fail to pro-actively manage the downstream benefits after an individual ICT project or program has been completed. Often, ICT programs are seen as “completed” once the technical implementation is initially operational. Yet in order to reap the full projected benefits (efficiency savings, customer service improvements etc.), on‑going management is essential, often involving significant organizational and cultural changes. The Transformational Government Framework does not seek to specify in detail what benefits and impacts a Transformational Government program should seek to achieve – that is a matter for each individual government - however, the TGF does set out a best practice approach to benefit realization.

This approach is based around the five part framework illustrated below:

1. First, the overall Business Case for the TGF program, which needs to be kept refreshed through the life of the program rather than seen simply as a tool to secure initial funding and agreement to proceed. This is supported by the three pillars of…….
2. Benefit Mapping: which sets out all the intended outcomes from the transformation program and gives visibility of how the outputs from specific activities and investments in the program flow through to deliver those outcomes;
3. Benefit Tracking: which takes this a step further by baselining current performance against the target output and outcomes, defining “smart” success criteria for future performance, and tracking progress against planned delivery trajectories aimed at achieving these success criteria; and
4. Benefit Delivery: which ensures that governance arrangements are in place to ensure that benefits are delivered in practice, including after the initial transformation program is implemented.
5. Finally, the whole framework is supported by a process of Review.  Reviews will be required at various points, and consideration should be given to some of them being done independently of the TGF program team.


In operation, there will be feedback between each of these elements, and for large programs, some or all of these steps may be applied to individual sub-programs or projects.  The relationship between these elements is shown in the figure below.






Figure 1: Overview of TGF Benefits Realization Framework
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1 – Business case

Early on in the development of a TGF program it is vital to document a business case which outlines the objectives of the program, gives the strategic context, sets out the benefits to be realized and how delivery of these benefits will be measured, along with the costs of achieving them and the risks associated with delivery.  

The TGF Business Case must be captured in a single document, which provides both guidance and authority for subsequent Benefits Realization Management activity.  It must be approved at the highest governance level of the program.  


The content should address:
· Strategic purpose: the vision and strategic aims of the program, and how it will help deliver any broader strategic objectives of the government.

· Benefits to be realized: the benefits that the program will deliver, who will be responsible for them, when they will occur and how they will be measured.  This should cover both tangible benefits (financial and non-financial) and intangible ones. 

· Priorities: this is vital for any TGF program.  As the program starts to be delivered, not all anticipated benefits may prove to be deliverable within time and budget.  It is therefore essential to understand relative priorities from the outset in order to manage any trade-offs that may be needed.

· Resources required to deliver the benefits: the business case should articulate the resources needed to deliver the program, across all key organisations involved.  

· Deliverables and timeline: normally, the business case will also include a high-level summary of the delivery plan set out in more detail in [8] Roadmap for Transformation. 

· Scope: the areas to which the document applies, in particular if there are any relevant parts of government activity where it does not, or a different strategy applies.

· Governance: the business case should set out functions, roles and accountabilities – both for delivery of specific benefits as the program moves forward (example: Benefits Ownership) and also for measurement of benefits.  Also, the role of any existing organisational units responsible for performance measurement should be clarified.

· Methods and processes for measurement: the approach to measurement has significant implications for resourcing and costs. The business case should set out the high-level approach to this, and specify where there are particular requirements. For example, if the views of end users are going to be one source of measurement, there are a range of methods and techniques to gather and analyse this; the business case should indicate the level of importance to be attached to this.

· Risks and Mitigation: the business case should set out the key risks and proposed mitigation strategies associated with the program.  Where any significant assumptions have been made in developing other aspects of the business case, these should be highlighted as risks and managed as such through the program until the business case can be refreshed with definitive data. 

· Dependencies and relationship to other initiatives: a TGF program is unlikely to proceed in isolation.  It will interact with other programs across government and within partner organisations, at infrastructure, business and policy levels.  Dependencies between these programs at the benefits level need to be captured here; most particularly, if the TGF program and another one are feeding into the same overall cost saving target, it must be clear what each program is contributing.  As a TGF program may have an extended duration, other initiatives will come and go, so this area will need to be reviewed and updated as the program progresses.

· Terminology and method: if an organisation already has a standard for Benefits Realization Management, it may be sufficient to refer to that.  If not, then the strategy must make clear the approach to be used and the meaning of any BRM-specific term.  Bear in mind that as a TGF program will cross organisational boundaries, other partners may not be familiar with the selected standard; they may also have different levels of maturity with respect to Benefits Realization Management.

The business case should be maintained as a living document through the course of the program, which is refreshed with new data as assumptions are validated and which is used as a management tool to ensure all program activity remains firmly fixed on delivering the strategic purpose of the program.   An initial business case will contain early estimates of the outputs from planning of the benefits realization steps below – benefits mapping, benefits tracking and benefits delivery – but should then be iteratively improved as delivery of each of these steps moves forward.
2 – Benefits mapping

It is not sufficient simply to list the intended benefits of a TGF program.  Rather, it is vital to map out the different types of benefit in graphical form, to ensure clarification and convergence of perception of the aims of the program and the contributions of its components. Specifically, three key elements need to be mapped:
· The benefit chain:  there are multiple approaches to developing benefit maps.  However, they all have broadly similar approaches, and contain similar elements:
· The TGF program will be undertaken to achieve a Strategic Purpose, as set out in the Business Case, and the aim of the benefit chain is to give clear line of sight between all program activities and investments and the ultimate delivery of that Strategic Purpose.  
· Feeding into delivery of the Strategic Purpose will be a set of End Outcomes for the program, which will usually be driven by Intermediate Outcomes.  The Objectives and Outcomes represent the “results” end of the map – the benefits part of the business case.  
· The map should then be extended to capture those activities which contribute to the achievement of that purpose.  In general these fall into two types, Enablers and Business Changes.  Enablers tend to be artefacts or systems of some kind – buildings, IT systems, equipment, etc.  Business Changes are such things as changes to processes, policies, organisational structure, and even behaviours and values.  Enablers on their own – which are not then followed up by any Business Change – cannot deliver benefits, so it is vital that these changes are effectively understood and mapped.  Many projects with significant IT content suffer from a focus on delivering enablers at the expense of outcomes, and so a key purpose of the TGF Benefits Realization Framework is to ensure that the required business changes are identified and given appropriate emphasis.

It is important that this benefit chain is underpinned by a clear and evidence-based theory of change, giving confidence that there is a genuine cause and effect flow from activities to outputs to outcomes.  In some TGF programs, which are aiming to impact at a strategic socio-economic level, it will not always be possible or cost-effective to prove full causality at all points in the chain, but it is nevertheless important to demonstrate a credible case for impact.

· Stakeholders:  mapping the relationship between stakeholders and Outcomes (End Outcomes in particular) is extremely important.  It informs the understanding for all parties of the case for their involvement in the program, provides significant guidance in determining benefit ownership (see part 4), and guides communication planning.  Understanding the relationship between stakeholders and Enablers and Business Changes can be of considerable use in programme planning and communication.

· Risks and opportunities:  it is important once you have identified the End Outcomes that the program starts to consider the risks and opportunities associated with them.  Risk management often focuses on delivery risk; while this is an important area, what really matter are risks (or opportunities) as they relate to the benefits being sought.

The development of the maps must involve close collaboration with the appropriate stakeholders.  The objectives and benefits should be developed with senior management, and the enablers and changes with operational management, SMEs and those developing/providing the enablers.  As well as contributing to the efficacy of the maps, this will also encourage contributors to buy in to the output. 

3 – Benefits tracking

Benefits tracking involves planning and delivering the measurement systems needed to track progress against the business case.  

Key elements to be addressed when planning for Benefits Tracking are: 

· Measures:  measures to underpin the End and Intermediate Outcomes must be identified.  Generally, all End Outcomes should have at least one associated measure, and some Intermediate Outcomes may also be worth measuring, for example to provide leading indicators that indicate whether the benefits realization is developing as expected.
· Success criteria: the scale and pace of change which the program is expected to be deliver should be identified for each measure.  That is, clarity is needed not just about what will be measured, but what sort of change in performance against that measure is positive and what level of change will be regarded as a successful outcome.
· Trajectories:  for all of the measures put in place, it is essential that the timing and profile of the expected realization is defined, so that stakeholders know when to expect to see the benefits.  Improvements will usually only start to happen after the implementation of relevant Enablers and Changes, and may experience an initial “dip” before recovering and heading in the intended direction.  Some will experience steady progression, some will move in steps.  All of this information needs to be available so that stakeholders know what to expect, and to support reporting and monitoring.
· Costs:  it is important to note that measurement is never free; even if the source data is already being produced, the analysis and interpretation will still take someone’s time and effort.  The following principles should be borne in mind:
· The cost of measurement needs to be included in the costs of the program.  If measurement is expected to continue as part of the new service, cost and resources should be included in the budget for the service.
· Use existing data sources where available – do not re-invent the wheel.
· Existing KPI’s may be appropriate, either as they are or with minor adjustments, again minimising cost.
· If the organisation has a group responsible for monitoring organisational performance, their involvement needs to be defined and agreed; it is likely that this group will take over some or all of the responsibility for on-going measurement when the program closes.
· Distinguish between those measures that need to continue after the program, and those that are specific to the program; stop measuring the latter as soon as the purpose has been achieved.
· Measurement methodology:  in some instances, this may be relatively straightforward, but in other cases will require some thought.  For example, cashable financial benefits should be relatively straightforward to track, but assessing changes in sentiment in a stakeholder or user group may require the use of proxy measures.

Key elements to be addressed when implementing Benefits Tracking are:

· Baselines:  to be able to measure the progress, it is first essential to establish what the pre-change baseline is.  If this is not currently known, it needs to be established as soon as possible.
· Reporting and monitoring:  on the measures themselves, but also the impact of any schedule slips with respect to enablers and changes on the schedule for the benefits.
· Stakeholders:  the interaction and communication with stakeholders with respect to benefits realization must be addressed.  It must also be coordinated with other TGF program communication to avoid overloading stakeholders or risking confusion.
· Handover:  monitoring and reporting on benefits may need to continue after the program organisation is closed down.  In this case, it should be clear where this will be done, and at what point the handover will be made.

4 – Benefits delivery
Benefits delivery concerns the establishment of governance arrangements to ensure that benefits are delivered in practice, including after the initial transformation program is implemented.   While the Benefit Tracking activity described above may often be managed at a program level, perhaps through a program management office, Benefits Delivery needs to be a core responsibility of business leaders within the government organisations impacted by the TGF Program.  Key elements include:
· Benefit ownership: for each intermediate and end outcome identified in the benefit maps, a senior and empowered manager should be accountable for championing the delivery of that outcome – even where that individual does not have personal responsibility for delivering all the elements of the [8] Roadmap for Transformation.
· Corrective action:  if a threat to an Outcome is identified, alternative responses and associated costs should be evaluated so that program governance can decide on the appropriate action.
· Risks and opportunities:  although this information was initially captured during benefit mapping, this information should be regularly reviewed and updated.  New risks and opportunities may emerge along the way.

5. Reviews

Benefit realization is identified as one of the [17] Critical Success Factors for the TGF, and therefore needs to be subject to regular review.  In particular, the following review steps are important:

· Capture previous lessons:  this can be from any relevant program – other TGF programs, or similar programs within the contributing organisations.
· Plan review:  once the Benefits Realization Plan is available, this must be reviewed critically.  This is the point to look for problems caused by optimism/overconfidence bias or the shared assumptions of “groupthink”.  For example, are the targets really achievable?  Are the Enablers and Changes sufficient to produce the Outcomes?
· Progress reviews:  Outcomes should be reviewed at appropriate points during the program.  The reviews should take place at meaningful points where substantial new information about progress is available – for example, the first measures on a leading indicator where a difference is expected.  These points may or may not coincide with other general program review points, which should include a general review of benefits material along with other program information.
· Closure review:  it is important that the closure review includes an assessment of the effectiveness of the benefits realization approach, as well as an assessment of performance against benefits targets.  (Note: this review is likely to take place around the time of program closure, it is likely that some benefits realization is still in progress, so any assessment must account for this.)
· Independent reviews:  a TGF program should consider whether it is appropriate to use independent reviews at all points.  This has particular value at start-up.  








Conformance criteria for this element of the TGF are shown below.

	Any conformant implementation of the TGF Benefit Realization Framework:

	MUST be captured in a document approved at the top level of program governance

	MUST demonstrate clear links to appropriate strategic objectives

	MUST clearly identify and quantify the impacts and outcomes that implementation of the TGF aims to achieve, aligned with the business case

	SHOULD ensure clear line-of-sight between every investment and activity in the program, the immediate outputs these produce, and the final targeted outcomes

	SHOULD ensure that the business changes required are identified and given appropriate emphasis and resource

	MUST establish clear and quantified baselines for the current performance of target outputs and outcomes

	MUST set measurable success criteria

	SHOULD track progress against planned delivery trajectories for each of the targeted outputs and outcomes

	MUST establish clear accountability and governance structures to manage benefit delivery

	MUST hold reviews at appropriate points

	SHOULD consider using independent reviewers



  

The benefits realization process should be formally documented, as part of the [5] Policy Product Management process and in collaboration with [3] Engagement with Stakeholders.  Benefits realization is an integral part of the TGF [17] Critical Success Factors, and review of progress against the benefits realization framework should be part of the checkpoint process recommended in [17] Critical Success Factors.


Additions to Core Terminology

Business Change
A change to processes, procedures, policies, organisational structures, etc., that is necessary to realize benefits made possible by Enablers.

Enabler
Usually something built or acquired, such as an IT system, building, equipment or plant, and which creates the platform for benefits.

Measure
One or more Measures will be associated with an End or Intermediate Outcome.  They are used to assess progress towards the targets of the program.

Output
Something that is delivered as a result of investment and/or activity within the TGF program.  TGF outputs will be either enablers or business changes.

Outcome
[bookmark: _GoBack]An impact of the program to which one or more stakeholders attribute value.  Outcomes can be “End” – directly contributing to Strategic Purpose, or “Intermediate” – a step towards an End Outcome.  (NB in some Benefits Realization Management methods Outcomes are referred to as Benefits.)

Strategic Purpose
The overall goal and objective which TGF outcomes are designed to achieve; the core rationale for undertaking the TGF program.
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