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Realiz ing Benefi ts from Projects  
& Programs  

 
Problems, Causes, Solutions 

 



Benefits are not just one 
dimension of portfolio, 
programme and project 

management; rather, they are the 
rationale for the investment of 
taxpayers’ and shareholders’ 
funds in change initiatives.  

		Benefits	–	the	rationale	for	investment	

 

Benefit - The measurable improvement from change, which is perceived as positive by 
stakeholders, and which contributes towards to organizational including strategic objectives. 

	



	Problem:	the	track	record	(globally)	isn’t	good	

“Up to 70% of change initiatives fail to deliver on the benefits that they set out to 
achieve.” John Kotter 

	

“project	success	
appears	to	equate	
to	achieving	an	

acceptable	level	of	
failure	or	

minimising	lost	
benefits.”	

KPMG  

 
 
 
 
“Most large capital investments come in late and over budget, 
never living up to expectations. More than 70% of new 
manufacturing plants in North America, for example, 
close within their first decade of operation. Approximately three-
quarters of mergers and acquisitions never pay-off…And efforts to 
enter new markets fare no better” Lovallo & Kahneman 
 
 
“it is found with overwhelming statistical significance that the cost 
estimates...are highly and systematically misleading” and demand 
forecasts are, “significantly misleading (inflated). The result is 
large benefit shortfalls”. Bent Flyvbjerg 



“The best project selection system in the world is worthless unless the data 
is sound.” Cooper	&	Edgett	

Causes	1:	The	forecasts	in	business	cases	are	(very)	often	
(very)	unreliable		
	
	
Optimism Bias “We overemphasise projects’ 
potential benefits and underestimate likely costs, 
spinning success scenarios while ignoring the 
possibility of mistakes.”  Daniel Kahneman 
 
Strategic Misrepresentation – “the planned, 
systematic, deliberate misstatement of costs and 
benefits to get projects approved.”  In short, “that 
is lying”. Flyvbjerg et al 



	

  Activity	rather	than	benefits-led	change	

  The	‘build	it	and	they	will	come’	fallacy	
	

	

  The	‘Knowing-Doing	gap’	
	
	

  ‘Box	ticking’	–	when	all	is	said	and	done	
more	is	said	than	done”	John	Thorp		

 
“A good deal of corporate 
planning … is like a ritual rain 
dance. It has no effect on the 
weather that follows, but those 
who engage in it think it does. 
… Moreover, much of the 
advice related to corporate 
planning is directed at 
improving the dancing, not 
the weather.”  Brian Quinn  
 

Causes	2:	Benefits	Management	has	not	always	been	
applied	effectively		
	

Benefits	Management	-	“Interest	is	high	but	few	are	doing	it	well” PMI & BCG 



Based	on	Realism	in	planning	&	Enthusiasm	in	delivery	

Solutions…	

Source: Managing Benefits™ 



Solutions	–	Treating	Projects	&	Programs	as	Investments		
 
 

 
 
 

Increased Revenue 
 
 
 

 
 
 

Reduced Costs 

 
 
 

Strategic Contribution 
 
 
 

 
 
 

Mandatory Requirement 

 

& tailor the investment criteria 



Source: ONS 

 
 
 
Solutions	1.	Align	Benefits	with	Strategy	

“Project	benefits	can	be	considered	synonymous	with	positive	strategic	impacts”	PMI 



BENEFITSPROBLEM SOLUTION

Southbank Arts Precinct Redevelopment (Fictional)  
Department of Premier and Cabinet

Investment Logic Map

Generate vision for 
use of arts precinct 

over 20 years 

Existing facilities will 
not support Victoria’s 
continued leadership 
position in the arts

(60%) 

Create a precinct 
which functions as a 
distinctive attraction

(40%)

Arts precinct is 
dislocated and is no 
longer aligned with 
the way the city is 

developing 
(40%)

Improve the 
connection of the arts 

precinct with 
Melbourne and its 
local community

(20%)

Renew and upgrade 
existing facilities so 

they can meet 
current and future 

needs
(40%)

DRIVER Enabling
AssetsOBJECTIVE CHANGESBENEFITS

Strengthen enterprise 
and precinct 
marketing 

Redeveloped Arts 
Centre

New Sturt Street 
Ramp

Develop integrated 
ticketing, security and 
precinct management 

systems

Establish a precinct 
governance and 

management model 

Make physical 
changes to arts 

precinct 

New CRM -  ticketing 
platform and services

Strengthen  the 
Victorian 

community
(40%)

Improve Victoria’s 
industry

(20%)

Enhance Victoria’s 
arts profile and 

reputation 
(40%)

Source: Victorian Government Investment Management Standard 

“Most	corporate	change	programs	mistake	means	for	ends,	process	for	outcome.	The	solution:	focus	on	
results,	not	activities.”	Schaffer	&	Thomson	

 
 
		Solutions	2.	Start	with	the	End	in	Mind	



With	the	Sponsor’s	&	Business	Case	writer’s	names	on	Page	1	and	Track	Record	
on	Page	2		

With	more	reliable	forecasting…	



Financial:	Cashable	benefits	 Financial:	Non-Cashable	benefits?	

“We were survivors, dwellers forever in the cracks of the vast 
organisational chart. Disperse us, downsize us, squash us, transfer us, and 
we will reassemble someday, somewhere, to once again build new layers 

of redundancy, waste, and glaring irrelevance.” Jimmy Lerner 

And	be	clear	about	the	benefits	you	are	buying...	



Solutions	3.	Utilize	Successful	Delivery	Methods	

Caveat	-	With	benefits	embedded	in	the	project	or	program…	



Because	it’s	not	the	answer	to	poorly	conceived	and	
implemented	initiatives		



Business Case 
Development 

Measuring & Tracking: 
Initial Baselining 

Project Live Service 

Benefits Eligibility 
Framework 

1-Page Summary 
Benefits Report 

CPS Efficiency Plan 

DCA Efficiency Plan 

HO Efficiency Plan 

Measuring & Tracking: 
Benefits Realisation 

Offences Brought To 
Justice (OBTJ) 

Confidence 

Victims & Witnesses 

Enforcement 

Check alignment with BEF e.g. double 
counting, cost avoidance 

If funding approved 

Project View of Benefits 

Project Benefits Lead and Benefits Realisation Lead 
agree Efficiency & Effectiveness benefits 

Benefit Realisation Leads 
and Efficiency Planners 

agree Efficiency Benefits 
that contribute to 

Departmental Efficiency 
Plans 

Strategic Planners agree 
Efficiency & Effectiveness 
Benefits that contribute to 

Strategic Targets & priorities 

Benefit Realisation Plan:  
Police 

Benefit Realisation Plan: 
CPS 

Benefit Realisation Plan: 
Courts 

Benefits Evidence & 
Revised Forecast  

Benefit Realisation Plan: 
Corrections 

Benefits  
Contributor 

CJIT VMO 

Benefits  
Recipients 

Efficiency 
Planners 

Strategic 
Planners 

Financial/Efficiency,Benefits,
Valida3on,with,Departmental,

Efficiency,Planners,,

Benefits,Valida3on,with,
Departmental,Benefits,

Managers,

Performance/Effec3veness,Benefits,
Valida3on,with,Departmental,Strategic,

Planners,,

Source: CJS IT 

 
 
Solutions	4.	Integrate	benefits	with	the	performance	
management	regime	

 
 
 
 
 
 
 
 

Contract	sign-off	
Project	Executive	
sign-off:	 		 Date:	 		

Benefit	Owner	
sign-off:	 		 Date:	 		

Business	Partner	
sign-off:	 		 Date:	 		

Business	Change	
Manager	sign-off:	 		 Date:	 		

 Source:	Bristol	City	Council	

Agreeing benefits with Benefit Owners & ‘Booking’ them in KPIs & Budget baselines 



Benefit Drivers Benefit 
Classification Measurement Measurement Plan  

2013 – June 2016 

Operational Cost Savings Effort / Cost 
Saving 

Actual 87,461,000  
Baseline   71,246,252  

71,246,252	

87,461,000	

0	

20,000,000	

40,000,000	

60,000,000	

80,000,000	

100,000,000	

78%	
Target	
119%	
Actual	

Status	

Project	ROI	

	71,246,252		
Target	

	87,461,000		
Actual	

Status	

Total	Benefits	

 
Baseline 

 

Business	Unit:	Jabel	Ali	Customs	
Project	Name:	Advanced	Container	Scanning	
Project	Overview:	Efficient	and	trouble	free	scanning	operaQon	of	the	imported	
and	exported	containers.	
Total	Investment	:	AED		40,000,000		
	

Benefit	Driver	CumulaQve	Analysis		

 
Actual 

 

2013	 2014	 2015	 2016	

	20,199,726		 	20,320,924			20,442,849		

	10,282,753		

	22,000,000		
	24,200,000		

	26,620,000		

	14,641,000		

0	

5000000	

10000000	

15000000	

20000000	

25000000	

30000000	

Benefit	Driver	Yearly	
(Target	vs	Actual)	

Year	 Baseline	 Actual	

BACK	TO	QUADRANT	
BACK	TO	DASHBOARD	
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Benefit 
Achieved 

123% 

DETAILED	ANALYSIS		
	

SR2004 CSR07 10 Year Total
Quality of 

Benefit 
Forecast

Scale of 
Benefits 
Forecast

Quality of
Realisation

Planning
Likelihood of
Realisation

Confidence Victims and 
Witnesses OBTJ Enforcement Re-offending Public 

protection Q1 03/04 - Q1 
06/07 2006/07 2007/08

NSPIS Custody & Case Prep 79.08 249.50 348.06 g AMBER GREEN AMBER AMBER M D D M M TBC Realised Plan Actual
PentiP 0.00 0.00 0.00 i 14.06-      RED GREEN RED RED M M HD HD M TBC Efficiency Cashable -               -       -       0.39         0.71        
COMPASS CMS (50%) 10.95 25.83 52.75 g 0             GREEN AMBER GREEN AMBER D D HD M M TBC Efficiency Opportunity 6.57             2.69     1.62     26.14       50.11      
NWNJ IT tool (WMS) 5.70 12.51 25.02 g GREEN GREEN GREEN AMBER D D D TBC Effectiveness 0.26             0.24     -       0.96         1.21        
SOCA 0.61 1.62 3.43 g GREEN GREEN GREEN GREEN M M M TBC Total 6.83             2.93     1.62     27.493     52.03      
Libra application (incl Exchange 3a) 19.55 92.67 144.99 i 9.32-        GREEN RED AMBER AMBER M D D D M TBC

OASys 79.52 124.24 239.12 g GREEN GREEN GREEN GREEN D M M HD TBC
Q1 03/04 - Q1 

06/07 2006/07 2007/08
NOMIS (70%) 3.70 57.65 164.92 h 2.59        GREEN GREEN GREEN GREEN M M M D D TBC Realised Plan Actual
ViSOR 0.39 2.46 5.54 g 0.54-        AMBER RED RED AMBER D M M M M TBC Efficiency Cashable -               -       -       -           -          
CJSE Release 1a (NSPIS-CMS) 1.63 11.06 17.88 g GREEN GREEN GREEN AMBER D M TBC Efficiency Opportunity 38.78           8.88     7.38     35.50       39.04      
CJSE Release 1b (NSPIS - Libra) 0.39 8.98 16.79 i 20.50-      RED AMBER AMBER AMBER TBC TBC TBC TBC TBC TBC Effectiveness 0.25             0.39     0.12     1.56         2.82        
XHIBIT/CJSE Release 2a&b (Portal) 13.44 17.12 34.85 h 13.71      AMBER RED GREEN AMBER HD D D M TBC Total 39.03           9.27     7.50     37.06       41.86      
PROGRESS 1.38 13.25 25.40 i 0.64-        GREEN GREEN GREEN GREEN TBC TBC TBC TBC TBC TBC

Secure Email/Emailing Securely 1.49 2.55 4.78 g 0.00        AMBER RED AMBER AMBER M M M M M TBC
Q1 03/04 - Q1 

06/07 2006/07 2007/08
CJSE Release 3a (Libra/DVLA) 0.00 0.01 0.02 g AMBER AMBER AMBER M M Realised Plan Actual
CJSE Release 3b (NSPIS/DVLA) 1.10 2.84 6.07 g GREEN GREEN AMBER M M Efficiency Cashable -               -       -       2.15         17.40      
COMPASS infrastructure (50%) 85.95 125.83 252.75 g 0.01        see COMPASS CMS Efficiency Opportunity 4.08             0.53     1.15     4.48         3.21        

Libra enabled (Enforcement Initiatives) 13.44 12.88 35.74 i 59.8-        see LIBRA application Effectiveness -               0.34     -       2.54         4.42        
NOMIS infrastructure (30%) 1.58 24.71 70.68 h 1.11        Total 4.08             0.87     1.15     9.16         25.03      
OMNI infrastructure 1.03 3.83 6.48 g 0.00        
OMNI cost effectiveness 0.00 9.36 36.37 g 0.00        

LINK enabled (ETMP xCJS model) 8.68 15.55 28.49 g
Q1 03/04 - Q1 

06/07 2006/07 2007/08

Shared Access 5.20 10.40 23.40 i 0.65-        Realised Plan Actual
Equip direct 16.50 22.00 55.00 g Efficiency Cashable -               -       -       -           -          
Equip enabled (Phoenix) 41.41 179.85 311.00 g Efficiency Opportunity 30.03           5.68     3.26     16.75       22.62      

Combined Effectiveness Impact 10.17 31.11 53.49 h 7.95        D D HD M Effectiveness 16.90           5.26     5.15     23.75       23.99      
Social Value Benefits 15.78 107.12 249.86 i 41.35-      Total 46.93           10.94   8.41     40.50       46.61      

418.66          1,164.93    2,212.87    i 121.49-    
1,215.13

203.87       
Q1 03/04 - Q1 

06/07 2006/07 2007/08

2003-04 2003-05 2003-06 2003-07 2003-08
Benefits as % of 

Cost Realised Plan Actual
57.09             90.37             143.99         184.62             202.72         Efficiency Cashable -               -       -       -           -          
0.53               1.63               5.21             32.71               84.74           Efficiency Opportunity 0.16             0.05     0.046   0.210       0.373      

-                 -               -                  -               Effectiveness -               -       -       -           -          
0.53               1.63               5.21             32.71               84.74           42% Total 0.16             0.050   0.046   0.21         0.37        

111.21           194.71           270.55         409.69             521.21         
5.50               15.38             38.64           79.35               126.34         
-                 8.55               10.12           19.22               49.96           Q4 05/06 Q1 06/07

5.50               23.93             48.75           98.57               176.30         34% No. % No. %
25.05             58.82             97.87           132.70             170.63         2 2% 9 9%

-                 2.05               31.53           68.59               110.45         35 36% 23 24%
-                 2.05               31.53           68.59               110.45         65% 19 20% 19 20%

154.55           283.61           426.40         512.40             585.28         41 42% 44 46%
-                 0.30               2.93             12.10               37.12           

3.10               6.36               15.04           21.50               28.48           
3.10               6.66               17.97           33.60               65.60           11%

Ring Fence actuals from 2003-06 and Delivery Plan RF budget from 2006-08.  Full benefits by recipient used. Corrections includes YJB.

Impact Probability Severity

1

2

3

4

Source: BE&RF report Q1 2006/07 Approved by the BWG 10/08/2006
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Direct Benefits
Enabled Benefits

CJS IT Application IRR Ring Fence only 11.4%

NOTE: Benefits shown only include quantified, validated benefits but 
other enabled benefits have been identified and will be included as 
further work is undertaken. This includes 1. Projects provisionally 

included in the portfolio that are still being scoped i.e. YJB ICT and BR7 
2. Projects in the process of bidding for funding i.e. NES 3. Applications 

within the exchange or CJO pipeline which run off CJS IT funded 
infrastructure

Benefit on track/ahead of schedule
Benefit not yet due for realisation

Benefit behind schedule
Difficulty with tracking/measure.

RAG of Benefits in SR2004 Benefits Realisation Plans

Forecast

2006/07 Q1

Variance Q4-Q1

Forecast Benefit Values (£'m)

1. Settlement Letter Conditions/Hurdle rates   2. Root Cause Model   3. Social Value Research 4. Analysis of benefits enabled by CJS IT funded 
infrastructure

1. Quarterly Benefits Integrity Check 2. Benefits Eligibility Framework

Risk Description

Scale of CJS IT benefits forecast is less than expected

   
   

  I
nf

ra
st

ru
ct

ur
e

Summary of Key Mitigating Actions

Total Police Benefits

TOTAL BENEFITS

CJS IT programme does not adjust to changes in strategic 
and political priorities

Total 10 year CJS IT Application benefits Ring Fence only 

CJS IT Application NPV Ring Fence only (£'m)

Quality of CJS IT benefits forecast is not robust and 
realisable

Risk Register - CJS IT Benefits Management

Cost Benefit Analysis3

Total Police RF Cost/Budget

Based on Proving Model assessments completed March 2005.  These will 
be refreshed to reflect latest business cases in due course.  CEI line is 
signed off by Strand Board leads.

Total Corrections RF Cost/Budget

1.Biannual portfolio prioritisation, 2. strand board BRPs signed off by strandbaord leads,  3. 6 monthly ministerial approved delivery plan.

CJS IT BENEFITS SCORECARD Q1 2006/07 (Aug 2006)

A
pp

lic
at

io
ns

CJS IT  Projects
Benefits Maturity Self Assessment

Forecast

Benefits Rating

2006/07 Q1

YJB  Benefits Realisation Plan

Forecast

NOMS  Benefits Realisation Plan

Forecast

2006/07 Q1

Strategic Contribution1

2006/07 Q1

Police Benefits Realisation Plan

Forecast

HMCS  Benefits Realisation Plan

2006/07 Q1

CPS Benefits Realisation Plan

MC=Mission 
Critical

see NOMIS application

CJSIT benefits realisation falls below forecast 1. Process Modelling  2. CJO Benefit Realisation Plans approved by OB and BWG  3. Project Benefit Realisation Plans approved by BWG 

KEY M= Minimal  D=Desirable
HD=Highly 
Desirable

Cumulative  Cost Benefit Analysis

Total HMCS Benefits

Direct & Enabled Benefits
Total CPS Benefits
Total HMCS RF Cost/Budget
Direct Benefits

Direct Benefits
Enabled Benefits
Total Corrections Benefits

Enabled Benefits

Total CPS RF Cost/Budget

Benefits to the CJS and Society

Social Value, 
14%  (-2%)

x-CJS, 9%

Home CJO, 78%
(+2%)

Home CJO x-CJS Social Value

Benefits By Type

Efficiency 
Opportunity
64%(+3%)

Efficiency 
Cashable
8% (-1%)

Effectivess
28% (-2%)

Efficiency Cashable Efficiency Opportunity Effectiveness

Strategic 
Alignment

Maturity Assessment

Cost/Benefit Analysis
Risk Assessment

Recipient 
Benefits

Project 
Benefits

An	organizationally-specific	benefits	framework	&	asking:	Is	that	the	best	we	can	
do	from	our	accumulated	investment	in	change?	

DC	Objec)ve		 Business	Objec)ve		 Business	Benefit	 Project	 Outcome	 Enablers	
the	desired	end	state	DC	
sets	out	to	achieve	for	

Dubai	Govt.	
	

the	desired	end	state	a	
business	unit	sets	out	to	

achieve	
	

the	benefit	to	the		
organisa)on	of	the	end-state		

	

need	to	be	undertaken	
	to	produce	outcomes		

	

specific	aspects	
	of	the	end	state		

	

used	to	facilitate		
projects	and	programs		

	

BUSINESS	OBJECTIVES	

BUSINESS	BENEFITS	

Advanced	
Container	
Scanning	

PROJECT	
Implementa)on	

of	X-Ray	
machines	that	
has	advanced	
scanning	

capabili)es	and	
the	integrated	

solu)on	to	check	
the	declara)on	

details.		

OUTCOME	

	
	
	

ENABLERS	
DC	OBJECTIVES	

Advanced	
Container	
Scanning	

machines		(beIer	
penetra)on,	clear	

images	and	
capability	to	

deduct	
radioac)ve	
materials.		

Business	Unit:	 Jabel	Ali	Customs	

Project	Name:		 Advanced	Container	Scanning	

Project	Overview:		 Efficient	and	trouble	free	scanning	opera)on	of	the	imported	and	exported	containers	

Opera)onal	
Cost	Savings	

123%	

To	have	an	efficient	
and	trouble	free	

scanning	opera)on	
of	the	imported	and	

exported	
containers	that	

pass	through	the	X–
Ray	machines	&	
Radio	Ac)ve	

Material	Detec)on	
Scanners	in	Jabel	Ali	

Port	

Improving	
and	

facilita)ng	
services	

Revenue	Genera)on	 Cost	Savings	

Revenue	Protec)on	 Customer	Sa)sfac)on	

Back	to	Alignment	Dashboard	

Solutions	5.	Manage	benefits	from	a	Portfolio	perspective	

Source: Dubai Customs 



Solutions	6.	Apply	Effective	Governance	
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With Staged Release of Funding & no ‘orphan’ benefits 

Gatekeeper(

GATE(

Prescribed(
requirements(

Decision(
criteria(

Decision(–(Go,(Kill,(
Hold(

Including:(
•  Funding(to(next(gate(
•  Resources(release(
•  Deliverables(due(by(next(

gate(&(key(milestones(
•  Any(interim(condiFons(on(

funding(

Including:(
•  Performance(to(date(
•  Measurable(strategic(contribuFon(
•  Acceptable(risk(profile(
•  Cost(to(complete(

Including:(
•  Updated(Business(

Case(
•  Progress(since(last(

gate(
•  Updated(3(A’s(

assessment(

With	regular	review	of	throughout	the	project	(with	
formal	recommitment	to	the	benefits)	



“By	applying	rigorous	Benefits	
Management,	expected	benefits	can	
increase	from	70%	to	85%,	with	an	
additional	project	or	programme	
overhead	that	should	not	exceed	5%.”	
Michael	Payne	
San	Retna	-	“demonstrates	how	his	
company	applied	advanced	portfolio	
management	techniques	to	realize	in	
excess	of	80%	of	expected	business	
benefits	from	its	corporate	
investments”	

Solutions	7.	Develop	a	Value	Culture	-	expecting	&	planning	
for	improvement…	

Based	on	Realism	in	planning	&	Enthusiasm	in	delivery	



Solutions	7.	Develop	a	Value	Culture	–	and…	



Thank you / Mange tak  

		
	

Email	me	at	stephen.jenner5@btinternet.com		
Free	materials	at	www.stephenjenner.com	

																												
http://www.linkedin.com/groups/Managing-Benefits-4493501  


