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            Introduction

         

         The Benefit Manager’s Desktop Step-by-Step Guide provides a new approach and practical application of Benefits Realisation Management (BRM) for Project, Programme and Portfolio Offices (P3O) professionals, Benefit Managers (BM)1 and In-Service/Business as Usual Capability Managers working in private and public sector bodies and organisations.

         It brings together successful approaches to BRM that have been implemented by Benefit led change initiatives2 in the Ministry of Defence (MOD), Care Quality Commission (CQC), Home Office (HO), BAE Systems Applied Intelligence (BAEs AI) and the Foreign Commonwealth and Development Office (FCDO), into a single, coherent approach and reference. It is cognisant of guidance from the Infrastructure and Projects Authority (IPA), Managing Successful Programmes (MSP), Prince 2, Management of Portfolios (MoP) and Managing Benefits by Steve Jenner. The approach can be applied to large- and small-scale Change Initiatives (CIs) including information technology, digital, transformation, people, equipment among others and can be tailored by those organisations to suit their information requirements and priorities.

         The reader will learn how to identify and quantify Benefits with ownership and at pace. Where to record them and in what format. The formulas and templates to be used (including examples of quantified Benefit Profiles) improve knowledge and enable the BMs to deliver their work effectively and coherently. The approach in this guide, and the Benefits generated from its application, informs the CIs Benefit Realisation Plan (see para 1.14.1 c), Benefit Register/Profiles, the Business Case and, assist the CIs during the IPA Gateway Review process. Targeted and significant new information has been incorporated to educate the reader, boost performance and achieve better results.

         When adopted by the portfolio office and applied to the CIs beneath them, you will see a consistent approach that will standardise the reporting of time savings (calculated in days), cash and Non-Cash Releasing Benefits and people savings3. It will significantly improve the confidence and quality of information reported across the P3O communities and beyond.

         There is an appropriate balance between structured information, examples and visualisations4 to help the reader to understand and learn from it so it can be applied. If stakeholders across the organisation can see an approach that is supported, consistent and working, those stakeholders will adopt it. Collaboration (and trust) between the stakeholders, in the application of BRM will improve significantly and the extraordinary shift in culture will be felt by you too.

         The author seeks to close the knowledge gap between the significant information that already exists on this subject (i.e. the www; information and guidance received during formal/informal training; coffee shop chat), and the confusion so often seen in the workplace where its practical application is less clear or confused. The Benefit Manager’s Desktop Step-by-Step Guide consists of approaches that have been tried and tested in the organisations listed. Significant engagements with Economic Advisors, IPA, Finance Business Partners (FBPs), Commercial, Programme Directors and End Users have de facto contributed and shaped the approach that has been documented below for you.

         
             

         

         Kevin Lyons, Deputy Director, Hera Programme, FCDO:

“This is the best approach I have ever seen.”

01 November 2022.

         
            1 Qualities of a BM: Self-starter; team worker; negotiator; influencer; listener; communicator; confident; persuasive; industrious; energetic; resilient. Good with PowerPoint; Excel; Word.

            2 Reference to ‘change initiatives’ can mean a project, programme or work package.

            3 The Business Case is likely to target savings in the context of time, money and people. While other soft descriptive Benefits are also important and not to be overlooked (i.e. reputation, satisfaction etc.), priority of work naturally shifts to the quantitative values targeted in the business case.

            4 Most images show the BM how to create and populate a Benefit Register in Excel. The images are generated from the templated/populated Benefit Register in sections 5 and 9. The Benefit Register can be provided if requested by emailing this address: BRM.Mngr@hotmail.com

         

      

   


   
      
         
            SECTION 1

            Benefit Management Process

         

         
1.1 Introduction


         
            1.1.1 The End Benefits captured by a CI on its Benefit Map5, are realised incrementally when beneficiaries across an organisation receive new products and services and/or start employing new business processes delivered by subsidiary work packages/projects. The work packages/projects will therefore contribute to the achievement of the End Benefits through their deliverables. The deliverables (i.e. outputs) generate improvements felt by the End User known as ‘Benefit Indicators’ that can be quantified/metricised thus capturing low level Intermediate (anticipated) or Emergent (new) Benefits and Dis-Benefits which, when aggregated, inform and quantify the End Benefits of the CI and enable performance reporting and tracking. See example below (quantification looks complicated at first glance; follow the logic – it will make sense):

            
               
[image: ]Image 1 Time Quantified.

               

            

            1.1.2 Image 1 represents the BM working with the End Users to quantify a time efficiency resulting from an improved business process. The time efficiency (2,146.408 workdays pa) is an intermediate Benefit that is informing an End Benefit. Hold this thought and read the next paragraph.

            1.1.3 Consider this scenario: you are a BM with some Benefit Management experience; you recently arrived on a complicated programme; the Business Case targeted for delivery across the 10-year life of the programme circ. 134,000 Gross workdays savings, circ. £8.4M Gross Non-Cash Releasing and circ. £7.3M Gross Cash Releasing Benefits pa commencing year 3 and circ. 700 Gross Full-Time Equivalents (FTEs) workforce savings; these Business Case Benefits are high level; they were informed by personnel who have mostly left their roles; some Benefit Management work had been completed but the information is vague; the Benefit Profiles have limited or no ownership; Benefits Management is underdeveloped within the organisation. I paint a worst-case scenario but this is not uncommon. Your role as BM is to unpick the detail and work with stakeholders across the organisation to spot the Benefit Indicators to then quantify them, assign ownership and reach the Gross Benefits targeted in the Business Case. This is a significant undertaking that is extremely difficult unless you have an approach/process to help you achieve it. The process at image 1 is a starter that provides a logical approach to quantify time. But how can we take advantage of it…

         

         
1.2 3 Benefit Profiles from 1


         
            1.2.1 An approach has been adopted whereby multiple values can be identified and reported for a single Benefit activity and multiple Benefits can be derived from a single activity. For example, time savings when quantified enable the capture of monetised time and the FTE. In this example, 3 quantitative Benefit Profiles are derived from one. Moreover, these time savings can be an ‘indirect’ proxy indicator and generate secondary and tertiary associations with other Benefits (i.e. improved user experience, simplicity, more automation; see para 9.6.1 – 9.6.2). In the example below, you will see how quantified time is used to capture monetised time and the FTE:

            
               
[image: ]Image 2 Monetised Time and the FTE Quantified.

               

            

            1.2.2 Images 1 and 2 show the 3 steps used to quantify 3 developing Benefit Profiles in this order: time, monetised time, FTE. To achieve it, the BM:

            
               
	Quantified step 1 first, with the End Users who spotted the time saving.

                  	Agreed the ownership of step 1. The End Users assisting the BM to quantify the step(s) are usually best placed to own them. Confirming ownership is more successful during this process of collaboration/quantification.

                  	Quantified steps 2 and 3 separately by following the process/formula provided.

               



            1.2.3 Notes:

            
               
	Using a step-by-step approach to quantifying the Benefits in the order shown provides logic and understanding for the owner of the Benefit Profiles and the BM. The BM/owner generated 3 Benefit Profiles from 1.

                  	Agreeing ownership and achieving support for the profiles is less likely if the order is changed because the logic is broken, and the understanding is lost.

                  	The formulas used in the examples can be adapted to meet the scenario, but it will be important to retain the logic. Formulas have been templated at para 1.10. The BM is advised to seek agreement/approval for their use as early as possible in the approach to enable consistency and avoid revisiting calculations downstream which could be time consuming. A way to achieve this is through the Benefit Realisation Plan (BRP)6.

                  	Each of the 3 steps can have more than 1 owner if it helps to improve confidence in the information.

                  	The BM quantifies steps 2 and 3 separately to better prepare the 3 profiles. This saves the owners time and demonstrates the BM’s consideration for them by taking work off-line7.

                  	Dis-Benefits are quantified in the same way but are expressed as negative rather than positive values.

                  	These steps have been explained in detail; use them as a reference to assist you. It may appear complicated at first glance, but a little practice will see the BM being able to achieve it for varied and different scenarios at pace.

               



            1.2.4 The BM can present the Benefit Profiles in the format shown at para 1.3 (i.e. a Word document enclosed within an email or a face-to-face/Teams meeting – whatever is appropriate), so the owner of the Benefit Profiles can agree them. The Word document can be stored in a filing system (i.e. SharePoint) and the data uploaded into the Benefit Profiles in the Benefit Register (see para 5.5 and 5.6).

         

         
1.3 Benefit Profile Template


         
            1.3.1 The information below can be sent to the owner of the Benefit Profiles to seek their support and endorsement8. Structure the information in a way that helps the owner of the Benefit Profiles to better interpret the information. By helping them, you will be gaining trust/confidence and helping yourself.

            
               
	
Owner of the Benefit Profiles: M Bloggs; south-west Human Resource (HR) Hub Team Leader.

                  	
Description9: During a User Acceptance Test (UAT), to check a new business process ‘complete/submit time sheet’ in the new system, the End Users were able to spot an improvement. It now takes, on average, 3 minutes faster to complete the process in the new system, vs the legacy system because time is now automated/calculated within the new system. The End Users do not need to calculate time manually. The Benefit indicator was confirmed by 4 personnel completing UAT within the south-west HR Hub and validated by the team leader. UAT Test Execution Document No.: UAT-CTS-004/1 refers. Time, Monetised Time, and FTE efficiencies are reinvested. The frequency of the Benefits is ‘year-on-year’ across the profile of the CI10. The Benefits were anticipated (i.e. not new, Emergent Benefits).

                  	
Start of Improvement: 01 Dec 22 (i.e. new system go live). The 1st Benefit Report Milestone is 31 Mar 23, then annually thereafter.

                  	
Benefit 1/Formula (Efficiency – Time): 3 minutes faster to submit a time sheet weekly (pw). 7,000 people in the organisation submit a time sheet pw. 7,000 time sheets x 3 minutes = 21,000 minutes pw. 21,000 minutes x 44.4 working weeks pa (i.e. 222 work days pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh (Public and Bank holidays)) / 5 (i.e. 5 work days pw) = 44.4 working weeks pa) = 932,400 minutes pa / 60 minutes in the hour (hr) = 15,540 hrs pa. 15,540 hr pa / 7.24 hrs in a working day = (a) 2,146.408 days efficiency pa or (b) / by 12 mths pa then x 4 (Dec 22–Mar 23 which is the remaining 4 months to the end of the financial year) = 715.469 days. The time efficiency can be reinvested on other value-added tasks).

                  	
Benefit 2/Formula (Economic – £):

               



            
	2,146.408 workdays x daily cap rate for grade undertaking the work (i.e. average cap rate £33,290 pa) / 222 work days pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh = £149.954 pd). So, £2,146.408 workdays x £149.954 pd = £321,862.465k pa.

               	Add11 (a) Employer National Insurance Contribution @ 11% of Average Salary (b) Employer Pension Contribution @ 27.5% of Average Salary (c) London & Milton Keynes Location Allowances @ 12% of Average Salary. 11% + 27.5% + 12% = 50.5%. 50.5% of £321,862.465k = £162,540.545k. Add £321,862.465k to £162,540.545k = (a) £484,403.01k efficiency pa Non-Cash Releasing or (b) / by 12 mths pa then x 4 (Dec 22–Mar 23 which is the remaining 4 months to the end of the financial year) = £161,467.67k. The spend on resource can be reinvested on other value-added tasks).

            


               
	
Benefit 3/Formula (Efficiency – FTE): 2,146.408 workdays / 222 work days pa for a single FTE (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh) = (a) 9.668 FTE efficiency pa or (b) / by 12 mths pa then x 4 (Dec 22–Mar 23 which is the remaining 4 months to the end of the financial year) = 3.222 FTE. The FTE efficiency can be reinvested on other value-added tasks).

                  	
Benefit Realisation Report Date: 31 March 2023 (i.e. the Benefit Realisation Report was determined to be at the end of the financial year).

                  	
Date of Next Review: 20 March 2023 (i.e. ideally before the Benefit Realisation Report is due).

                  	
Remarks/Comments12: Average salary rates have been provided by the HR MI/Planning Team. Size of the organisation has been provided by the HR Directorate MI Team. Total spend on resource (i.e. Pension, National Insurance and Location Allowances) have been provided by the WPT in the HR Directorate.

               



         

         
1.4 Frequency of the Benefits


         
            1.4.1 When the 3 Benefit Profiles have been endorsed by their owner, they can be transferred into the Benefit Register. The 3 Benefit Profiles can be (a) a one-off saving. For example, an automated intervention removed a need to manually clear a backlog of work once only or (b) year-on-year savings. For example, an improved business process reduced an aspect of a team’s work, the time efficiency was determined to be year-on-year because if the improved business process was not delivered, the team would be undertaking the additional work enduringly. In other words, without intervention, it is not known when the additional work would cease.

            1.4.2 Reviewing the 3 Benefit Profiles at para 1.3.1, sub paras d, e, f (and the ‘description’ at sub para b), the BM can see they are year-on-year efficiencies13. The Benefit Register will calculate the total year-on-year efficiencies for you but, this next exercise shows, for your information, how the aggregated values provide a greater contribution to the End Benefits of the CI.

            1.4.3 First, consider this scenario: the new business process was implemented Nov 22; the Benefits are calculated from 01 Dec 22 (01 Dec 22 is year 3 in the life of the CI); each year calculation is 01 Apr–31 Mar. So:

            
               
	
2,146.408 days Efficiency pa: (a) calculate the 01 Dec 22–31 Mar 23 efficiency in year 3 by dividing 2,146.408 days by 12 months in the year, then multiply by the 4 months (Dec 22–Mar 23) = 715.469 days (b) multiply 2,146.408 by 7 (i.e. year 4 to year 10 incl.) = 15,024.856 days. Now add a+b = 15,740.325 days Gross Benefit across the life of the CI. This will generate 8 Benefit Profiles in the Benefit Register (i.e. 715.469 days reported at end of year 3 and 2,146.408 days reported at end of each financial years 4–10 incl).

                  	
£484,403.01k Economic pa: (a) calculate the 01 Dec 22–31 Mar 23 efficiency in year 3 by dividing £484,403.01k by 12 months in the year, then multiply by the 4 months (Dec 22–Mar 23) = £161,467.67k (b) multiply £484,403.01k by 7 (i.e. year 4 to year 10 incl.) = circ. £3.391M. Now add a+b = circ. £3.552M Non-Cash Releasing Gross Benefit across the life of the CI. This will generate 8 Benefit Profiles in the Benefit Register (i.e. £161,467.67k reported at end of year 3 and £484,403.01k reported at end of each financial year 4–10 incl.).

                  	
9.668 FTE Efficiency pa: (a) calculate the 01 Dec 22–31 Mar 23 efficiency in year 3 by dividing 9.668 FTE by 12 months in the year, then multiply by the 4 months (Dec 22–Mar 23) = 3.222 FTE (b) multiply 9.668 FTE by 7 (i.e. year 4 to year 10 incl.) = 67.676 FTE. Now add a+b = 70.898 FTE Gross Benefit across the life of the CI. This will generate 8 Benefit Profiles in the Benefit Register (i.e. 3.222 FTE reported at end of year 3 and 9.668 FTE reported at end of each financial year 4–10 incl.).

               



            1.4.4 In summary, this exercise shows that a Benefit indicator was identified (time efficiency) when using a new business process. From that, the BM worked with the End Users to, initially, quantify 3 Benefit Profiles from 1. The annual, year-on-year frequency of the Benefits led to 24 Benefit Profiles; each profile with an owner; 15,740.325 days Gross Benefit; circ. £3.552M Non-Cash Releasing Gross Benefit; 70.898 FTE Gross Benefit – each being a significant contribution toward 3 primary14 End Benefits on the CIs Benefit Map. See further examples of quantified Benefits at Section 11.

            1.4.5 You will see these values/Benefits again at para 5.6 where you will be shown how to record them in an Excel Benefit Register document (Benefit Profiles worksheet and Economic Benefit Profiles worksheet)15.

         

         
1.5 Dis-Benefits


         
            1.5.1 Benefits Management is a generic term incorporating the management of Benefits and Dis-Benefits. The following examples show how Dis-Benefits are quantified in the same way as a Benefit but, on this occasion, the End User’s time to complete an action has increased because there is more complexity in the new system resulting in a disadvantage.

            
               
	
Owner of the Dis-Benefit Profiles: P Smith (Central HR Hub Support Team) and A Goldsmith (Appointments and Inter Change Team).

                  	
Description: UAT Test Execution Document (TED) No. XPT-17734 in respect to ‘Manage my Move’ recorded the following statement: ‘There are now more steps in the business processes. There are additional fields to be populated requiring more information and different screens to navigate through; there is a lot of going back/forth between the screens.’ During a review with the End Users in the HR Directorate undertaking the UAT, it was further confirmed that, when populating the data fields and navigating between screens to complete the transactions in an employee’s record, a significant time increase was identified when compared to the same process in the previous system. A conservative estimate/count of transactions pa taken from the associated teams is as follows: The Central HR Hub Support Team x 700 records; the Appointments and Inter Change Team x 150 records. The observed time increase is 15 minutes per transaction. The data input is usually undertaken by an Administrative Officer (AO) in both teams. These are new, Emergent Dis-Benefits not previously anticipated.

                  	
Start of the Disadvantage: 01 Jul 22 (i.e. new system go live). The 1st Benefit Report Milestone in year 3 of the CI is 31 Mar 23, then annually thereafter until a solution is found.

                  	
Dis-Benefit 1/Formula (Time):

               



            
	Central HR Hub: 15 minutes time increase to process 700 records pa. 700 records x 15 minutes = 10,500 minutes pa. 10,500 minutes / 60 minutes in the hour (hr) = 175 hrs pa. 175 hrs pa / 7.24 hrs in a working day = (a) 24.171 days pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = 18.128 days. The Dis-Benefit has an annual frequency so 24.171 days pa x 7 (i.e. years 4–10) = 169.197 days plus 18.128 days in year 3 = 187.325 days Dis-Benefit across the life of the CI.

               	Appointments and Inter Change Team: 15 minutes time increase to process 150 records pa. 150 records x 15 minutes = 2,250 minutes pa. 2,250 minutes / 60 minutes in the hr = 37.5 hrs pa. 37.5 hrs pa / 7.24 hrs in a working day = (a) 5.179 days pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = 3.884 days. The Dis-Benefit has an annual frequency so 5.179 days pa x 7 (i.e. years 4–10) = 36.253 days plus 3.884 days in year 3 = 40.137 days Dis-Benefit across the life of the CI.

               	Total Dis-Benefit = 187.325 days + 40.137 days = 227.462 days additional work across the life of the CI.

            


               
	
Dis-Benefit 2/Formula (£):

               



            
	Central HR Hub: 24.171 workdays pa x average daily cap rate for grade undertaking the work (i.e. average cap rate for an AO @ £35,048 pa (incl. the organisations contributions to Pension, National Insurance and Location Allowances)) / 222 work days pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh = £157.873 pd). So, 24.171 workdays pa x £157.873 pd = (a) £3,815.948k pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = £2,861.961k. The Dis-Benefit has an annual frequency so £3,815.948k pa x 7 (i.e. years 4–10) = £26,711.636k plus £2,861.961k in year 3 = £29,573.597k Dis-Benefit across the life of the CI.

               	Appointments and Inter Change Team: 5.179 workdays pa x average daily cap rate for grade undertaking the work (i.e. average cap rate for an AO @ £35,048 pa (incl. the organisations contributions to Pension, National Insurance and Location Allowances)) / 222 work days pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh = £157.873 pd). So, 5.179 workdays pa x £157.873 pd = (a) £817.624 pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = £613.218. The Dis-Benefit has an annual frequency so £817.624 pa x 7 (i.e. years 4–10) = £5,723.368k plus £613.218 in year 3 = £6,336.586k Dis-Benefit across the life of the CI.

               	Total Dis-Benefit = £29,573.597k + £6,336.586k = £35,910.183k spend on resource on the increased workload across the life of the CI.

            


               
	Dis-Benefit 3/Formula (FTE):

               



            
	Central HR Hub: 24.171 workdays / 222 workdays pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh) = (a) 0.108 of an FTE pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = 0.081 FTE. The Dis-Benefit has an annual frequency so 0.108 FTE pa x 7 (i.e. years 4–10) = 0.756 FTE plus 0.081 FTE in year 3 = 0.837 FTE Dis-Benefit across the life of the CI.

               	Appointments and Inter Change Team: 5.179 workdays / 222 workdays pa (i.e. 365 days pa minus weekends, 30 days leave, 9 days Ph/Bh) = (a) 0.023 of an FTE pa or (b) / by 12 mths pa then x 9 mths (Jul 22–Mar 23 incl. which is the remaining 9 mths to the end of the financial year) = 0.017 FTE. The Dis-Benefit has an annual frequency so 0.023 FTE pa x 7 (i.e. years 4–10) = 0.161 FTE plus 0.017 FTE in year 3 = 0.178 FTE Dis-Benefit across the life of the CI.

               	Total Dis-Benefit = 0.837 FTE + 0.178 FTE = 1.015 FTE resource consumption on the increased workload across the life of the CI.

            


               
	
Benefit Realisation Report Date: 31 March 2023 (i.e. the 1st Benefit Realisation Report was determined to be at the end of the financial year).

                  	
Date of Next Review: 20 March 2023 (i.e. ideally before the Benefit Realisation Report is due).

                  	
Remarks/Comments: Average salary rates have been provided by the HR MI/Planning Team. They incorporate the total spend on resource (i.e. Pension, National Insurance and Location Allowances) provided by the WPT in the HR Directorate.

               



            1.5.2 The Dis-Benefit Profiles will be associated with the time, monetised time, and FTE End Benefits on the CIs Benefit Map but rather than adding to the Gross Benefit values of those End Benefits, they will be subtracted from them until the additional burdens have been removed.

            1.5.3 When the 24 Dis-Benefit Profiles are incorporated into the Benefit Profiles worksheet in the Benefit Register, the values will be entered with a ‘−’ so they can be subtracted from the Gross Benefits.
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2,146,408 work days x average daily cap rate for grade
undertaking the work (i.e. average cap rate £33,290 pa)
/222 work days pa (i.e. 365 days pa minus weekends,
30 days leave, 9 days Ph/Bh (Public and Bank
holidays) = £149.954 pd). So £2,146.408 work days x
£149.954 pd = £321,862.465k pa.

‘The £321,862.465k pa = monetised in the context of
salary only. To calculate ‘total cost on resource’ the
BM captures the organisations contribution to an
employees National Insurance, Pension and ‘Location’
Allowances. This information can be received from the
Workforce Planning Team (WPT) in the Human
Resource (HR) Directorate or equivalent within your
organisation. If these elements are not already factored
into average salary provided to the BM, the WPT need
provide them separately so they can be calculated
using the example below. So, continuing from
£321,862.465k pa above’.

Add (a) Employer National Insurance Contribution @
11% of Average Salary (b) Employer Pension
Contribution @ 27.5% of Average Salary (c) London &
Milton Keynes Location Allowances @ 12% of Average
Salary. 11% + 27.5% + 12% = 50.5%. 50.5% of
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2,146,408 work days / 222 work days pa for a
single FTE (i.e. 365 days pa minus
weekends, 30 days leave, 9 days Ph/Bh
(Public and Bank holidays)) = 9.668 FTE pa.
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