Issues around the implementation of Benefits Management

The notes below are adapted from:
Issues of Adopting Benefits Management Practices of IT Investments in Municipalities: A Delphi Study in Norway
Tero Päivärinta, Willy Dertz, Leif Skiftenes Flak
Department of Information Systems
Agder University College
PO Box 422, 4604
Kristiansand, Norway

Päivärinta et al’s article presented preliminary results from a Delphi study of identifying critical issues to facilitate adoption of benefits management practices in Norwegian municipalities in 2006. Though it’s nearly ten years since their study, I don’t think that much has changed and their findings are still relevant in a broad context, well beyond Norway and the Public Sector.

Three expert panels were established, representing three stakeholder groups within the domain of managing municipal IT investments: the viewpoint of central government, municipal top management, and municipal middle managers responsible for particular municipal services and domains. The experts of the Delphi panels suggested 59 issues and identified the most important ones for further scrutiny and discussion. The results both confirmed and complemented previous suggestions concerning adoption of benefits management in organizations.

I have attempted to categorise their findings in the hope of spotting some common trends that may suggest ways to improve. The original list in order is presented at the end of these notes.
Factors in categories
At first glance it appeared that many of the factors identified would be applicable to many business methodologies and initiatives. They were sorted into loose categories which confirmed this was the case.
I suspect that few of the sample group knew much about Benefits Management as a particular set of business practices so they stuck to some fairly broad generalities. A similar exercise on Lean or 6-sigma would probably have come up with similar results.
Though the need for collaboration is recognised early on, it is perhaps a little disappointing that the need for clear responsibilities stands at number 38 in the list.
The initial sorting broke the list into the following categories:
· Benefits Management specific – items related to BM as a distinct business methodology
· Practicality – how easy (or not) the tools and techniques could be used in practice
· Applicability – how appropriate and relevant BM was
· Efficiency – how useful BM was
· Communication – How easy was it to ‘sell’ the method
· Involvement – How involved and engaged people were


Benefit Management specific
The first BM-specific item comes in at No 11.

	No.
	Factor
	Clarification

	11 
	Means for continuous follow-up 
	The method needs to include risk factors analysis related to realisation of particular benefits factors, so that these can be continuously followed up with corrective actions, as necessary.

	15 
	Prioritisation of activities 
	Benefits realisation means use of effort, resources and possible conflicts. The method needs to give tools to prioritise among identified benefits.

	18 
	Focus on potential 
	The process should evaluate and document the areas for greatest potential – on those areas where it is easier to reap benefits than on others.

	20 
	Templates for benefit calculation 
	The method should have several exemplary templates which show how benefits can be calculated within varying public service areas (e.g. school, health, technical services…)

	22 
	Benefits for employees 
	Effective processes can also streamline daily work and provide more exciting ways to solve previously time-consuming repetitive work. Awareness of expected benefits can increase the motivation and self-image of the employees.

	25 
	Weary of change 
	Too much focus on effectiveness and efficiency can lead to resistance to the benefit realisation process.

	26 
	Wider focus 
	Awareness of higher-level drivers for benefits management such as national or regional initiatives 

	27 
	Requirement for govt financing 
	Benefits management should be mandatory in projects that need support for central governmental institutions.

	32 
	Focus on public interest 
	There is an increasing focus on just use of public funds. The method needs to focus on services given to the public, to improve existing and to introduce new services.

	35 
	Quantitative benefits 
	The method should support identification of quantitative benefits.

	36 
	Qualitative benefits 
	The method should support identification of qualitative benefits.

	37 
	Quantitative and qualitative benefits 
	The method should support identification of both quantitative (cost reduction, time savings,…) as well as qualitative (improved service, better work environment,…) benefits, and a holistic picture in general.

	39 
	Balancing internal versus external benefit 
	The process should systematically analyse both organisational effectiveness and impact on the end users. Sometimes increased organisational effectiveness is less effective for users and citizens.

	41 
	Organisational incentives for benefit creation 
	Those organisation and other units who create benefits should to the largest possible extent keep the benefits. This should lead to budget- and accounting clarifications among varying juridical units and administration levels.

	42 
	Operative incentives for benefit creation 
	The organisation units implementing the projects which give benefits should have incentives, e.g. possibilities for better work environment, better service quality – not one-sided reduction of budgets. The system needs to be fair for those units from which benefits are taken out.

	45 
	Benefits for the public 
	Effects, especially benefits, on the public need to be measured as well. 

	46 
	Short and long-term benefits 
	The method should document and measure benefits both in the short term (1 year) and long term (many years), together with analysing the situation before the implementations.

	47 
	Visibility of benefits 
	The method should clearly illustrate the everyday impact on both the employees and management.

	49 
	Plan for benefits realisation 
	Benefits are not realised automatically. A benefits realisation plan, based on the promises laid out in the cost/benefit analysis, is needed.



Practicality
Not much of a surprise here, make it easy to learn and use.
	No.
	Factor
	Clarification

	1
	Easy to use
	The method should be easy to use, without much need for external support. Information to use the method needs to be collected to one place, so that work can be done without much interruption of daily work.

	2 
	Easy to learn 
	The method should be easy to learn, and easy to put into use by all stakeholders.

	4 
	Straightforward results 
	The results from the benefits management process should be easy to understand and adhere.

	5 
	Sufficient facts 
	The method/process should help to find facts from the existing reality in the context in question (about costs and other issues), when possible.

	6 
	Completeness 
	The method should include all aspects that might be needed to analyse a project: e.g. the idea, cost/benefit, project plan, evaluation of workflow, ex post evaluation…

	9 
	Easy language 
	The method should use language familiar to the organisation, with no difficult technical jargon.

	10 
	Applicability beyond IT 
	The method should not be limited to IT investment analysis / mgmt, but be usable also on other areas of investments.

	14 
	Need for time 
	Benefits realisation requires that the participants have time to do this work, which needs to be accepted.

	16 
	Accessibility 
	The method should be easily accessible and everyone needs to know where the information about the method is located.

	17 
	Scalability 
	The method should be usable in all organisations, of varying size and geographical location.

	40 
	Support for documentation
	The method should support easy documentation of different kinds of benefits.

	43 
	Inter-agency cooperation 
	Benefits realisation often requires organisation changes and merging functions. The greatest potential here resides in inter-agency IT co-operation.

	44 
	Measurability 
	The method should show that the measurements are useful and carry real relevance in the operations. The measurement should be doable without much extra effort.

	48 
	Holistic view to processes. 
	The method needs to cover a holistic view to services so that it does not become a control system for a part of the process. E.g. an accounting system needs to be able to function to register issues at shop-floor easily, and should function as well as a coordination system for the management.

	51 
	Clarity of expectations 
	In the process it should be clear how much of a realised benefit in itself means changes, such as reduced time and labour used for routines in the operational units etc.

	52 
	Need to learn new systems and processes 
	Need to map the educational needs, give sufficient training and time to learn new systems and processes, especially to control that the new routines are used as planned.

	53 
	Competence in benefits mgmt 
	All stakeholders (politicians, administrative mgmt, employees) need to have insight and competence in tools for benefits realisation processes (cost-benefit analysis, process modelling, measures)

	54 
	IT competence of management 
	The management needs to have competence in IT opportunities for organisation development.

	55 
	Competence in project mgmt 
	Competence in project management is a necessary prerequisite for good benefits realisation.

	57 
	Ex ante evaluation 
	The method should help make a thorough mapping for needs and requirements for an IT investment, to ensure that the system will be utilised.

	58 
	Process analysis 
	The method should include analysis tools for today’s solutions, future potential, consequences and choices, and bottlenecks of the current business processes. The results should show how IT and organisation change are related, to find new innovative work practices.



Applicability
Goal clarity is No 34, two thirds down the list! Why isn’t it at the top?

	No.
	Factor
	Clarification

	24 
	Embedded part of change mgmt practice 
	The method should be formed so that benefits management becomes a natural part of general-level organisation development and change processes.

	30 
	Requirement from management 
	The management in the organisation (political and administrative) should require that all IT investments should be implemented through the benefits realisation process with clear goals and understanding of expected impacts.

	31 
	Coverage over project life-cycle 
	The method should be usable both early in and all through the planning phase of the initiatives and also in follow-ups after implementations.

	33 
	Supports higher-level objectives 
	Need to show that it is feasible to invest in IT to support higher-level objectives. This will give credibility, especially to the politicians search for savings.

	34 
	Goal clarity 
	The method should help formulate clear goals, which are viewed as positive for the employees, public and politicians.

	50 
	Belief in benefits realisation 
	One needs to believe that benefits management is beneficial in the first place.




Efficiency
Not much to say here, this is pretty obvious.
	No.
	Factor
	Clarification

	3 
	Resource needs 
	Method use should not require much resource to gain results, and should be a part of the daily activity with minimum needs for additional resources.



Communication
Saleability is the highest comms concern, more important than any of the BM-specific items. I think this confirms what we’ve all seen. BM just doesn’t excite the project sponsors.

	No.
	Factor
	Clarification

	7 
	Saleability 
	The method/concept should be intuitive so that the purpose and implementation would be immediately obvious and sensible for the participants.

	12 
	Informing about the method 
	Sufficient promotion and information about the method and guidelines are important.

	19 
	Exemplary business cases 
	The method should include examples from other relevant organisations, which show that method is usable to document benefits from IT investments, including descriptions how the others have done it.

	21 
	Exchange of competence 
	In addition to the method, the organisations should have access to forums of experience exchange and competence transfer from successful projects that have reached good results.



Involvement
Employee participation is a reasonable thing to put near the top.
Ownership of the process is disappointingly low at 28, half-way down the list.
	No.
	Factor
	Clarification

	8 
	Employee participation 
	Everyone impacted by the new ways of working should have a chance to participate in the identification of benefits, checking facts and numbers, and to suggestions as how to realize the benefits.

	13 
	Conflict reduction 
	There is a need to create safety, e.g. through involving union representatives, that they workforce would not be downsized or laid off. To avoid professional conflicts.

	23 
	Broad participation 
	Management and employees should participate in all phases of the process. Broad participation is needed for the quality of new solutions, and motivation for implementing these new solutions.

	28 
	Ownership of the process 
	Someone needs to be interested in benefits identification and realisation – either in the organisation’s management or at the state level.

	29 
	Decision support for politicians 
	The politicians should be involved in benefits realisation. The method needs to provide understandable results about the value of IT for them.

	38 
	Clear responsibilities 
	The leaders need to be aware that benefits are not automatically realised. Responsibilities for realising particular benefits need to be defined on an individual level, they need to define plans, in which benefits potential is accepted as being realistic.

	56 
	Prestige 
	Employees could be motivated with prestige on taking new practices into use.

	59 
	Inter-profession cooperation 
	The method should simulate co-operation among different professions in the public sector, to ensure the broad perspective on IT investments, on different levels of the organisation.




Benefit Management specifics
The BM specific items were then gathered into sub-categories. These fell into the areas of tools & techniques to apply the method in practice, stakeholders and the apportionment of benefits and actual type of benefits to be prioritised selected and managed.

[bookmark: _GoBack]Tools & Techniques
Means of continuous follow-up, performance management for benefits, making sure they happen.
Templates for benefit calculation, a recognition that we need some reference benefits so we don’t reinvent the wheel in varying shapes and sizes.
	No.
	Factor
	Clarification

	11 
	Means for continuous follow-up 
	The method needs to include risk factors analysis related to realisation of particular benefits factors, so that these can be continuously followed up with corrective actions, as necessary.

	15 
	Prioritisation of activities 
	Benefits realisation means use of effort, resources and possible conflicts. The method needs to give tools to prioritise among identified benefits.

	20 
	Templates for benefit calculation 
	The method should have several exemplary templates which show how benefits can be calculated within varying public service areas (e.g. school, health, technical services…)

	27 
	Requirement for govt financing 
	Benefits management should be mandatory in projects that need support for central governmental institutions.

	47 
	Visibility of benefits 
	The method should clearly illustrate the everyday impact on both the employees and management.

	49 
	Plan for benefits realisation 
	Benefits are not realised automatically. A benefits realisation plan, based on the promises laid out in the cost/benefit analysis, is needed.




Stakeholders
For a set of public sector experts, it’s perhaps a little worrying that employee benefits is so much more important to them than public benefits.
	No.
	Factor
	Clarification

	22 
	Benefits for employees 
	Effective processes can also streamline daily work and provide more exciting ways to solve previously time-consuming repetitive work. Awareness of expected benefits can increase the motivation and self-image of the employees.

	25 
	Weary of change 
	Too much focus on effectiveness and efficiency can lead to resistance to the benefit realisation process.

	39 
	Balancing internal versus external benefit 
	The process should systematically analyse both organisational effectiveness and impact on the end users. Sometimes increased organisational effectiveness is less effective for users and citizens.

	41 
	Organisational incentives for benefit creation 
	Those organisation and other units who create benefits should to the largest possible extent keep the benefits. This should lead to budget- and accounting clarifications among varying juridical units and administration levels.

	42 
	Operative incentives for benefit creation 
	The organisation units implementing the projects which give benefits should have incentives, e.g. possibilities for better work environment, better service quality – not one-sided reduction of budgets. The system needs to be fair for those units from which benefits are taken out.

	45 
	Benefits for the public 
	Effects, especially benefits, on the public need to be measured as well. 




Benefit types
The main focus is on the low-hanging fruit, the quick wins.
Wider focus, higher-level drivers such as national initiatives, is in the middle of the list. Maybe this suggests a parochial, small-scale focus that looks for project benefits where it ought to look for portfolio ones.
	No.
	Factor
	Clarification

	18 
	Focus on potential 
	The process should evaluate and document the areas for greatest potential – on those areas where it is easier to reap benefits than on others.

	26 
	Wider focus 
	Awareness of higher-level drivers for benefits management such as national or regional initiatives 

	32 
	Focus on public interest 
	There is an increasing focus on just use of public funds. The method needs to focus on services given to the public, to improve existing and to introduce new services.

	35 
	Quantitative benefits 
	The method should support identification of quantitative benefits.

	36 
	Qualitative benefits 
	The method should support identification of qualitative benefits.

	37 
	Quantitative and qualitative benefits 
	The method should support identification of both quantitative (cost reduction, time savings, …) as well as qualitative (improved service, better work environment,…) benefits, and a holistic picture in general.

	46 
	Short and long-term benefits 
	The method should document and measure benefits both in the short term (1 year) and long term (many years), together with analysing the situation before the implementations.




Top three, bottom three
Top three aren’t BM specific, make it easy, throw resources at it. Big surprise.
Bottom three are a bit worrying. Ex-ante evaluation (the up-front study of what you’re supposed to be doing) isn’t important? What about “Start with the end in mind”? Likewise process analysis, understanding the baselines. And finally co-operation, not working in silos, is the least important aspect chosen.
It looks like we have a lot of education to do.
	No.
	Factor

	1
	Easy to use

	2 
	Easy to learn 

	3 
	Resource needs 



	57 
	Ex ante evaluation 

	58 
	Process analysis 

	59 
	Inter-profession cooperation 






The consolidated list of 59 factors
The factors in the order chosen by the Delphi study
	No.
	Factor
	Clarification

	1
	Easy to use
	The method should be easy to use, without much need for external support. Information to use the method needs to be collected to one place, so that work can be done without much interruption of daily work.

	2 
	Easy to learn 
	The method should be easy to learn, and easy to put into use by all stakeholders.

	3 
	Resource needs 
	Method use should not require much resource to gain results, and should be a part of the daily activity with minimum needs for additional resources.

	4 
	Straightforward results 
	The results from the benefits management process should be easy to understand and adhere.

	5 
	Sufficient facts 
	The method/process should help to find facts from the existing reality in the context in question (about costs and other issues), when possible.

	6 
	Completeness 
	The method should include all aspects that might be needed to analyse a project: e.g. the idea, cost/benefit, project plan, evaluation of workflow, ex post evaluation…

	7 
	Saleability 
	The method/concept should be intuitive so that the purpose and implementation would be immediately obvious and sensible for the participants.

	8 
	Employee participation 
	Everyone impacted by the new ways of working should have a chance to participate in the identification of benefits, checking facts and numbers, and to suggestions as how to realize the benefits.

	9 
	Easy language 
	The method should use language familiar to the organisation, with no difficult technical jargon.

	10 
	Applicability beyond IT 
	The method should not be limited to IT investment analysis / mgmt, but be usable also on other areas of investments.

	11 
	Means for continuous follow-up 
	The method needs to include risk factors analysis related to realisation of particular benefits factors, so that these can be continuously followed up with corrective actions, as necessary.

	12 
	Informing about the method 
	Sufficient promotion and information about the method and guidelines are important.

	13 
	Conflict reduction 
	There is a need to create safety, e.g. through involving union representatives, that they workforce would not be downsized or laid off. To avoid professional conflicts.

	14 
	Need for time 
	Benefits realisation requires that the participants have time to do this work, which needs to be accepted.

	15 
	Prioritisation of activities 
	Benefits realisation means use of effort, resources and possible conflicts. The method needs to give tools to prioritise among identified benefits.

	16 
	Accessibility 
	The method should be easily accessible and everyone needs to know where the information about the method is located.

	17 
	Scalability 
	The method should be usable in all organisations, of varying size and geographical location.

	18 
	Focus on potential 
	The process should evaluate and document the areas for greatest potential – on those areas where it is easier to reap benefits than on others.

	19 
	Exemplary business cases 
	The method should include examples from other relevant organisations, which show that method is usable to document benefits from IT investments, including descriptions how the others have done it.

	20 
	Templates for benefit calculation 
	The method should have several exemplary templates which show how benefits can be calculated within varying public service areas (e.g. school, health, technical services…)

	21 
	Exchange of competence 
	In addition to the method, the organisations should have access to forums of experience exchange and competence transfer from successful projects that have reached good results.

	22 
	Benefits for employees 
	Effective processes can also streamline daily work and provide more exciting ways to solve previously time-consuming repetitive work. Awareness of expected benefits can increase the motivation and self-image of the employees.

	23 
	Broad participation 
	Management and employees should participate in all phases of the process. Broad participation is needed for the quality of new solutions, and motivation for implementing these new solutions.

	24 
	Embedded part of change mgmt practice 
	The method should be formed so that benefits management becomes a natural part of general-level organisation development and change processes.

	25 
	Weary of change 
	Too much focus on effectiveness and efficiency can lead to resistance to the benefit realisation process.

	26 
	Wider focus 
	Awareness of higher-level drivers for benefits management such as national or regional initiatives 

	27 
	Requirement for govt financing 
	Benefits management should be mandatory in projects that need support for central governmental institutions.

	28 
	Ownership of the process 
	Someone needs to be interested in benefits identification and realisation – either in the organisation’s management or at the state level.

	29 
	Decision support for politicians 
	The politicians should be involved in benefits realisation. The method needs to provide understandable results about the value of IT for them.

	30 
	Requirement from management 
	The management in the organisation (political and administrative) should require that all IT investments should be implemented through the benefits realisation process with clear goals and understanding of expected impacts.

	31 
	Coverage over project life-cycle 
	The method should be usable both early in and all through the planning phase of the initiatives and also in follow-ups after implementations.

	32 
	Focus on public interest 
	There is an increasing focus on just use of public funds. The method needs to focus on services given to the public, to improve existing and to introduce new services.

	33 
	Supports higher-level objectives 
	Need to show that it is feasible to invest in IT to support higher-level objectives. This will give credibility, especially to the politicians search for savings.

	34 
	Goal clarity 
	The method should help formulate clear goals, which are viewed as positive for the employees, public and politicians.

	35 
	Quantitative benefits 
	The method should support identification of quantitative benefits.

	36 
	Qualitative benefits 
	The method should support identification of qualitative benefits.

	37 
	Quantitative and qualitative benefits 
	The method should support identification of both quantitative (cost reduction, time savings, …) as well as qualitative (improved service, better work environment,…) benefits, and a holistic picture in general.

	38 
	Clear responsibilities 
	The leaders need to be aware that benefits are not automatically realised. Responsibilities for realising particular benefits need to be defined on an individual level, they need to define plans, in which benefits potential is accepted as being realistic.

	39 
	Balancing internal versus external benefit 
	The process should systematically analyse both organisational effectiveness and impact on the end users. Sometimes increased organisational effectiveness is less effective for users and citizens.

	40 
	Support for documentation
	The method should support easy documentation of different kinds of benefits.

	41 
	Organisational incentives for benefit creation 
	Those organisation and other units who create benefits should to the largest possible extent keep the benefits. This should lead to budget- and accounting clarifications among varying juridical units and administration levels.

	42 
	Operative incentives for benefit creation 
	The organisation units implementing the projects which give benefits should have incentives, e.g. possibilities for better work environment, better service quality – not one-sided reduction of budgets. The system needs to be fair for those units from which benefits are taken out.

	43 
	Inter-agency cooperation 
	Benefits realisation often requires organisation changes and merging functions. The greatest potential here resides in inter-agency IT co-operation.

	44 
	Measurability 
	The method should show that the measurements are useful and carry real relevance in the operations. The measurement should be doable without much extra effort.

	45 
	Benefits for the public 
	Effects, especially benefits, on the public need to be measured as well. 

	46 
	Short and long-term benefits 
	The method should document and measure benefits both in the short term (1 year) and long term (many years), together with analysing the situation before the implementations.

	47 
	Visibility of benefits 
	The method should clearly illustrate the everyday impact on both the employees and management.

	48 
	Holistic view to processes. 
	The method needs to cover a holistic view to services so that it does not become a control system for a part of the process. E.g. an accounting system needs to be able to function to register issues at shop-floor easily, and should function as well as a coordination system for the management.

	49 
	Plan for benefits realisation 
	Benefits are not realised automatically. A benefits realisation plan, based on the promises laid out in the cost/benefit analysis, is needed.

	50 
	Belief in benefits realisation 
	One needs to believe that benefits management is beneficial in the first place.

	51 
	Clarity of expectations 
	In the process it should be clear how much of a realised benefit in itself means changes, such as reduced time and labour used for routines in the operational units etc.

	52 
	Need to learn new systems and processes 
	Need to map the educational needs, give sufficient training and time to learn new systems and processes, especially to control that the new routines are used as planned.

	53 
	Competence in benefits mgmt 
	All stakeholders (politicians, administrative mgmt, employees) need to have insight and competence in tools for benefits realisation processes (cost-benefit analysis, process modelling, measures)

	54 
	IT competence of management 
	The management needs to have competence in IT opportunities for organisation development.

	55 
	Competence on project mgmt 
	Competence in project management is a necessary prerequisite for good benefits realisation.

	56 
	Prestige 
	Employees could be motivated with prestige on taking new practices into use.

	57 
	Ex ante evaluation 
	The method should help make a thorough mapping for needs and requirements for an IT investment, to ensure that the system will be utilised.

	58 
	Process analysis 
	The method should include analysis tools for today’s solutions, future potential, consequences and choices, and bottlenecks of the current business processes. The results should show how IT and organisation change are related, to find new innovative work practices.

	59 
	Inter-profession cooperation 
	The method should simulate co-operation among different professions in the public sector, to ensure the broad perspective on IT investments, on different levels of the organisation.



