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Hello…let’s get to know each other

Let us presents
ourselfs…



PPM in PwC 

We are a global team of Portfolio and Programme Management (PPM) professionals who 
specialise in designing and delivering complex transformation programmes.

Our clients are dealing with unprecedented challenges driven by factors such as shifts in global economic power, 
demographic changes in an ageing population, the digital economy, and the emergence of global players disrupting 
traditional sectors.

As a result, our clients are need to deliver bigger, transformational change, and do so at a faster pace than ever before.  At 
the same time, the cost of failure is increasing, and organisations cannot afford to deliver change programmes using the 
same old ad hoc approach and processes.

Our mission as a global team is to help our clients with: 1495

PPM Professionals 
around the globe

“Our passion is helping our clients execute their strategy”  

Choosing the right set of projects; effectively executing them; and realizing their
benefits.

PwC’s PPM capabilities have been developed to address the most frequent and significant challenges 
our clients face when approaching organisational change.  We bring the best of our extensive 
experience, industry knowledge, tailored tools and templates, and specialised professional networks to 
help our clients prioritise their change activities, execute them effectively, and realise their 
benefits.



Let us talk about the same thing..

Element Definition Purpose

Strategic objective An organisational target for achievement agreed for the programme 

in relation to the drivers for the programme

To define the future state that the programme 

(investment) should produce

Business benefits A benefit is a measurable change perceived to be an advantage by a 

stakeholder.

Some benefits are defined as end benefits and others as intermediate 

benefits

To define the improvements that will arise in the 

business. If sustained, these benefits will lead to the 

achievement of the Strategic Objective(s)

Business outcomes These are the new ways-of-working that will be observed upon the 

successful adoption of the Project Outputs by the organisation

To define the change in behaviour (new ways-of-

working) needed to achieve the benefit(s)

Enabling changes These are the necessary pre-requisites for a business change to 

happen or are essential to bring the new capability (project output) 

into operation. 

These pre-requisites can be Technical, Operational or People related

To define what needs to happen to make the Project 

Output accessible and functional for stakeholders to 

exploit

Project outputs These are the physical output components to be delivered by the 

individual projects

To provide new capability to the organisation or its 

stakeholders.
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What is Benefits Management?

Benefits Management is the application of a series of activities within a programme of change, which 
allows us to:

• Identify and plan for the realization of benefits;

• Establish the necessary governance arrangements to oversee progress and ownership of 
benefits realization;

• Measure the achievement of benefits, including the baselines, targets, milestones and 
measures which are agreed with benefit owners, and 

• Ensure that post programme realization of benefits is lasting and continuous



Why is Benefits Management important?

A structured approach to Benefits Management  is a key element to a well thought out Business Case. 
Without Benefits Planning, programmes can be well managed but still fail to deliver the expected 
value back to the business. Clear Benefits Planning identifies and links:

• the organisation’s expected benefits 

• the change required to deliver that benefit

• the baseline for measurement of that benefit

• the owner of that benefit target

• the categorisation of each benefits

This thinking will drive the decision making process required to create the business case including 
scope, size and resource allocation.



What do we mean by “benefits”?

As anything from which the business 
derives a positive response…



Why benefits management matters – achieving the strategic objectives

“Linking Changes to the 

Strategic Objectives can 

only be achieved via 

benefits.”
Cabinet Office Research, Benchmarking 

Reliable Delivery, June 2008

“To be successful, the 

intended changes must 

retain a strong connection 

with business imperatives.”
Cranfield University School of Management, 

2004



Why benefits management matters – a disciplined approach to address 
common programme issues as well as contribute to programme success

Client issues

- The Programme is delivered on time and to 
budget but the benefits are not realised as 
expected.

- The business case is poorly constructed and it 
fails to articulate what the real value or benefits 
are meant to be.

- The business case is well constructed but is not 
referred to during the remainder of the 
programme.

- There is a strong delivery mindset but the 
outputs are not tested during the programme 
to make sure they are fit for purpose.

- There is no entity responsible for owning the 
benefits management process.

- KPIs are not in place to measure whether the 
benefits are realised.

- To incentivise individuals and align people 
performance to delivery

Value  of Benefits realization Management

- A clear understanding of what investment 
objectives exist for the programme.

- Clear articulation of what business benefits will 
result from the achievement of these 
objectives.

- Firm understanding of how these benefits will 
be measured and who owns them.

- Strong linkage between benefits and what 
needs to change in the organisation to 
realise them.

- Change ownership and measures of 
the achievement.

- The programme is delivered and that the 
benefits are sustained after implementation.



What do our clients say about Benefits Management? 

The level of  client maturity and experience in relation to Benefits Management is often low. Clients 
often find that even when programme management is in place, programmes fail to deliver their 
anticipated business benefits. Some typical frustrations are: 

The programme was 
delivered on time and on 
budget, but what 
happened to the benefits?

The business case doesn’t say 
what the real value or 
benefits are meant to be!

They had a delivery mindset 
– but the link to benefits was 
not strong

The business case was well 
constructed – a great book 
end /  door stop for the rest 
of the programme

There was a focus on benefits 
at the start...and then it got 
lost in the noise of the 
programme delivery and 
management machine

Benefits were measured by 
cobbling a bit of this and a bit 
of that together

There was a defeatist 
attitude to benefits– no one 
took ownership of them or 
the changes required to 
make them



Benefits Management answers critical questions…

“How does my 
programme 
relate to our 

strategy?”

“What is the 
impact on 

benefits if the 
programme 

slips?”

“I don’t have clear 
line of sight between 

programmes and 
investment 
objectives”

“What business 
changes are 
required to 

achieve lasting 
benefits?”

“Who is 
accountable for 

benefits 
realization?”

“How do I measure 
benefits to ensure 

my investment 
objectives are 

achieved”

“The programme is 
on time and to 
budget, but the 
benefits are not 

realised”



Benefits Management impacts every facet of a programme

The diagram below demonstrates how a benefits management mindset should permeate every facet 
of programme management, and sit at the heart of management decision making. 
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PPM - Lets give a context for Benefits Realization Management…

Portfolio Management 
A function dedicated to supporting 
delivery of a portfolio's aggregated 
benefits through insightful reporting, 
appropriate resource allocation and 
controls and cyclic re-prioritisation.

Portfolio
Aligning strategy to project 
selection, benefits optimisation 
and investment.

Project Project

Programme
Implementation of a set of 
related projects or workstreams 
to deliver business outcomes 
and benefits.

Programme Management 
A central function to provide visibility 
and allow control of all programme or 
project activity being undertaken to 
achieve change. 

Project
A short term set of activities to 
deliver one or more outputs in 
accordance with a specific business 
case. A particular project may or 
may not be part of a programme.

Project

Run the business Change the business

Measurement  

and       
refinement

Deployment 

and   
acceptance

Alignment     

and 
prioritisation

Measurement 

and
re-balancing

Strategy & 
Corporate 

Governance

Operate & 
Realise

Portfolio 
Management

Programme 
& Project 
Delivery

Benefits Management
Be



Many companies struggle to consistently get the expected benefits from its 
change projects…

Source: PwC ‘s Global PPM survey

Perceived 
project success -
distribution of 
responses

Source: PwC ‘s Global PPM survey

Mostly yes – for short term 
projects only

Mostly yes – for longer 
running projects only7

 %
2

4
 %

7
 %

Success – 38 %

Projects generally deliver 
change, but business benefits 

are limited

8
 %

4
0

 %

Almost  – 48 %

Don’t know

8
 %

6
 %

No success 14 %

…and the top reasons why projects fail to deliver has not changed 
materially over the past 10 years

Top three 
reasons for 
project failure –
regular theme 
since 2004

2004 2007 2012 2014

Bad estimated/ missed 

deadlines

Bad estimated/ missed 

deadlines

Poor estimated in the 

planning phase

Poor estimated in the 

planning phase

Scope changes Scope changes Lack of executive

sponsorship

Change(s) in scope 

mid-project

Changes in 

environment

Insufficient resources Poorly defined goals

and objectives

Insufficient resources

Mostly yes – outcomes have 
been achieved for long and 
short term change projects

There is a mix of projects that 
deliver successfully and those 

that don’t

Many projects over run (time 
or budget) and/or don’t 

deliver the outcome expected



Our 2014 PPM survey points to 5 key improvement areas for more successful 
Portfolio & Program Management

5. Optimize Portfolio to 
maximize return 

• 20% of project portfolio is still not aligned with Strategic ambition

• Only 53% said that decision across the portfolio is supported by objectives criteria 

4. Be flexible, change 
fast: Think big, start 
small, act fast

• Top 2 reasons for project delivery delays were: poor estimates in the planning phase 
and changes in the scope mid projects 

• Top 4 reasons for projects failure are i) re-prioritisation ii) change in strategy iii) 
benefits not being realized iv) change in environment

1. Enable your people to 
deliver success 

• 40% of Executives manage change program on top of their full time core 
responsibilities

• 64% of CEOs say that enhancing workforce skills is a priority over the next 3 years

2. Connecting the 
Executive teams to 
program delivery

• Only 19% of non PM respondents felt business outcomes are clearly understood

• Only 6% of changes are co-designed

3. Measure and address 
the harsh facts to 
maintain direction

• Only 50% of PMs agree a baseline exist to measure benefits

• Only 72% agree that there’s a structured approach to determine business 
requirement to meet objectives of the programs

Source: PwC ‘s Global PPM survey 2014



There is a strong correlation of organizations with mature PPM capability 
and those realizing the intent of their strategic projects

Portfolio Management: Doing the right things

Program and Portfolio Management supports strategic transformation:

 (10)
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Strategy executed to plan Organisation works on the right
projects

Performance improvement (%)

Immature Moderately mature Highly mature

 -

 20

 40

 60

 80

Projects on schedule & budget Project customers satisfied

Performance improvement (%)

Immature Moderately mature Highly mature

Program Management: Doing the things right

Organizations that apply portfolio management are 
more likely to succeed in implementing their strategy 
due to tight alignment between strategic imperatives 
and the scope, direction and sequentially of projects 

Organizations that apply strong program management 
practices are more likely to obtain the intended benefits 
and results as projects are more effectively planned, 
managed and aligned with stakeholder expectations

Source: PwC global survey on the current state of project management



And of our PPM Capabilities to maximise and manage value

Focused 
benefits 

management

Engaged 
stakeholders

Smart 
financing

Delivery-
enabling 

plans

Active quality 
management

Agile change 
control

Embedded 
lifecycle 

assurance 
and learning

High-
performing 

teams

Integrated 
suppliers

Managed  
risk and 

opportunitie
s

12      
Elements of 

delivery 

excellence

Governance-
enabling 
decision-
making

Clear scope

All of our work is underpinned by practical experience

We know there are many dimensions to the effective delivery of
programmes. Our 12 Elements model sits at the heart of our
offerings and outline the key elements of what a successful project,
programme or portfolio should look like.

If each element is undertaken well, a portfolio or
programme function should deliver:

Insight

Effective reporting that tracks all strategic change initiatives with
tailored communication to stakeholders

Control

Controlled implementation in agreed timelines

Efficiency

Identify and eliminate overlap and exploit synergies leading to
efficiencies and savings

Alignment

Connects execution with strategic direction



Focussed Benefits Management

• Benefits realization is put at the centre of programme delivery so that all aspects of the programme are designed and 
delivered with clear linkage to benefits and investment objectives.

• Benefits management focuses on clear benefits identification, planning for benefits from the outset of a 
programme and early benefits delivery whenever possible.

• We work with client teams to:

• Identify quantifiable benefits at the outset of the programme and create a framework to review and track 
achievement.

• Develop measureable benefits with clear targets, baselines and monitoring mechanisms. Establishing 
ownership of benefits is crucial.

• Achieve agreed outcomes and sustainable change rather than simply delivering milestones and progress.

• Often benefits are only thought about at the start and the end of a programme. In order to successfully embed the 
change in the organisation it is important to plan for and maintain a focus on benefits  realization management 
throughout the programme.



Transform - “The global framework for delivering all aspects of client 
programmes from strategy through to implementation”

Overview

The Transform Framework is the methodology that defines how we deliver our projects:

• Connects our different skills, processes and experiences to capture the most value 
possible for our clients;

• Gives us a consistent language and approach through which we can work together to 
serve global clients seamlessly across borders and,

• Offers a proven framework for delivering end-to-end results that are sustainable long 
after implementation programmes are complete.

Embed operating model 
changes into business as 
usual, realise benefits and 

continuously improve

Strategy & 
Assess

Design Construct Implement Operate & 
Review

Driving 

Change

Core 

Modules

Delivering 

Change

Scope-

specific 

Modules

Competency toolkits and methodologies

Integrated change management and communications

Customer Offering

Process

Technology

Information

Organisation

People Capabilities

+ Corporate Structure

+

Integrated programme and benefits management

+

+

Core 1 Core 2 Core 3 Core 4 Core 5

Core X1

Core X2

Understand the 
business need, generate 

insights and provide 

options for change

Design operating model 
changes to optimise 
benefits realisation

Build and test operating 
model changes needed to 

deliver benefits

Roll out and stabilise 
operating model 

changes and plan 

subsequent benefits 
delivery

How Transform helps us deliver our services

• A thorough and detailed methodology. Behind each of the 5 stages is a number of delivery modules, each of which has clear tasks and steps. Teams are 

able to use the methodology as a whole, or extract and develop those areas that are appropriate to the engagement. 

• A repository for best practice tools and templates. Tools are tailored to industry, competency and client operating model so that teams can find the most 

appropriate example. Teams can then use these as a basis to innovate a suite of tools and templates that are bespoke to particular client needs.

• Programme and Benefits Management is a Core Delivery Module meaning that part or all of it should be used in every engagement. The services provided 

out of PPM are a critical element of the core delivery modules.

• A link to more specialist PwC methodologies. This provides our teams with access to more specific skills and methodologies, beyond the usual remit of 

PPM, which may be appropriate for some engagements. 
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Our Approach - overview

• A clear understanding of what investment objectives 
exist for the programme;

• Clear articulation of what business benefits will result 
from the achievement of these objectives;

• Firm understanding of how these benefits will be 
measured and who owns them;

• Strong, on-going linkage between benefits and what 
needs to change in the organisation to realise them.

• Change ownership & measures of achievement

• The right IS/IT provision….and not everything the 
vendor wants to sell you.

• Benefits realization driving everything.

• The glue to hold all this together throughout 
programme lifecycle and beyond…

“Moving benefits realization from the periphery 
to the heart of programme delivery.”



Our Approach in detail (1)

The PwC approach leads the organisation through a structured path to identify, plan, execute  and track benefits.

Stage 1
Identify benefits 

Stage 2
Plan for benefits

Stage 3
Execute

• Confirm investment objectives.

• Identify benefits that will result from 
objectives.

• Draft required business and enabling 
changes.

• Agree ownership for benefits and 
changes.

• Agree how benefits can be measured.

• Agree achievement measures for the 
changes.

• Identify any potential organizational 
or stakeholder issues that could 
impact the realization of the benefits.

• Develop benefit profiles to capture the 
identified benefits.

• Build out changes into change 
profiles.

• Review and agree resource and 
time required for changes.

• Undertaken baseline measurement 
and agree frequency for re-
measurement.

• Review and confirm benefits 
dependency map.

• Generate stakeholder action plan.

• Categorise benefits for business 
case purposes.

• Build and finalize business case.

• Confirm overall responsibility for 
benefits management.

• Benefits Manager to work 
with PMO to build and initiate the 
execution of benefits realization plan.

• Initial focus is on the changes 
required during the Design and 
Construct phases.

• As the programme moves 
into Implementation, there 
is renewed focus on the 
benefits profiles.

Stage 4
Track benefits

• Benefits Manager works with benefit 
and change owners to evaluate 
progress on benefits.

• Corrective action agreed between 
working team and submitted to 
programme board or business 
sponsor for approval.



Our Approach in detail (2)

Why do we want 
improvement?

What improvement do we 
want / could we get?

Where will it occur?

Who is responsible for its 
delivery?

What changes are needed?

Who will be affected?

How and when can changes 
be made?

Drivers and objectives

Benefit identification & location

Can it be 
measured?

Can it be 
quantified?

Financial 
value?

Stakeholder management

Benefits realization Plan

Benefits achieved? More benefits possible? Further action?

Justification for investment

Key benefits of approach

• “Cradle to grave” focus on 
benefits realization.

• Continuity from benefits to 
business case to 
realization.

• Integrates project mgt and 
change mgt to achieve 
tangible benefits.

• Facilitative, workshop 
based planning approach.

• Easy for senior 
stakeholders to 
understand the journey.

• Clarity over reporting and 
what needs to happen.



1. Identify Benefits
1

2

3

4

Benefits 
Management

Identify
benefits

Plan for 
benefits

realization

Execute 
benefits

realization
plan

Track and 
modify

Execute: Ensuring the activities are delivered, including creation 
of Benefits Manager role and clear understanding of 
responsibilities with PMO.

Identify Benefits: The starting point in the Benefits 
Management lifecycle is to work with the client to identify the 
business outcomes they are looking to achieve and establish the 
baseline. 

1

Plan for Benefits realization: The next step is to prepare for 
the realization of benefits. This includes creation of Benefits 
Profiles, identifying Benefits Owners, Benefits categorisation and 
linking benefits to stakeholder management activities.

2

3

Track and Modify: Once the benefits realization activities have 
commenced it’s necessary to track the achievement of these 
benefits and modify targets or measurements if necessary

4



How do we get started?

Our approach to benefits management requires building early commitment and buy-in from key 
stakeholders, and agree how to maintain a  benefits-driven change programme. We use ‘benefits 
realization events’ to accomplish this. 

These events help stakeholders understand and buy into: 

• The benefits realization lifecycle 

• How our approach can help link planned benefits with all the project activities 

• Our key tools and techniques 

• Where our identified benefits and structuring activities feed into the business case 

• How benefits realization planning activities feed into project planning 

• The need for a benefits realization mindset throughout the change programme lifecycle 

• Why the right balance of people, from across the organisation, need to work together to deliver the 
planned outcomes 

1

2

3

4



How do we identify the benefits?
1

2

3

4

We work together to answer the following questions: 

1. What are the business drivers that determine the objectives of the change 
programme? 

2. What benefits will we get when we achieve these objectives? 

3. How will the benefits be measured? 

4. Who will act as the benefit owners? 

5. What organisational changes will help to achieve the benefits? 

6. What are the high level stake holder implications? 

Two key tools to identify benefits are:

• Benefits dependency mapping 

• Benefits base-lining



Benefits Dependency Mapping
1

2

3

4

This technique establishes the link between the client’s investment objectives and the 
planned benefits. It also helps us to identify what business changes and technology 
will be required to deliver these benefits.

Who should be involved?

Benefits dependency mapping brings together all the key stakeholders  and enables us to help 
these stakeholders understand what needs to be done to deliver the benefits, and identify who 
is responsible for achieving them. 

For each benefit that has been identified, we need to establish: 

1. How it will happen 

2. What changes have to occur to make it happen 

3. What business processes need to be changed 



How do we draw a Benefits Dependency Map?
1

2

3

4

1. Start at the right 
hand side, and work 
with your clients to 
identify the drivers

2. Break the 
identified investment 
objectives down into 

more detailed 
business benefits 

3. Work with your 
client to understand 

what needs to change 
in order to get those 

benefits. 

Q to client: what business 
changes or enabling changes are 
reliant on specific IT/IS enablers?

Q to client: ‘what are the 
programme objectives?

Q to client: if these objectives were 
achieved, what would be the 
resultant benefits in the 
organisation?

4. The answers from question 3 should then be used in the business case to clearly state what 
benefits we expect to achieve and how we intend to achieve them. 



Benefits dependency mapping – what and why?

Enabling

Changes

Business

Changes

Business

Benefits
Investment

Objectives

Externally facing

Internally facing

D

R

I

V

E

R

S

• Framework to explicitly link investment objectives and 
requisite benefits WITH necessary business changes

• Brings key stakeholders together at outset of 
programme to articulate WHAT needs to be done to 
deliver the benefits, and WHO is responsible for them.

• Direction of travel RHS to LHS – to ensure programme 
driven by business demand and not by the change itself.

• Mapping is a key INPUT into business case….not other 
way round. For each benefit, need to identify:

• How will it happen?

• What changes have to occur to make that benefit 
happen?

• Do we have to change business processes or staff?

1

2

3

4



Objectives to business benefits… How to get the benefits…

Practically we split the task into two stages:

1.  Benefits identification and mapping

2.  Building ‘results chains’ which show the changes required within the organisation to realise the benefits.

To increase 
effectiveness of 
A&P spend

IS/IT
Enablers

Enabling
Changes

Business
Changes

Business
Benefits

Investment
Objectives

Proj,Mgt 
package

Measure outcome of 
campaigns re objectives

Reduced cost by avoiding 
waste on irrelevant 
customers

Increased response rate from 
A&P campaigns

Increased rate of follow up of 
leads

Increased conversion rate to 
sales

Introduce Proj 
Mgt for A&P 
campaigns

To increase sales 
value and volume 

from new 
customers

D

R

I

V

E

R

S

Use database to improve 
targeting in segmentsRedefine 

customer 
segments

Customer 
/prospectdb

Campaign 
response 
tracking

Reduced  mkting 
time on admin

1

2

3

4

How to get the benefits Objectives to business benefits



The Benefits Dependency Map - the basis of the business case and change 
management plan

The benefit dependency map is built from the objectives map, the benefits map and the 
aggregation of each of the individual result chains. Benefit dependency maps can get quite 
complex – think about using a simplified format with clients

Enabling
Changes

Business
Changes

Business
Benefits

Investment
Objectives

D

R

I

V

E

R

S

The benefits and why we want themHow new ways of working can deliver the 
benefits  - and  how to make that happen

1

2

3

4



Completion of benefits dependency map

• Work from right to left – ensures investments are driven by business demand (RHS) rather than IT supply (LHS).

• Business changes:

• are permanent changes to working practices, processes and or relationships that will cause benefits to be delivered.

• cannot normally be delivered until the enabling changes have been made, such as new IT system is available for use.

• Enabling changes:

• are typically “one off” changes which are pre-requisites for making the business changes or are essential to bring new system 
into effective operation;

• often involves tasks such as defining new working practices, redesigning processes, agreeing changes to job roles, training 
etc;

• can often be made, or have to be made, before new system is introduced. 

• Once initial Benefits Dependency Map has been constructed:

• Measures for each of the benefits must be established;

• Responsibilities for all the benefits and changes must be assigned;

• Timescales for realization must be established.

In many cases, individual accountability for benefits is linked to individual performance objectives.

1

2

3

4



What is Benefits Baselining?

Benefits baselining is a process that provides us with a starting point from which benefits 
can be measured and/or targets set.

• By establishing an ‘as-is’ baseline from which to measure the changes, we can be 
confident that we are capturing and demonstrating the extent of the improvement 
or value of the benefit.

• To be most effective, baselining activities must be supported by appropriate 
governance and stakeholder engagement activities.

1

2

3

4



When should I establish a Benefits Baseline?

Why determine the baselines upfront? 

1. Enables us to start measuring and monitoring 
the effect of our work as soon as possible. 

2.    Provides confidence that both our baseline 
and target figures are valid

We need to 
determine and 

agree our 
baselines 
upfront

1

2

3

4



Options for establishing a Benefits Baseline

1. Measurements from a time and motion study 

2. Point in time

3. Average over a nominated time period 

4. Rolling average measurements 

Weak

Strong

1

2

3

4



Benefits Baseline setting can be difficult

Some common difficulties when setting baseline values:

• The organisation does not want to identify or set baselines

• The organisation does not currently measure any data

• The organisation proposes unrealistically low or high baseline values

• Owners of the benefit are resistant to the proposed baseline (and target) 
figure

• The agreed baselines may no longer be valid due to legitimate business 
reasons

1

2

3

4



Benefits Baseline and KPIs some examples

Business area Process improvement opportunity Expected benefits Baseline - Based on historical 

performance

KPIs - To measure 

future performance

Finance Streamline the month end closing processes 

and thereby reduce overtime

Reduction in overtime cost 

burden (financial benefit)

Current overtime hours allocated to the month 

end processes (month by month over the past 

year)

Overtime hours 

Finance Reduce the average collection period Interest gained via funds in 

deposit account (financial benefit)

Average days taken to collect funds (in the past 

year)

Debtor days

Finance Reduce errors in the accounting entries in 

the General Ledger per month

Time saved in entering journal 

entries for error correction 

(capacity creation)

Average number of error journals per month Number of error journals 

per month

Finance Pay invoices no earlier than the agreed 

supplier payment period 

Increased interest earned through 

more cash in interest bearing 

accounts in the bank (financial 

benefits)

Current average supplier payment period Supplier payment period

HR Streamline recruitment and onboarding 

processes

Reduction in overtime burden 

(financial benefit)

Monthly overtime hours attributable to 

recruitment and onboarding over the last year

Recruitment and 

onboarding overtime hours 

IT Implement a shared service model for IT 

helpdesk

Reduction in staff costs (FTEs) Number of staff (FTEs) throughout the 

organisation resolving IT issues

Number of staff (FTEs) 

dealing with helpdesk calls

Supply Chain Centralise purchase and purchase 

agreements for stationery

Achieve discounts on volume 

purchases (financial benefit)

Current stationery costs throughout the 

organisation

Stationery costs

Current Value Target Value

1

2

3

4



2. Plan for Benefits realization
1

2

3

4

Benefits 
Management

Identify
benefits

Plan for 
benefits

realization

Execute 
benefits

realization
plan

Track and 
modify

Execute: Ensuring the activities are delivered, including creation 
of Benefits Manager role and clear understanding of 
responsibilities with PMO.

Identify Benefits: The starting point in the Benefits 
Management lifecycle is to work with the client to identify the 
business outcomes they are looking to achieve and establish the 
baseline. 

1

Plan for Benefits realization: The next step is to prepare for 
the realization of benefits. This includes creation of Benefits 
Profiles, identifying Benefits Owners, Benefits categorisation and 
linking benefits to stakeholder management activities.

2

3

Track and Modify: Once the benefits realization activities have 
commenced it’s necessary to track the achievement of these 
benefits and modify targets or measurements if necessary

4



Stakeholder Analysis
1

2

3

4

How do we conduct stakeholder analysis?

1. Identify key stakeholders and stakeholder groups

2. Understand stakeholder goals and expectations

3. Analyse stakeholder impact and influence then chart this on a ‘Stakeholder 
Assessment Map’

4. Assess each stakeholder’s position on a ‘Commitment Curve’

5. Develop a stakeholder communications matrix or mapping summary

6. Review and update stakeholder analysis deliverables throughout the project 
lifecycle



Stakeholder Analysis Matrix (Example)
1

2

3

4

The results of this initial stakeholder analysis will:

• Act as an input to the engagement strategy for each group of stakeholders

• Provide an indication of the likely success of realising the benefits and the broader change 
initiative

• Highlight those stakeholder groups requiring specific detailed actions at a later stage



Assigning Benefits Owners
1

2

3

4

Key principles of allocating benefits to benefits owners

1. The Business Case must identify an owner, with accountability for delivery for each of 
the benefits;

2. Ownership for each of the benefits must be clear and unambiguous

3. Benefit ownership typically sits within a business operations role as opposed to a 
programme role, 

4. Benefit ownership has to be maintained at a management level that can secure 
achievement; and

5. Benefit owner responsibilities need to form specific tasks in individual performance 
targets and metrics for staff.  



What is a Benefits Profile?

• Benefits Profiles are derived from the  identification of benefits at the Benefits 
Dependency Mapping stage.

• Benefit Profiles capture information in a structured way for ease of reference and 
to better enable aggregation and prioritisation.  

• A Benefit Profile also identifies who is accountable for each benefit and the 
linkages to the business drivers.  This creates a strong linkage between  benefits 
and change management.

1

2

3

4



Benefits Profile example

The ‘look and feel’ of a benefits profile may differ 
significantly depending upon the organisation’s 
requirements.  Remove any unnecessary 
information and focus the content on being able to 
streamline status reporting.

Benefits Profile Example    >

1

2

3

4



How do I develop a Benefits Profile?
1

2

3

4

Benefits Profile

Once a ‘firm’ draft of the benefits dependency map has been agreed, the information relating 
to both benefits and changes are transferred to a simple tabular format, called a benefits 
profile. 

Benefits Map

• Focuses on a group or area of 
benefits

• Complex programmes often 
generate complex benefits maps

• A benefits profile helps to 
summarise this 
information in a clear and 
simple fashion



3. Execute Benefits realization Plan

Benefits 
Management

Identify
benefits

Plan for 
benefits

realization

Execute 
benefits

realization
plan

Track and 
modify

Execute: Ensuring the activities are delivered, including creation 
of Benefits Manager role and clear understanding of 
responsibilities with PMO.

Identify Benefits: The starting point in the Benefits 
Management lifecycle is to work with the client to identify the 
business outcomes they are looking to achieve and establish the 
baseline. 

1

Plan for Benefits realization: The next step is to prepare for 
the realization of benefits. This includes creation of Benefits 
Profiles, identifying Benefits Owners, Benefits categorisation and 
linking benefits to stakeholder management activities.

2

3

Track and Modify: Once the benefits realization activities have 
commenced it’s necessary to track the achievement of these 
benefits and modify targets or measurements if necessary

4



Executing Benefits Management
1

2

3

4

We must ensure the benefits plans are implemented and set up for
success. This includes establishing and documenting clear roles and
responsibilities and often creation of a dedicated Benefits Manager role.

PMO

• Tracking and 
reporting the success 
of the programme  in 
delivering benefits 

• To instigate corrective 
action where these are 
not delivered

Benefits Manager

• Track and record 
benefits 

• Has programme-
wide ‘sight’ of the 
benefits profiles and 
associated planning 

Benefit Owners

• Responsible  for 
issue resolution 

• Responsible for 
benefits delivery



Which benefits should we monitor?

Typically a programme has between 5 and 30 individual benefit profiles. The 
selection of which benefits to monitor is influenced by the following factors: 

1. The number of benefits identified 

2. The linkages between the various benefits on the benefits dependency map

3. The importance of a particular benefit 

4. The ease and reliability of measurement 

1
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Benefits Tracking Tools
1

2

3

4

Careful consideration should be given to what is the most appropriate for the specific program 

and the resources that are going to be managing the tool.  

Benefits dashboard report
Benefit is expected to be delivered in 2014

Unclear if benefit will  be delivered, corrective action required

Benefit not expected to be delivered

Project Description Baseline benefit Current Forecast Status Commentary

1 Project 1 159 150

2 Project 2 1,200 1,100

3 Project 3 200 220

4 Project 4 1,800 1,750

5 Project 5 2,200 2,400

6 Project 6 100 80

7 Project 7 4,320 3,600

8 Project 8 320 300

9 Project 9 760 700

10 Project 10 800 880

Low sophistication High sophistication



4. Track and Modify

Benefits 
Management

Identify
benefits

Plan for 
benefits

realization

Execute 
benefits

realization
plan

Track and 
modify

Execute: Ensuring the activities are delivered, including creation 
of Benefits Manager role and clear understanding of 
responsibilities with PMO.

Identify Benefits: The starting point in the Benefits 
Management lifecycle is to work with the client to identify the 
business outcomes they are looking to achieve and establish the 
baseline. 

1

Plan for Benefits realization: The next step is to prepare for 
the realization of benefits. This includes creation of Benefits 
Profiles, identifying Benefits Owners, Benefits categorisation and 
linking benefits to stakeholder management activities.

2

3

Track and Modify: Once the benefits realization activities have 
commenced it’s necessary to track the achievement of these 
benefits and modify targets or measurements if necessary

4

1

2

3

4



Track & Modify Benefits

All benefits should be tracked through the programme governance arrangements. Where a
benefit is not likely to be achieved as originally envisaged, the overall viability of the programme
should be considered, and if still viable the benefit modified and the baseline recalibrated.

Key activities and responsibilities include:

• Reporting of progress on benefits realization in programme performance reports to the 
programme steering committee;

• Monitoring the impact of risks and issues on benefits realization;

• Monitoring delivery against the benefits realization milestones in the plan;

• Monitor the impact of changes arising through change control on benefits realization;

• Ensuring appropriate ownership of benefits within programme governance structures as 
these may change during the programme; and

• Providing support to the team undertaking stage gate reviews to determine whether the 
required benefits have been delivered.

1
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4



“If you don’t know where you’re going,
any road will get you there”

- Lewis Carroll
English writer of Alice's Adventures in Wonderland 

Thank You! 

Pedro Miguel Campos

pedro.miguel.campos@pwc.com

+351 913 773 988

Mariana Sampaio Lino

mariana.sampaio.lino@pwc.com

+351 938 499 454


