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Why is realising benefits from change so difficult?

Business benefits realised depend on achieving a ñfair balance of 

benefits between the organisation and its stakeholders.  The issue of 

gain sharing is of critical importance é.. with no apparent benefits to 

them, stakeholders are likely to resist the changesò (Jurison, 1996) 

ñThere may be a major disconnect between the strategic intent of a 

decision to implement a major change and the resulting actions that 

must be completedò (Bancroft et al, 1999) 

ñBenefits are typically delivered through extensive changes to 

business practices and decision making.  There is a consensus that 

organisational factors are far more critical to successful 

implementation than technical considerationsò  (Markus et al, 2000) 

ñProblems are often the result of either a lack of common 

understanding of the purposes of changes or different perspectives 

on how to achieve them successfullyò (Ramiller & Swanson, 2003) 



BENEFITS MANAGEMENT

ñTheprocess of organising and managing such that

the potential benefits arising from the use of IT* are

actually realised.ò

(*It is a process which integrates Benefits Realisation with

Change Management and can be applied to all types of change

programmes as well as IS/IT investments) 
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During 2006-8 we have surveyed over 200 large organisations 
worldwide  concerning current practices and success in portfolio 
management and realising benefits from IS/IT investments and 
associated change programmes. 

The purposes were to understand what practices could be related to 
successful delivery of benefits and to develop a benefits 
management maturity model (which we have now done). 

Of the organisations surveyed:

45% said they achieved the expected benefits for at least 50% of their 
investments.

42% said senior management were satisfied with the value delivered 
from IS/IT investments

However: 73% said there was significant scope for improvement in 
realising the benefits from those investments 



The Benefits Management Success Levels 

Level 4: Highly successful ïthe majority of projects deliver the 
business case and management are satisfied

Level 3: Successful (but inconsistent) ïthe majority of projects 
deliver the business case but management are not satisfied

Level 2: Moderately Successful - only a minority of projects deliver 
the business case and management are not satisfied

Level 1: Unsuccessful ïeither do not know how successful their 
projects are or business cases do not include any ótarget benefitsô 
ïin most (but not quite all) cases management are not satisfied

Based on these analyses we have been able to develop a Diagnostic Tool
which enables organisations to determine their levels of maturity in each 
practice and then identify what they need to improve to be more 
successful in delivering benefits. 



Top 10 differentiating practices between the higher
and lower performing organisations 

Transferral of lessons learned:       73% v 32% (+41%)

Quantification of benefits:               52% v 14% (+38%)

All benefits identified:                      56% v 19% (+37%)

Organisational change reviews:      62% v 30% (+32%)

Overstating benefits:                        22% v 51% (-29%)

Benefits delivery planning:              45% v 19% (+26%)

Organisational change planning:    44% v 21% (+23%)

Benefits review and evaluation:      62% v 39% (+23%)

External reference sites used:        45% v 24% (+21%)

External benchmarking used:         35% v 16% (+19%)

(all of these are statistically significant)



PROCESS MODEL OF BENEFITS MANAGEMENT
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Plus identify and 

structure costs and 

produce  a business 

case 

Including:

technology,

process &

organisational

change plans 

Review 

success 

against 

benefits and 

change plans 



The Dimensions of

Benefits Management

Why do we want

improvement?

What improvement do

we want/could we get?

What are the benefits &

where will each occur?
Can it be 

measured?

Can it be 

quantified?

Can a financial 

value be put on it?

Who is responsible for

its delivery?

What changes are

needed?

Who will be affected?

How & when can 

changes be made? BENEFIT DELIVERY PLAN

Benefits Achieved?  More Benefits Possible?  Further Actions?
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BENEFITS DEPENDENCY NETWORK
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EXAMPLE OF (part of) BENEFITS DEPENDENCY NETWORK 
- Sales and Marketing System

Facilities 

&Technology
Enabling

Changes

Business

Changes

Business

Benefits

Investment

Objectives

Campaign

Planning &

Management

System

Customer

Prospect

Database

Contact

Management

System

Enquiry
Quotation &
Response

Tracking
System

Portable

PCs for

Sales

Staff

Release
sales time
from post

sales activity
to pre sales

Introduce

new account

management

processes

Redefine

customer

segments

Reduce
marketing

staff time on

admin
activities

Introduce
project

management

for all A&P
campaigns

Measure outcome

of campaigns

re objectives

Use database to

improve targeting

in segments

Realign sales

activity with new

customer segments

New sales

staff

incentives

Use system to

target sales

activity/contact

time

Increase sales

time with

customers

Allocate sales

time to potential

high value leads

Co-ordinate sales

and marketing activity

in follow-up

Identify most

appropriate

communication medium

for target customers

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 of leads

to orders

effectiveness of

promotion (A&P)

To improve the

advertising &

spend

To increase sales
value and volume

from new

customers
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BENEFITS DEPENDENCY NETWORK 
- measures & responsibilities

Facilities &
Technology

Enabling
Changes

Business
Changes

Business
Benefits

Investment
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Evidence
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Respons:
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Achieve:
Respons:
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of

Achieve:
Respons:

Evidence
of

Achieve:
Respons:

Evidence
of

Achieve:
Respons:

Evidence
of

Achieve:
Respons:

Evidence of
Achievement:

Change Responsibility

Evidence of

Achievement:
Change Responsibility

Evidence of

Achievement:
Change Responsibility

Evidence of
Achievement:

Change Responsibility

Evidence of

Achievement:
Change Responsibility

Evidence of

Achievement:
Change Responsibility

Measure:

Benefit owner(s):

Measure:

Benefit owner(s):

Measure:
Benefit owner(s):

Measure:

Benefit owner(s):

Measure:
Benefit owner(s):
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