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Mandatory Financial
Non-

Financial Soft

To meet
legislative or

regulatory
requirements

Has a measurable,
direct impact on the

bottom line of the
business

Improves the
business but may not

have an impact on
the bottom line

Deemed important
but won’t directly

impact the bottom
line

Cost of Change Operating
Costs

The business
processes
impacted by the
change should be
mapped in a  form
such as a process
flow, or customer
journey.

Identify potential
benefits, ownership and

an initial estimate

Establish baseline,  ahow
benefits will be delivered

how measured

Incorporate benefit
enablers into delivery

and means of measuring

Land the change well,
track and report on

benefit delivery

Review, learn and make
continuous

improvements

When implementing change, realising all of the benefits anticipated can be tricky.
However, there are a few key things that give you the best chance of success.

Watch out for

Realising the Benefits of Change

Typically,
companies focus
on four kinds of
benefits, with the
emphasis usually
lessening from
left to right.
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Manage the benefits end-end,  aligning with the change life-cycle1

Throughout the change, maintain and refine the business case2

E.g. people,
partners,

equipment, and
training

E.g. recruitment,
third-parties,
licences and

premises

Costs might be
split between
the one-off cost
of making the
change and the
ongoing cost of
operating it.

Understand the value-chain and where and how the benefits are to be delivered3

Against that solid base of business case and value chain, don’t ignore the basics
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Make
Proposal

Against this value chain, the positive (and negative) impacts of the change can be shown
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Follow
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Post-Sale
Support

#Leads up
by 15%

10% increase in
ability to meet need

15% improvement
in sales conversion
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Throughout the change, the value chain and identified improvements should be tested and validated. As the solution progresses, perhaps some benefits will
reduce and other benefits may emerge. Whatever the case it is important to always have a realistic set of benefits. You should also maintain a view on what
needs to be true if the specific benefits are to be realised, and ensure that these capabilities are being included within the change plan. Having this detail helps
to ensure that these capabilities are protected.

Visualisation of the Benefits (on End to End Process Map, true Value Chain
definition, Customer Journey map, etc) is critical for most organisations to
better understand them, to communicate them and to make critical
decisions.
In situations when the investment is deployed/implemented – most benefit
owners will need to be challenged on historically agreed or realised benefits
(as human nature will reduce these and promise more from future activities
than those that have been achieved).
The balance of benefit types is crucial – too financial and you risk losing focus
on critical KPIs other than money and too qualitative and you risk not giving
yourself enough to measure.
The balance of what to measure is also a key sweet spot – as you will never
measure everything. So you will need to accept the compromise of now
knowing all of the benefits, but knowing enough about the important ones.
Financial benefits must always be aligned with Budgets and Budget Owner
targets (and potentially headcount targets also). Quantitative benefits should
have a link to a standard KPI for the function that is impacted. This should
ensure leadership has proportionate oversight of the realisation of these.

In Summary5
Don’t forget to listen to those that have been successful in
driving out benefits before, such as leaders of previous
changes, or experts from your suppliers. By knowing where
others stumbled, you can more easily sidestep those same
pitfalls.
Have the right overall sponsor and business-unit champions.
People who are passionate and have the ability to make
things happen are what you need.
Establish a trusted, skilled Programme Office that can
manage plans, including the business case and value-chain,
through a well-structured governance process. An effective
PMO ensures the robustness of the data and importantly, a
single version of the truth against which good decisions can
be made.
Don’t assume that successfully implementing new
technology is going to be enough to provide the planned
benefits. Technology is important, but no more than the
process changes or capability improvements in the business.
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