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Benefits realisation
and change
Realise your benefit potential by using a structured approach 
to benefits realisation and change.

 22 August 2023
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A bit 
about me

 Rasmus Rytter
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Local roots 
global perspective
Born in Denmark with offices in Copenhagen, Aarhus, 
Stockholm, Malmo, Gothenburg, Oslo, Zurich, Munich, 
Hamburg, Düsseldorf and Raleigh, NC. With 1500+ 
consultants, multinational clients and worldwide projects, 
we offer expertise with a global perspective.

We believe that great organisational impact leads to great 
impact for humanity. Implement was created to help make 
true expertise turn into real change.

Average 
CAGR of 20%

Working 
globally

Founded 
in 1996

Employee-
owned
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Programme

Introduction11:50

Benefits realisation – lead projects to create value12:05

 Making it work in your organisation12:25

Wrap-up and thank you!12:40

Q&A12:35
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How are we doing when it comes to benefits realisation?

 How Big Things Get Done, Flyvbjerg and Gardner (2023)  5

Looking at all project types globally:

4 out of 5 
project…

cost more 
than 

expected…

and deliver 
less benefits

 6 Rigsrevisionen / Danish State Auditors (Sep 2020)

 < 50%  18%
of the realised benefits 

are adequately 
documented

of the planned benefits 
are realised in public 

IT projects 
(the ministries’ own assessment)
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The potential benefits are not being realised because we do not focus on 
the whole change project

 01
Propose a new view of (change) projects.

 02
Make it easy and practical to work with change 
and benefits realisation.

Two things we need to do:

 Benefits 
realisation

 Change

 Technical 
deliver-
ables

 10 10

The benefit-driven change model … makes the whole change project visible

The change has been 

implemented, and the 

project is completed

Analysis Execution Realisation

 Change track

High-level design 

and estimation

Involvement and 

change initiation

Supporting 

the change

Delivery of tech no. n

 Technical track

High-level design 

and estimation

Delivery of tech no. 1

 Benefit track

Benefit estimation Continuous update

of benefits

Tracking of 

initial benefits

Benefit tracking continues

 Benefits 
realisation 
workshop
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On average, how large a part of the benefit potential from change and 
transformation projects is realised in your organisation?

 > 80%

 50-80%

 20-50% 

 < 20% 
 Time to 

reflect
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 The benefits realisation process is often a “black box” 

The “black box” of benefits realisation Project deliverables  Purpose
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 The benefits realisation process is often 
a“black box” – but it shouldn’t be!

 Project deliverables  Purpose New competencies  New behaviour  Benefits

 17

 Process 
optimisation 
and 
digitalisation

Deliverables Competences Behaviour Purpose

Benefits

End benefits
Performance 

benefits
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 Job centre management motivates and 
follows up on “System” KPIs and 
ensures the use of “System”

 Superusers can act as 
administrators, teach and spar 
with job centre employees, and 
employers understand the 
overall process

 Job centre management is able 
to motivate (why “System”), 
follow up on “System” KPIs and 
ensure the use of “System”

 The application 
processing time (time 
from request to 
response) at job 
centres is decreasing 
(not quantified)

 Better offers/services 
to the citizens
(not quantified)

 Multiple employment 
offers from employer

 Reduction in handling 
time/application 
among employers

 Better compliance with 
legislation (e.g. control of ratio) 
(not quantified)

 Environmental benefit/savings 
Less paper (not quantified)

 Efficiency improvement
(not quantified)

 Easier signing of agreements 
between citizens and 
employers

 Citizens bring guidelines for 
“System” to employers

 Employers get an overview of 
agreements – can see where 
they are able to get more in 
VP/LT

 ”
 ”

 Efficiency improvements for 
employers

 “Jobs” will be published in all 
job centres if they cannot be 
filled locally

 Salary and personnel employees are 
able to use “System” for municipal VP 
employments

 Employers use “System” for electronic 
application for VP and LT etc.

 Salary and personnel 
employees are able to use 
“System” for municipal VP and 
LT employments

 Employers can use “System” for 
electronic application for VP and 
LT etc.

 Organisational 
implementation

 The “System”

 “Local” marketing (LinkedIn 
or similar)

 Local deliverables

 “System” deliverables

 STAR package with 
guidelines and tools for 
implementation (see next 
slide)

 Project charter, incl. 
adjusted business case and 
plan
 

The completed benefit map – roles and deliverables are combined for an 
improved overview, and early indicators are added 

 Evaluation of process and 
possibly new organisation at 
the job centre

 “Local” adjustments of 
generic guidelines

The project must provide:

• More effective and 
faster case handling 
with a higher level of 
quality as a result

• Better service to 
employers

• Better offers and 
service to citizens

 ”
 ”

 Efficiency improvements for 
job centre employees

 50 days/year saved 
at job centre for 
municipality of 
50,000-80,000 
citizens

 A 16-minute reduction 
in handling 
time/application 
among job centre 
employees

 Superusers deliver VITAS support for 
employers and job centre employees

Job centre employees:

• Use “System” for approval and 
certification of applications

• Control “ratio” across job centres 

• Handle appropriations

• “Recommend” “System” to 
employers

• Provide the majority of employers 
with welcoming packages – do not 
pre-complete applications

• Instruct citizens in bringing 
guidelines about “System” to the 
employers

 Job centre employees are able 
to use “System” and understand 
the overall system landscape

Project deliverables
Competences

(We can do 
something new)

Behaviour
(We are doing something new)

Purpose

Benefits

End benefitsPerformance benefits

 Training, including material 
for superusers, users and 
managers 
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The completed benefit map
Focus on the benefits realisation highway

 Superusers deliver VITAS support for 
employers and job centre employees

Project deliverables
Competences

(We can do 
something new)

Behaviour
(We are doing something new)

Purpose

Benefits

End benefitsPerformance benefits

 Training, including material 
for superusers, users and 
managers 
 

 Evaluation of process and 
possibly new organisation at 
the job centre

 “Local” adjustments of 
generic guidelines

 ”
 ”

 Efficiency improvements for 
job centre employees

 50 days/year saved 
at job centre for 
municipality of 
50,000-80,000 
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 A 16-minute reduction 
in handling 
time/application 
among job centre 
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Job centre employees:

• Use “System” for approval and 
certification of applications
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with welcoming packages – do not 
pre-complete applications
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 Job centre employees are able 
to use “System” and understand 
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The project must provide:

• More effective and 
faster case handling 
with a higher level of 
quality as a result

• Better service to 
employers

• Better offers and 
service to citizens

 4

 3

 2

 1
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The benefits realisation plan overview –
Make benefit reporting as simple as possible

 End target Baseline (year 0) Owner Measurement  Benefit / early indicator of benefits realisation No.

 End benefits

 50 days / year 
freed up for other 
tasks

 0 days / year Head of job centre  Data from “System” 
and work load 
assessment 
(interview)

 50 days / year freed up for other tasks

 1
 Performance benefits

 Current number of 
applications + 10%

 0 Head of job centre Data from the 
“System”

 Number of approved applications in “System”

 2
 Behaviour

 100% of applications 
processed in system

 0% Head of case worker 
team

 Data from “System” % of applications processed and approved in “System”

 3
 Competences

 100% have passed 
case tests

 0% have passed 
case tests

 Local project 
manager

 Completed training 
and case tests 

 Caseworkers are able to process two types of applications in 
“System” and understand overall system landscape 4

 Benefits and early indicators of benefits realisation  Project baseline and end target

 21

Large IT 
replacement 
and business 
change

Deliverables Competences Behaviour Purpose

Benefits

End benefitsPerformance benefits
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Large IT replacement and business change

Track 3 – Optimisation of administrative processes (simplified)

 

Optimisation of administrative 

processes

14 FTEs

Business analysts generate 
reports:
• More easy and simple

Business analysis/reporting 

4  3 

TOTAL 1 FTE

Business analysts can: 
• Work with financial system and tools

Actuaries perform: 
• Financial reporting

Accounting processes

TOTAL 3-5 FTEs (4 included)

Actuaries can:
• Perform their work with structured 

processes and a new system

Finance employees perform:
• Polls 
• Accounting (payment service with lower 

proactive guidance of those reporting 
salaries at companies (saving clean-up))

Finance employees can:
• Work in adjusted process and new 

systems

Deposit service employees perform: 
• Less control
• Less manual control
• More automation 

Reporting processes

 3  1

 TOTAL 2 FTEs

Deposit service employees can:
• Proactively advise employers on 

tax reporting 

Disbursement service employees do: 
• Fewer manual working processes
• More automation 

Disbursement processes
 Phasing out of systems

 – Savings on licenses

TOTAL 1 FTE

Disbursement service employees can:
• Work in new systems

 Group service employees perform:
• Digital transmission based on new 

process/letters

Group service employees can:
• Apply new process (training in new letter 

processes) 

Group service operation performs:
• Less operation mass transmission tasks
• Little control (new setup)

Sending out letters

TOTAL 1.5 FTE

Group service operation can:
• Jointly coordinate letters being sent out

POS operation employees perform: 
• Control and manage POS (processing

of complaints, modification, support, 
calculation)

POS reduction of operational tasks 

3  0.5

TOTAL 2.5 FTEs 

POS operation employees can: 
• Control and manage POS

Group service operations perform:
• Payments with the help of the new system

Reporting processes

Group service operations 0.5

Finance 1.0

Actuary: 0.5

TOTAL 2 FTEs (very uncertain) 

Group service employees can:
• Make payments with the help of a new 

reporting system

Finance employees perform: 
• Reporting with the help of the new system

Finance employees have: 
• Knowledge of the reporting process

Actuaries ensure: 
• Reporting quality

Actuaries can:
• Ensure quality of reporting

Group service operations discard:
• Outdated cases/documents

Group service operations discard: 
• Outdated cases/documents

[Negative benefit]

Group service has:
• Responsibility for discards

Better tool to 

download 

reports 

New platform for 

market 

value calculated

New processes 

for letters

“POS generator” 

Total flow that gen-

erate & send POS

“POS viewer” rep. 

viewer, control of 

sent out to POS

 All reporting 
processes 
established

Overview of the 

year, status reports 

and reporting

System support 

of all reporting 

and error reports

“Kill date” 
functionality 
in all systems

Process for 

discards

New deposit systemNew 

disbursement 

module

 Process 
description new
accounting proc.

Letter production 

planning process

Change support 
for all employee 
groups

Training of all 
employee 
groups

Optimisation of 
administrative processes 
(Efficiency)

Project deliverables
Competences

(We can do 
something new)

Behaviour
(We are doing something new)

Purpose

Benefits

End benefitsPerformance benefits
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Maximising benefits realisation with multiple launches

 Benefits 
realisation

 Change track

 Technical track

 Launch 1

 Change track

 Technical track

 Launch 2

 Change track

 Technical track

 Launch 3

 Tasks in the benefit track

 Follow-up

 The benefit track (and tasks during the track)

 During launch 3  When the project is completed During launch 1  During launch 2

 Benefits 
realisation

 Execution

 Realisation

 Analysis  Optimisation

 Benefits 
realisation
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Our approach to change is based on two principles

Change must be linked 
directly to the benefits1

It must be easy to work with 
change2

 24

 New behaviour  Benefits

 25

Benefits realisation
and change
Making it work in your organisation

 23 August 2023
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The established baseline tells us that there is a big need of introducing a standardised 
approach to benefit realisation

26

BUSINESS CASE FINDINGS*

Have both IT and BU benefits19 % 

Have no benefits stated26 % 

No clear benefit owner stated

No guidance on how to follow up on benefits

DATA PRIORISATION MANAGEMENT

• Information and overview about current 
and past projects are not easily accessible

• Business cases are incomplete and to 
diverging to easily compare

• Quality is fluctuating and makes it difficult 
to extract actual benefits

• Variable business case content makes it 
difficult to prioritise projects

• Lack of actual benefit realisation from 
projects mislead future decisions

• Difficult to prioritise projects based on 
expected future value and benefits

• No evidence that projects are managed to 
maximise benefits or minimise costs

• No culture or mindset about defining 
benefits and needed behavioural change

• No clear governance on how to follow up 
on benefits after project closure

* Based on 31 projects
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Maturity levels for benefits realisation and change

Level 4

Benefit management mindset 
evident at all organisational 
levels, and methods 
are improved proactively 
to ensure benefits realisation

Organisational 
mindset 

Excellence

Level 0

Unpredictable, poorly 
controlled and reactive benefit 
management process 

Absent or ad hoc

Initial

Level 1

Comprehensive approach to 
benefit management applied 
in multiple projects/initiatives

Multiple projects

Framework

Level 2

Standards and methods for 
managing benefits and 
change are used in all 
projects/initiatives

Developed 
standard

Managed

Level 3

Benefit management is used 
to significantly improve 
portfolio decision-making, 
and benefit data is converted 
into learnings

Organisational way
of working

Optimised

Where most 
organisations start
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Implementing benefits realisation in four steps 

Local adaption and ambition 
setting

Pilots and method expert 
training

Training and scaling Portfolio decision driver

01 02 03 04

Showcasing success Changing how we work 
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Maturity levels for benefits realisation and change

Level 4

Benefit 
management mindset 
evident at all organisational 
levels, and methods 
are improved proactively 
to ensure 
benefits realisation

Organisational 
mindset 

Excellence

Level 0

Unpredictable, poorly 
controlled and reactive 
benefit management 
process 

Absent or ad hoc

Initial

Level 1

Comprehensive approach 
to benefit management 
applied in multiple 
projects/initiatives

Multiple projects

Framework

Level 2

Standards and methods for 
managing benefits and 
change are used in all 
projects/initiatives

Developed 
standard

Managed

Level 3

Benefit management is 
used to significantly 
improve portfolio 
decision-making, and 
benefit data is converted 
into learnings

Organisational way
of working

Optimised

Where most 
organisations start

Pilot 
projects

Scaling using 
method specialists

Leveraging benefit and 
change data for better 

decision-making
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Reflections 
and 
questions

 30

 31 31

Please reach out if you have any 
questions, comments or ideas.

 Rasmus Rytter
rry@implement.dk
+45 3085 8063

Thank you.

 Helena Bograd
hebb@implement.dk
+45 2092 4819

Want to learn more?
Helena Bograd will continue with 
a talk about Benefitting from 
Change Management tomorrow

On Wednesday we will be giving 
a full day Masterclass on the 
topic together


