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Approach for Facilitating Benefits Identification Workshop
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How to facilitate Benefits Mapping Workshop to identify Benefits

To identify benefits, it’s important to conduct a Benefits Assessment Workshop using a Benefit Map showing the relationships between the enablers, benefits, and objectives. The workshop should include the core members of the project team and key stakeholders to develop the core benefits realisation plan. 
Benefit Mapping is a useful tool for both project planning and stakeholder engagement. Ideally, this can be done at the very early stage of the project, prior to initiation as it will inform the Outline Business Case (OBC). There is a tendency for projects to focus on the enablers or capabilities rather than the benefits, and to focus on deliverables rather than business changes required to realise these benefits.

Step 1: Preparation for the Workshop
· Consider all the key stakeholders. 
· Gather existing information about the aims and benefits for the project.

Step 2: During the workshop 
Document answers to these following questions to identity and confirm the objectives, identify benefits, enablers and business changes required to achieve the benefits. The set of questions will also define what goes into the Benefit Realisation Plan.
· Objectives – Identify and confirm the aims of the project with all stakeholders. What is the project seeking to achieve? 
· Benefits – Identify the benefits that serve to deliver these objectives – to reduce…, to increase … Make it as tangible as possible. Get all stakeholders perspective on this.
· Enablers – Identify the enabling tools – e.g., process automation.
· Changes – Identify business changes required to achieve these benefits. These changes may need to be supported by process mapping AS-IS and TO-BE






Key Questions to develop Benefits Realisation Plan.
Why do we want a change?
Can it be measured/quantified?
What improvement do we want/could we get?
What benefits will be realised?
Can a financial value be put on it?
Where will the benefit occur?
Who is responsible to deliver the benefit?
Who will be affected?
Benefit Realisation Plan
When will the benefits be realised?
Baseline measurement














Step 3: After the workshop
· Create the benefits map to link the ‘Why’ and ‘How’.
· Share the map with the Key Stakeholder and all participants to confirm accuracy.
· Use this information to inform other aspects of project activities, such as: 
· Include all benefits in the OBC with an assessment of cost-benefit and risk.
· Define what changes need to be in scope.
· Add risks to benefits to the risk log.
· Benefit owners and changes will also inform stakeholder mapping/communication strategy.
· Translate the benefits map into a Benefits Realisation Plan.
· Approve by Key Stakeholder and Project Board (via OBC).
· Maintain the plan throughout the lifecycle of the project. 


Example of a Benefit Map on a project to automate a process as part of a solution.
Benefit Chain: These are examples of benefit chains showing the connection between the enabler and the objective.  
Process Automation
Enabler
Eliminate manual and paper DD process 
Reduce print and postage costs
Reduce cost
Benefit
Benefit
Objective
Enabler



A

Process Automation
Enabler
Release Capacity
Reduce debt recovery time
Efficiency
Benefit
Benefit
Objective


B


Benefit Map: It’s a collection of Benefit chains. Eliminate manual and paper DD process 
Reduce print and postage costs
Reduce cost.
Benefit
Benefit
Objective




Process Automation

Release Capacity
Reduce debt recovery time
Efficiency
Benefit
Benefit
Objective







End of Process
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