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Introduction

Benefits realisation — design projects to create value

Our approach to change management and the link to benefits realisation

Q&A

Thank you for today
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<30%

of the planned benefits
are realised on public
IT projects

(the ministries’ own assessment)

18%

of the realised benefits

are adequately
documented
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The potential benefits are not

being realised because we do not
focus on the whole change project

Two things, we need to do: ﬁ
1. Propose a new view of

: Benefits
(change) projects. s
2. Make it easy and
practical to work with
change and benefits
realisation. %

Technical
deliverables



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

L2

Benefit estimation k/
)

—— - Change track

L=
High-level design
Benefits : and estimation \,—,
realisation | “gachnical track
workshop
High-level design
and estimation

Tracking of
initial benefits

Benefit tracking
continues

v

The change has been
implemented, and the
project is completed

L
Continuous update
of benefits \71

Supporting

L=
Involvement and
change initiation k;l the change

Delivery of tech no. 1 Delivery of tech no. n
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Analysis
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Execution Realisation
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On average, how large a part of the benefit potential from projects and
development initiatives is realised in your organisation?

2

20-50%

p

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

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

Project deliverables New competencies New behaviour




Benefit map: The “white coats” project from Nykredit (simplified)

Project deliverables

Training programme

Design of new behaviour/new
way of working for advisers

Support for leader to ensure new
behaviour

Competences
(We can do something new)

Other business advisers
can:

1. Identify needs that are
covered by the new value
proposition

2. Create an interest
3. Sell adviser team

New adviser team can:

1. Establish own portfolio of new
customers

2. Act as specialists and
advisers towards other
business advisers

3. Apply new tools and new
process

Leader of adviser team can:

1. Act as spokesperson
externally

2. Continuously improve sales
team

3. Further develop value
proposition

[X] covers concrete figures. Number of customers is adjusted according to the correct figures

D S

Other business advisers:

Sell new value proposition with
help from new adviser team
(specialist help)

T

New adviser team:

Makes contact (phone, email,
events) with new customers and
book sales meetings (120 per
year per adviser)

Acts as specialists towards other
business advisers

T

Leader of adviser team:
Speaks on conferences,
appears in media etc.

Develops the value proposition
and the team

Performance benefits

Negative benefit
Other business advisers
spend more time on new

value proposition, which
means less time spent on
other tasks

New
“business”
customers, —>

135 per
year

A

New “full
270 new package”
customers —> customers, —>
per year 108 per
year

N

New
“special”
customers, >
27 per year

Mature existing [X]
customers (turnover of N
approx. 1 million/year —

not included in BC)

Why? Em—

End benefits

Revenue
growth at

[X] million
DKK per
year

N

Revenue Revenue
growth at growth at
[X] million —>  [X] million
DKK per DKK per
year year

A

Revenue
growth at
[X] million
DKK per
year

Customer satisfaction at
[X]

-
N



The benefits realisation highway

Competencies
(We can do something new)

Deliverables

New adviser team can:

1. Establish own portfolio of new
costumers

2. Act as specialists and
advisers towards other
business advisers

3. Apply new tools and new °
process

[X] covers concrete figures. Number of customers is adjusted according to the correct numbers

&————— How?

New adviser team:

Makes contact (phone, email,
events) with new costumers and

Performance benefits

book sales meetings (120 per year

per adviser)

Acts as specialists towards other
business advisers

270 new
customers per

year e

Why? —m88>

End benefits

Revenue
growth at

[X] million
DKK per yea

NI



The benefits realisation plan overview

- Make benefit reporting as simple as possible

Benefits and early indicators of benefit realisation

NI

Project baseline and end target

No. Benefit / early indicator of benefit realisation

End benefits

1 Increased revenue from new customers in segment X
Performance benefits

2 New customers in segment X
Behaviour

3 Advisors in "new advisor team” conducts

outreach sales and uses new sales process
Competencies

4 Advisors are trained specialists in segment X, the new sales
process and the new value proposition

Measurement

CRM system report

CRM system report

Observations and
CRM system report

Four case tests
during training

Owner

Carsten Kruse (vice-
director)

Carsten Kruse (vice-
director)

Marianne (team leder)

Sofie
(project manager)

Baseline (year 0)

0 kr.(almost no
customer growth)

0 new customers

0% conducts sales as
agreed

0% has passed case
tests

End target

X m kr. in increased
revenue

810 new customers
after three years

100% conducts sales
as agreed

100% 0% has
passed case tests




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

Project deliverables

The “System” Xﬁ

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

“System” deliverables

Local deliverables

“Local” marketing (LinkedIn or
similar)

Training, including material
for superusers, users and
managers

Evaluation of process and
possibly new organisation at
the job centre

“Local” adjustments of
generic guidelines

Project charter, incl. adjusted
business case and plan

Organisational A

Competences
(we can do something new)

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

Behaviour
(we are doing something new)

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

N

Superusers can act as
administrators, teach and spar

Superusers deliver VITAS support for
employers and job centre employees

with job centre employees, and
employers understand the overall

process

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

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

o_

» Use “System” for approval and
certification of applications

Job centre employees:

» 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

agreements — can see where
they are able to get more in
VP/LT
Efficiency improvements for
employers

Employers get an overview of

Easier signing of agreements
between citizens and employers

Citizens brlng guidelines for
“System” to employers

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

Efficiency improvements for
job centre employees

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

Salary and personnel employee is

VP and LT employments

implementation v

' The job centre’s KPIs D

The black frames mark the most central parts
of the diagram for the job centre’s benefits realisation

able to use “System” for municipal ~ Salary and personnel employee is able to

use “System” for municipal VP
employments

|

| t

Better compliance with

A 16-minute reduction

Benefits

Multiple employment

The application
processing time (time
from request to

offers from employer \

Better offers/services
to the citizens
(not quantified)

Reduction in handling
time/application among
employers

response) at job centres
is decreasing (not
quantified)

in handling
ime/application among
job centre employees

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

legislation (e.g. control of ratio)
(not quantified)

Environmental benefit/savings
Less paper (not quantified)

Efficiency improvement
(not quantified)

NI



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

Project deliverables

Training, including material
for superusers, users and
managers

Evaluation of process and
possibly new organisation at
the job centre

“Local” adjustments of
generic guidelines

‘ The job centre’s KPIs D

Competences
(we can do something new)

Behaviour

(we are doing something new)

Superusers can act as
administrators, teach and spar
with job centre employees, and

employers understand the overall

Superusers deliver VITAS support for
employers and job centre employees

process

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

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

e_

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

Efficiency improvements for
job centre employees

The black frames mark the most central parts
of the diagram for the job centre’s benefits realisation

Job centre management motivates and
follows up on “System” KPIs and ensures

the use of “System”

Benefits

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

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

z
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Benefits
Si—

End benefits

LARGE IT

REPLAGEMENT
. AND BUSINESS
CHANGE




Large IT replacement and business change
Track 3 — Optimisation of administrative processes

Deliverables

New data model

Process
description (new) accounting
process

New integration to make New disbursement
simpler processes module

Better tool to download
reports (out of the box?)

New platform for market vali
calculated

New deposit system

Competencies
(we can do something new)

Behaviour
(we are doing something new)

Business analyst can: 7.21
= Work with financial system and tools

Business analyst generates
rts:

New processes
for letters

“POS viewer” report,
viewer, control of sent
out to POS

All reporting processes 7.44 System support of all
established reporting and error reports

Process for discards

Letter production
planning process

“POS generator” 7.43
Total flow that can generate and
send out POS

Overview of
the year, status reports
and reporting

“Kill date” functionality
in all systems

s reports:
7|+ More easy and simple
Actuaries can: 7.22 Actuaries perform: 7.10
« Perform their work with structured ~| ° Financialreporting
processes and a new system Z
Finance employed can: 7.23 Finance employee performs: 7.11
« Workin adjusted process and new N Polls L
systems 2| * Accounting (payment service with lower
proactive guidance of those reporting salaries at
[l ies (saving clean-up))
Deposit service employees can: Deposit service employees perform: avs
« Proactively advise employers on | ° Lesscontrol
tax reporting 2| ° Less manual control
+ More automation
Di service employees can: Di service employ AK]
* Work in new systems | perform:
7|+ Fewer manual working processes
+ More automation
Group service employee can: 7.26 Group service employee performs: 714
« Apply new process (training in new letter | - Digital ission based on new
processes) d process/letters
Group service operation can: Group service operation performs: 7.15
« Jointly coordinate letters being sent out N ° Lessor ion mass ission tasks
7| - Little control (new setup)
POS operation employee can: 7.28 POS operation employee performs:
« Control and manage POS | ° Control and manages POS (processing
rd of complaints, modification, support, calculations)
Group service employee can: 7.29 Group service operations performs: m—
« Make payments with the help of a new ~ °* Payments with the help of new system
reporting system d
Finance employed has: Finance employee performs: m—
« Knowledge of the reporting process ~| ° Reporting with the help of new system
7
Actuaries can: Actuaries ensure: m—
« Ensure quality of reporting ~| ° Reporting quality
7
Group service has: 7.32 Group service operations discards: m—
 Responsibility for discards | ° Outdated cases/documents
7

Benefits

— performance

Business analysis/reporting
4->3
TOTAL 1 FTE

Accounting processes
TOTAL 3-5 FTEs (4 included)

Reporting processes
3>1

TOTAL 2 FTEs
Disbursement processes
Phasing out of systems
— Savings on licenses

TOTAL 1 FTE

Sending out letters
TOTAL 1.5 FTE

POS reduction of operational tasks
3205
TOTAL 2.5 FTEs

Reporting processes
Group service operatiot
Finance 1.0

Actuary: 0.5

TOTAL 2 FTEs (very uncertain)

Group service operations
discards:

« Outdated cases/documents
[Negative benefit]

Benefits
- End

Optimisation of administrative
processes

Lower business
operations costs

NI



Maximising benefits realisation with multiple launches

The benefit track (and tasks during the track)
During launch 1 During launch 2 During launch 3 When the project is completed

Launch 1 Q “ Q

Benefits i?i}
realisation i}

Change track

Launch 2 | | Benefits &i}
o Teenicalvack e g

Change track

| Benefits i?i?
Techricalvack T w

@ Execution @

Launch 3

@ Realisation

@\Analysis @@ Optimisation 0/°\o/° Follow-up

Tasks in the benefit track

NI
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The change track BENEFITS
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Novo Nordisk®

Our approach to change is based on two principles

Change must be It must be easy
linked directly to to work with
the benefits

New behaviour Benefits




Novo Nordisk®

The change track must be unfolded

To make it easy to work with change, the work must fit in with the way we lead projects

Analysis Execution

@éﬁr % Plan and Design and
v
collect data development

Change Analysis Leadership Business Ch?;r?e Training t
workshop review case input P suppor

Follow up on progress, learning and broad communication




Change deliverables and objectives of the analysis phase & @

—

S—

DELIVERABLES

 Description of the expected new behaviour
» Overview of expected change activities
 Estimate of the change effort

« Plan for the change effort

... for each employee group

Change Analysis Leadership
workshop review

OBJECTIVES

* Ensure continued ownership of the change
among benefit owners

* Ensure ownership among line managers
and ambassadors

« A creditable plan for how to make the
change happen

=

Business
case input

9
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The four parts of the change workshop

Set a destination
— and discuss WIIFM

Are these the right benefits?

Have we missed any benefits?

And perhaps most importantly for
the workshop:

What are the benefits for our team?

Tools: benefit map and coloured cards

Describe the behaviour

What do we need to:

+ Continue doing

+ Stop doing

+ Start doing

... to reach the destination?

Tools: poster

Plakat: "Individuelle barrierer”— sektion 1.
adlerd for

Reactions to change and
individual barriers

What reactions could the
change bring?

How do we best overcome
individual (personal) barriers?

Tools: poster

NI

Barriers in the
surroundings

What other barriers could the
change bring?

How do we best overcome these
barriers?

Tools: posters

"Barrierer i plakat 2" g af = * - harrierer ;
[ et -
Organmat er ar

28



The barrier wheel illustrates where we might need to help our colleagues to

realise benefits

~ I
©
A
Groups Technology and

physical setting

l_|_l
A5
Organisational The individual
structure

Processes

Culture and
norms

WHY ARE WE DOING THIS?

Behaviour happens in our constant
interaction with the world around us.
So we must be able to identify elements
affecting our focus area.

> We ensure varied actions.

So that we can take action in the right places
using the right initiatives.

> We know what we are looking for.
Once we have carried out the barrier analysis,
we will be able to define the scope of our

insight study and our solution space.

z




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

BENEFITS
REALISATION

A change-driven approach to project success

f

RASMUS RYTTER

REALISATION

THE
CHANGE-DRIVEN
APPROACH TO
PROJECT

Success Rasmus Rytter
rry@implement.dk
WILEY +45 3085 8063
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