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Summary

This master thesis treats the subject of Benefimadgement, which purpose is to
organizing and managing, such that potential benefising from the use of IT are
actually realized. The purpose with this study besn to clarify some of the existing
problems in introducing Benefits Management into aganization. Information
systems and technology investments in organizadoesubstantial and growing, and
at the same time there exist a want of showingcturmhvalue of an investment and to
improve benefits realization within projects. Whifermal methodologies and
techniques for computing investments are genetefd, relatively less formality is
applied to managing and realizing their benefitsisT despite that IT evaluation is
one of the most researched topics in the IS libeeatwith an outcome of rigorous and
replicable toolset of methods. This study givesaaango what is required for Benefits
Management to be applicable in practice. This isedoy a comparison between the
Benefits Management process and an existing propFocess within a real
organization. In addition an investigation is daegarding how people within this
organization experiences and handles benefits giwmut projects. Our study shows,
that to be able to apply a Benefits Managementaggbr in practice there is a need
for adjustments regarding the attitude towards fisnand what an organization put
into the concept business benefit. It is also @agimportance that there is a clear
traceability of each benefit through the whole pobjregarding where in the business
it will occur and who in the organization that sltbbe responsible for its delivery.

Keywords: Benefits Management, business benefits, berrefilization, IS/IT investment
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I Introduction

I 1.1 Background

This essay is the last item within the IT Managehm@ogramme at the IT University. Our
interest in the subject aroused from one of theipus courses; Evaluation of IT investments.
The Benefits Management approach was one integegtienomenon among all different
financial evaluation methods, and the course intced us to researchers that all seem to
agree that organizations of today have to imprbe# tenefits realization. Together with our
supervisor at Volvo IT and our academic tutor, tedexl some possible research questions at
an initial level that covered an academic constran well as our area of interest and also
Volvo IT as an assigner.

I 1.2 Problem area

I 1.2.1 IS/IT evaluation & Benefits realization

IT evaluation is one of the most researched topicthe IS literature, with an outcome of
rigorous and replicable toolset of methods (Baeni& Remenyi, 2003).

While formal methodologies and techniques for cotmguinvestments are generally used,
relatively less formality is applied to managingdamealizing their benefits (Lin & Pervan,
2001)

Benefits can be categorized in terms of efficieany effectiveness (Bennington & Baccarini
2004). IT efficiency encompasses ITabted activities that allow the organization to tree@re-
determined set of goals with minimal cost. IT efifeeness represents the IT-based capability of
an organization to tune its objectives to the changieeds of its business environment.
Efficiency is easier to quantify, because pre-dafingoals are associated with predefined
measures of those goals. Effectiveness tends diaffimilt to measure due to its multidimensional
and often changing nature (Cameron, 1986; Hamét&@hervany, 1981, in Kwon et al, 2002).

Many organizations are seeking benefits and valoly ;m monetary terms which have
resulted in a lot of wasted energy, time and moitag.much common that organizations lay
their focus on the technical aspects such as ‘daesrk?’ rather than the social aspects such
‘is this adopted successfully?’ or from a busingssspective ‘is this delivering value’? One
of the reasons why the realization of benefits dugsalways succeed is a result of that the
social aspects are not taken in consideration §l&rdughes, 2001).

Organizations of today seem to have a lack of kedgé and practical skills to deal with
benefits realization and evaluation of IT investinek great amount of research has been
made in the last 50 years, without achieving onglsievaluation method or generally agreed
approach regarding ICT evaluation. The gap betveagnce and practitioners is large, and
adaptations of new developed benefits realizatimpslels seem to be scarce. The research
activity within ICT evaluation is not finished amdll not ever be, and 50 years of scientific
research has led to a less naive approach to swelstments among practitioners. Benefits
are often identified in the early stages to forra business case and to sell the idea to the
customer. A follow-up procedure with the purposeewhluating those benefits is often
missing, and problems arise after the system dglivehen it's time to show if those previous
stated benefits have been realized (Remenyi 20817).



Even though the amount of evaluation methods, resees have found that decision makers
describe that their decisions are based to a greatess extent on instinct. One reason to the
gap between theoretical a practical knowledge & definition of value as a concept
(Bannister & Remenyi, 2003).

Benefits realization appears to be a good exampléthe often substantial gap between
management theories and practice (Pfeffer & Sut2®32, see Doherty al, 2008). There is
little evidence that organizations have been aldetranslate the academic research
prescriptions with respect to the realization ohdfés, into effective working practices.
Consequently, there is a pressing need for newribatibns that present insights into how
benefits-oriented practices might best be operalibed and incorporated into systems
development projects. One major problem regardiirgaluation exercises is the focus on
‘what’ rather than ‘how’: the focus of attention as identifying the benefits that a project
team hopes that the system will deliver, rathentteacreate an understanding of how these
outcomes will be realized. Organizational change dsitical role that needs to be recognized
since this is entailed to the benefits realizapoocess (Doherty et al, 2008).

“Computers add value only if surrounded by appropriate policy, strategy,
methods for monitoring results, talented and committed people, sound
relationships and well designed information systems” (Strassman, 1990; pp
519, see Doherty, 2008; pp 84).

Brown (2005), points out a number of factors tleatdtto work against an adoption of existing
models, tools and methodologies. One of the problesnthe heavy demand on staff
resources, and the requirement for special ski#lsother is the problem of change
management if existing management process and iaggi@mal culture are not capable of
applying these techniques. Each organization heis dhvn developed methods and routines
for evaluating and making decisions in a standaay.wWhe available tools and methods
regarding for example benefits realization willditittle support if they are not aligned to
existing culture and organizational aims.

Methodologies such as the Benefits Management Aggbr@and Active Benefits Realization
Approach form an extensive framework for benefitanagement and have had a finite
success in practice. They consider that the reasplained are their huge extent with a great
amount of evaluation factors and users that inwldaering the whole investment process
(Jones & Hughes, 2001).

I 1.3 Purpose and main question

The purpose of this study is to clarify some of éxésting problems in introducing Benefits
Management into an organization, which could beafrtbe reasons for the gap that seems to
exist between theory and practice. Many of thetexgsheoretical approaches seem to be too
comprehensive, time-consuming and expensive farrganization to be able to adjust them
to existing working routines and processes. Furtherwant to create an understanding of
what main factors are needed to be taken in coradida to be able to adapt a Benefits
Management approach and gain higher benefits eg@mliz Our questions are:

What isrequired for Benefits Management to be applicable in practice?

* What should be considered as a benefit?
* Who should be involved and responsible?
« What main activities are required?



|1.4 Delimitation

In this study we will focus on the Benefits Managsi concept. Benefits Management
includes several aspects, and our focus will be tbe benefits, the process and
responsibilities.

I 1.5 Central conceptions

The topic of this thesis embraces some conceptsatitlain theory sometimes are explained
and interpreted in different ways. Therefore wesider it to be of great importance to clarify
some of the most important and central conceptsatieaused within this study.

Evaluation of | S/I T investments

“Taking a management perspective, evaluation is about establishing by
quantitative and/or qualitative means the worth of IS/IT to the organization.”
(Willcocks & Lester, 1996, in Lin & Pervan, 2001; pp 3)

Business Benefit

“..Is an advantage on behalf of a particular stakeholder or group of
stakeholders.” (Ward & Daniel, 2006; pp 384)

Benefits management

“..is the process of organizing and managing such that potential benefits
arising from the use of IT are actually realized”. (Ward & Daniel, 2006: pp 384)



I 1.6 Disposition

Benefits
Introduction Management Analysis Conclusions
Methodology Case & Discussion

Interviews
Figure 1: Disposition

* Introduction
The introduction gives a general view of the prablgrea and background information to
motivate our research area. Important conceptiopseaplained that is necessary to
understand from a reader perspective.

* Methodology
This chapter describes our research approach andates why we have chosen the
present course of action. We also describe howolteated the theoretical and empirical
data that was used to form the questions to oanir@ws.

* Benefits Management
This chapter is our theoretical framework. This ptha starts with a description of
important concepts within Benefits Management. €hdgferent approaches are then
presented to give the reader an insight into theeBes Management process theory. This
is followed by a more detailed description of arfbuapproach with focus on the activities
within the process, which will be served as theida$ our analysis. This chapter is
concluded with guidelines according to the theomwhto implement a Benefits
Management process.

* Empirical study and result
A presentation regarding the organizations prosgssmject model and the way they
work with business cases are presented in thistehapirst a presentation of the
organization is given followed by an overall degtian of their existing project model
contained of a business case.
Further this chapter presents the result of théopeed interviews held with employees
within the organization. The result is structured a way that gives the reader the
possibility to form an opinion of him-or her ownfbee our analysis is presented

e Analysis
A comparison between activities and achievementhinvithe Benefits Management
process and Volvos current working routines witpinjects is made in this chapter. The
analysis serves as the basis for our discussionhadmables us to draw conclusions that
will give answer to the questions of this thesis.

» Discussion
This chapter will discuss the result of the anayegether with the empirical material
and the performed interviews. The discussion vélve as the basis to our conclusions
that will give answer to the applicability of a BH¥its Management process in practice.

» Conclusions
Answers to our questions are presented in a shuit ancise way; How Benefits
Management is applicable in practice — regardirgy glocess, responsibilities and the
outcome of such a process.
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I Methodology

This chapter describes the scientific methods gmt@aches available, and gives cause for
what method and approach is used within this stddys chapter ends with a course of
action in order to give the reader an understandimighow we have approached our
conclusions to our questions.

I 2.1 Scientific methods

I 2.1.1 Positivism and Social Constructionism

There are two contrasting views of how social stéeresearch should be conducted that to
some extent have become stereotypes; positivismcangtructionism. The key idea of
positivismis that the social world exists externally and pteperties should be measured
through objective methods rather than being intersubjectively through sensation,
reflection or intuition (Easterby-Smith et al, 200&ccording to Patel & Davidsson (1993), a
researcher’s attitude is logical, analytical angeotive in relation to the research activities.

The idea of the social constructionism is that litgais determined by people rather that

objective and external factors. Within this mettbd scientist should not gather facts and
measure how often patterns occur. The focus shbeldn what people, individually and

collectively, are thinking and feeling and attentichould be paid to the ways they
communicate with each other Easterby-Smith et &0Z2 Table 1shows some of the
differences between the two traditions:

Positivism Social Constructionism
Explanations Must demonstrate causality Aim to increase general
understanding of the situation
Research progress through | Hypothesis and deductions Gathering rich data fngnich ideas
are inducted
Concepts Need to be operationalized so that Should incorporate stakeholder
they can be measured perspectives
Units of analysis Should be reduced to simplest May include the complexity of
terms ‘whole’ situations
Generalization through Statistical probability Theoretical abstraction
Sampling requires Large numbers selected randomly Small numberss#scahosen for

specific reasons

Table 1: Positivism and social constructionism (Eastby-Smith et al, 2002)

I 2.1.2 Inductive and deductive approach

According to Jacobsen (2002) there are differepesyof strategies to choose among to
understand and approach the reality.

The inductiveway if working, is to start from reality, with nlmundation to existing theory
and by that new theory is created from the empingark (Bjorklund & Paulsson, 2003).
According to Jacobsen (2002) a scientist’s stasiogt is an empirical study that results in a
theory. The ideal case is when information is @dld nearly without any expectations and in
the end the collected data is analyzed in a systemay. The objective is that nothing
should border what information is collected by theividual scientist. This is also called a

11



‘grounded theory’. Without any preconceived ideaigr#tist is able to collect data that in the
end render the reality in a given context, and funich new theories can be developed.

g ————— Reality g Conclutions
Researcher Riseancher

Figure 2: Inductive approach

The deductive way of working, is to start from ¢xig theory and by help from that
predictions are made that later are tested intye&@pbnclusions can be stated in relation to the
existing theories and the empirical study (Bjorklug& Paulsson, 2003). According to
Jacobsen (2002) a scientist’s starting-point isthie®retical study that helps the scientist to
understand a certain area or phenomenon. Withhtberetical knowledge and expectations
the scientist makes an empirical study to explbtiease expectations and theories are true.

Existing theory Q_ —

RasEarcher

Conclutions

Figure 3: Deductive approach

I 2.2 Research methods

I 2.2.1 Quantitative and qualitative method

Quantitative methadlhe quantitative research approach is suitedvi® @nswers to ‘where?’
and ‘why?’ and questioners are commonly used tleciotlata (Patel & Davidson, 2003). The
guantitative approach is based on that the soe@ity can be measured by help of methods
and instrument that gives information in shapeswaibers that in the end gives a more
precise answer in a statistic sense. The clasgigahtitative instrument is questioners with
given alternatives to be chosen. Such a methodiresgand presupposes that the field of
study could be captured within those given alteveaanswers by the scientist, hence the
scientist need to have the required knowledge withe research field to be able to make a
well structured questionnaire (Jacobsen, 2002).

Questionnaire " Q

Ressarcher Practiiomer

Figure 4: Quantitative approach

Qualitative methodThe qualitative research approach is based drmalanalysis and is based
on less structured in-depth interviews. These tygfemterviews are best suited to a more
explanatory and interpretive answers (Patel & Dsaig 2003). The qualitative approach can
be seen as a scientific way of tackle a social pimemon. The quantitative approach has been
criticized to only measure the scientists own us@erding of a phenomenon, since the
scientist defines the questions to be answerededlty understand the social phenomenon it
is important to identify how people interpret thecial reality. One way of doing that is to
observe them, and see what is done and what is Ba@lideal approach to this is the field
work and open interviews. A qualitative approachest suited when researchers wants to get
more clarity of a concept or phenomenon. Furthgualitative approach is best suited when
researchers are not fully and complete familiahwiite subject and problem area. The lack of
knowledge entails the difficulty to formulate renable questions in advance for a projected
interview. Uncertain approach to the problem cosvaylexible structure for the study which

12



allows changes along the way (Jacobsen, 2002).

Reseacher Pracirtioner

Figure 5: Qualitative approach

I 2.2.2 Primary and secondary data

Primary datais the knowledge and information collected specifd the actual study.
Interviews, questionnaires and different kinds mkirogations handled face to face or by
email or telephone is categorized as primary dBjiarklund & Paulsson, 2003). Primary data
is the sort of information collected for the fitshe, directly from the source Jacobsen (2002).
All literature in form of written material is clafed as secondary dataThe information
within this category is often produced for othergmses that the actual study. It is therefore
important to be aware of that the information cobdédbiased or not complete (Bjorklund &
Paulsson, 2003). The secondary data is based ommiation collected by other researchers
and often with purpose to illuminate a differenblgem area than the actual researcher
(Jacobsen, 2002).

I 2.3 Our research approach

The social constructionism is used in this studyges our intention is to understand how and
why things are performed in relation to experieneesl knowledge. This study has a
deductive approach in a sense that our startingtgws been a theoretical study that has
helped us to understand the concept of Benefitsag@ment which was essential to the
continued work. The obtained theoretical knowledge helped us to focus on the right things
and to structure the empirical study in an efficvay.

This study has applied a qualitative approach teciodata in form of interviews at the field.
The purpose has been to obtain a deeper knowleddgeveo people within our case study
experience and manage benefits within projects,tarabtain information about how things
could be improved regarding this.

The data used in this study is both primary andmsgary. Our primary data is obtained
through information meetings and interviews at WM. The secondary data is obtained
through previous research within the Benefits Mamagnt field and found in literature and
scientific databases. Secondary data can be diwdednternal and external data if the study
is conducted within, for, or about a company.

Internal secondary data are collected from withie telated company for example from the
company’s business plan, or findings from its comdp satisfaction surveys. All other
secondary data gathered from sources such asiddrand databases are external. The
internal secondary data we have obtained is celteitom the Volvo IT Intranet.
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I 2.3.1 Course of action

Figure 6 visualizes our course of action to thiglgtthat in the end led us to an answer to our
guestion.

| Empirical

=1 study l\
v v

Choice of . . . . .
e Interviews —m Result Analysis — Discussion —m Conclusions

Q A

o | Litterature

study

Figure 6: Course of action

Literature study

Our theory is mainly based upon Ward & Daniel’'s kigBenefits Management — Delivering
Value from IS & IT Investments’. There are sevestier approaches available in theory all
described with different abstract levels. We exgee that The Benefits Management
process by Ward & Daniel (2006) describes the m®cat a comprehensible and
understandable way unlike the other approacheswdirst had in mind for this thesis. We
present a summary of a selection of other appr@aaheour work to give the reader an
impression of their process and focus. This liteetis found in scientific articles obtained
from the article database of GUNDA Gothenburg Ursitg. We have also found articles in
different scientific journals like Electronic Joatrof Information System Evaluation (EJISE),
Journal of Business Strategy and Project Manageduemhal.

Specific search words: Benefits Management, Bendtitalization, Business Value, IS/IT
evaluation, Benefits Management process.

During our literature study it became obvious thatne scientists are more referred to than
other. We have for that reason chosen to seardrtictes written by those authors; Remenyi,
Brynjolfsson, Bannister, Lin & Pervan and Ward.

Empirical study

The empirical study has been focused around Volwag of working in their investment
project. There are a lot of models and tools withiis organization, and our main focus has
been on two of them; IS-GDP and the Business CZiree we have had access to Violin, the
Volvo Group intranet, this information has beenilade to us during the writing. In addition
we have had information meetings with people witbat) experience of using these models
and frameworks that has given us a deeper unddistaaf how this shall be applied.

This work will constitute an important part of ostudy since the usage of models and tools
could be one way in theory, and another in practice

Interviews

To get additional information about the usage @f todels and frameworks within projects
at Volvo, seven interviews was made at Volvo. Weengarticularly interested in how the
benefits are taken care of throughout the lifeewtlan IS/IT investment.

Since our theory is based on the Benefits Managepreicess presented in Ward & Daniel
(2006), we choose to distribute the questions auegreach step in the process with focus on
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the benefits handling. Derby we kept the same viger pattern for each respondent. The
guestions can be found in appendix A.

The purpose with the interviews was to learn howatks out today within projects at Volvo
in order answer the question of what is requirgdBienefits Management to be applicable in
practice.

Choice of respondents

To get additional information about the usage a$taxg methods and frameworks within the
organization, seven interviews were made with egg#e within two business units at Volvo.
The respondents represented; Volvo 3P — the custsithe and Volvo IT — the supply side.
The customer side consists of one area and thdyssjle consist of three areas; Account
Manager, New Development and Maintenance.

Account New .
Customer Maintenance
Manager Development
AN J AN J
Y Y
Customer side Supply side

Figure 7: Areas represented by the respondents

The respondents within these areas are in one wanather participating during the life
cycle of an IS/IT investment and the different stagf a project. These areas were selected to
get a deeper and more comprehensive understandinpw the different stakeholders
experience and interpret the management of thefibengthin the organization.

Procedure of the interviews

Each interview was held at the respondents workemyironment, and lasted for
approximately one or one and a half hour. The wegrs were recorded, with allowance from
all respondents. Each of the recorded files was th@nscribed and translated. After the
transcription the data from all interviews was stmed according to our main questions at
one place to be able to get an overview and digisigpossible patterns between the different
respondents. This serves as the basis of the raghls study which is presented in chapter 4.

Validity and reliability

This is a qualitative research study which involeesinterpretative approach to the subject
matter. Our study is partly based on the resparglparsonal experiences and interpretations
of their reality which in turn are interpreted by. 'o reduce misinterpretations all interviews
was recorded and transcribed. Anyhow, the intersiessre held in Swedish, and translations
have been necessary since this thesis is writteBniglish. The case study involves one
organization, and the empirical material and reisutompared to our theory, which is mainly
based on one comprehensive theory. That give tihty s high validity and at the same time,
a high reliability.

Since our case study involves only one organizatar findings are not arbitrary as a
generalized result.
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I Benefits Management

This chapter is our theoretical framework. This pte starts with a description of
important concepts within Benefits Management. &hd#ferent approaches are then
presented to give the reader an insight into thediies Management process theory. This is
followed by a more detailed description of a fouajproach with focus on the activities
within the process, which will be served as theidoad our analysis. This chapter is
concluded with guidelines according to the theaswho implement a Benefits Management
process.

I 3.1 A Description of Benefits Management

According to banister (2001), there is a lack amomon definitions regarding benefits and

value in existing literature. The meaning of therne is assumed to be implicitly understood.

The absence of a clear conception of value cantleawisconceptions about how useful the

measurements used to assets are. Bannister (20(ijasizes a complicated problem; the
lack of a common definition has led to an even mscattered interpretation of these

concepts. He points out that value, like beauty thedcontact lens, remains in the eye of the
beholder and the eye of the beholder in businedsnaanagement situations needs to be
cultivated. By that, there would be far fewer poobad business decisions whether IT related
or not.

Bannister (2001) has made a distinction betweemevahd benefit in the following way:

* Value is what we perceive; benefit is what we reeei
* Benefits can be thought of as an operationalizaifdhe value construct

I 3.1.1 Benefits

Business Benefit can be described as:

“..an advantage on behalf of a particular stakeholder or group of
stakeholders.” (Ward & Daniel, 2006; pp 384)

There exist different kinds of categorizations anéfits, one of them is tangible and
intangible, and another is efficiency and effeatiess (Bennington & Baccarini 2004).

Tangible benefits are those that can be measured by antieBjequantitative and often
financial measure. Such benefits that are quaivttatnd financial are often termed ‘hard’.
Example of such benefit would be the cost savirmssed by discounting the licenses to
certain software packages. There are also benlefitaare easy to measure but hard to directly
associate to any financial benefit, for examplerthmber of staff that have been participating
in a training course (Ward & Daniel, 2006).

Intangible benefits are those that can only be judged subggtiand tend to employ
gualitative measures. These are often called ‘dwdtiefits and examples of such benefits
would be an improved ability to make decisionsmpiioved satisfaction. Some organizations
work hard to develop suitable measures and sona@a&tions have realized that they cannot
derive financial value from them. Instead of, tlag recorded in the business case for new
investments, where they are viewed as importam@® tangible benefits (Ward & Daniel,
2006).

Efficiency benefits are those benefits that seek to reducts afsperforming a particular
process by utilizing IT. For example this includesing money by reducing the work force,
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speeding up transactions or shortening producesydhese kinds of benefits do not change
the nature of the objectives that the process skstavere devised to fulfill (Bennington &
Baccarini, 2004).

Effectiveness benefits are ways of doing different things thattdreachieve the required
results, for example providing strategic competitadvantage or developing new products or
services that are designed to increase profit (Bgon & Baccarini, 2004).

I 3.1.2 Benefits Management

Benefits management can be described as:

“The process of organizing and managing such that potential benefits arising
from the use of IT are actually realized’ (Ward & Daniel, 2006, pp 324)

According to Ward & Peppard (2003) one of the festihat differentiates successful from
less successful companies in their deployment 6T |$ the management resolve to evaluate
IS/IT investments before and after they occurred.

The perception of the continuous unsuccessful digandS/IT investments found a new way
and approach how projects are undertaken. This approach; Benefits management
encompasses the entire lifecycle of an investnim. focus should be on the realization of
the benefits, since that is the organizations meason to the investment (Ward & Daniel,
2006).

“The main differences between the benefits management approach and other
traditional approaches are the continued emphasis on the relationship between
change and benefit, the importance of benefit ownership and the need to be
explicit about benefit measurement” (Ward & Daniel, 2006)

I 3.2 Different benefits management approaches

Within science, many different benefit managem@preaches are presented. There are some
differences between them when it comes to chaiatts; responsibilities and how the
process should be carried out. Below we have suimeaththree of the existing approaches to
give the reader an increased understanding of xtstireg benefit management approaches
and in what ways they could differ regarding levefsabstraction and characteristics. The
different approaches will be described below, icoadance to the following structure:

* Roles and responsibilities
* Process and activities
* Characteristics

I 3.2.1 Active Benefits Realization

The following part regarding the Active BenefitsaReation approach is based on Remenyi
& Sherwood-Smith (1998). The approach rests on rlbdon that the ABR project
management process is based on the principles rofafove or continuous participative
evaluation for information systems

Roles and responsibilities

Since the ABR process is based on active participathe roles and responsibilities must be
clearly stated. A benefits realization program rseedbe participative and for that, the role of
participants must be agreed. One of the criticatess factors for the ABR process is that all

17



the principle stakeholders must be correctly idestti The selected stakeholders should not
only be committed to an environment of learning amderstanding but also they have to
have time for continuously involvement and parttipn in the project. The purpose of

involving various groups of stakeholders has sdwelgectives. A better understanding is

achieved through the learning process which enfsatie® competence of the participations.
There are three sets of primary or core stakehsilder

Roles Responsibilities
Line managers and end users Responsibility for making the system succeed
Accountants and financial officers Responsible for ensuring the investment of the megdions

resources are controlled in terms of corporatecpoli

Information systems people Responsible for bringing technical expertise forimation
systems development and subsequent management

Table 2: ABR - Roles and responsibilities

The process

ABR is a project management process for managifognration systems development, which
is based around the idea of continuous evaluatamtive participation of the primary
stakeholders including line managers and usersaatitect focus on benefits realization. One
of the main purposes with the way of working, relijag stakeholder’'s involvement is to
remove any potential for the stakeholders to bprsed at the end of the project. The process
consists of seven major activities; initializatiohproject, production of pictures, agreement
to continue, system development, evidence collectieview and learning and development
of updated pictures.

ABR is a reiterative process based on the evaluatfqrogress, a review to ensure that the
development is on course to realize business lendfis reiteration continues until the
project has been concluded.

@ @ 6 66 e e

L . . . Development
Initialisation | Production Agreement System Evidence Review and R
of project ™l of poctures > 1o proceed > development > collection | ] learning ogﬁgigd
, |
- Determination of E . Future/
business Development of: = [FeiEnE » Maintanance
opportunity Business picture, \;ev!ew project
- Validated Financial picture, - anance
opportunity Project picture : tDect‘ermflfne
- Determintation of Involving primary [ECE OIS
(DAL stakeholders
stakeholders
- Opportunity/
solution lexicon
- Abandon

Project

Figure 8: ABR process (Remenyi & Sherwood-Smith, 19B)

The initiator launches the project by identifyingpamary business problem or describing a
primary business opportunity. The project is indgthand as a part of that, an agreement is
reached as to who should be involved in the dewedop of the information system. Once
agreement is reached requests to the stakehotdpesticipate can be issued and the terms of
reference for the project stated. Over the lifeetiof the information system the stakeholders
will change and evolve.
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Characteristics

The ABR process has two key characteristics. Bneste is the process of active participative
evaluation and learning paradigm. The second isdpeesentation of the primary issues to be
understood and monitored as pictures. These pgareto be seen as statements, models in a
loose sense, the required benefits and the spsadircof the appropriate metrics to be used to
evaluate, monitor and control benefits realizatibree pictures are used:

» Business Picture (BP)
« Financial Picture (FP)
* Project Picture (PP)

The systematic and holistic use of these picturesbles effective planning, evaluation and
control of the systems development progress and #nsures the appropriate benefits
realization from the system investment. The mogtartant picture is BP, also called the
corner stone, since the other two pictures areldped upon what is stated in the BP.

I 3.2.2 0GC Benefits Management

The following part regarding the OGC Benefits Magragnt is based on OGC (2008). The
approach rests on the notion that Benefits Manageragns to make sure that desired
business change or policy outcomes have been gléefihed, are measurable, and provide a
compelling case for investment — and ultimatelgnsure that the change or policy outcomes
are actually achieved.

Roles and responsibilities

The key roles and responsibilities are well defingithin this approach. There are six roles:

Roles Responsibilities

SRO - senior responsible | Owns the Benefits Management Strategy and is resdiplerfor Benefits
owner Realization Plan

Program Manager Oversees / preparése Benefits Realization Plan and ensures it gnali
with Program Plan and Business Case

Program Office Acts as the information hub for tracking and pregrehasing benefits,
calling reviews and communicating results

Business Change Managef Realizing benefits; Agreeing profile, impact an@ysjuantifying, risk
assessment

Project Manager Defining benefits in PID(project initiation docunigrdelivery of enablers to
time, quality and costs

Assurance/validation Usually carried out by third party individuals rdbtectly involved in the
Business Change Program

Table 3: OGC Benefits Management - Roles and respdbdities (OGC, 2008)

The process

Benefits Management starts before a project orrprags accepted onto the department or
agency’s portfolio of change initiatives — only sizowith properly defined strategic benefits
should gain approval. The identification, trackiagd realization of benefits continues
throughout the program and will probably continugerait has formally closed, when
managers with responsibility for operations or smrndelivery increasingly take on the task of
ensuring that the planned benefits are being madtand optimized.
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Benefits Management Strategy

Y

Benefits Realization Plan

Benefits
Identification
Optimizing the mix
of benefits
Realizing and
tracking benefits

Figure 9: Benefits Management process (OGC, 2008)

Reviewing and
maximizing benefits

The benefits management strategy describes a structured continuous process to erkat
benefits are sustained and returns on investmeatsmaximized. A set of questions need to
be answered, for example; what are top-level @gia} benefits and are there any dis-
benefits? What are the main roles and responsgsifit Who else is a stakeholder and
therefore need to be involved in agreeing and comating benefits? What are the
sequences and dependencies between benefits? Hibwallwbenefits be tracked and
measured?

The benefits realization plan should be developed as a product in its own rigiat may be
incorporated within each iterated version of thesibess case. This process involves
identifying and prioritizing tangible and intangtbbenefits, generating ownership of and
commitment to the benefits from business stakehs]aeveloping measures and quantifying
benefit opportunities, implementing an on-goingddféa tracking and reporting process etc.

Identifying and prioritizing benefits is worked through based on a list of benefits
opportunities that has been produced in strategydtation phase. Benefits identification can
take several forms, and for each benefit a prafieuld be built. The purpose with the profile
is to describe all aspects of the benefits inclgdiwnership and measurement. As with the
business case, it is important that the benefafilps are dynamic and updated.

Optimizing the mix of benefits describes as where there is a mix of tangible atahgible
benefits efforts are done to give sufficient weighthe overall mix of benefits, often done by
using balanced scorecard.

Realizing and tracking benefits and reviewing; the emphasis on continuity within the
benefits management process almost certainly kgbriol the closure of the program. This
implies that there will be many people involvedwiarking to increase benefits realization
and deal with any dis-benefits issues. This agtivitust be co-ordinate with clear
accountability, responsibility and commitment. Anbéts management action plan lists the
review points, timelines, responsibilities, intgpdadencies and resources required to achieve
benefits in the operational sphere.

Characteristics

* A business case is the main tool in this approéxzhandle benefits throughout a
project. The business case sets out a rational@yestment and must support robust
analysis and realistic decision-making.
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» Cost benefit analysis traditionally seeks to essablhat the financial returns justify
the preferred option that costs can be controltetithe risks effectively managed.

All benefits cannot be measured financially, qadiNe or less tangible benefits which is more
difficult to measure must be identified, scoped aradked.

Cost, benefits and risks will change over time, aehrequires a continuously updated
business case. Stakeholders are involved and é& agixd communicate potential benefits.

I 3.2.3 Life cycle of ICT investments for added value

The life cycle of ICT investments is based on Swiak(1999). The approach rests on the
notion that for successful application of ICT a ¢mnation is needed of content efficacy and a
fluent cohesion with the decision making and mariabprocesses.

‘ Roles and responsibilities

This model state that realization of added valustrbe seen as a management responsibility.
The benefits and burdens of an investment shouldivided between and allocated to the
responsible managers. Only to concentrate theidaaisaking on the rational aspects such as
measurements of objective criteria is not alwayfcent. Decisions should be supported by
the involved people who will make the decisions ensubjective. When involving different
people with different backgrounds and knowledgehi@ decision process a manager must
frequently be ready to change his attitude. Whem rttany criteria are involved in the
decision process, there is a risk that the decismakers will lose their overview and a
detailed analysis takes time and money. The mamagponsible for the project has to know
what strategic value could mean for the businespeance and what range of quantitative
measures could be used in assessing this benefit.

The process

The life cycle is described as a sequence of maiuitees. To control an investment in order
to realize expected benefits, five main activities distinguished which have to be managed
in coherence, see figure 10.

Identification

Realisatio

Exploitation

Figure 10: The life cycle of ICT investments (Swinkeal, 1999)

Identification - Application systems that might have a positivieefon performance of the
organization must be identified.

Justification - Investment proposals are then elaborated argefitb determine if they meet
the pre-set criteria. In the event of constraimhsas limited budget, the investment proposals
are compared to other ICT investment proposalgtder to determine priorities.
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Realization - The selected investment proposals are then esbéind implemented.

Exploitation - This realization and implementation must be dionerder to support business
processes.

Evaluation - The performance of the information system amdpiocess involved should be

Characteristics

The main factors in this life cycle are:
» Benefits
* Burdens and
* Uncertainty

The specification of expected benefits and burdemescribed as a combination of financial
and other criteria. The burdens can be seen asdeothalized and de-centralized. Examples
of centralized burdens are management planningsidacmaking, and user participation,
software development data centre which will havpant to the de-centralized burdens such
as equipment, software personnel, communicatioddamwilities.

Benefits and burdens are often treated as if theyweary accurate. This model points out the
importance of not make that assessment. Uncertardften associated with negativity as in

risks. The uncertainty should be incorporated th® benefits and burdens. Uncertainties are
not objective and static labels for a project; tloay reinforce each other in a way that a
combination of a few minor uncertainties can cailngeproject to lose control. Benefits and

burdens are not reliable calculations. If thatdsegted within the project, a first step is made
to manage uncertainties and their influence on fiterend burdens. The uncertainties must
be reassessed a long with the project to be abtelate those to the benefits and burdens.
This makes it possible to prevent project manafyera aiming at reduced uncertainties and

minimized burdens without paying attention to thgpact on eventual benefits.

I 3.2.4 Summary

The above approaches are presented at differealisl@v and with different characteristics.

Common for all three is the phases identifyinglize&y, and reviewing. Some of the above
approaches are more distinct regarding roles asporsibilities, and others are less clear
regarding the characteristics of the different plsaa the process.

The community of them all is a clear step by stegress that shows an agreementHw’

the process should look like, but when it comeisstaharacteristics and area of responsibility
it's getting fuzzy and unclear. All three approazioall attention to how important it is to
identify and involve stakeholders that must takeaative and participating role within the
project. OGC points out the importance of what deleacies there are between benefits, but
how this should be accomplished and traced is timdis

Another developed approach are Benefits managepresess by Ward & Daniel (2006),
wish gives a more distinct and explicit descriptimiits process and characteristics. This
approach is covering the steps of the above predeapproaches and the available theory
around this approach gives a more detailed and mrepsive elucidation. In the next section
a presentation is given of how the process is de=tty main activities within the process and
the different areas of responsibilities
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I 3.3 The Benefits Management process

The following section regarding the benefits mamaget process approach is based on Ward
& Daniel (2006). The authors note that the purposany IS/IT investment is to deliver
improvements to organizational performance, andetbee it would seem logical that the key
process around which other should fit is benefinagement rather than project management,
investment appraisal or systems development apipesac The context of benefits
management is illustrated in figure 11.

Strategic Planning

Programme
and Project
Portfolio

Change
Management
Methods

Investment
Appraisal

Benefits
Management

Risk
Management
Techniques

Systems
Development
Methodology

Project
Management
Methodology

Figure 11: The context of benefits management (Waré& Daniel, 2006)

In the mid-1990s, an extended research programuwdsrtaken by the Information Systems

Research Centre (ISRC) at Cranfield School of Manant. The program lasted for three

years and the purpose was to address the limisatdrexisting approaches. The resulting

process and tools have been extended and refioedféirther research and experience gained
from the many organizations that have adopted pipeoach. The overall approach was based
on a process that is a set of steps to guide @nenplg and implementation of IS projects,

such that the potential benefits from that progeetrealized.

I 3.3.1 Roles and responsibilities

Within the benefits management process of Ward &i€la(2006) the authors propose a
number of roles and responsibilities, for examplgqet sponsors, business project manager,
IT project manager, key stakeholders and IS/IT igists. One particular with this approach
is the appointment of the roles benefit owner a@mehge owner.

Each benefit should have an owner assigned tchi. dwner should ideally be an individual
who gains the advantage inherent in the statedfibemel therefore is willing to work with
the project team, either personally or throughrdssurces and influence that he or she has, to
ensure that the benefits is realized.

The benefit owner cannot necessarily be describedhaking the benefit happen’ or ‘being
responsible for realizing the benefit’, since tlmamges necessary to deliver the benefit may
need to be undertaken by others outside his ospieere of control or influence. It can be
appropriate to have more than one owner but ieégoable to have an individual owner.

It is also necessary to identify change owners, athmndividuals or groups who will be
responsible for making each of the identified clendpappen successfully. The change
owners may not be personally responsible for makiegchanges, but are accountable for the
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changes being effected successfully. They musetber be committed to the project to

dedicate sufficient personal time and knowledgelémning and managing the changes and
influential enough to ensure the necessary ressuace made available to carry out the
changes.

Change owners may not have day-to-day involvenrentaking the change happen and this
will be delegated to others. When it comes to theeffit owners, their involvement in the

project should be active rather than passive.ilhgortant that all benefit and change owners
have their interest and perceived commitment topttogect. The roles should be something
that the appropriate individuals nominate themsefeoe, a lack of willingness to take on the

responsibilities probably suggest a lack of intecesommitment to the project.

To determine ownership of the benefit and respadlitgibor its delivery is easier if the system
is mainly within one function, but difficult if theystem crosses functions. Responsibility may
have to be shared, but then this must be made. c@aen that a manager is made
accountable for the delivery of each of the intehdenefits, any benefits lacking such
ownership should be removed from the list.

The benefits identified in a network are those dratexpected in the future operations of the
organization and should therefore be owned by legsiimanagers and staff rather than
dedicated project staff. The business changeshase tthat are required to the processes and
practices of the organization and therefore respditg for achieving those changes must
also rest with operational managers.

I 3.3.2 Process and activities

The process, seen in figure 12, are formulatechtasrelated tools or frameworks that can be
used to guide and structure the planning and actioeeded to implement a project
successfully. The process enables organizationgtiiae their existing methodologies in
conjunction with the benefits management proceds@ikit.

1. Identify and
structure benefits

5. Establish
potential for further
benefits

2. Plan benefits
realization

3. Execute
benefits plan

4. Review and
evaluate results

Figure 12: Benefits Management Process (Ward & Dagl, 2006)
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‘ Identifying and structuring the benefits

The first step is to understand what the possilgleebts are and if they are relevant and
achievable. The main activities in this step are:

* Analyze the drivers to determine the investmenéctjes
* ldentify the benefits that will be measured

» Establish ownership of the benefits

* Identify the changes required and stakeholder tapbns
* Produce first-cut business case

Business and organizational drivers are views held by senior managers as to what is
important to the business — in a given timescaiieh that they feel changes must occur.
Drivers for change can be both external and intdsotare specific to the context in which
the organization operates. In generating thiligtrivers, senior managements perspective of
the organization is taken to ensure the identifieders are actually strategic to the future of
the whole enterprise, rather than merely affectimg interests of certain departments or
functions

Identifying the potential and achievable benefitgolves an iterative process of establishing
investment objectives and the business performance improvements thatetitenology and
associated changes could deliver. Investment obgsctare organizational targets for
achievement agreed for the investment in relatiotiné drivers. As a set they are essentially a
description of what the situation should be on cletign of the investment.

Investment objectives should be a set of statentbatsdefine the ‘finish line’ for the project,

or paint a picture of the way things will be if theoject is successful. While it is possible to
be prescriptive, projects should have a few cleatgted and compelling investment
objectives, rather than a long list of incremengald overlapping ones. A project’s
significance is not dependent on the number of aiwes; it is the importance of each of
them.

Having identified the drivers, both external andernal, acting on the organization and
determined the objectives for the particular ititi@ of project, it is necessary to bring these
together by considering each objective in turn éaciding which of the drivers it addresses.

Having agreed the investment objectives, it is thessible to consider the business benefits
that will be realized. Each potential benefit shiblok as precise as possible abhwhierein the
business, or in trading partners, it will occur,order to determine how it can be measured
and who in the organization should be responsii@s delivery. The feasibility of achieving
each of the benefits needs to be considered. Thiestep is to determine ownership of the
benefit and hence responsibility for its delivery.

A ‘first-cut’ business case should be preparedstseas whether there are sufficient potential
benefits to justify the approximate expected cost 0 define the further work needed to
produce the full investment justification. If thehgevable benefits are clearly insufficient, the
project should be stopped. Cancelling project ghalways be a business decision based on a
benefit-cost assessment that gives information faldat it is worth spending to get the
benefits. Traditionally, the main purpose in depélg a business case for and IS/IT project
has been to obtain funding for a significant finahavestment. One aspect of the business
case is to provide information to decide whethenatr to make financial investment, but it
should also enable the organization to plan andagmithe project to a successful conclusion,
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such that the benefits which underpin the ratiorfateboth the IS/IT investment and the
business changes are achieved.

Achievements of stage 1

Establish agreed objectives for the investment éngure it relates to one or more of
the drivers for change in the organization

Identify all the potential benefits that could bétained by achievement of the
investment objectives

Understand how a combination of IS/IT functionakiyd business changes can cause
the benefits to be realized

Establish ownership to prove that they have occurre

Identify any organizational issues or implicatidosparticular stakeholder groups that
could hinder or even cause the project to fail

Produce an outline business case to decide whathproceed further or stop the
investment now.

Planning Benefits Realization

The main purposes of this stage are to developrgEhensive benefit plan and a business
case for the investment, which will be submittednanagement for approval. Like any plan it

includes activities, responsibilities, timescaleesources and deliverables, but a very
important part is a clear description of the relaships and dependencies that are critical to
achieving the investment objectives. Key questiardeveloping a benefit plan can be seen in
figure 13. The main activities in this step stage a

Finalize measurements of benefits and changes
Obtain agreement of all stakeholders to resportsgisiland accountabilities
Produce benefits plan and investment case

Why do we want
improvement?

v

What improvement do we
want/ could we get?

v

What are the benefits and o | Canit be Canit be Can a financial
where will each occur? measured? quantified? value be put on it?

v

Who is responsible for its
delivery

v

What changes are
needed?

v

Who will be affected?

v Y Y Y

How and when can
changes be made?

> Benefits realization plan

Figure 13: Key questions in developing a benefitsgn (Ward & Daniel, 2006)
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After the responsibility are identified and alloe@tto stakeholders, the next step is to
determine the changes required for the deliveryeath benefit and how the IS/IT
development will enable these to occur. The masulterom this activity is described as a
benefits dependency network and is the central framework in the benefits manegye
process, see figure 14. It is designed to enaldanvestment objectives and their resulting
benefits to be linked in a structured way to thsihess, organizational and IS/IT changes
required realizing those benefits.

Nat

oM< —XIO

99099

J

IS/IT  Enabling Business Business Investment
enablers changes changes benefit objectives

Figure 14: The benefits dependency network (Ward & @niel, 2006)

The benefits dependency networklates the IS/IT functionality via the businessd an
organizational changes to the benefits identifiéds an iterative process to develop such
networks, since as required changes are identiiedetwork of interrelating changes and
benefits will evolve, and the feasibility of achieg some of the benefits will be questioned.

The creation of the network requires knowledge @asshared among business manages, key
stakeholders and IS/IT specialists. It is importhat they all understand what the benefits are
and how realizing each of the benefits dependspatific changes that need to be made.
There are essentially two types of change, in amdito introducing new technology,
business changes andenabling changes. Business changes are the new ways of working that
are required to ensure that the desired benegtsealized. Enabling changes are changes that
are fundamentals for achieving the business chamg#sat are essential to bring the system
into effective operation within the organization.

Before the dependency network and resulting benefan can be finalized and a business
case proposed a stakeholder analysis should beletuipThe purpose is to understand those
factors that will affect the organization’s abilitp implement the required changes and
achieve the expected benefits. The main objec8v iaddress the ‘what’s in it for me?’
problem of IS/IT investments. The purpose of agsess is to obtain ownership and buy-in of
relevant individuals and groups, and to indentifgamizational factors that will enable or
frustrate the achievement of the benefits. It sbaimportant to consider aspects of business
change outside the particular project and the ptessnplication on achieving the benefits.

It is necessary to understand how the benefitsrraitge with each other and their
interdependence with the required set of changles.blisiness case should correctly reflect
those relationships, as defined by the benefiteggncy network.
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From the network it should be explicitly understdamlv each benefit relates to one or more
of the investment objectives, who owns it and dillve through the realization and whether,
and perhaps how, it can be measured. This infoomand an understanding are the starting
points for building and refining the business case.

Achievements of stage 2

* A full description of each of the benefits and dapes with responsibilities for
delivery clearly defined and agreed

 Measures for all the benefits and, where approgriastimates of the expected
‘values’ of each benefit at the end of the investin@his assumes that many of the
improvements can be quantified in advance andsdane financial values calculated.
The basis and rationale for such estimates musth@snade clear.

* Measurements to establish the current ‘baselin¢ghaistart of the investment, which
may require new measurements to be introduceddorerthe benefits resulting from
the project are accurately attributed to it

» Agreed ownership of all the changes and actiordace to address all the stakeholder
iIssues that may affect the achievement of the dsang

e The evidence or criteria to be used to assess whetach change has been
successfully carried out

* A complete and fully documented benefits dependemtyork to show all the benefit
and change relationship.

Executing the benefits Plan

This stage is to carry it out and adjust it as ssagy/, as issues and events affecting its
viability occur. The main activities in this stagee:

* Manage the change programme
* Review progress against the benefits plan

Monitoring progress against the activities and \dghbles of the benefits plan is just as
important as for the IS/IT development plan. The fwans are components of the overall
project plan. It may be necessary to establishrimtd¢argets and measures to evaluate
progress towards milestones or the final implentenrta Further benefits may also be
identified and equally it may be apparent that sbereefits are no longer feasible or relevant.

One aspect of the role as a business project marsatgebe a ‘custodian’ of the benefits plan
on behalf of other business stakeholders and tarerisat each of the stakeholders carries out
his or her responsibilities as defined in the plénis the business project manager’s
responsibility to decide, in consultation with tbéher relevant business managers, what
action to take in terms of reviewing the scope spekcification of the system or the business
and enabling changes.

Achievements of stage 3

* Monitoring progress against benefits plan

» Establishment of interim targets and measures w@uate progress towards key
milestones or final implementation

» Reassessment of benefits plan, due to feasibifitjemefits, organizational changes
etc.
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Reviewing and Evaluating the Results

The purposes of a benefit review involve both assest of the investment itself and
organizational learning. The main activities irstbtep are:

« Formally assess the benefits achieved or otherwise
» Initiate action to gain outstanding benefits whieiasible
« Identify lessons for other projects

There should be a formal review of what has and r@sbeen achieved after the new
technology, system and business change has beéesmeuted. The purpose is to maximize
the benefits gained from the particular investmantl increase the benefits from future
investments. The evaluation should focus on whatlbeen achieved, what has not (or not
yet) been achieved and why, and identify furthetioacneeded to deliver outstanding
benefits, if possible. Another aspect is also id@ng any unexpected benefits that have
arisen and understand how they came out.

The evaluation should involve all key stakeholdamgl it must be an objective process with
future improvements in mind, and not a way of aloty blame for past failures.

Achievements of stage 4

* To determine and conform which planned benefiteHhsen achieved

e To identify which expected benefits have not beemeved and to decide if remedial
action can be taken to still obtain them or if theye to be foregone

« To identify any unexpected benefits that have egmneved and any unexpected ‘dis-
benefits’ that have resulted

« To understand the reasons why certain types offibemesre or were not achieved and
provide lessons for future projects

* To understand how to improve the organization’sefisitmanagement process for all
projects.

Establishing the Potential for Further Benefits

It is difficult to predict all of the benefits of system in advance. Some benefits only become
apparent when the system has been implementec¢or tunning for some time) and all the
associated business changes have been made. Tihactueities in this step are:

» |dentify additional improvements through businesarges and initiate action
» |dentify additional benefits from further IT inves¢ént

It is important to consider what further improvernéea now possible following the
implementation of the system and associated chaagesn the light of the new levels of
business performance that have been achieved.

This should be a creative process involving thennséakeholders and any others who may be
able to contribute, using the increasing knowlexge available to identify new opportunities
and the benefits they offer.
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I 3.4 Implementing a Benefits Management process

The following section regarding the benefits mamaget process approach is based on Ward
& Daniel (2006). Having new processes, tools amtin&ues is onlyneans;it is how they
are used that will determinghetherthe ends,of improving the value from investments are
realized. The ‘mode of engagement’, that iswsg/sthat IT specialists, business managers,
users and executives are involved and contributberoject, the roles each plays and how
decisions are taken, also has to change if thesdaows are to be used effectively.

I 3.4.1 Initiating and managing a benefits-driven investment

Establish explicit links between
business drivers, objectives and
benefits

Business case not yet known —
we only know what benefits we
want, not how to get them

1. Identify and
structure benefits
Involves key stakeholders
to gain ownership of the

Establish dependencies benefits and changes

between benefits and
changes at the start

2. Plan benefits
realization

Business cases
submitted in stage 2,
supported by a full
benefits plan — which
explains how we can
realize the benefits

Changes and revisions
to plans are based on
effects on the benefits

3. Execute
benefits plan

Benefits plan integrates
and coordinates actions by
IT and busienss

Figure 15: Key differences of the benefits managemeapproach in the project initiation and implementation stages
(Ward & Daniel, 2006)

The ability to achieve the maximum benefits frora thvestment will depend on the degree

of certainty of the benefits plan and, during keaution, identifying if and when it needs to

be amended and adjusting appropriately. It is theze important that all the necessary

knowledge is included during the planning stage dhdt everyone understands the

implications of the plan and their role in its exgon.

Success in the first two stages of the benefitsagament process depends on the effective
sharing of knowledge between managers and IS/ITciaigds, an exchange which is
facilitated by conducting workshops rather thandirg meetings or one to one discussion.
The workshops should ensure that all the necedisdey/ with the business drivers are made
and can be sustained ant that the relationshipdsetwenefits and changes is made explicit.
The ability of all stakeholders to put aside theeiand resources required by the project
should also be ensured. The outputs from the wopshvill form the basis of the business
case and benefits plan ad should become integnap@oents of the overall project plan. The
numbers of workshops will vary depending on thdesead complexity of the project, but at
least two will be necessary. Figure 16 suggestsrthm activities that are involved in the
establishment of a benefits-driven approach.
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Potential IS/IT
investments

From business or
IS/IT strategy or
discussion of
business drivers

Identify sponsor
and key
stakeholders

Business drivers
initial objectives and
applications
portfolio locations

First workshop

Outputs:
Objectives, benefits

o dependency

network: initial
business case and
stakeholder analysis

Benefits and
change analysis

Stakeholder
discussions

Benefits
measurement and
quantification

Enabling changes
confirmed

Second workshop

Review scope,
objectives, benefits
set and change plan

Feasibility check:
stakeholder
perspectives and
risk assessment

Prepare business
case and benefits
realization plan

plus
Costings

Communication
material

Investment
approval '‘Board’
assesses
proposal

Including priority
and portfolio
location

[

Set up formal
project
arrangements

Roles and
responsibilities
Accountabilities
Communication etc.

Figure 16: Initial activities in a benefits-driven project (Ward & Daniel, 2006)

3.4.2 Evaluating the Results and Establishing Potential for Further
Benefits

Use knowledge gained

by stakeholder to identify
more value that can now
be realized

5. Establish
potential for further

benefits
4. Review and
evaluate results

AND
THEN

Review the outcome of
investment — where the
objectives and benefits
achieved and why/why not?

Take remedial action to recover
benefits where possible

Figure 17: The key activities in the review proces@Nard & Daniel, 2006)

The full implementation of the new IS/IT and busisechanges, the achievement of the
business case and benefits plan should be formaligwed. The key activities in the review
process are seen in figure 17. The purposes ofetfiew include a detailed assessment of
whether each of the benefits intended have beerewath or not. If they have not been
achieved, the reasons for this should be establiahd any remedial action that could cause
them to be realized should be identified. This pugooses of any particular benefit review,
the reason for carrying them out systematically drmajor projects is to learn how to
improve the overall value that the organizationsvés from all its IS/IT investments, by
learning from success and failure. Those genesesoles should be communicated to the
managers of other projects.
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It is also important to consider the opportunity fiarther benefits. New benefits that are now
available from further business changes or IS/Metments should be considered.
Benefits review isiot

* A project management review, which focus on vamsnm time and cost from the
project plan.

* A system quality or performance review

* Afinancial audit

* A *witch hunt” to allocate blame

The review should ideally be clearly identifiedaakey date or milestone in the project plan,
probably about two to three months after implenmtgonia complete when it should be

possible to determine whether the benefits haveroed or are beginning to be realized. The
meeting should be convened by the project spoii$m business project manager, IT project
leader, and all the main stakeholders should bienhvto attend. The discussion should be
based on what has happened as a result of thenmeets with emphasis on the final outcome

rather than what happened during the project.
Benefits Project Benefit and
documentation team change owners

\

Structured
meeting
Planned convened by
further project sponsor
review or manager
/ A \
1. Actions 2. General 3. Potential
for this Lessons for other further benefits and
investment investments changes
| —— | —— | ——
Report for project Report for Further round
team, benefit and Dissemination to of benefits
change owners and organization management

senior management

Figure 18: Main elements of the benefits review press (Ward & Daniel, 2006)

The outputs from the review meeting should be thregorts’. Figure 18 shows the main
inputs and expected outputs of the review process.

1. A full review of the investment in terms of bensfitealized and any actions still
outstanding to achieve the business case. If theresignificant actions still to be
taken, this report would probably be the basis &irther review meeting to be held
when the actions have been carried out.

2. A summary of the lessons learned that may bengtiitré investments, which should
be communicated as soon as possible to all otheerduproject sponsors and
managers, and made available through updates $b poactice guidelines’ for future
projects.

3. A report describing the further potential benefitav available and actions that have
been put in place to examine them. These poteh&akfits effectively form new
projects and should be added to the list of fupuogects within the organization.
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I 3.4.3 Monitoring the Benefits after Implementation

The benefit review should normally be held as safber implementation as it is possible to

assess, with sufficient evidence, whether the dednbenefits have been achieved. This
would normally be some two to three months aftex fystem and associated business
changes have been made.

Although benefits do occur soon after implementgtithhey can ‘decay’ once the changes
have become the normal practices and people’s sadma for the improvements has

decreased. Therefore it is recommended to haeeand review some months after the first
to determine whether certain, vulnerable benefitgetbeen sustained.

Some organizations also want to be able to proat their IT investments have been
delivered the expected value over an extended gheeieen after several years. This cannot
really be done project by project since, after ary@ more has elapsed, other changes have
been made that will obscure the benefits realizeth fany particular investment. Any such
assessment therefore is probably best done thr@mhannual review of investments
completed during the previous year and the cunwdabenefits delivered, verified by the
reviews of the individual projects.
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I 3.5 Theoretical summery

This table gives a summary of the four approachesegmted in this chapter. The approaches
are summarized according to the same structure theye presented; Roles and

responsibilities, Process and Characteristics.

Roles &
Responsibilities

Active Benefits OGC Benefits Life cycle of Benefits
Realization Management ICT Management process
Remenyi & OGC (2008) u;g(rezt(;r:jeéréts Ward & Daniel

Sherwood-Smith value (2006)
(1998)
Frits (1999)
SRO - senior Benefit owner

Line managers and
End users

Accountants and
financial officers

Information systems
people

responsible owner
Program Manager
Program Office

Business Change
Manager

Project Manager
Assurance/validation

Manager
responsibility

Change owner
Project sponsors

Business project
manager

IT project manager
Key stakeholders
IS/IT specialists

Initialization of
project
Production of pictures

Benefits Management
Strategy

Benefits Realization
Plan

Identification

Identify and structure
benefits

Plan benefits

Justification realization
Agreement to procee( Benefits Identification
Process System development| Optimizing the mix of | pegjization | Execute benefits plan
Evidence collection | benefits
' i Realizing and trackin . .
Review and learning benefitsg g Exploitation Review and evaluate
Development of o results
updated pictures. Reviewing and _
maximizing the Evaluation
benefits Establish potential for
further benefits
Business Picture (BP Benefits Benefits plan
i ial Pi Business Case
Characteristics | nancial Picture (FP Burdens Dependency network

Project Picture (PP)

Cost/benefits/risks

Uncertainty

We have chosen to study the applicability in pcacbf the Benefits Management process by

Table 4: Summary of the Benefits Management approads

Ward & Daniel (2006). Figure 19 summarizes the naaiivities within this process.
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Identify and structure

benefits

Review and
evaluate
results

Plan benefits Execute
realization benefits plan

Establish

potential for
further benefits

<¢—Pre-study—»

Analyze the drivers
to determine the
investment objectives

Identify the benefits
that will be measured

Establish ownership
of the benefits

Identify the changes
required and
stakeholder
implications

Produce first-cut
business case

<4 Project

Create depependancy network
Finalize measurements of benefits and changes

Obtain agreement of all stakeholders to responsibilities and
accountabilities

Produce benefits plan and investment case

Manage the change programmes

Review progress against the benefits plan

Formally assess the benefits achieved or otherwise
Initiate action to gain outstanding benefits where feasible

Identify lessons for other projects

>

<4—Follow-up—»

Identify additional
improvements through
business changes and initiate
action

Identify additional benefits
from further IT investment

Figure 19: Summery of Benefits Management processd its activities (Ward & Daniel, 2006)
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I Empirical study and result

This chapter gives a short description of the ofgation represented in this study. Further,
a description is given of how this organization wmithin IS/IT projects with focus on
processes, activities and roles and responsikslitia the end of this chapter we present the
result of the interviews with the respondents dv¥éT and Volvo 3P

|4.1 The organization and business units

The Volvo Group’s products are: trucks, buses, ttanBon equipment, engines and drive
systems for boats and industrial applications, @ & components for the aviation and space
industries. Further their services are: maintenani@ning for mechanics and drivers,
financing, rentals, insurance and IT systems fenmaoinications and transport planning. AB
Volvo has eight business areas; Mack Trucks, Refautks, Volvo Trucks, Volvo Buses,
Volvo Construction Equipment, Volvo Penta, Volvoréeand Volvo Financial Services.
These business areas are supported by the undgibyisiness units; Volvo 3P, Volvo
Powertrain, Volvo Parts, Volvo Logistics, and Volvdormation Technology.

The Volvo Group Organisation

AB Volvo

Business | Mack [l Renault || Volvo Buses || Volvo Volvo Volve |l Financial
Areas Trucks Trucks Trucks CE Penta Aero Services
Trucks
Business
Units
Powertrain f I%}!‘, ET 7::3
Parts N

S DI S - e
Logistics 3 h
TE=mk — : T

Information Technology l ’ S |

— A i _..

Figure 20: Volvo Group structure (Volvo Violin, 2008)

Our study involves two business units within the IWo group; Volvo Information
Technology and Volvo 3P. The reason for this isobtain information from both a New
Development side which in this case is represebted/olvo IT, and the customer side
represented by Volvo 3P.

Volvo IT provides IT solutions for the whole induat process from product development
and manufacturing to sales, the aftermarket andirasiimation including IT operations and
infrastructure. In 2007, Volvo IT had 5,000 empleyeplus 1,900 external contractors in
Europe, North America, South America, Australiariéd and Asia.

Volvo 3P is a business unit within the Volvo Groaipd serves the truck companies in the
areas Product Development, Product Planning, Psirepaand Product Range Management.
The truck companies consist of Volvo Trucks, Renhdulcks, Mack Trucks and Nissan
Diesel. Volvo 3P has 3000 employees in mainly fogations around the world. Volvo 3P is
responsible for several significant areas which summarized in the three 'P's: Product
planning, Product development and Purchasing

36



|4.2 The IS-GDP process

IS-GDP (Information System Global Development Pssgeis a project steering model

mandatory to use for all units within Volvo. IS-GI¥according to Volvo focused on process
and business needs, and describes what to do, laenl t@ do, but not how to do. The shape
of the model is visualizing the uncertainty of fireject, wider — more uncertainty.

Change cuncept Dewlopm:-nt Fnal Usar Releasa Follow-Up
Inttiation Study Gate Devalopment Launch Gata Raport
Gateg Gata Contract Gate Gatg

Fimal

Development
Phase

Figure 21: I1S-GDP steering model (Volvo Violin, 208)

There is some current plug-ins to the IS-GDP matiel, each and one of them have its own
purpose. One of the optional plug-in is the Bussnéase Framework.

The Business Case Framework has been developetptove the quality and consistency of
the way change initiatives are evaluated and fadldwp. The Business Case and IS-GDP are
aligned in a way that in each gate of the IS-GDIPBhsiness Case has a specific purpose. A
Business Case provides a methodology for asseskm@conomic/financial, social and
environmental impacbf significant projects/proposals. All the impa&ssociated with a

project/proposal are identified and, where possitists and benefits are valued in monetary
terms
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I 4.2.1 Roles and responsibilities within IS-GDP

The below table describes important roles and mesipoities within the 1S-GDP.

Role

Responsibilities

Project sponsor

Executive sponsor accountable for project bendétery. Make sure that the line
organization performs activities and delivers restilat are within agreement.

Consider the issues on the agenda before a gatng@em the customer perspective.
Promote the project and decisions to the organizati

[¢]

The steering

Senior manager accountable for securing projedsgdakes responsibility for all

committee decisions made within the project. Ensure thabtireed results and deliverables are
achieved. Shows an active interest in the projedtsapports the project manager.
Secure project resources and promote the projectlacisions to the organization.

Chief project Full responsibility to secure the success of ttoggut, the business project manager |s

manager always the Chief Project Manager and is responéisleperational management to

fulfill project goals.

Responsibility to identify, plan in time, communieand to daily drive/push all
activities (within the identified project organizat and together with the line
managers within the line organization) that aredeeen order for the project to reac
all project targets. In situations of obstaclestfar project to reach the targets, the
CPM is responsible for reporting to the SC andrtippse relevant actions.

Reporting to the steering committee, well struetijrclear and honest in describing the
true project status with emphasis on achieved arfidfecasted results. Establish ang
work in close cooperation with the IT Delivery Rroj Manager.

=]

IT delivery project
manager

Full responsibility to secure the success of thddlivery project. Be fully aware of
the Business Objectives for the Business Changedrand establish a close
cooperation work with the CPM.

Responsibility to identify, plan in time, communieand to daily drive/push all
activities (within the identified project organizat as well as together with the line
managers within the line organization) that aredeeen order for the project to reac
all project targets.

In situations of obstacles for the project to rethehtargets, the ITDPM is responsibl
for reporting to the DC and to propose relevanbast Reporting to the steering
committee, well structured, clear and honest ircdiesg the true project status with
emphasis on achieved and/or forecasted results.

=)

U

Delivery
committee
chairman

Accountable for securing Volvo IT's deliveries/go#d the project

Volvo IT account
manager

Responsible for the commercial relationship with thistomer

Table 5: Roles and responsibilities within IS-GDP
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I 4.2.2 Pre-Study Phase

The pre-study phase includes three gatbsinge initiation gate, vision gatend concept
study gate The overall purpose of change initiation gatéispprove the business value of
the request and formally start a pre-study. The gaens the first part of the Pre-Study Phase
which aims at developing the project vision anddrarting the diagnosis. The vision gate
purpose is to approve the project vision and tlagmbsis. The gate opens the second part of
the Pre-Study Phase which aims at defining possitllgions. Within the concept study gate
decisions are made regarding which solutions teshgate further. The gate marks the end of
the Pre-Study Phase and starts the project. Theeagns the Concept Study Phase which
aims at gathering the detailed arguments to debielsolution to choose and decide ways of
working.

Main activities

* Business change imperative

» Fit with Strategic Objectives & Operational plans

* Risk assessment

* Time frame

* Documented Business objective and driver logic

» First rough cost benefit assessment

» Set of committed business KPI's connected to Bssimdjective and driver logic
» Cost benefit analysis

I 4.2.3 Concept study phase

This phase includes tlieevelopment gatehich opens the upcomirdgvelopment phaséhe
overall purpose of development gate is to choose swlution (in light of its business
objective fulfillment), and approve its ways of Wwrg in combination with technical
concept. Approval regarding how the solution willpport the key business drivers and
confirm related project KPIs. An approval of prelary Business Case of selected solution
is made and interviews/workshops are held withexthjnatter experts (Process, Business &
IT) and project team. Anchoring meetings with Kdgke holders also takes place. The
development gate opens the Development Phase wdiios at developing all details
necessary to freeze the solution and reach theamint

‘ Main activities

» Approval for preliminary business case

» Technical concept and way of working

e Time frame

» Subject matter experts involvements

* Risk assessment, sensitivity analysis cost beagfiessment
* Reconfirmed business change imperative

* Reconfirmed fit with strategic objectives & opecaial plans

» Set of committed business KPI's connected to Bissirmdjective and driver logic with
baseline and targets
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I 4.2.4 Development phase

This phase includes thinal development contract gathich opens the upcomingnal
development phas@&he overall purpose with the final development contigate is to freeze
the solution and sign the contract. An approvadeviations is made to support business
drivers, approval of project KPI's relative to mess KPI's and also approval of final
Business Case including operations and maintenzosts.

Main activities

* Routines and responsibilities for review and follopv

* Risk assessment and sensitivity analysis

* Timeframe

» Fit with Strategic Objectives & Operational plans

e KPI's connected to Business objective and drivgrdavith baseline and targets
* Business change imperative

* Function fulfillment

» Cost-benefit assessment

I 4.2.5 Final development phase

This phase includes theser launch gatevhich opens the upcomingdustrialization phase.

The overall purpose within this phase is to apprtivat the solution is ready for user
validation tests. Reconfirmation of project KPI'bilay to indicate fulfillment of business

KPI's is made and reviewing the first measuremenpmject KPI's and reviewing the
fulfillment in key functionality/intended to-be press to secure business objectives.

Main activities

* Review of key functionality

* Review of KPI's

« Review of fulfillment of to-be process to securesimess objectives
* Approve the solution is ready for validation tests

I 4.2.6 Industrialization phase

This phase includes theslease gatewhich opens the upcomindeployment phaseThe
overall purpose is to approve that the solutiore&ly for deployment and the organization is
ready to receive it. Further, the purpose withrilease gate is to function as a yardstick to be
used for reviewing the measured project KPI's amsdeasment of fulfillment in key
functionality/ intended to-be process to securertass objectives.

Main activities

* Review of key functionality

* Review of KPI's

» Review of fulfillment of to-be process to securesiness objectives
» Approve that the solution is ready for deployment
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I 4.2.7 Deployment phase

This phase includes thend gatewhich opens the upcominfgllow-up phase The overall
purpose is to secure that approvals are made iagattat the solution contents and
deployment are achieved according to the contriaghd over the responsibility to the
maintenance organization, and close the projecfoAthe release gate, the end gate functions
as a yardstick to be used for reviewing the measymject KPI's and assessment of
fulfillment in key functionality/ intended to-be @ress to secure business objectives. Main
deliverables is a potential updated Business Casedoon corrective actions decided by
steering committee and approved by project spoasadisteering committee.

Main activities

* Review of key functionality
* Review of KPI's
« Review of fulfillment of to-be process to securesimess objectives

* Approve that contents and deployment are achieeedrding to the contract, hand
over the responsibility to the maintenance orgamnaand to close the project

I 4.2.8 Follow-Up phase

This phase includesfallow-up reportwhich is the final activity. The overall purposktbe
gate is to validate that the business objectivas Heeen achieved and, if needed, decide
action plans and further change management aesviWalidation of the solution is made
against business drivers and KPI's confirm the datlon of solution against business
objectives (fulfillment of scope, business drivek)ls, Business Case, and vision) and to
draw conclusions, approve level of business ohjestifulfilment and approve action plan
based on results from solution validation, i.e.cess and system. A performance report
(follow-up report) should be produced within thisage.

‘ Main activities

» Validate that the business objectives have beerwasth and, if needed, decide action
plans and further change management activities
» Confirm the validation of solution against busindasers and KPIs

« Confirm the validation of solution against businekgectives (fulfilment of scope,
business drivers, KPIs, Business Case, and vision)

« Draw conclusions, approve level of business objestiulfillment and approve action
plan based on results from solution validation,precess and system
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I 4.2.9 IS-GDP according to a project life cycle

This is a summary of the activities performed withach phase of the IS-GDP process and in

relation to the existing business case framework.

l¢—Pre-study——p»14¢————————————— Project———————————————————p{ -¢—Follow-up—»

Business change
imperative

Fit with Strategic
Objectives & Operational
plans

Risk assessment

Time frame

Documented Business
objective and driver logic

First rough cost benefit
assessment

Set of committed business
KPT’s connected to
Business objective

and driver logic

Cost benefit analysis

Approval for preliminary business case and technical concept and way of
working

Time frame

Subject matter experts involvments

Risk assessment, sensitivity analysis cost benefit assessment
Reconfirmed business change imperative

Reconfirmed fit with strategic objectives & operational plans.

Set of committed business KPI’s connected to Business objective and driver
logic with baseline and targets

Routines and responsibilities for review and follow up
Risk assessment and sensitivity analysis
Function fulfillment

Cost-benefit assessment

Review of key functionality, KPI’s and to-be process to secure business
objectives

Approve the solution is ready for validation tests and deployment
Approve that contents and deployment are achieved according to the contract,

hand over the responsibility to the maintenance organization
and to close the project

Validate that the business
objectives have been
achieved and, if needed,
decide action plans and
further change management
activities

Confirm the validation of
solution against business
drivers and KPIs

Confirm the validation of
solution against business
objectives (fulfillment of
scope, business drivers, KPIs,
Business Case, and vision)

Draw conclusions, approve
level of business objectives
fulfillment and approve
action plan based on results
from solution validation, i.e.
process and system
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|4.1 Result

This is a summary of all the interviews. The regfenis represent two business units within
Volvo; Volvo 3P — the customer and Volvo IT — thegplier. The respondents on the supplier
side are divided into three areas; new developnaatpunt manager and maintenance. The
respondents are represented in table 5.

Respondent Role & Responsibility
Customer side
C1- Volvo 3P . -
Global Process & IT Manager for purchasing of @l $ystems and processes withir]
Global process &IT |y/o|yo. He is also roadmap owner for all projects.
Manager
C2- Volvo 3P
lobal Global Process IT Manager for business support,jticludes finance, HR, product
Global process & IT |53 nning, cross applications etc.
Manager

Supplier side — new development, account manager émaintenance

ND1 - Volvo IT Overall responsible for an organization in termsl@felop the business and customer
First line manager [relations together with account manager, reactinggets, support the development of
employees, etc.

The IT project manager is leading a temporary degdion, which may cross

ND2 — Volvo IT organizational boundaries, which will deliver aqure final result or end product. Th
work is limited in time and cost and done withidefined scope. The project can
include stakeholders and deliveries in differentrddes, this type of project is
considered a "global project" by Volvo IT.

@

IT project manager

M1 - Volvo IT The Maintenance Manager is responsible for an egidin; its maintenance,
Maintenance enhancement, quality, economy and lifecycle. Plagynas well as the delivery and
Manager support of it.

M2 — Volvo IT

System developer &|Programming, analysis, pre-studies, specificatiorequirements etc.
System analyst

The Account Manager is responsible for building arahaging customer/business
A1 —Volvo IT relationship for a selected customer or part ofaraer. The Account Manager shall be
the customer’s single point of commercial contanxt eepresent the customers’
interests in business relationship with Volvo I'Bcls on delivery of existing business
agreements and fulfillment of customer expectations

Account Manage¢

Table 6: Presentation of the respondents

I 4.1.1 Business Benefits

Most of the respondents used the word efficiencemtiey described business benefit. The
customers described business benefits as:

“... Something that helps the business conducts its daily activities” (C1)

“...how efficient we can use our business” (C2)

C2 thinks of business benefit as the required sgpat enables the business to deliver their
products. C1 says that business benefit shall ledferent process.
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Al points out the importance of measurability ardi$of the opinion that business benefit
has to be measureable targets, which clearly sheaivit either makes something better or
more efficient.

“Business benefits can be a very fuzzy area but one must be able to show what
the outcome is” (A1)

Al is aware about that his answer may differs feomanswer from a business consultant, but
that the purpose of Volvo IT is to sell consultasutsl to improve.

“The most important is more efficient flow and a better finished product, what
happens in between does not matter” (A1)

ND1 considers business benefits as efficiency aradity, to shape up the flow in a business.
That is why Volvo IT exists — to provide procespsort.

“We provide benefits when we can speed up and simplify a business process to a
lower cost and with higher quality” (ND1)

Business benefits for ND2 can for instance be vahaistomer can obtain from an IT-system.
What the business case expresses as a benefibshadinefits to the business, that is, bring
something back to the business.

M1 and M2 consider that business benefit is toglgand applications or systems as possible.
The system shall facilitate and simplify the wook the business.

I 4.1.2 Roles & Responsibilities

‘ Pre-study

A common answer from the respondents is that tisenbas project manager is the one that is
responsible for all the benefits. No one answehadl appointed roles exists in that sense that
there is someone who is responsible for each kenefi

C2 answers that the business project manager nengroject and is thereby responsible for
the final result; the process owner is the ownehefbenefits. C1 would say that the business
project manager is the change owner and that theeps owner is the benefit owner.

According to ND1, it is rare that the owner or tkeponsible manager have the role as project
manager and that he rather sees a project mandgemwl not quit after the project is
finished.

“The person responsible for the process should have a clear idea of what the
business changes contributes to in order to understand the process he/ she is
responsible for” (ND1)

There are some different opinions regarding howya#wlvo IT shall participate as a supplier
in the pre-study gate. All respondents, both friwe ¢ustomer side and supply side seem to
agree that Volvo IT do bring value, in one way nother. The opinions differ regarding how
much value and if it is worth the cost. One of tustomers says that Volvo IT sometimes
participates in the pre-study, but that they alsmtw to be paid for it. Normally they are
involved after the CIG gate. C2 is of the opinibattVolvo IT does not need to participate at
an earlier stage since the business (customerisitte® one who has to be responsible for the
business change. The account manager always patési at an early stage and hears the
‘corridor chat'.

“It entails an improved delivery if an IT project manager from Volvo IT
participates who understands the identified benefits” (C2)
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Volvo IT tries to sell their services at an earlgge and sometimes their business consultant
gets the role of business project manager who heksustomer with roles and resources.
This is according to ND2 the result of 3P beingemaanned. He is of the opinion that it is an
advantage for everyone if Volvo IT participatingeatrly stages since they know IT in a way
that the costumer do not. They are also familidhwhe customer’s purchasing processes and
tools. A1 answer that it is a lot of roles participatingrh the start, but the focus is on
business consultants and business analysts. Theestakeholders involved like himself, CIO
for purchasing or reference persons who represaet companiesND2 do not think there is

a need of additional roles as long as everyoneniplace and working according the
framework.

ND1 wishes for better insight in the benefits idigrdation phase. They would do a better job
he thinks, if they were able to improve the underding of the underlying requirements and
needs. There is@dear ambition at Volvo IT and 3P to co-operateady as possible

Project

As mentioned above, they refer to the project manag responsible for the benefits during
the project. C1 says that the project manager nen#ge benefits during the project and
reports to the steering group. The steering groupsothe result and is responsible for the
budget.

After Project

ND2 thinks it can be a problem when the projecineansists of persons from maintenance
side who at the same time is going to maintainsystem afterwards. If something comes up
at maintenance, those people become unavailatte toroject. This is very hard for a project
manager who has to puzzle with half-time employ@dss leads to lower quality and he

wishes for full-time resources.

Maintenance is of a different opinion since theynti@ participate in the project to get good
insight in the system they later are going to neamt The costumers consider that
maintenance should be more proactive and that hakagy should take place earlier in the
project, and they should suggest cheaper and niiiciert solutions.

I 4.1.3 Process

‘ Pre-study

The identification starts with a written requesinfr the business with and an approximately
estimate. The pre-study focus on defining the prieséuation ‘as-is’ in order to map the
processes and then define a ‘to be’ situation. pitegect leader and the process manager
define the ‘to be’ situation. Volvo IT sometimessiass within the pre-study phase which
includes the business case.

C1 says that the to-be discussion is based on shitegy with long-term directions where
they want to be in 10 years. They discuss theiredunethods and activities which result in
an activity plan.

According to C2, when planning a new system there liot of focus on product cost, how it
will be done, what the benefits are and what theatels are for the future. This is done
together with the business.

C1 are of the opinion that they are better in meaglefficiency projects than cost projects.
He thinks they can be better in measuring the rsoféer’ benefits.

“I know what soft benefits I want to measure, but I don’t know how” (C1)
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The majority of the respondents think it would lasier if they could measure the benefits to
a greater extent that they do today. They alsotpant how hard it is to estimate an outcome
of a project. According to C1, it is important teeasure the benefits to understand and to
motivate why the specific change is required. Hesder an easy tool because of the high
personnel turnover.

“When you are going to do something, it is always a problem to explain why you
should do it.” (C1)

Al considers that it is important to show that Fihgs value to show that IT is not just about
complex solutions.

“In order to convince a person on management level, you have to be well
prepared. If you can’t show the actual value, he will never “open a gate” worth
several millions” (A1)

The business case is created of one or severaldsssconsultants. Al thinks that they can
improve the preparations and have a clearer busiocase since those often are done in a
slovenly manner.

“...it is always speculations; everything depends on how it will be received in the
business. Somehow information is required that can influence the decision.”

(A1)
ND2 asks for sharper business cases that are nab#ssince they often are pretty fuzzy.

“Above all, we need to go through the business case more often, but there is not
enough time. One put something together at the start, makes estimations and
then continues in hope that it becomes something good” (ND2)

It is always hard to do an early estimate of cost time, and Volvo IT often argues about if
they shall give an estimate or not. It is oftelmagh estimate in combination with a guessing.

“In the end, the customer always wants an estimate, but the problem is that the
customers takes the first estimate and see that as truth” (ND2)

Several respondents consider it particularly hang@mwbuilding a new system. It is difficult
when the executive just sees a high cost instedugbf value ND1 says that you know you
are going to earn some money but not how much pfbjects use to be successful when they
succeed with the scoop and anchor it well withdh&tomers.

“We need someone who identifies what the real problem is in order to analyze
it. When this is made successfully and a lot of energy is putted into the pre-
study, the project would mostly have a successful outcome” (C1)

Project

According to the respondents, they are measuridjtgudelivery, cost and feature in the IS-
GDP. ND1 points out that these measurements opitbiect not necessarily are the same as
the business benefits. He asks for measure paintisei business processes that always are
visible in order to constantly be able to monitgriprogress and see if it works out as
expected. He wants to see a co-operation betweenptbject manager and the main
requirement customer.

According to ND2, it is the customer who is respblesfor the benefits during the project.
They are often overloaded with various projects &P cannot really say how well the
follow-up of the benefits works.
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At Maintenance they experience that the typical eyahings are being measured and that is
what the customer is concerned about. What theyno@asure is the requirements to test if
these meet what was intended, but this is notlnay dften do.

After Project

There is a new gate in the IS-GDP called followraport. According to C1, the process
owner and process manager shall do a follow-up Bthsoafter the project has been realized.
If the benefits have a longer realization time, @dns that plan or program that involves
education and activities. C2 says that the steegnogp chairman shall not leave his or her
role before the follow-up report is done. Theortice or she is responsible for the report
being produced.

According to C2, Follow-ups only is performed irethigger projects where the outcome has
big business impact and there is lot of change gemant needed. There are calculations in
the business case of how one shall get refund &dteryears but C2 do not think this is
followed up.

ND1 knows about the follow-up report but has n@rsanything of it this far.

“..the way it works for the moment makes it feel like one focus more on costs
than benefits and incomes. But there are tendencies indicating that one are
going in the right direction and want to see it in a long-term perspective” (ND1)

According to Al, they rarely follow up a deliverg prder to evaluate. What they do is a
white book and a project evaluation, but it is raith feedback unless something is wrong.
Volvo IT performs a customer evaluation after 6 thenbut Al thinks this is too early.

“I think one should do more in-depth studies maybe after a year or 6 months, in
order to see if what you built is working properly. This would make it possible
to compare the business case to the actual result. There are few persons today
who do such of follow ups - from both sides” (A1)

“I think it is a weakness that one does not follow up the business case. This is
only done if something goes wrong, which is a pity. We should become better in
this area and conduct interviews with people regarding how they experience it -
this softer check” (A1)

ND2 says that those estimates done in the busgcasssshall be followed up after the project
in end gate. There is also a final report of ther dwsiness performance. You do look in the
white books if you know that someone have accoretisa really good project but it is rare
that you in an active way search for the white Isookou can do it in the new knowledge
database ‘lessons learned’. ND2 thinks that thevelp is poor and that the business project
managers should take a comprehensive view in dalasee if he or she has reached the
business- and IT change that the business case stat

C1 says that the white books that are written witthie end gate are mostly utilized by
Governance. C2 considers that the biggest lessmexdrom the people. You do not look in
the white books that much.

Instead of trying to learn retroactive in ordesexure a delivery, you pick some key persons.
These people are often informal leaders with loegperience and power. They work as
thermometers who can decide if something will worknot. In old industrial concerns like
Volvo, there exist a lot of phenomena that you carfind in the books.
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I 4.1.4 Reflections from the respondents

C2 is of the opinion that they are good in takimgecof the benefits and are improving by
measure the outcome.

“The awareness can be found but the lack of time and money is so evident that
only the well thought-out projects are carried out” C2

Because of the lack of recourses together witfloeguests, C2 thinks it would be great if one
could choose between those that measure the msiselss effect.

C2 thinks they in an early stage could be bettagsiiablishing the effect of a change in order
to decide if it is better to reschedule a proj&ametimes they do not know where in the
organization the changes is going to be appardnthatheoretical means that three different
projects with three different functions could affesame individuals. Projects can be
successful but the effect could be unsuccessfuh assult of too many changes in the
business. C2 point out that you often forget thapéidn time and theoretically you can do a
project in two months but in order to get the effgmu need do plan activities for six months.
It is often hard to motivate that extra time ansutes in something between.

C2 are satisfied with the relation between them tiedaccount manager and group manager
at Volvo IT and thinks it gives a great synergeetf

Al sees possibilities in improving and go throughviio measure the value of IT systems. IT
costs are boring to most people and it can be tfoasde what it generates. There are potential
improvements in communicating in different ways &amdee what the value is and to evaluate
more. The solution is sharper business case tlady rehows the value. Volvo IT has the
responsibility to do better inexpensive pre-studies

"It is a pity that you always talk about cost as something negative, it can also be
positive as long as it delivers value” (A1)

“IT is a really boring subject to those who do not work with it. How can you
express yourself in a way that people will understand?” (A1)

ND2 wish that the customer participate more aciivéhe pre-study. Both the customer and
Volvo IT need more resources. ND2 says that itroftea lack of understanding in what is
required to implement IT and why it cost that mu¢blvo IT need to be better in producing
use cases that the customer can understand.

“I think communication is number one; it is always within this area something
goes wrong. If it crashes it is often due to the fact that we haven’t been able to
understand each other” (ND2)
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I Analysis

This chapter makes a comparison between activéres achievements within the Benefits
Management process and Volvos current working nastiwithin projects. The analysis
serves as the basis for our discussion which esaldeto draw conclusions that will give
answer to the questions of this thesis.

5.1 A comparison between activities within Benefits
Management process and Volvo projects

The Benefits Management process developed by WaRh&iel (2006) could be seen as a
learning process, since it is an ongoing iteragikecess with a concluded phase, see step 5 in
figure 22, which serves as the basis for futurgeuats.

1. Identify and
structure benefits

5. Establish
potential for further
benefits

2. Plan benefits
realization

4. Review and 3. Execute

evaluate results benefits plan

Figure 22: Benefits Management process (Ward & Daei, 2006)

IS-GDP developed by Volvo could be seen as a séiqli@nocess, with a clear starting and
end phase. There are seven phases within this medeh with different purposes and
deliverables. The deliverables are stated withen Business Case that grows and develops
along with the project. The Business Case are d@or@ plug-in in the IS-GDP and are
included in our comparison.

Follow-up
Pre-StUdy phase

Figure 23: IS-GDP process

To be able to map IS-GDP to the Benefits Managemsstess (Ward & Daniel, 2006), we
have studied the main activities within the Bussn€ase which is aligned to I1IS-GDP and
have come up with the below structure. With cormsitien to the benefits handling
throughout a project according to IS-GDP and thieeaeht Business Case this is a proper
mapping, see figure 24.
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Identify and structure Plan benefits Execute even g EStal?“Sh
benefits realization benefits plan vz il o
results further benefits
Pre-study phase el e
yp phase

Figure 24: 1S-GDP mapped to Benefits Management poess

The following sections will give support to our pon made in figure 24. In the following
sections similarities and deviations will be highlied, and in chapter 6 we will discuss to
what extent it is possible for Volvo to apply therfits Management process as a part of
their current working process, based to our finding

I 5.1.1 Identify and structure benefits

According to the Benefits Management approach tam mctivities in this phase is to analyze
the drivers to determine the investment objectividentify the benefits and establish
ownership for those benefits. Business and orgtarr drivers are views held by senior
managers as to what is important to the businessa-given timescale — such that they feel
changes must occur. ldentifying the potential aokievable benefits involves an iterative
process of establishing investment objectives dradbusiness performance improvements
that the technology and associated changes couidedeHaving agreed the investment
objectives, it is then possible to consider thermss benefits that will be realized. It is also
important to identify any organizational issues implications for particular stakeholder
groups that could hinder or even cause the prageéail. Within this stage a first-cut of a
business case is also produced. Cancelling prefemaild always be a business decision based
on a benefit-cost assessment that gives informatmut what it is worth spending to get the
benefits (Ward & Daniel, 2006).

Within the pre-study phase in IS-GDP, the firstt@ams at developing the project vision and
conducting the diagnosis. The business case peedeisiness value in terms of business
objectives and drivers. It is also within this phdlsat necessary business changes are stated,
and a fit with strategic objectives and operatigolahs should be delivered. More to deliver
are a high level risk assessment, documented lassoigective and driver logic, and finally a
first rough cost benefit assessment. This involakshe indentified stakeholders and the
deliverables are produces through interviews orkelwops. This is where a project gets
approved or disapproved. If the project visiompproved possible solutions to the existing
problem is worked through. In addition to the poasd deliverables that are updated in this
stage, a high level timeframe is stated and alset @f committed business KPFshould be
produced that should be connected to businesstiMgjend driver logit The previous cost

1 Business KPI: A KPI to measure how well the sedifiess targets are/will be met in relation to seljaoint
Project KPI: A KPI to measure how well the projadfills its project targets

2 Driver logic/Driver: Underlying fundamentals thaust become an inherent part of daily businessatioers to
reach Business Objectives
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benefits assessment is then developed to a rowgitbenefits analysis. This involves business
representatives and pre-study team participatingnterviews and workshops, and an
anchoring with key stakeholders are also takingeld&eviews are then made concerning
how well the proposed solutions support the keyirmss drivers. Reviews on main
assumptions and associated risks that frame thmdsgscase per solution are also made.
This is the end of the Pre-Study Phase and thighen the project starts. The gate opens the
Concept Study Phase which aims at gathering trelei@targuments to decide the solution to
choose and decide ways of working (Volvo Violin030).

1. Identify and structure benefits

Activities and Benefits Management process Volvo project process
achievements (Ward & Daniel, 2006) (Volvo Violin, 2008)

Identified similarities

Driver analysis; the main reason for | Present business value in terms of

Comie] eff etens afigned the required changes. Must fit with | business objectives and drivers

to strategy

organizational aims Fit with strategic objectives
Proiect aoal Establish investments objectives Business KPI's connected to business
jectg (organizational targets) objective

Identification of potential and

Benefit identification achievable benefits

Present business value of the request

Key stakeholder identification and

Stakeholder identification | Map out stakeholder implications :
involvement

Identified differences

Ownership establishment | Establish ownership to benefits

Cost benefit assessment

Benefits assessments

Benefit cost assessment

Table 7: A comparison between theory and practice:dentification and structuring benefits

I 5.1.2 Plan benefits realization

The main purposes of this stage are to developrgEhensive benefit plan and a business
case for the investment, which will be submittednanagement for approval. Like any plan it
includes activities, responsibilities, timescaleesources and deliverables, but a very
important part is a clear description of the relaships and dependencies that are critical to
achieving the investment objectives. This stepudets determine the changes required for the
delivery of each benefit and how the IS/IT develepitwill enable these to occur. The main
result from this activity is the benefits dependemetwork. It is designed to enable the
investment objectives and their resulting bendfitshe linked in a structured way to the
business, organizational and IS/IT changes requéealizing those benefits.

Finalizing the measurements of benefits and charsjpesild be done, and an obtained
agreement of all stakeholders to responsibilitied accountabilities, a benefits plan and an
investment case should be produced (Ward & Dap@£16).

From a Volvo perspective one final solution musteeided upon and technical concept and
way’'s of working must be approved. Approvals regeydhat the current solution will

support the key business drivers which in the dntthis phase will lead to an approval of a
preliminary business case. This is where IT comeasi a part of the project, and together
with other subject matter experts regarding proe@skbusiness they participate in interviews
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and workshops. Anchoring with key stakeholdersiss &aking place. Deliverables from this
work is a reconfirmed business change imperative,with strategic objectives and
operational plans, committed business KPI's comuteitt business objective and driver logic,
function fulfillment, risk assessment, sensitiatyalysis and timeframe (Volvo Violin, 2008).

2. Plan benefits realization

Activities and Benefits Management process Volvo project process
achievements (Ward & Daniel, 2006) (Volvo Violin, 2008)

Identified similarities

Planning how to carry out the

Activity planning activities

Technical concept and way of working

Time planning Timescales Timeframe

Reconfirmed business change
imperative.

Imperative and eligible Measurements of benefits and . L
> S KPI's connected to Business objectiyie

measures changes and driver logic with baseline and
targets
Critical relationship and Risk assessment and sensitivity
Risk- and dependency | dependencies, which could hinder | analysis
planning achievement of the investment Fit with Strategic Objectives &
objectives Operational plans

IS/IT specialists involvement, for
Specialists involvement | effective sharing of knowledge to Subject matter experts involvement
business manager

Stakeholders Obtained agreement of all

ivolvement stakeholders Anchoring with key stakeholders

Identified differences

Structuring benefits Create dependency network

Benefits planning Comprehensive benefits plan

Clearly defined and agreed
responsibilities for delivery of
benefits and changes

Responsibility
assignment

Table 8: A comparison between theory and practice: lBnning the benefits realization
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I 5.1.3 Execute benefits plan

The main activities in this stage are to managectiange programme and review progress
against the benefits plan. Monitoring progress raggaihe activities and deliverables of the
benefits plan is just as important as for the ISIEvelopment plan. It may be necessary to
establish interim targets and measures to evaluatgress towards milestones or the final
implementation. Further benefits may also be idiedtiand equally it may be apparent that
some benefits are no longer feasible or relevarar(& Daniel, 2006).

Development and final development phase within doheans to freeze the solution and sign
the contract. Risk assessment and timeframe ace iatduded in this phase, as well as
approval regarding project KPI's relative to buss&P1’s. Within this stage an approval of a
final business case should be made that includesabpns and maintenance costs, fit with
strategic objectives and operational plans sholdd be delivered. Roles involved in this
work are subject matter experts as earlier conegrprocess, business and IT and also the
project team. Anchoring with key stakeholders amdwugh cost-benefits assessment are also
taking place (Volvo Violin, 2008).

3. Execute benefits plan

Activities
and
achievements

Benefits Management process Volvo project process
(Ward & Daniel, 2006) (Volvo Violin, 2008)

Identified similarities

Review against benefits plan.

Review Necessary adjustments, regarding issues
events affecting viability.

Risk assessment and sensitivity analysis.
Timeframe

Monitoring progress against activities and| Fit with Strategic Objectives & Operational

M eIl deliverables plans

KPI's connected to Business objective and

Establish interim targets and measures, tq driver logic with baseline and targets
evaluate progress toward key milestones | Business change imperative

Function fulfillment

Measures

Identified differences

Cost benefit assessment

Assessment :
Benefit cost assessment

Table 9: A comparison between theory and practice: ¥ecution of the benefits plan

I 5.1.4 Review and evaluate results

The purposes of a benefit review involve both assest of the investment itself and
organizational learning. The main activities instlstep are to formally assess the benefits
achieved or otherwise initiate action to gain autding benefits where feasible. The
evaluation should involve all key stakeholders @mdust be an objective process with future
improvements in mind, and not a way of allocatimgnie for past failures. Identification of
lessons for other projects is also part of thigest# formal review should be made regarding
what has and has not been achieved after the réwnwdegy, system and business change has
been implemented (Ward & Daniel, 2006).

Approval regarding that the solution is ready faew validation tests is made and the
Industrialization Phase aims at performing the usgalidation tests and finalizing the
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preparations for deployment. This is where the méomation of project KPI's ability to
indicate fulfillment of business KPI's is made, imving the first measurement of project
KPI's and reviewing the fulfilment in key functiahty/intended to-be process to secure
business objectives. The work within this phasencfion as a yardstick to be used for
reviewing the measured project KPI's and assessmoemlfillment in key functionality/
intended to-be process to secure business objectid@n deliverables is a potential updated
Business case based on corrective actions decigestebring committee and approved by
project sponsor and steering committee (Volvo VioA008).

4. Reviewing and evaluating results

Activities and Benefits Management process Volvo project process
achievements (Ward & Daniel, 2006) (Volvo Violin, 2008)

Identified similarities

Evaluation (objective process) with all
key-stakeholder, with focus on what | Review key functionality
benefits has been achieved or has not| Review of KPI's

been achieved and why.

Review and evaluation

Fulfillment control of to-be process to

. . _ secure business objectives
Further- and Identify further actions to deliver : i
corrective actions benefits Potential updated business case due to

corrective actions as a result of the
performed review

Identified differences

Organizational Formal review to identify lessons for
learning other future projects

Table 10: A comparison between theory and practiceReviewing and evaluating the results

I 5.1.5 Establish potential for further benefits

As Ward & Daniel (2006) points out, it is difficuid predict all of the benefits of a system in
advance. Some benefits may not occur until a cediaange within an organization has been
made, and then it is very important that this cleaisgnanaged in a proper and right way. To
be able to predict some potential future benefitsis important to identify additional

improvements through business changes. This shoelldas mentioned earlier, a creative
process, involving the main stakeholders and armerst who can contribute, using the
increased knowledge now available to identify ngpartunities and the benefits they offer.

The follow-up phase within Volvo involves validatiof the achieved business objectives and
if needed produce action plans and further changeagement activities. Deliverables at this
stage is a performance report that should contasitipe and negative results from the
project, a validation of solution against busindagers and KPIs, confirm the validation of
solution against business objectives (fulfilmemtsoope, business drivers, KPIs, Business
Case, and vision) and to draw conclusions, applevel of business objectives fulfillment
and approve action plan based on results from isalwalidation, i.e. process and system
(Volvo Violin, 2008).
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5. Establishing the potential for further benefits

Activities and
achievements

Benefits Management process
(Ward & Daniel, 2006)

Volvo project process
(Volvo Violin, 2008)

Identified

similarities

Future
improvements

Identify additional improvements and
opportunities

Additional benefits

Identify additional benefits

Validate that the business objectives ha
been achieved and, if needed, decide
action plans and further change
management activities

ve

Identified

differences

Review with
stakeholders

Project review with main stakeholders

Solution validation

Validation of solution against business
objectives (fulfillment of scope, busines

"2}

drivers, KPls, Business Case, and visio

Table 11: A comparison between theory and practiceEstablishing the potential for further benefits
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I Discussion

In this chapter we will discuss the result of timalgsis together with the empirical material
and the performed interviews. The discussion wilVe as the basis to our conclusions that
will give answer to the applicability of a Benefl@nagement process in practice.

Our main question regarding the applicability @enefits Management approach in practice,
will be answered by help from the analysis of tifeecent steps and activities, both within the
Benefits management process as well as within thieodg steering model 1IS-GDP and its
aligned business case. To be able to manage k=ttefiughout a project it requires a clear
and accurate definition of the benefit concept andallocation of responsibilities regarding
the identified benefits and the entailed changasttss we will find out if and how it is
possible to apply, integrate or manage a Benefimddement process in practice. The
different findings from our analysis are discussethe following section.

6.1 What is required for Benefit Management to be
applicable in practice

Our analyze make awareness of that several aeswti the Benefit Management approach
not exists within practice. In order to make Benkfanagement applicable in practice an
adjustment of the benefit concept, roles and resipdities and activities is required.

Non-existing activities, responsibilities and conge definition found in practice

Roles and Main activities and

Business benefit o .
responsibilities achievements

Benefit ownership
Change Ownership

1. Identify and structure benefits
Involvement of IS/IT

Dependency network

Intangible specialists
2 Plan benefit realization benefits Requn3|blllty Comprehensive benefits
establishment plan
3. Execute benefit plan Effective Benefits-cost assessment
benefits

4. Reviewing and evaluation

Organizational learning
result

5. Establish potential for further

. Review with stakeholders
benefits

Figure 25: Findings from our analysis

Our findings from the analysis will further be dissed together with prior research and
theory, the empirical material and the performedrviews. The discussion is divided in the
following subsections; Business Benefits, roles eagponsibilities, required main activities
and implications for research.
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I 6.1.1 Business Benefits

As Bannister (2001) points out, there is a lacka@hmon definitions regarding benefits and
value in the existing literature. Therefore we thiouit would be of great importance to go
over these conceptions with our respondents in shisly, but also to clear out these
conceptions to be able to accomplish our interviésam the right perspective. Is it like
Bannister indicates, regarding “the eye of the b1, or is there a common view of this
within Volvo? In the business case material fromdp following definition of benefit can
be found:

Benefits must link to the solution but they musb dink back to the situational assessment
and the key drivers/business target that initiated project. Benefits from a new project
could be identified according to their origins:

» Decrease cost, is based on the fact that use of the new solutiirheve a lower cost
than the old one.

e Increase revenue, is based on the principle that the new solutiorl pibvide more
revenue than the old one.

» Better asset utilization, is based on that the new solution allows a morecéffe use
of existing resources” (Volvo Violin, 2008).

The respondents answered the following quesiidmat is business benefit for you? Some of
the answers were:

“...something that helps the business conducts its daily activities” (C1)
“...how efficient we can use our business” (C2)

“Business benefit can be a very fuzzy area but one must be able to show what
the outcome is” (A1)

“The most important is more efficient flow and a better finished product, what
happens in between does not matter” (A1)

“We provide benefit when we can make a business process go faster, easier,
cheaper and with better quality” (ND1)

All the respondents have a common definition arelrsé agree that business benefits are
something thagfficiently supports the business, to a low cost with high quality.

The respondent’s definitions are very similar te thrmal definition presented in the business
case material. This shows that there is a commew within Volvo, and that Volvo most
likely is aware of the conception problem and thgrhas stated the above definitions in an
attempt to avoid unnecessary misunderstandings.

According to Bennington & Baccarini (2004), bengftan be categorized in tangible and
intangible benefits or in terms of efficiency arfteetiveness.

Tangible benefits are quantitative and financiatdfié,s and so called ‘hard’ benefits while
intangible are the so called ‘soft’ benefits thatyocan be judged subjectively and tend to
employ qualitative measuresftficient benefits ardhose benefits that seek to reduce costs of
performing a particular process by utilizing IEffectiveness benefits are ways of doing
different things to better achieve the requirediitss

The definition of Volvo shows a limited view of bosss benefits in terms of tangible and
efficient benefits. Several of the respondents esged that they would like being better in
measuring ‘soft’ benefits. Although there is a resfufor better manages intangible benefits,
the definition today does not contain such values.
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Traditionally, efficiency-oriented organizationeaeen as ones that “do things right”, while
effectiveness-oriented organizations are seen amddhe right things” (Drucker, 1964, in
Kwon et al, 2002). Effectiveness is conceptualimettrms of achieving organizational goals,
whereas efficiency is conceived of as reducing ispo produce a given output (Kwon et al,
2002).

To be able to improve potential benefits realizatibis important to give space to not only
tangible and efficient benefits. But as well asigvspace for other benefits there must be a
defined concept of the qualitative benefits, thiangible and effectiveness benefits. If those
benefits are defined and understood by Volvo, gnshme way as the current definition of
their quantitative benefits, this would most likebpntribute to an improved benefits
realization process with an outcome of higher bessnvalue.

I 6.1.2 Roles and responsibilities

Doherty et al (2008) consider it a problem thas inore focus on ‘what’ rather than ‘how’ in
practice. We see a little bit of this also in theofFhe different approaches points out the
importance of someone being responsible for thefitsn- but do not always give answer to
why and exemplify suitable persons or functionsalRation of added value must be seen as
a management responsibility, and that identifiedelies and burdens should be divided
between the responsible managers (Swinkels, 199&)C (2008) advocates that for all
benefit a profile should be built with purpose &sdribe all aspect of the benefits including
ownership and measurement. Remenyi & Sherwood-S(1#98) also advocates active
stakeholder participation and that roles and resipdities must be clearly stated.

According to the material with stated roles angoesibilities within a project at Volvo the
project sponsor is accountable for benefits dejiviire steering committee is accountable for
securing project goals and the project managetheahuill responsibility to secure the success
of the project. This could be a question of intetation. The responsibility areas are allocated
to specific roles, and this indicates a similanfywhat Doherty et al (2008) points out, that
there is more focus on ‘what’ rather than ‘how’.

Ward & Daniel (2006) stated two dominant respotisids throughout the process - benefit
owner and change owner. The benefit owner couldrbmdividual or a group who will gain
advantage from a business benefit and who will waitk the project team to ensure that the
benefit is realized. There is a risk by citing ey&agroup of individuals as benefit owner, since
that could slow up or prevent important decisioegarding for example benefits delivery
when it comes to “what is in it for me”- situationBhe change owner is an individual or
group who will ensure that a business or enablimnge identified is successfully achieved.
The change owners may not be personally respongiblenaking the changes, but are
accountable for the changes to be effected suedssfhey therefore must be committed to
the project to dedicate sufficient personal timd &nowledge to planning and managing the
changes, and influential enough to ensure the sapgsesources are made available to carry
out the change.

When our respondents answered the question regandtia is responsible for the benefits the
prevailing answer was the project manager. No orsgvared that it exists appointed roles in
that sense that there is someone who is resporfsibsch benefit. When we explained the
concept of a benefit and change owner to one oftiseomer, he expressed that it is probably
the process owner who can be seen as the beneférpand the project manager could be
seen as the change owner.
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If the project manager is responsible for bothizeal the benefits and at the same time make
necessary changes that enables a realization dbehefits that could be crucial since the
number of benefits within a project could be manyence the number of changes and
affected units could be hard to keep track on.

As Ward & Daniel (2006) clearly express, the twéedent roles should have their interest
and perceived commitment to the project. Sincekimgrin projects is very common within
Volvo and probably any organization today, it ist mmusual that one project member is
involved in more than one project at the same tifigs results in a competition of resources
among projects. This probably becomes more critidan a resource is a key stakeholder or
key person in one project and derby is very impudrta that special project. Such a person
should probably not be authorized as a benefit owsimee that person is recommended to
have an active role in the project. On the otherdh#his person may be the right person for
being the benefit owner when it comes to persoasiggor interests that could lead to a more
successful result.

One from new development expressed how hard dria foroject manager who has to puzzle
with half-time employees who constantly are pubedifferent directions.

Management Control

The business case framework is a plug-in to th&I#? steering model and is stated as
optional to use within a project. Within the busiae€ase framework there is something called
Value logic; a description model that helps outidentify and express benefits that are
realistic, trust worthy and possible to follow upat is created with purpose to planning and
realizing benefits. This model should shaay, how, whemndwherebenefits are realized,
and what part of the change delivery that will deadach benefit. All benefits must be
connected to this logic, both measurable and noasarable benefits. The value logic has
more than one similarity to Ward & Daniels deper@enetwork in that sense of planning
and tracking benefits and required changes neenledalize the benefits. Not one of our
respondents mentioned Value Logic during our ingvg, even if the subject was benefits
management — from identification to realization.

If something is optional to use, and lack of tinmel @&esources is on the daily agenda — it is not
unexpected that a mandatory activity, will be dgpvioritized. If it at the same time really
exist a want to improve the benefits realizatidhey have a ‘catch 22’ situation.

I 6.1.3 Required main activities

There are mainly three activities found in our ge@l that we consider to be of great
importance to be able to apply a Benefits Managemgoroach at Volvo. These activities are
based on main activities and mindset which are eateal by Ward & Daniel (2006). The
activities are also justified and based on curmatking situations and mindset at Volvo
according to an as-is situation in combination tdeairable to-be situation experienced and
expressed by our respondents.

Structuring benefits

The dependency network within the Benefits managerWard & Daniel, 2006) helps out
to trace the drivers, what is of importance to Husiness and thereby requires changes.
Further on all benefits are stated with connectionshanges required to realize those benefits
which in turn is connected to what would be the nearking routines to realizing those
benefits. Then a connection is stated regarding wgh@&quired for managing the new way of
working.
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The benefits dependency network (Ward & Daniel, 2006

The customer points out the great amount of requastl changes that comes into the
organization which results in a great amount of kv@kt the same time they have limited
resources, both financial and timing. This enttilst they have to prioritize among all of the
requests and thereby it is important to be ablenéasure the different outcome of all the
incoming requests. Another important issue thatetomes is forgotten or overlooked is that
an organization does not bear too many changdseaame time. One of the respondents at
customer side requests improvements of establighmegffects of a change in order to decide
if and when to continue with the project. Furthee tustomer points out that sometimes they
do not know where in the organization these effegdtisturn out, which theoretical means
that three different projects with three differdnhctions could have an effect on same
individuals. Projects can be successful but themue and effect sometimes turns out not as
expected as a result of too many changes in thedsssTheoreticallyone can carry through

a project in two months but in order to get theirgeseffect, activities for six months is
required. It is often hard to motivate that a pcojequires these extra months

Several of the respondents point out the difficaityestimating what the result of the project
will be.

“Above all, we need to go through the business case more often, but there is not
enough time. One put something together at the start, makes estimations and
then continues in hope that it becomes something good” (ND2)

Overall, they seem to agree that more times gpteestudy leads to more successful projects.

“We need someone who identifies what the real problem is in order to analyze
it. When this is made successfully and a lot of energy is putted into the pre-
study, the project would mostly have a successful outcome” (C1)

According to Ward & Daniel (2006), each potentiahbfit should be as precise as possible
about where in the business, or in trading partnewsgill occur, in order to determine how it
can be measured and who in the organization shmutdsponsible for its delivery.

This dependency network could be a way for Volvastimcture their benefits and trace the
entailed business changes within the organizafibrs approach could help to prioritize and
displace some projects as a result of a betteghhsif the different affected business function.
Since we found that some of the conceptions difegween the dependency network (Ward
& Daniel, 2006) and Volvo we have clarified thistable 12. The table shows the activities
and contents within the dependency network mapmedvihat we consider to be the

corresponding activities and content within Volvo.
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Benefits Management concept Volvo concept

Drivers Business Target

What is important to the business su¢ch Corresponding to What is important for the business
that changes must occur I » | expressed in measurable business

objectives terms.

Investment Objectives .
What the situation should be on Corresponding to
completion of the investment "

Business Objectives
Defined targets to the business

Drivers
Expresses the underlying fundamentals
that must become an inherent part of
daily business operations to reach
business objectives.

Business Changes

The new way of working that are Corresponding to
required to ensure that the desired >
benefits are realized

Enabling Changes
These changes are often ‘one-off’

changes that are necessary to achieye Key Functionality

the required business changes ) A generic definition of the enabling

IS/IT enablers Corresponding tg functionality/performance that is needed
Information system and technology to realize the future ways-of-working.

required to support the realization of
identified benefits and to allow the
necessary changes to be undertaken

Table 12: Activities of the dependency network mapmeto Volvo's activities and concept

Benefit assessment

There is a vast focus on costs within practice.cQirse you need to be well aware of the
financial parts, but if that stops an investmerdttm the end would bring value to the
organization — something needs to be clarified.odding to the maintenance at Volvo the
benefit identification starts out when their cusesnrealize that something need to be
changed. When the customer has figured out whgitvilaat to change, the customer involves
maintenance. This has in most cases to do witmgawvioney. Maintenance experiences that
the biggest benefit of a change for the custom&r reduce costs and thereby saving money.
If the changes are good or the user becomes hagpiemore satisfied is this nothing that is
prioritized if there is no money to save.

In the pre-study phase within IS-GDP¢@stbenefit assessment should be delivered. This is
according to Ward & Daniel (2006), the most comm@y to assess benefits and costs which
asks whether enough benefits can be found to yutstd expected costs. To apply a benefits
management process in practice, Ward & Daniel aatescthe reversed assessment so called
benefitscost assessment. This assessment gives answhkatdt is worth spending to get the
benefits.

The Benefits Management process (Ward & Daniel 6200ffers a sufficient guidance with
enough flexibility that makes it possible to an amgation to integrate the process with
existing methods and tools. Ward & Daniel (2006yadhte an active participation of
stakeholders during the process, since it is ingporthat all the stakeholders understand what
the benefits are and how to realize each of them.adoption will require more resource
involvement which could imply higher costs. Brow2005), points out that one of the factors
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that tends to work against an adoption of many TIS#valuation models, tools and
methodologies are heavy demand on staff resouocespécial skills.

We consider that one cannot see an involved resooimty as a cost — one need to look
beyond that to be able to see what the outcomeetiadt would be if the investment takes
place. Higher costs as a result of striving towamdsmproved benefits realization should be
seen as an investment rather than a cost thag iertth brings value to the organization.

Ward & Daniel (2006) points out that additional ragement costs often can result in
reduction of other costs — particularly IT costgmwsn in figure 26.

Additional
management
time and cost

\ Benefits

realized
Benefits Cost
~ Cost realized | Possibility of incurred
incurred lower IT costs
Without benefits With benefits
management process management process

Figure 26: The Value of Benefits Management (Ward &aniel, 2006)

According to Ward & Daniel (2006), the reductionather costs can be of three reasons; a
robust benefits plan early in the investment cydentifies projects that do not yield
sufficient benefits which imply those projects dam stopped before significant sums are
spent. The logic of the network that ensures thlahdivities in the project are driven by
business needs helps to develop new systems thatlgaleliver value to the organization.
The third reason, is that sometimes by adopting tBenefits Management approach
investments in new IS/IT systems is not necessange the defined benefits is possible to
gain only by making changes to working practices.

One can probably not be penny-wise and pound-foolihen it comes to benefits
management.

Review and organizational learning

The full implementation of the new IS/IT and busisechanges, the achievement of the
business case and benefits plan should accordinyaal & Daniel, (2006) be formally
reviewed. This should involve all the stakeholdamsl the output of the review are three
‘reports’, see figure 27.
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Benefits
documentation

Benefit and
change owners

Structured
meeting
convened by
project sponsor

or manager

1. Actions 2. General 3. Potential
for this Lessons for other further benefits and
investment investments changes

Figure 27: Main elements of the benefits review press (Ward & Daniel, 2006)

1. A full review of the investment in terms of bensgfitealized and any actions still
outstanding to achieve the business case.

2. A summary of the lessons learned that may bengfiré investments.

3. A report describing the further potential benefitav available and actions that have
been put in place to examine them.

The evaluation of a project within Volvo is based apst, time and quality. The follow-up
report is a new routine within IS-GDP. This reprta performance report that should be
produced approximately six month after project \a@ly. This report should contain
information regarding to what extent the changesrhat the before stated criteria.

This is not done in every project, only in largalscproject with great business impact. A
common opinion among the respondents is that tiseaeneed for improvements regarding
the follow-up.

“..the way it works for the moment makes it feel like one focus more on costs
than benefits and incomes. But there are tendencies indicating that one are
going in the right direction and want to see it in a long-term perspective” (ND1)

The estimates done in the business cases shoulidllbeved up at the end gate. The
respondents indicate that this is something thabigrioritized. One respondent said that the
follow-up is poor and that the business project aggns should take a comprehensive view in
order to see if he or she has reached the busiarddT change that the business case said.

“I think it is a weakness that one does not follow up the business case. This is
only done if something goes wrong, which is a pity. We should become better in
this area and conduct interviews with people regarding how they experience it -
this softer check” (A1)

As mentioned the respondents has a wish for battérclearer business cases. With clearer
business cases it would also be easier to do apfolow-up.

“I think one should do more in-depth studies maybe after a year or 6 months, in
order to see if what you built is working properly. This would make it possible
to compare the business case to the actual result. There are few persons today
who do such of follow ups - from both sides” (A1)

Before the follow-up phase within IS-GDP, a projetbsure is made. This could imply
complications regarding involvement of key-stakeleo$ to an evaluation and post-
implementation review. From a Volvo perspective pin@ject ends when the responsibility is
handed over to the customer:
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The project closure could imply that some of theolwed key-stakeholders are already
committed to other projects which could entail thatessary or important knowledge and
information will go lost. That knowledge could pdsg be of such a character that it in the
end would bring value to the organization.

Ward & Daniel (2006) point out that the review andgluation of the results shall not just be
an assessment of the investment itself, it shadl bfing organization learning.
The purpose is to:

» Understand the reason why certain types of benefi® or were not achieved and
provide lessons for further projects.

* Understand how to improve the organization’s besafianagement process for all
projects.

It is important to learn how to improve the overalue that the organization derives from all
its IS/IT investments, by learning from success taldire. Those generic lessons should be
communicated to managers of other projects. A sumrofithe lessons learned that may
benefit future investments, which should be commateid as soon as possible to all other
current project sponsors and managers, and madatdeahrough updates to ‘best practice
guidelines’ for future projects.

Volvo produces white books after the project butesal of the respondents said that it is
rarely that they make usage of them. One from tipply side pointed out that it sometimes
happens if someone has accomplished a really gomdcp, but an active search for white
books is rarely. There exists a new database atoMlled ‘lessons learned’. The idea is that
project managers by help from this database shatl gseful knowledge to improve work in
future projects.

The current situation at Volvo is that there exisftsrmation and material to gain knowledge
from, but the problem is to make people to readihts is probably a question of prioritization
and a result of not seeing the value beyond the Wéish limited time and resources, this is
probably a typical thing that is being dropped. sTlwhould be a higher prior in the
organization which will improve the overall valuein the IS/IT investments. It should be
clearer demands from top level management regartiegutilization of the reports from

former projects.
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I 6.2 Implications for research

I 6.2.1 The gap between thinking and acting

Our study has shown that the large gap that acogidi prior research exists between theory
and practice is not that large as presented. Thgigt models within practice that are
developed with purpose to express realistic anst tworthy benefits that are possible to
realize and follow up. To realize those benefits thodel shows why, how, when and where
the benefits are realized, and what part of thengbalelivery that will enable each benefit.
This also implies the stakeholder commitments reangdor the benefits realization process.

We do agree with previous research (Jones & Hugk@3l) regarding the finite success of
such methodologies. But in this case the methogokogd tools already exists within the
organization, and the adoption and usage is noegttblished as a formal routine within
projects. Thereby we have found another gap — #pebgtween thinking and acting within
practice. More attention must be put on enabling) managing an adaptation of the existing
models, instead of continuously developing new reodéh same purpose.

I 6.2.2 Flexibility of existing models and methodologies

Brown (2005) points out that each organization Hasir own developed methods and
routines, and that the available tools and methodsience will find little support in practice
if they are not aligned to existing culture andasmgational aims.

This is of great importance since it should not eas a surprise to science that organizations
of today have their own methods and tools. We gdlyebelieve that the theoretical models
developed within theory must take this in consitlerasince large organizations such in this
case Volvo, would probably not even consider tchaxge or put their existing routines aside.
If an adoption or application should be possible successful, those methods and
methodologies need to be flexible and dynamic tlallows organization to integrate or
apply new routines in a way that suits their ergptivay of working without risking that the
whole business falls apart.

I 6.2.3 Organizations of today

It is common for organizations of today to functiaha global level with business units
around the world. In addition to this, businesstaintould function within the same
organization, each with their own structure anduwel This study shows an applicability of
the Benefits Management approach by Ward & Dar2€l06) among two business units
within the same global organization. What is impottto take into consideration, is that the
existing models and methodologies within practite¢his case were common between those
units and that they function within the same gephi@al area, which probably implies no
drastic differences regarding their business cealtudt would be interesting to study the
applicability of a Benefits Management approachhvétcase study involving two or more
organizations with different existing models andtimelologies, and with different culture to
see if this approach is a practical possibilityret@a wider extent.
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I Conclusions

This chapter presents in a short and concise wayatiswers to our question; How Benefits
Management is applicable in practice — regarding firocess, responsibilities and the main
activities.

The main purpose of this study has been to exarttiee applicability of a Benefits
management approach in practice, and to illumittdundamental factors that are required,
both from a practical and theoretical perspectiVe. be able to give answer to the
applicability of a Benefits Management approacleehsub questions have been stated. These
sub questions are formed according to the followpagts; the benefit concept, roles and
responsibilities and the process and its activities

What isrequired for Benefits Management to be applicable in practice?

The Benefits Management approach is applicableaastige, since it is developed in such a
way that it allows free space to existing models b® integrated with the Benefits
Management process.

This study shows that there is an awareness of tooimprove benefits realization and it
exists available guidelines and methods developddpurpose to manage benefits according
to why, how, when and where the benefits are teebkzed within practice.

The biggest challenge for practice is to take obafgtheir benefits, make sure that all types
of benefits are included and defined. Roles asgassibility allocation is required to be able
to communicate decisions and actions throughoubthanization in a structured, clear and
resolute way. To be able to accomplish this anidnfrove future benefits management, new
activities need to be introduced and managed. B&ewvill give answer to this in a more
detailed level.

What should be considered as a benefit?

« A benefit should be specified with clarity and psén, to be able to create
traceability to the entailed changes and other niggat benefits.

« The overall benefits characterization must havetipialqualities

A clear and precise definition of benefits is oéafrimportance, since the expressed benefits
makes the foundation of a successful benefits m@nagt process. There exists common
definitions and understanding regarding the besmiebncept within practice in this study. The
exemplifying benefits found are of such level thatould meet the requirements of what the
Benefits management (Ward & Daniel, 2006) advoceggarding a distinct definition that is
understandable to all stakeholders. There are rdiffetypes of benefits, with different
characteristics. It is of great importance not otdyfocus on the efficiency and tangible
benefits, since then an organization could missasubther types of benefits such as the
effective and intangible benefits, also seen assthi€ benefits that could bring more value to
the organization.

- Working hard is a soft job.
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Who should be involved and responsible?

« Management interest must be communicated and sebymnaking new routines
mandatory rather than optional.

« There must be someone responsible for each ang elegtified benefit.

* There must be someone responsible for carryingpassible changes that is necessary
to secure the benefits realization.

Regarding the different roles and responsibilit\ethin practice we found some ambiguity.

This could be a result of involving two organizasoin this study. But even if there is more
than one organization working with benefits realma they still need to handle benefits
together in a successful way. There exists a bsnefalization model within practice that

seems to have a scarce or apparently no penetraomeger in the organization. The

requirement of using such a model must become ntarydand communicated from a

management level. As long as this is optionalsipiobably impossible to apply Benefits
Management in practice. To be able to apply a Benkfanagement approach in practice the
following is essential:

It is not enough with a ‘management interest’ rdgay improvements of benefits realization.
This management interest must be communicated endred by making new routines
mandatory rather than optional. There must be sameesponsible for each and every
identified benefit. The one responsible must hayeesonal gain of the certain benefit and
must have an active role and participation befdiegjng and after a project. Further there
must be someone responsible for carrying out plesstmnges that is necessary to secure the
benefits realization. The one responsible must k# familiar with the business and the
current resources and capacity. The responsibletiins need to have a close co-operation,
to be able to monitor the progress in successfyl wa

What main activities are required?

e Structuring benefits
* Benefit assessment
* A follow-up activity

An active relation network or traceability matrxa very important activity. This could help
to decide whether benefits imply value and not ardgts. This could also help to identify
positive or negative impacts between the identibedefits to be able to predict the business
impact in advance. A first-class usage of such favork could result in an improved
management of benefits, in other word taking cdntreer the benefits and the entailed
changes and costs.

The cost-benefit assessment is one of many aesvitrithin practice which is performed
during the pre-study of a project. We consider that assessment regarding benefits could be
improved by making the assessment in a reversed thaybenefit-cost assessment which
gives answer to what it is worth spending to getlinefits.

The follow-up activity is required regarding to twaspects; to point out the improved
business value derived from the realized benefitss activity is important to be able to
visualize and concretize that IS/IT investment aetays in the end should be seen as a cost.
Within this activity it is important to illuminatéhose benefits and changes that have resulted
in higher profitability for the organization. Thativity is also important in view of future
projects. It is important to illuminate possibl@sens for not have been able to realize some
of the identified benefits.
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I Appendix

19.1 Appendix 1

This is the questions that formed the interviewthwil our respondents. Additional questions
sometimes came up during the interviews and thasstopns are not presented here, but
could be found in our result where relevant anddrtgnt information is presented.

‘ Introduction

Our theory is mainly based on Benefits Managenfmetyou familiar with that concept?

Benefits Management is a process of organizingnaadaging such that potential benefits
arising from the use of IT are actually realized

Please start to introduce yourself by your namsitjpm and describe what you are working
with today.

* What is business benefit for you?

Benefit identification

In the email that was sent to you in advance, imel@ benefit as something that is seen as
an advantage for a stakeholder or a group of stakddr. By stakeholder we mean all that
somehow is affected of the change an investmestent

* How would you say, that identification of benefit® carried out before a project
start-up?

* Who are involved in this process?

* How do you measure the benefits?

* Is there something in the current routines thatgansider or want to adjust?

Benefit identification: Roles and responsibilities

If we focus on the different roles within a projdatw would you describe the allocation of
roles when it comes to benefits?

Is there an owner to every benefit, someone redplerfer monitoring the benefits

throughout a project and make sure that the idettibenefits are realized?

Who is responsible for that?

Would you prefer that this was someone else’s mesipdity?

Who is responsible for possible changes that ayeimed to be able to realize benefits?
Would you prefer that this was someone else’s mesipdity?

Monitoring benefits

Could you describe the monitoring and follow-uptnoes that exist regarding the benefits
during the project?

How do you consider this should be carried out?

Benefits evaluation

» Could you describe how your evaluation is perforrattdr project delivery?
* What routines exist in your follow-up phase?
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« What measures are taken for those benefits thdtawa been realized according to
the plan?

* How do you consider this to be carried out?

It is common that some of the benefits are noizedluntil after two or maybe three years
when it comes to IT-investments.

* What happens with those benefits that has a lomgdization time than the actual
project?
* How would you describe the hand over process?

« What do you consider is possible to improve regaydiand-over between New
Development and customer?

* In what way do you learn in prospect of new prg@ct

Conclusion

« Do you consider that our questions are of impoga@nc

* Do you consider that there exists incapacity reigarfolvos management of
benefits?

o What do you think is the main reason for that?
« Do you have any ideas of how to improve the bemafiltnagement within Volvo?

* Finally, is there something you want to add oheré something important that you
consider we have left out?
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