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Applying Earned Benefit Management’

Benefits Maps You Can Count On
If you can’t measure it, you can’t manage it!

If you measure it wrong, you can’t control it!
By Crispin (“Kik”) Piney, PgMP, PIMP

Introduction: The Limitations of Current Benefits Maps

Whereas, for projects, you need to be able to specify precisely what you want to create, for
programs as well as for portfolios, the objective is different. The question to be answered in
this case is “how can | achieve a specific business or strategic benefit?” The approach for
building the solution is to create a benefits map. There are four principal models for this
(Fujitsu's/Thorp's 'Results Chain' [2007]; Cranfield's 'Benefits Dependency Network' [Peppard
et al. 2007]; MSP's 'Benefits Map' [Office of Government Commerce 2011]; and Bradley's
'‘Benefits Dependency Map' [Bradley 2010]) and they all work on similar principles [White 2015,
Jenner 2013, and Jenner 2014]. The output of the mapping exercise is a logical network that
can be read in two directions as explained next.

The map illustrates how to make the benefits happen. Once the required benefits have been
defined by the strategic sponsor, the following steps allow you to build the map. You need to
determine, in order: the changes to the environment that are required in order allow the
benefit to occur (“outcomes”); what we need to be able to do if we want to change the
environment in this way (“capabilities”); what tools we need in order to create these
capabilities (“deliverables”); and, finally, what we need to do to create the tools (“component
projects”).

This chain can be read in the reverse direction to explain why each step is necessary: from
project to deliverables, to the capabilities of these deliverables, to the outcomes of applying
the capabilities, to the benefits associated with the outcomes.

The diagrams associated with the development of the case study explained below provide
examples of benefits maps (figures 1 to 5).

In the same way that the London Underground map gives no indication of cost or distance,
current benefits maps do not provide a complete set of numbers to allow you to plan every
aspect of your journey. | have found some tools that go part of the way to quantifying the map
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— such as P3M [P3M] and the tool from Amplify [Amplify]. However, even these tools do not
provide a credible view of the allocations and contributions for every node in the map.

Without these numbers, business justification and modelling are incomplete. The same holds
for performance planning, optimization, tracking, and review with respect to the required
benefits.

This article explains how to fill this gap and evaluate some of the missing numbers. It is
explained based on the following case study.

The Case Study

The business objective of the program in this example is to increase profits for an organization
in the area of customer service. For the purpose of the case study, strategic analysis has shown
that increased customer satisfaction with after-sales support enhances business results and has
the potential for delivering a benefit of €300,000 per annum compared with the current level
of business. The steps to achieving this benefit have then been developed from this required
strategic outcome all the way across to identifying the projects required. Analysis of this
solution indicates that it will also lead to an increase in operational costs amounting to 25% of
the corresponding benefit, thereby reducing the net benefit to be achieved by the program.
The benefits map for this program is shown in Figure 1 and explained next.

Reading from right to left, and starting from the required strategic outcome of increased profit,
you first see that this profit is built up (as usual) of increased revenue and (unfortunately!)
increased costs - a negative business outcome identified as a “disbenefit”. Each of these
business benefits is then analyzed in turn.

By hypothesis in this program, more business (node K) is generated by increased satisfaction
(). This satisfaction depends on both effective communication (F) relating to after-sales issues,
as well as being enhanced by general improvements (J).

Effective communication (F) will be based on a tailored call handling process (D) defined and
created by a specific project (A). It also depends on correct and up-to-date data delivered by
effective documentation and tracking (E).

Effective documentation and tracking (E) will be delivered by a newly-created call handling tool

(B).

Continuous improvement (J) requires both a model (G) and a process (H). These capabilities
will be delivered by a specific business process analysis project (C).
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Figure 1: Structural Benefits Map for the Case Study

Once we have the structure of the map, we need to start to put in the numbers that we know.

Adding Financial Numbers

When the program was defined, we were given the business assumptions. These were the
financial contribution of the extra business (€300,000) and the increased operational costs
(25% of €300,000 = €75, 000). These numbers allow us to calculate the profit (K = €300,000 —
€75,000 = €225,000).

We also know the component projects that are required A, B, and C). Each of them obviously
needs to be specified clearly enough for technical experts to come up with a reliable estimate.
In order to ensure that the estimates are unbiased and technically valid, the experts should be
put under no pressure to come up with numbers that would support a program business case.
This business case can then be evaluated objectively. For the purpose of this case study, the
estimates for the financial allocations to the projects are as follows: Call Handling Service (A) =
€50,000; Call Handling Tool (B) = €75,000; Business Process Analysis (C) = €25,000.

These numbers can be added to the map, as shown in Figure 2.

© 2018 Crispin “Kik” Piney www.pmworldlibrary.net Page 3 of 10



http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/

PM World Journal Benefits Maps You Can Count On
Vol. VII, Issue Il — March 2018 Applying Earned Benefit Management
www.pmworldjournal.net Series Article by Crispin (Kik) Piney

F:
A: D: > Effective
Call Handling Service Call Customer

Treatment Communication -
Procedures

Increased K:
Customer Net Profit
Satisfaction

€225,000

Call Handling Tool Call
Documentation

and Tracking

G:
Business

Model I:
Continuous

Improvement

C
Business Process Analysis|

H:
Continuous

Improvement
process

€150,000 Allocation o Technical Capability H Business Outcome Strategic Outcome

“ Initiative A Business Capability €225,000 Contribution

Figure 2: Benefits Map with Financial Numbers

The next question that needs to be answered is “how much does each component in the map
contribute to the total program benefit?”. In order to come up with those numbers, we first
need to quantify the effect on contributions for each of the dependencies shown as arrows on
the map.

Quantifying the Contribution Dependencies

This next step requires the involvement of the business analysts who created the structural
map. They should provide an estimate for the importance of each dependency relationship
arrow. For | to K, it is clear that the contribution value of K depends solely — and therefore
100% — on |. However, for nodes that have several input arrows such as node | (inputs from F
and from J), the “contribution fraction” associated with the node at the origin of each arrow
needs to be estimated. By definition, the sum across all incoming links to a given node of the
fractions must equal 100% because they comprise the sum total of contributions into that
node.

These numbers can then be indicated on the existing map. The result of this step is shown in
Figure 3.
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Figure 3: The Benefits Map Including the Contribution Fractions

We are then in a position to calculate the contribution of each node.

Calculating the Contribution of each Node

The contribution fractions can now be used to calculate the “contribution share” of each
relationship arrow. The contribution share of a link is the product of the destination
contribution by the contribution fraction on that link. For example, the contribution share for
link I-to-K is 100% of €225,000 (= €225,000).

The contribution of each intermediate node can then be evaluated as follows. You work back,
from right to left, using known contribution values and the contribution fractions. The
contribution of a node is the sum of the contribution shares of all of the outgoing links from
that node.

Once you have worked your way back to the component projects, the corresponding
contribution values can be added to the map, as shown in Figure 4.
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Figure 4: Benefits Map Showing All of the Contributions

This approach can and should be the basis for both the overall business case as well as for the
business cases for each of the component projects. Used in this way, the map will ensure
consistency of the whole model.

However, care must be taken to ensure that the initial model is complete before you commit to
it. So, let us review the case study analysis that has been carried out so far.

KISS of Death

In the case study example we have just analyzed, we made one simplifying decision that
probably seemed to be natural at the time but could turn out to be seriously misleading. We
set the Net Profit (node K) as the strategic outcome, with a value of €300,000 — €75,000 =
€225,000. Surely that is mathematically and procedurally valid. As often in the project
environment, the answer is both “Yes” and “No”.

The “Yes” is because the sum is obviously correct from a mathematical point of view. The
reason for the “No” is considerably less obvious.

To understand the “No”, let us complete the map by adding the two nodes that are required in
order to show where the net profit (node K) comes from: that is to say increased revenue from
winning More Business (node L) and the disbenefit of Extra Operational Spend (node M). The
logic relative to these new nodes needs to be added as well: more business (L) depends
completely on increased customer satisfaction (I), whereas increased operational spend (M)
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happens because of work on call documentation and tracking (node E) as well as on the
continuous improvement activities (node J).

The benefits contributions of the component projects in this more complete map can be
calculated in the same way as explained earlier.

These additional numerical values can therefore be entered on the map. This more complete,
qguantified benefits map is shown in Figure 5.
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Figure 5: Expanded Benefits Map

A comparison of the two maps provides an interesting insight into the effect of mapping only
the net profit (Figure 4) rather than including its component parts (Figure 5). The differences
are presented and explained next.

Comparing the Results
The numbers as shown in Figure 4 and Figure 5 are as follows:

In the first case, management had decided to simplify the model by removing nodes L (Extra
Operational Spend) and M (Increased Profit), and making node K (Increased Profit) the
strategic objective with — as stated — a benefit value of €225,000 (i.e. 75% of €300,000).
Calculating across to the left-hand side showed the following contributions, all of which show a
positive ROI of contribution vs. cost allocation:

e Call Handling Service contributes €90,000 (cost = €50,000)
e Call Handling Tool contributes €101,250 (cost = €75,000)
e Business Process Analysis contributes €33,750 (cost = €25,000)
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However, if we investigate further and include the analysis to show where the extra
operational cost comes from, by including nodes L and M, the result is quite different:

e Call Handling Service contributes €120,000 (cost = €50,000)

e Call Handling Tool contributes €71,250 (cost = €75,000). This project contributes less to
the program benefits than it costs.

e Business Process Analysis contributes €33,750 (cost = €25,000)

The reason for this important difference with respect to the simplified case is that the call
handling tool (node B) has a double effect on increasing the operational costs: once, indirectly,
via the continuous improvement work (H) that it supports, and once, directly, because it needs
to be managed actively as well (link from E to M). Its €3,750 “overspend” (€75,000 —€71,250)
has to be compensated — cross-subsidised in other words — by the benefit from the call
handling service (node A) that it enables.

You might be tempted to ask: “why does it matter? After all, the individual contribution values
of the component projects do not change the ROI of the overall program.” The answer is that
the benefits map is not only used for making the program investment decision. The results of
the analysis should also be used for tracking the progress of each project and of each outcome
towards achieving their share of the benefits. If the detailed numbers against which you are
tracking do not correspond correctly to the business reality, then your tracking will be
misleading, resulting in faulty conclusions and unsafe decisions further down the line.

On the other hand, once you have the correct numbers, they can be used in benefits-focussed
forecasting and tracking methods based on the Earned Benefit algorithms as described in detail
in [Piney 2018] and explained in the next article in this series.

Messages and Next Steps

This article has explained how to create the benefits map, quantify the dependencies, calculate
the contribution of each node to the required benefits, and compare the cost allocation of
each component project to its contribution. It showed the importance of ensuring that the map
reflects the reality of the situation you are modelling, and underlined two important messages
that apply to all programs:

1) Simplifying assumptions can lead to faulty analysis of the benefits model and unreliable
decisions later on in the program.

2) The synergy between program components can justify approving projects that, on their own,
show a negative return on investment.

The next article in the series (“Introduction to Earned Benefit”) will explain how to use
guantified benefits maps to track progress towards achieving the planned beneficial outcome.
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