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BENEFITS REALIZATION
A BEST PRACTICE APPROACH

Better Business Cases

Better Investments

Makes You More Competitive
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In This White Paper You Will Learn 
The Following



How To Build A Benefits Realization Framework 
And Identify Value Metrics
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Anyone seeking funding for an 

investment should think like a 

shareholder. They should treat all 

projects as investments that will 

ultimately deliver a business 

outcome or benefit to the 

company. Sometimes the benefit 

is not always readily identifiable 

like risk aversion or competitive 

positioning but if you build a 

culture where your employees are 

thinking like shareholders they 

will put more effort into identifying the real benefits of investments. Common benefits are revenues, 

cost savings, cost avoidance and non-financial business outcomes that may be specific to your business, 

such as increasing customer satisfaction, customer retention, etc.  

There are typically two categories of benefits. Soft benefits and hard benefits. Soft benefits are benefits 

that don't have a direct or immediate cash impact (e.g., increasing customer satisfaction or 

cost avoidance). Hard benefits like cost savings and new revenues have a direct cash impact.

Another aspect of effectively characterizing benefits is identifying benefits that are measurable and 

can be tracked. A common mistake companies make in this process is justifying investments with 

benefits that are difficult to measure. It is not very helpful to identify a benefit that is impossible to 

track. Therefore, it is important to have a downstream process in place to be able to track and 

measure benefits.

This is especially important during the business case process. The inclusion of contemplated benefits is 

so important in this process that Inpensa incorporated it in its Business Case Management solution.  

The Inpensa Platform also provides a scenario analysis capability to compare different approaches for a 

specific business case, each with its own benefit profile.  



Project Period Vs. Value Period
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When developing a benefits realization capability it is important to identify the project 

period and the value period. The project period, also known as the set-up period, is 

the period when the project is being implemented and deployed. Most companies 

place emphasis and focus almost entirely on the project set-up period. It can be 

implementing a new CRM system, adding a new retail store, or expanding an existing 

business. They will track the progress through the set-up period and once the project 

goes live, it is no longer tracked.

The value period is the period (usually after the project period) where the investment 

delivers the identified benefits or value projected in the original business case. For 

example, if you are replacing a legacy software system with a new, less expensive 

system, you may set-up the new solution, run the legacy system in parallel for six 

months then decommission the legacy system. After the decommissioning of the 

legacy system you will begin to realize the cost savings. If there is no accountability 

for tracking and measuring the benefits, then the legacy system may still be in place, 

and the cost savings will not be realized (this is very common in most organizations). 

It’s important to establish and track results throughout the value period.

According to a PMI research report on 220 companies, “Companies without a benefits 

realization capability will waste 16.5% for every $1 billion dollars spent—companies 

with a benefits realization capability will waste only 5.5%” resulting in a two-thirds 

reduction in wasted capital. This retained capital can be reallocated to new initiatives 

to grow the business.

“ Companies that have a 
benefits realization capability 
will waste less than 
companies that don’t… ”
Source: PMI Research Report

SURVEY SAYS



Monitor And Track Benefits
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It is imperative to have a process and solution to monitor and track benefits once a 

business case has been approved and the project has started.  Nowhere in this 

lifecycle process is it more important to adopt a crawl, walk, run approach. Begin with 

the expectation that your data may not be clean, may not be available, or will need to 

be created from ground up.  Start with a crawl process by just tracking benefits for 

large, strategic initiatives. Choose the top 25 initiatives and implement a benefits 

realization process.  Identify the benefits metrics that will be tracked and the source 

for the required data.  

For example, revenues can come from your general ledger system. Cost savings 

typically will not be available in source system. To accommodate the need to capture 

critical cost savings benefits, Inpensa developed a capability to capture and store 

cost savings attributed to projects. This capability is grounded by a strict governance 

process that allows for various stakeholders such Finance to sign-off on the cost 

savings realized. The walk process can include the entire portfolio, and the run 

process can include company-wide system integration to automatically exchange 

data feeds. 

It is very important to have a system of record for benefits realization—one source of 

truth for analysts to access and enter data and one system of record for decision 

makers to use to make critical investment decisions.

RESULTS?

“ How do you know 
you are achieving 
results if you can’t 
track it? ”



Benefits Tracking For Agile Organizations

7Inpensa, Inc. | South Plainfield, NJ inpensa.com

Effective benefits tracking is very important for organizations employing an Agile 

methodology. Among the many advantages of an Agile model is the ability to break a 

project or program into phases—sprints—each of which is designed to deliver discrete 

capabilities, value, and the ability to effectively iterate and collaborate across all 

stakeholder constituencies.

Increasingly, organizations are approving projects or programs, granting authority to 

spend in tranches based on outcome of corresponding phases/sprints, along with 

macro-economic, market and company conditions, among other factors. Mapping 

benefits contemplated in a business case to benefits realized throughout the set-up 

and value period (post project completion) is a very important element in Agile 

funding models employing release of funds based on stage gates.  

It is very important to distinguish between benefits that are targeted for realization 

during the value period (post project completions) versus those that can be identified 

with delivery of each sprint. A robust approach to benefits tracking works hand in 

glove with the continuous planning process facilitated by an Agile model, providing 

real-time, actionable analytics to drive high confidence, high quality decisions in a 

timely manner.



Business Value Of Benefits Realization
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Know and communicate how your project investments are impacting your company

Anticipate the impact of investments and factor this into future business decisions

Once you setup a benefits realization capability you 
can expect the following:

Optimize your overall project spend by ending support or shutting down 

investments that are not delivering value

Be able to rebalance spend appropriately to high value initiatives

Understand project impact on business strategies

Drive accountability for delivering bene�ts across the company

WHAT YOU GET

A more competitive 
business that 
makes investments 
in the highest value 
initiatives



WHERE ARE YOU?

Maturity Model
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Benefits realization is very straightforward for people to understand and at its core makes a 

lot of sense.  Visionary leaders are adopting this capability to optimize their spend and build 

more competitive businesses.  Where are you?  

Limited to No Oversight
Reactive and Disparate Process

Typically tracking 
benefits from only a 
handful of high-visibility 
strategic projects.  
Central team managing 
a manual process and 
reporting data in a 
single report to 
executives.

Reactive, Disparate Processes, 
Inadequate Technology

Level 1

Some Oversight 
Informal Program

Typically a decentralized 
program of tracking 
benefits and value.  
Departments are 
developing and 
managing their own 
processes and a central 
team is consolidating 
data for reporting.

Level 2

Formalized Value Management Program
High Adoption of a Formal Benefits 

Realization Process

•

•

•

•

•

Benefits and Value 
Management is a formal 
process and business 
capability
Provides the ability to track 
and manage benefits 
realization across multiple 
businesses
Mature standardization 
and governance processes 
in place
Automation of processes 
and solutions to provide 
on-demand real-time data 
and KPIs
Part of company’s culture

Level 3

Ongoing, centralized process managed 
by a purpose built technology
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How To Get Started On Your Benefits Realization Journey

Start with a well de�ned business case

Capture bene�ts metrics you can track

Start with the 80% rule – get it 80% accurate and mature the process over time 

[Crawl, Walk, Run]

Project period vs. value period [build a culture around the value period]

Make everyone part of the process – drive accountability

Use technology as the glue to keep it all together
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Contact Inpensa Today

info@inpensa.com www.inpensa.com+1-888-650-1160


