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Feeling like a Lazy Duck?
Here's the benefits bottom line

Benefits management is the
discipline of making sure your
portfolio of projects and
programs delivers the
maximum possible business
value, and that this value is
sustained long after delivery.
It's about selecting the right
initiatives,

planning for the outcomes
you want, ensuring they're
achieved, and
embedding them into
business-as-usual so the
organisation continues to
reap the rewards.



Your handy benefits cheat-sheet!

Explain benefits management in 30 seconds

75% of organizations struggle
to manage benefits effectively.

Benefits management is proven to drive improved project performance:

According to the PMI, Time-to-value on A strong benefits
38% more projects major initiatives can management
achieve or exceed their be cut by ~20% approach leads to a
ROI goals with a strong through a strong 67% reduction in
benefits management benefits management waste from projects.
process. process.

The benefits management process

Portfolio Project & change Business
management management reporting

?

Define Select your
your goals portfolio

Realize Sustain
benefits

Plan for
benefits




Free resources we
mention in this guide

Throughout this guide, we mention various resources,
templates and downloads. To save you hunting around,
we've brought them all together on this page. Better get
clicking!

Downloadable
templates:

Building
prioritization
criteria

Capture you
goals

Project request
form

Benefits plan

Eg
i
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Why read this guide?

Let's be honest, nobody cares about
your project.

They don't care if it's Agile, Waterfall, or
powered by a Gantt chart so big you
could wallpaper the office with it.

They care about what it delivers — the
benefits.

Think of your projects as ducks.
Nobody cares whether you've got a
boy duck or a girl duck, a fast duck or
a slow duck. They only care about the
egg, the measurable improvement
your project brings to the business.

Execs only care about
the benefit.

According to the PMI,
38% more projects
achieve or exceed their
ROI goals with a strong
benefits management
process.

“Nobody cares if you have a
boy-duck or a girl-duck.
They only care about the

egg!”




And benefits management boosts you
ability to deliver the eggs that your
business wants and demands.

According to the PMI, a strong benefits
management framework leads to a 38%
increase in benefits being delivered.

And case studies have shown that a
good benefits management process

can accelerate delivery of major
initiatives by 20%.
Faster, then, and lest wasteful.

According to the data, a strong beneifts
management approach reduces waste
from projects by a mighty 67%.

Is there anything benefits management
can't do?

Time-to-value on
major initiatives can
be cut by ~20%
through a strong
benefits management
process.

A strong benefits
management
approach leads to a
67% reduction in
waste from projects.

This guide will get you from
“We've heard of benefits
management” to  “We're

actively  managing and
delivering benefits”. We're
aiming  for  orange-belt

competence, not black-belt.
It's going to be actionable
and focused on how to get
started. We're aiming for
enough to get meaningful
results without drowning in
methodology.

Let's go!



Does benefits management work?

You bet and here’s a peer-reviewed case study
to give you courage!

Sycamore, a Canadian financial services company, struggled to
deliver projects until they adopted a strong benefits
management framework The results speak for themselves!

e $70+ million cost
reduction

e Project success rate leapt
from 55% to 96%

e 20% improvement in
customer satisfaction

Read more




What is Benefits
Management?

Benefits management is a process...
e ..that maximises the value delivered to the
business
« ..by alighing investments with goals
» ..and effectively executing projects
¢ ..so they deliver sustained benefits

This is achieved through:

e Good governance - decisions guided by
strategic priorities

« Intentional project & change management -
ensuring adoption leads to benefits, not just
delivery of project outputs

e Transparency and accountability - making
benefits visible, tracked, and owned

It's not just about converting a few red RAG
statuses into green. It's not even about getting a
few extra projects to actually deliver the
intended benefit. No, it's much bigger than that.

It's about maximising the Benefits on
Investment (BOI - like ROI for benefits!) across
your whole portfolio, squeezing every drop of
value from the resources you have.

It's all about the eggs.



What is a benefit?

Before we go further, let’'s define what we mean by a “benefit”. In a nutshell, a
benefit is a measurable improvement, perceived as positive by the people who
receive it, that directly contributes to your organisation’s strategic objectives. It's
the business value your project delivers. It's not the deliverable itself.

UK Cabinet Office definition:

In MSP (Managing Successful Projects),
the UK Cabinet Office defines a benefit as:
“A  measurable improvement resulting
from an outcome perceived as an
advantage by one or more stakeholders,
which contributes to one or more
organisational objectives.”

Yeah, we know. It's a bit “government
speak” — something Sir Humphrey would
be proud of! Having said that, it pretty
much nails the definition, so let’'s translate
it into plain English. Here are the
components of that definition:
e Measurable: if you can’t measure it,
you can’t manage it
¢ Positive for someone: the value is in
the eye of the beneficiary
¢ Aligned to strategy: if it doesn't link to
your strategic objectives, why are you
investing in it?




Outputs, Outcomes, and Benefits:

There is a difference between output, outcome and benefit. Now don’t get too
worried about this.. some experts recommend to just think about 2 levels
(output and benefit) but | find the extra step useful.

The key thing is to really absorb the idea that the deliverables of your project
are not the benefit. The benefit is a (let's say it again) measurable
improvement that someone cares about, and that contributes to your goals.

So, here's the basic ideq;
e Output: What you produce — the deliverable (e.g, new CRM system)
e Outcome: The change enabled (e.g, faster response to customer queries)
« Benefit: The business value realised (e.g., 15% higher customer retention)

Here's an example to help you get your head around it.

Output
The artifacts / deliverables
E.g. The training course

MARKS NET

Outcome

What we can do, what we have
that's enabled by our output
E.g. Employees can spot
phishing attacks

THE CRIMINALS
DIDN’T GET
OUR MONEY!

Benefit
The business result due

to that new capability

E.g. The bad guys didn’t

10 get our money!!



Why

Benefits Management

You're being asked to
deliver more, but
there’s less money
and fewer resources

Matters

In  short, benefits management
ensures your organization gets
maximum benefit from its investment
in projects. Without effective benefits
management you risk wasting money
and effort on the wrong projects,
underdelivering on the right ones, and
losing the benefits you worked so hard
to deliver.

This leads to a frustrated executive
team and a project delivery
organization that’s under pressure.

Not a good place to be!

Right now, change is happening faster
than ever, yet most organisations face
shrinking budgets and tighter
resource constraints. This raises one
simple question:

How can you do more with less? The
answer is not “starting more projects.”
In fact, simply adding more projects
just makes everything worse.

Doing more with less means
maximising the benefits for every
dollar, pound, or person-hour
invested.

11



When you skip benefits management, here’s what
happens:

¢ Funding the wrong projects
Without a benefits lens, your portfolio can fill up with “nice-to-haves” or
politically-driven initiatives. Every dollar spent here is a dollar not spent on
something that could really move the needle.

¢ Overloading your people
Starting too many projects at once spreads talent thin. Productivity drops,
delivery slows, and the highest-value projects suffer because skilled people
are constantly firefighting.

¢ Delivering outputs nobody uses

Without strong benefit management, teams can
deliver on scope but miss the point, creating
outputs that never get adopted, or that fail to
solve the real business problem Y 4

¢ Wasting capacity on doomed work
Industry data shows 20% of projects in a typical
portfolio simply shouldn’t be there. Any resources
going to projects that don't support your goals is
drawing resource away from projects that should
be moving you towards those goals.

¢ Letting benefits fade away post-delivery
Without ownership and tracking after go-live,
benefits are often never actually realized. If they
are realized initially, they can often decay over
time. Gains in efficiency, customer satisfaction, or
revenue can be eroded within months if not
actively sustained.

12



The upside of doing benefits
management well:

PMI research shows that
organisations with high benefits
realisation maturity waste 67%
less money than low-maturity
ones, and only 61% of “high-
impact” projects actually achieve
their intended benefits without a
structured approach.

Benefits management isn't “extra”
work. Most of what you'd do to
implement a good benefits
management framework is stuff
you should be doing anyway, but
formalizing it as a benefits
management framework is how
you protect your investments and
get full value from them.

13




What is the benefits
management process?

In a nutshell, the Benefits Management Cycle [ Process is a
structured way to make sure your projects deliver real, lasting
value. It's not just about finishing on time and on budget, it's
about choosing the right goals, picking the highest-value
projects, planning for the benefits from day one, making sure they
happen, and keeping the benefits alive long after delivery.

Here's an overview of the benefits management cycle...

Portfolio management Project & change management  [EEEIGI (= elelailale ]

?

Define your Select your Plan for Realize Sustain
goals portfolio benefits benefits Make sure that the
What are you Select projects to More than a benefit “lands” in

Execute your plan,
ensuring you're on
track as you go.

maximize benefits
given resource
capacity.

trying to achieve
as a business
overall - prioritize!

project plan, it's a
plan to track and
deliver benefits

the business,
measure and
learn.

There are several well-
established BM
frameworks, but they all
boil down to something
like this...

Learn and repeat

14



1 Define your goals

Clarify what you're trying to achieve as a business overall — and make
it measurable.

o Start with strategy, not the project list: launching projects without
linking them to strategic goals is like running a race with no finish
line.

Use clear, prioritised business goals [ drivers: so everyone knows
what matters most and can make trade-offs accordingly.
Download our eBook on building project prioritization criteria to

learn how to map business strategy into a set of clear criteria to
drive decision-making.

Be ruthless: if a project or initiative doesn’t support your strategy,
it's a distraction and should be cut. Every misaligned project drains
resources from the ones that could really make a difference, but to
tell the difference, you need clarity on which goals are really
important.

By
Download our e CRITEIIIA
ultimate guide to """olehﬁfg"..'ﬁ.;‘;,“;":#llnm
ANp

project selection
criteria.
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“If you don't know where
you are going, you'll end
up someplace else.”

- Yogi Berra

Select your portfolio 2

Choose the projects that will deliver the most benefit for the least
resource.

e Use decision science (like AHP): this removes bias, “pet projects,”
and political interference, replacing them with transparent,
evidence-based choices. Learn how to prioritize projects like a pro
— check out our Ultimate Guide to Project Prioritization.

Think benefits per unit of capacity, not just “biggest total
benefit”: A smaller project with a high benefit-to-resource ratio
can often be a better bet as part of your portfolio than a giant
resource hog.

Kill or pause low-value work early: every underperforming
project you stop frees up capacity to accelerate high-value work
and deliver benefits sooner.

Overlay resources and use Al to optimize your portfolio: once
you know which projects are most valuable, you need to pick the
portfolio that maximizes benefit. To do this, overlay resource
requirements and find the portfolio that stays within resource
constraints yet delivers maximum benefit. This can be difficult as
there are so many possible combinations, but Al tools from

seconds.


https://www.transparentchoice.com/project-prioritization
https://www.transparentchoice.com/solutions/portfolio-management
https://www.transparentchoice.com/solutions/portfolio-management
https://www.transparentchoice.com/solutions/portfolio-management

Plan for benefits 3

Going beyond a simple delivery plan, this is your roadmap for making
sure benefits actually happen.

Maintain a benefits register: this is simply a list of the benefits you
expect from the project. This puts the benefits front-and-center.
Assign a benefit owner: this is a named individual in the business
who's accountable for delivering and sustaining the benefit. They
should be in a position to drive the change that’s needed to realize
the benefits.. and they may need a little help from you!

Define measures and baselines: if you don't know where you're
starting, you won't know if you've improved.

Identify risks to benefits: start with a stakeholder map and list out
what has to change in order to deliver the benefits to the
stakeholders. This will give you clues to where the key risks lie.. and
they are risks to the benefits, not just to the project deliverables.
This means that you should be thinking about change
management in BAU, re-training resources, etc.

Prepare the organisation for the change: even the best benefits
won’'t materialise if the business isn't ready to adopt the new way of
working. Make a plan to support stakeholders through the change.

Don't be the process
police. Plan for
benefits.
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“A goal without a plan is
just a wish.”

—Antoine de Saint-Exupéry

Readlize benefits

Execute your project with benefits at the forefront, not as an
afterthought.

Keep benefits measures visible during delivery so teams know the
real purpose of the work. Of course, you need to do all the usual
“project management stuff” like tracking tasks and managing
risks... but if you lose sight of the benefits, the why, then chances are
you won't deliver them. Keep checking with benefits owners and
stakeholders that they think you're on track.

Coordinate with change managers: no adoption means no
benefits. Engage stakeholders early and keep seeking feedback.
Look for new risks especially during change management (as you
engage with a wider stakeholder community).

Project governance with bells on: we can all do reporting on time
and completeness, but also track your stakeholders’ confidence in
achieving your benefits. Any sudden change in the wrong direction
warrants a follow-up.

Act fast on signs of benefit erosion - red is good: if metrics start
slipping, intervene immediately to protect the expected value. Make
sure that there is a culture of “red is good”: reporting problems is a
helpful thing to do because you can't fix them if you don't know
about them!



Sustain 5

In brief, sustaining benefits means making sure the value you worked
so hard to deliver doesn’t evaporate once the project team disbands.
It's about embedding ownership, continuing to measure
performance, and learning from experience so you can do even
better next time.

¢ Transition ownership to business-as-usual: the project team
can't babysit the benefits forever. Hand over to an operational
owner who's responsible for maintaining performance. Without
this handover, benefits can stall as soon as the project closes,
especially if no one’s watching the metrics.

Keep measuring after project close: benefits have a nasty habit
of eroding quietly, a process change gets rolled back, a new
system stops being used properly, or people simply forget.
Ongoing measurement means you spot slippage early and can
take corrective action before value is lost. In fact, your normal
operational reporting should incorporate anticipated benefits so
that any slippage becomes immediately visible.

Feed lessons learned into future planning: every benefits review
is a goldmine of insight. Did your forecast match reality? Were
there risks you didn’t anticipate? Did we drop the ball on user
training? Capturing and applying these lessons sharpens future
benefit delivery and improves the accuracy of your portfolio
prioritisation.

N “It's not that I'm so smart, it's just
" that | stay with problems longer.”

— - Albert Einstein
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Which is the best benefits management framework?

Here’'s the bottom line: the best benefits framework is the one you actually
use. The worst option is having no framework at all because without
structure, benefits management becomes ad hoc, inconsistent, and easily
side-lined.

There's a surprising amount of common ground between the major
frameworks. Whether you pick Managing Benefits, PMI BRM, MSP, or something
else, you'll find similar core steps: define benefits, plan for them, track them, and
sustain them. At a guess, 80% of the value comes simply from formally
adopting any recognised framework because it forces consistency, creates
shared language, and makes benefits part of the governance process. It just
becomes how we do things around here.

That said, there are differences, and those matter when fitting a framework to
your organisation’s size, culture, and maturity. Some are heavier and more
detailed, better suited to large, complex portfolios. Others are lighter and more
flexible, which can be a better fit for smaller teams or organisations just starting
out.

Here's a quick comparison of some of the most widely used frameworks, their
strengths, and their common challenges:

Framework Strengths Gaps /

Managing Benefits Comprehensive, Can feel heavy; needs

(Jenner/APMG) practical; portfolio focus  cultural change

PMI BRM Clear 3-phase model More “what” than “how”
(Identify, Execute,

MSP Simple, visual benefits Less explicit at portfolio
maps level

UK IPA / Green Book Ties to public sector Bureaucratic for private
investment rules sector

BS 202002 Standardised terminology = Light on practical

guidance

If you forced me to pick, I'd probably go with Managing Benefits. I've lost count
of the number of really-well-used copies of Steve Jenner's book people have
shown me — a sign that it really gets used!
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How to Implement
Benefits Management
(Step-by-Step)

Now you know the theory,
how might you actually
start implementing benefits
management  in your
organisation? The fastest
way is to break the benefits
management lifecycle into
manageable actions you
can take right now. Here's a
practical first-step guide
for each stage.

Every journey of a
thousand miles begins

with a first step.
- Laozi

1. Define Your Goals

The goal here is clarity and agreement
on what matters most.

First steps:

¢ Interview your execs one-to-one
and ask each what the
organisation’s most  important
business goals are right now.

e Aggregate and share back; you'll
probably discover disagreements
about priorities. This is good, as it
makes differences explicit.

¢ Facilitate a short workshop in order
to discuss and resolve these
disagreements. You should aim to
agree 4-7 key goals that matter
most for your organization. This is
the shortlist that will guide all
portfolio decisions.

¢ Weight your criteria using AHP, the
method recommended by decision
scientists. TransparentChoice has
built this method right into our
software to make it easy.

Quick tool: Our goal is to identify 3-6
top-level goals and 2-4 sub-goals
under each top-level goal. We've put
together a really simple template for
you to capture your list of benefits. This
helps you be clear about the benefits
the organization really values.

Why it works: This creates shared
language at the top of the organization,
removes assumptions, and sets the
foundation for benefit alignment.

2]
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2. Select your portfolio
This is where you choose which projects get the green light.

First steps:

¢ Create an ideation challenge using the business goals you identified in step 1
as your inspiration (e.g. if your goal is to cut $100m cost, then have an
ideation challenge specifically for that). Have a standard project intake form
that lets you quickly assess projects.

¢ List all active and proposed projects and their intended benefits.

e Score each project against the agreed goals using the Analytic Hierarchy
Process (AHP). Researchers have shown AHP to be the best method to
prioritize projects - our software makes it easy and quick.

¢ Overlay resource capacity in order to let you pick the maximum benefit that
is deliverable given your capacity. This is critical as overloaded project teams
can lose up to 40% of their capacity due to task-switching. Again,
TransparentChoice software makes this easy using our dedicated Al
algorithms.

¢ Run a quick optimisation: Our goal is to deliver the maximum benefit within
our capacity constraints. It can be really tricky to find this optimal portfolio as,
even with a moderate sized portfolio, the number of possible combinations is
huge. There is a solution to this problem: TransparentChoice’s Al-based
tools can run thousands of scenarios in seconds, allowing you to squeeze
maximum benefit from your resources.

Al can run thousands
of what-if scenarios in
~ seconds.

Quick tool: We've created a template project
request page. It will give you an idea of what a
simple project intake page might look like,
giving you the information that's needed as well
as a guide to what the benefits of the project
might be.

Pro tip: Kill or pause anything that doesn't align
strongly with the agreed goals This will instantly
free capacity for higher-value work.
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3. Plan for benefits

In summary, planning for delivering
benefits is like a turbo-charged version
of planning a project. The basics of : Stakeholders
project planning are the same, but you @ Risks
also need to capture the benefits, = 'J

assess the impact on stakeholders and

the associated risks and create a quick
change management plan.

'

First steps:
¢ Create a benefits register for each
project. This allows you to focus
everything around the benefits and
how to protect them.

e Assign a named benefit owner for each benefit. This person should be
empowered to make the things happen that will allow you to deliver the
benefits.

¢ Identify stakeholders for each project and look at how the project might
impact each of them. This can feed into your risks.

¢ Identify benefit risks and make plans to mitigate them. Of course, you
have “normal” project risks — risks that put your project outputs in
jeopardy. In addition to that, we can now use our stakeholder profiles to
look for risks in the transition from project deliverables to “benefits
realized” (e.g. user resistance to change, a stakeholder who will be
adversely impacted by the project, etc.)

e Prepare the organisation using the risks from the previous step as your
guide. This is where you should engage change managers, trainers or
internal champions to ensure readiness for adoption.

Quick tool: We've put together a benefits plan template. It gives an example
of what should be in a plan including benefits register, stakeholder register
and risk register.

Why it works: Having owners and measures in place from the start keeps
benefits visible and stops them being “someone else’s problem.”
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4. Redadlize benefits
Briefly, realizing benefits is where the
Don’t be a Cov\/boy_ rubber meets the road. It's time to

deliver the project while keeping your
StGy focused on focus firmly on benefits rather than

benefits! just outputs. This is where all that
planning pays off because now you
can manage the project (and the
governance of the project) to
maximize the benefits!

First steps:
¢ Integrate benefits tracking into
project governance from day one.
Don't wait until the end to check if
benefits are on track. Report on the
confidence in delivering benefits in
the same way you report on time,
cost, and scope; it should just be a
normal part of project governance.

¢ Schedule regular check-ins with benefit owners to validate that the
project is still aligned to benefit delivery and that nothing new has
emerged that could put benefits at risk.

¢ Track stakeholder confidence in achieving benefits as part of your
reporting. If confidence suddenly dips, it's a sign you need to investigate
and possibly intervene.

¢ Coordinate closely with change management teams. This is where
your “prepare the organisation” work from Step 3 gets executed,
ensuring that adoption of the new ways of working is happening as
planned.

e Encourage a “red is good” culture. This can seem counterintuitive, but
early identification of risks or slippage is a positive thing because it
means there’s still time to act. You can’t manage risks or issues if you
can't see them.

¢ Act immediately on signs of benefit erosion. For example, if you get
feedback from trainers that users of the system are unhappy,
investigate and make corrections before the problem becomes
embedded.

Why it works: Maintaining visibility and ownership of benefits during
delivery keeps everyone focused on the “why” of the project, not just the
“what.” Problems get addressed before they can sink the business case.
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5. Sustaining benefits
“Sustaining benefits” is where you realize most of the benefits. It's where
the investment in that project is paid back again and again.

Look at it this way - did you ever make a New Year’s resolution to lose
weight? You sign up for the gym and lose a few pounds / kilos... but by
March, the weight is back on and the gym is "that place you drive past on
the way to the office”.

So you got a benefit for a few weeks, but didn’t sustain it. In the end, that's
not very useful. To keep the weight off (and keep losing more) you have
to embed new behaviours into your life, and it's the same for benefits.
Sustaining benefits over time is where the real ROl comes from, but to get
there you have to change some things...

e Formally hand over benefit ownership to business-as-usual (BAU)
once the project closes. This isn't just tossing the deliverables over the
wall and saying, “It's your problem now, mate!” No, your benefits
owner should have been involved all the way through to ensure a
smooth transition. Make sure, however, that the owner understands
they are accountable for ongoing performance, and that this
accountability is visible at the leadership level.

¢ Embed benefit metrics into BAU reporting so they are reviewed
regularly alongside operational KPIs. Better yet, embed the expected
business benefits into the KPI targets moving forward. This makes
benefit erosion visible quickly, rather than letting it quietly slide.

¢ Schedule regular post-implementation benefit reviews. Doing this
quarterly for the first year is a good starting point. You're looking for
back-sliding, but you're also looking for what worked and exploring
ways to make improvements.

¢ Refresh targets and baselines if the business environment changes
(e.g., new regulations, market shifts). This keeps your benefits relevant
and realistic.

¢ Document lessons learned from the whole benefits lifecycle and feed
them into your next planning cycle. This improves forecasting
accuracy and delivery effectiveness over time.

e Spot opportunities to extend or expand benefits. For example, if a
process change improved one areq, look for other departments or
teams that could adopt it.

Why it works: Without active ownership and ongoing measurement, even
well-delivered benefits can fade away. Making benefits reviews part of
your normal “rhythm of the business” processes locks in value and builds
credibility for future investment.
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Maximising Value Across the Whole Portfolio
Portfolio Management & Capacity Planning:

Portfolio management isn’t about picking your favourite projects, it's about
choosing the mix of projects that delivers the maximum possible value given
your finite resources. Capacity planning makes sure that portfolio is actually
deliverable without burning people out or slowing everything down.

Most organisations select projects individually, based on their standalone merit.
The flaw? This approach ignores how projects interact, compete for the same
people, and impact delivery timelines. Portfolio management zooms out to
optimise the whole set of projects as one system.

First steps: we've talked about these
steps before, but this is so important

we
.
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reiterate them here...

Start with your prioritised goals
(from Step 1) This is where you
clearly set out vyour overall
business goals and “weight them”,
so that you know what's most
valuable to the organization. Use
AHP to do this.

Score all proposed projects
against the agreed goals Use AHP
to strip out bias and politics and
build a scoring system that
reflects your business goals. Every
project ends up with a score that
represents its contribution to your
organizational goals.

Overlay your resource capacity
This is where most organisations
fall down. Map out roles needed
for each project, then compare
that to actual availability. This
highlights pinch points, those
roles that will be overloaded and
which will, therefore, slow down
everything else.

Juggling too many projects?

What could possibly go wrong?



https://www.transparentchoice.com/software/project-prioritization
https://www.transparentchoice.com/software/project-prioritization
https://www.transparentchoice.com/software/project-prioritization

« Run portfolio optimisation The goal is to pick the set of projects that

maximises total benefit while staying within your capacity limits. Even
with a small portfolio, there are thousands of possible combinations.
TransparentChoice’s Al-powered optimizer can run thousands of
scenarios in seconds, finding the true “sweet spot,” boosting overall
benefits.

Build a deliverable plan Avoid resource overload in execution.
Overloaded teams don't just work slower, they make more mistakes,
incur more rework, and drive up overruns. The result? Benefits arrive late
or not at all. By sequencing project start dates and smoothing
workloads, you deliver more value faster. Again, TransparentChoice’s

Al scheduler can run thousands of scenarios in seconds ensuring your
resources are not overloaded.

Quick tool: This is a section where
you need some real structure and
processing power to make the magic
work. Book a demo of our software
now and quote “BENEFITS GUIDE” to
get 2 months free access to our
software (for qualifying
organizations).

Why it works: Portfolio prioritization
and  optimization plus realistic
capacity planning stop you from
chasing every shiny object. You'll
deliver the maximum possible value
with the people and budget you
actually have, and you'll deliver it
faster because you're not fighting
bottlenecks and burnout.

TransparentChoice’s
Al does the hard work
for you
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A quick aside...

Before we look at the potential pitfalls of
implementing a benefits management
process, let's take a small detour and
look at how to set up a PMO to deliver
value.

Benefits management is the backbone
of a value-focused PMO, but there are
other services you might need to deliver
as well. Our PMO Services Catalogue will
help you work out which services you
need to get your ducks in a row!

Download your free copy of our
PMO SERVICES Catalogue




Common Benefits Management Pitfalls
and how to dodge them

Most organisations don't fail at benefits management because the theory
is wrong. They fail because of avoidable mistakes. The good news? If you
know the traps, you can sidestep them and keep your portfolio on track.

Pitfall 1
Starting Too Many Projects at Once

What happens:

Your delivery teams get spread so thin that everything slows down.
Bottlenecks appear in key roles, task-switching drains up to 40% of
productivity, and benefits arrive late (if at all).

How to dodge it:

Prioritize ruthlessly and match project starts to actual capacity, not wishful
thinking. Use capacity planning (see previous section) to sequence starts
and keep workloads realistic.

Action: Download our Ultimate Guide to Project Prioritization

According to the American
Psychology Association, task-
switching loses up to 40% of your
capacity.

Avoid overload and boost
capacity to deliver more benefits!
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Pitfall 2
No Clear Benefit Ownership

What happens:
Without a named owner, benefits drift into the “somebody else’s problem”
zone. When it comes time to measure outcomes, no one feels responsible.

How to dodge it:

Assign a benefit owner during planning (Step 3). Make sure they're in the part
of the business that will receive the benefit and have the authority to make
any changes necessary to realise it.

Pitfall 3

Measuring Only Financial Benefits

What happens:

You undervalue projects that deliver
crucial non-financial benefits like
strategic fit, customer satisfaction,
compliance, safety, or
environmental impact. These are
often the very benefits your execs
care most about.

How to dodge it:
Agree both financial and non-
financial measures with
stakeholders at the start. If the CEO
says “improve customer retention” is
a top goal, you need a metric for
that.



Pitfall 4
Benefits tracking ends at project close

What happens:
The project finishes, the team celebrates, and the benefits quietly start to
erode, sometimes within weeks. No one notices until they're gone.

How to dodge it:

Embed benefit measures into BAU reporting (Step 5). Schedule quarterly
benefit reviews for the first year post-delivery to check progress and act
on slippage.

Pitfall 5
Treating BM as “extra” admin

What happens:

Teams see benefits management as “more paperwork” and skip it when
under pressure. Paradoxically, this is exactly when you need it most
because a clear, benefits-centric view of the portfolio lets your leadership
make informed decisions to stop the downward spiral.

How to dodge it:

Integrate benefits tracking into existing governance processes so it's “how
we do projects,” not a separate chore. Keep tools and templates simple so
they help rather than hinder and leverage tools like TransparentChoice to
automate difficult tasks.

Why avoiding pitfalls matters

Avoiding these pitfalls isn't just
about saving money, it's about
delivering more value, faster, and
building the credibility that gets
your next round of projects
approved.
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Building a benefits-centric culture

Frameworks and templates are useful, but they won't deliver
on the promise of dramatically more value unless your
organisation’s culture embraces benefits as the reason
projects exist. This is about shifting the conversation from
“Did we deliver deliverables?” to “Did we deliver the benefit?”

Key steps that build the culture:

1.Engage the C-suite early and often
a.Speak their language: show how
benefits link to strategic objectives,
shareholder value, or service

improvements. . .
b.Keep them updated on benefits PUtt'ng benefits
delivered to the organization (rather ona pedestol!

than “projects” delivered). This
builds trust and stimulates an
appetite for more commitment to a
benefits culture.
2.Make benefits the ticket to entry
a.No clear, measurable benefit? The
project doesn't start.
b.Use your intake process (Step 2) to
make benefits definition non-
negotiable.
3.Put benefits on the same pedestal as
budget and schedule
a.Show benefits performance in
executive dashboards.
b.In governance meetings, ask "How
are the benefits tracking?” before
“Are we on budget?”

BENEFITS|
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Culture turns teams 4.Recognise and celebrate benefits
into superheroes! delivery
a.Publicly (and loudly) celebrate
teams that achieve (or exceed)
benefits targets.
b.Celebrate not just the launch
date, but the day the first
measurable benefit hits.
5.Train your people in benefits
thinking
a.Equip PMs, sponsors, and
change managers with the skills
and mindset to manage for
value, not just deliverables.
b.Make “benefits” part of the
vocabulary across the
organisation, not just the PMO.
c.If it helps, use the ducks-and-
eggs example. It's fun and you
can buy a bag of silly rubber
ducks for your team on Amazon
for not-much-money.

Why it works:

When benefits become the lens for every investment decision and the
benchmark for project success, they stop being a “side dish” and become the
main course. It shifts the culture from delivering things to delivering benefits,
and that’s where the real ROl lives.

Quick action:

Book a free kick-off session with us to evaluate where you are and to start
building a “Case for Change” - a story that's more than a business case. It
clearly sets out today’s challenges and the benefits (of course) of adopting
benefits.
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Conclusion and next steps

Benefits management isn't an add-on, it's the core of making sure every
project-dollar, or person-hour, delivers maximum value. You now have
the lifecycle, the practical starting steps, and the tools to get moving. The
only thing left is to start.

Where to begin

Your Monday morning plan

1.Book your exec interviews: get their top 4-7 business
goals nailed down (Step 1).

2.Run a quick portfolio scan: list current projects, score
them against the agreed goals, and see which ones
shouldn't be there (Step 2).

3.Pick one live project: build a benefits register, assign a
benefit owner, and start tracking now (Step 3).

4.Integrate benefits into your next governance
meeting: ask “How are the benefits tracking?” (Step 4).

Your call to action
Resources to get you started

e Download the templates mentioned in this
guide: start small, but start now.

¢ Share this guide with your leadership team.
You'll need their support to embed benefits
thinking across the organisation.

¢ Talk to us: If you are serious about moving to a
benefits culture, book a call with us. We have
the experience and tools to make benefits
management stick.
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Claim your free trial of

our software

TransparentChoice
software provides a solid
foundation for any PMO
that wants to implement
benefits management.

Reach out to us and
mention this book to
receive a 2-month free trial
of our software.
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www.]  transparentchoice.com
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m transparentchoice
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contact@transparentchoice.com
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Final thoughts

The difference between “delivered deliverables”
and “delivered benefits” is benefits management.

Do it well, and your PMO stops being seen as a cost
centre, and starts being seen as a strategic engine.

That's the shift
that changes
everything...

AN .
transparentchoice.com

m transparentchoice

contqct@tranqurentchoice.com
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Nobody cares about your project.
They care about the benefit.

You can deliver on time, on budget with immaculate project
hygiene and still fail. Why?

Because you're not delivering benefits!

The Ultimate Guide to Benefits Management is a practical,
no-nonsense playbook for leaders, PMOs, and transformation
teams who are tired of doing more work and getting less impact.
It cuts through methodology overload and shows you how to
select the right initiatives, realise real benefits, and sustain value
long after delivery.

Everything you need, in other
words, to get you to “orange-
belt” in benefits management!

No fluff. No black-belt
complexity.

Just practical guidance, clear
examples, and a single
obsession:

More eggs.

If you want your PMO to stop
being a cost centre and to
start being a strategic engine
this is where you start.
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