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The Context

HM Treasury Green Book requires:

» Ex ante cost/benefit appraisal - with account
being taken of all relevant costs and benefits; and

*EX post evaluation — formative rather than
summative in nature

HM Treasury/OGC Guidance — ‘Measuring the
Benefits of e Government’ provides a categorisation
framework.

Office of Government Commerce ‘Gateway’ reviews
occur throughout project lifecycle.

Independent ex post review by National Audit Office.




The Context

“The fundamental reason
for beginning a programme
IS to realise benefits
through change.”

Office of Government Commerce,
Managing Successful Programmes




But...

“Business cases were found to be particularly strong on the
assessment of costs and benefits to the lead department;
however the identification and quantification of external
benefits i.e. to users or other departments, was less strong,
resulting in business cases that often understated benefits
and provided an incomplete base for tracking future third-

party benefits through to realisation.”
Cabinet Office, 2006

“Significant sums are being invested by departments in
developing online services. But there is little reliable data as
to the extent of value for money being achieved by these
services. Government organisations need to set out the
intended benefits in business cases justifying their
expenditure and monitor and report on achievements.”

“It Is becoming harder to cost-justify new investments by
making savings in conventional services and just looking for

savings may not optimize the investments made.”
National Audit Office, 2007




So - An example in practice

The Service Transformation

Agreement
Includes:

Departmental activity and pan-government
Initiatives to re-design services around the
needs of the user and provide them through
co-ordinated delivery channels — including...

Migration of 95% of government websites to
two ‘supersites’ by 31.3.11 - Directgov and
Businesslink



STA Benefits Management — Process Overview
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Step 1

The STA Strategy Map

Service Transformation Programme — High Level Strategy M ap

Vision

Strategies

To change public
services so they
more often meet the
needs of people and
businesses, rather
than the needs of
government, and by
doing so reduce the
frustration and stress
of accessing them.

The result will be
services that are
better for the
customer, better for
front line staff and
better for the
taxpayer (Service
Transformation
Agreement, October

2007).

Learning from citizens and businesses
— Customer Insight, Customer Journey:
Mapping, Customer Satisfaction
Measurement

Metrics

Grouping services in ways that are
meaningful to the customer e.g. Tell Us
Once, Directgov and Businesslink.gov

Rationalising services for efficiency and
service improvement — online
(Directgov and Businesslink.gov),
phone (contact centre accreditation);
face to face and helplines

Making better use of customer
information public sector already holds:
a. Strategic level — Home Office lead on

Identity mgt and MoJ on information
sharing

b. Tactical level — Tell Us Once

Linking local and central government

Engaging front line staff

Government will monitor the customer
experience through journey mapping
and customer satisfaction tracking
mechanisms at the front line (STA Oct
07)

Key progress measures 1 - Reduction
in the amount of avoidable contact. To
achieve a 50% reduction by 31.3.11.
(STA Oct 07).

Key progress measure 2 - Building
better online services — citizen and
business e-services content migrated to
Directgov and Businesslink.gov. More
than 95% of websites to have migrated
by 31.3.11. (STA Oct 07)

Efficiency savings — the value in
recording the level of savings achieved
by departments is recognised, and the

CO will track these as this STA is

delivered. (STA Oct 07).

P

y

Face-to-Face — The LGDC will develop
a progress measure reflecting the
FOSS approach for later inclusion in
this Agreement. (STA Oct 07)




Step 1
Benefits Logic Maps

High Level STA Benefits Logic Map - Businesslink
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Step 1
A consistent categorisation of benefits

1. User value (Source — HMT/OECD)

.1 Monetary - savings in travel, postage, phone calls etc

.2 Time-based non-monetary

.3 Value-based non-monetary - such as less frustration from
reduced avoidable contact. Assessed using Customer
Satisfaction Measurement

2. Departmental efficiency - Contributions to departmental efficiency
plans/targets - for example, from website rationalisation, channel shift,
shared infrastructure, removal of duplicate processes etc.

3. Departmental effectiveness _— Benefits that represent a tangible
contribution, direct or enabling, to departmental objectives and policy
outcomes such as increased regulatory compliance. Such benefits
will normally be reflected in performance against relevant Public
Service Agreement (PSA) targets.

4. Wider Public Value

Trust, reputation, inclusion etc



Step 2
Agree Benefits Profiles

Quantified impacts including:

 Lead indicators — usage, cross selling etc
* Intermediate benefits — website rationalisation, reduced avoidable

contact etc
* End benefits — savings, improved outcomes, user satisfaction etc

Balanced scorecard of measures:

Benefits Measures & Indicators Taxonomy

Benefit Description

measure/indicator

Quantified financial Benefits expressed in terms of a quantifiable financial
improvement in terms of costs saved and/or revenue
generated.

Quantified non- Benefits expressed in terms of a quantifiable performance

financial improvement — for example, in percentage terms or time
saved.

Quantitative economic | Non-financial benefits expressed in monetary value
(economic) terms i.e. the economic value attributed to
system performance improvements, outputs and outcomes
that are non-financial in nature.

Qualitative Benefits of a subjective or intangible nature.




Step 2
Incorporating confidence assessments

Difficulty in attribution of
benefits to the project -
possibility that factors

Confidence in attributing benefits realisationtot  he outside the project may
project be the cause of benefit
realisation rather than the
project

High | Medium | Low
Score 1 2 3

Empirical evidence exists supporting the
cause and effect analysis between 3
project and benefits realisation.
Logical argument for cause and effect
supported by some empirical evidence 2
that is testable over time.

Logical argument for cause and effect
but with little or no empirical evidence 1
and testing the relationship is between
initiative and benefit is problematic.




Step 2
Examples of current benefits forecasts e.g. Busines slink

Annual Impact Assessment found for businesses in
England:

£96m Iin time savings

£155m in cost savings by getting information and
advice they would otherwise have paid for;
£600m additional sales;

£210m increased profits; and

£91m cost reductions.

£9.7 bhillion benefits forecast 2008-14.

Forecast savings to government of ¢ £60m pa by
31.3.2011 (and £240m by 2014) from channel shift
based on savings of around £8 per transaction
compared with other channels.

6 monthly user satisfaction measurement




Step 2 — Examples of current benefits forecasts
e.g. Directgov

Estimated that additional take up of
electronic services and

rationalisation of websites will provide
benefits of £153m and a £46m net present
value by 31.3.2011 (based on highly
conservative estimates of 3.5% cross sell,
savings of £1.02 per transaction, and
rationalisation of only 150 sites).

Quarterly Customer Monitor surveys and
departmental stakeholder surveys + Brand
Tracker surveys




Step 2
Customer satisfaction indicators

Businesslink:

* Did you get what you wanted
» Ease of use

 Overall opinion

» Likelihood to visit again

e Likelihood to recommend

e Awareness

Directgov KPI's:

e Convenience
» Ease of Use
e Trust

» Satisfaction




Service Transformation Agreement
Next Steps

Step 2: Agree benefits profiles for core projects with
scale of impact, measures & indicators etc — by
31.3.009.

Step 3: Overarching STA Benefits Realisation Plan —
by 30.4.09. Then action to close any gaps.

Step 4: Quarterly benefits reporting — from Summer
09.

Step 5: Integrate benefits into STA level reporting —
Summer 09




STA Benefits Management
Next Steps

And...Cabinet Office priorities for 2009 include:

« Completing a review of government websites and
publishing firm dates for the closure of more than 500
of them — March 2009

*Devising a common system of metrics to measure
the effectiveness of government web sites taking into
account the accessibility, usability, number of users,
demographic reach and cost of a site — April 09

» Devising a common methodology for users to give
feedback on the content of web pages — April 09

* Ensuring that major government websites adopt the
system of measurement — June 09
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Governance — A pan-government Service
Transformation Benefits Management Forum

A Forum of Project, Departmental and Cabinet Office representatives and
practitioners, meeting quarterly to:

1.

Disseminate best practice and share learning’s in relation to benefits
forecasting (identification, quantification and valuation) and benefits
realisation.

Promote consistent approaches to benefits management to facilitate a
consolidated view of benefits forecast and realised.

Commission and undertake research into areas of common concern.
Provide a practitioner forum to consider STA benefits forecasts and reports
of benefits realised.

Challenge and support each other in the identification and creation of
additional forms of value.

Draft and agree guidelines to steer STA benefits management activity during
and beyond CSRO07.

Help ensure that government benefits forecast by projects are agreed with
the departments that will realise them.

Escalating issues that cannot be resolved and which impact on benefits
realisation to the Delivery Council.

Reviewing project Post Implementation Reviews to identify issues of general
applicability.



Want to know more?
- The 3 Benefit Management Challenges

1. Ensuring benefits claimed are
robust and realisable

2. Planning for all potential forms of
value created

3. Realising benefits and creating
value — exploiting the capabillity
created.




Want to find out more?

Available from www.academic-publishing.org




