
A Guide to Evidencing
the Benefits of Business 
Process Improvement in
Higher Education
Heather Lawrence and Dr Nicola J Cairns

A Guide to Evidencing 
the Benefits of Change  
in Higher Education



A Guide to Evidencing the Benefits of Change in Higher Education 

2
< BACK TO CONTENTS >

A Guide to Evidencing the Benefits 
of Change in Higher Education

COPYRIGHT © University of Strathclyde 2017

Published by:
Business Improvement Team 
University of Strathclyde 
Livingstone Tower
26 Richmond Street 
Glasgow
G1 1XH
United Kingdom

The material in this guide was developed with funding from the Leadership Foundation 
for Higher Education under the Innovation and Transformation Fund. The contents do 
not reflect the policies or the views of the Leadership Foundation.

Any part of this guide may be freely reproduced with the appropriate acknowledgement.

Images may not be reproduced separately.

Permission to translate all or any part of this Guide should be obtained through the:

Business Improvement Team 
University of Strathclyde 
Livingstone Tower
26 Richmond Street 
Glasgow
G1 1XH
United Kingdom 

Email: business-improvement@strath.ac.uk
Telephone: 0141 548 4195

Authors: Heather Lawrence and Dr Nicola J. Cairns

Cite as: Lawrence, H.; Cairns, N.J. (2017). A Guide to Evidencing the Benefits of Change 
in Higher Education. UK: University of Strathclyde.

ISBN:  978-1-909522-20-6

www.strath.ac.uk 
http://evidencingbenefits.strath.ac.uk



Heather Lawrence and Dr Nicola J Cairns

3
< BACK TO CONTENTS >

FOREWORD
A Guide to Evidencing the Benefits of Change
in Higher Education 

T his second publication from the Business 
Improvement Team at the University of Strathclyde, 
sits over a set of tools and templates designed to 

assist institutions in managing change through evidencing 
benefits. After the first publication it became clear that the 
term “business process improvement” was not recognised 
by many disciplines in the sector, even though, to those 
of us more deeply involved in this area it was just another 
way of saying “change management” and is relevant to all. 
This guide attempts to demystify evidencing benefits and 
demonstrate that the approaches it references can be used 
by managers locally and by institutional management, to 
gain buy-in and engagement from staff as well as allow 
better informed decision making.

Chapter 6 deals with cultural issues concerned with 
management of change. It highlights that institutions need 
to bring staff along with them if the benefits of change are 
to be realised and maximised. Matthew Syed, in his book 
Black Box Thinking, evidences how important people at 
all levels are, in industries which have created a virtuous 
circle of continuous improvement. The HE sector has an 
opportunity to be part of this movement.

HEFCE is developing its approach to reporting on sector 
efficiencies as it makes the transition to the Office for 
Students. Much of what we are expecting to see from 
institutions can be addressed by using the techniques and 
materials contained within this publication.  This guide 
takes us another step towards a higher education sector 
which not only implements change, as it has always done, 
but also can demonstrate fully what has been achieved. 

Stephen Butcher
Head of Procurement and Shared Services 

Higher Education Funding Council for England (HEFCE) 
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PREFACE
A Guide to Evidencing the Benefits of Change
in Higher Education 

1 http://blog.hefce.ac.uk/2015/07/30/you-wont-get-the-benefit/ 
 http://blog.hefce.ac.uk/2016/03/17/what-do-you-mean-business-process-improvement/ 
 http://www.hefce.ac.uk/media/HEFCE,2014/Content/About,HEFCE/Annual,report,and,accounts/Annual_report_and_accounts_2015_16.pdf
2 https://www.bufdg.ac.uk/weeklydigest?w=438
3    http://www.universities-scotland.ac.uk/wp-content/uploads/2016/02/Working-Smarter-2015-final-no-spreads.pdf

Therefore, we embarked on writing this second publication 
endeavouring to meet the requests of our readers, by 
broadening the approach to encompass all change; 
including guidance on creating an evidencing benefits 
culture; focusing on the adaptability of the tools and the 
practical use of them; and providing information on linking 
to institutional reporting.

The enhancements of this Guide include:

• How this approach supports institutional reporting
• Specific guidance on institutional preparation and 

creating a benefits culture
• Additional support on benefits identification and 

measurement
• A focus on how to use each tool, improving their 

adaptability for other institutions
• Exemplars and case studies to embed the tools in 

the real world and provide inspiration on what can be 
achieved

A Guide to Evidencing the Benefits of Change in 
Higher Education is intended to support anyone 
involved with, managing, or leading change in 

Higher Education to achieve greater engagement within 
institutions to carry out change; drive cultural behaviours 
in the identification and recording of the benefits of 
change; and contribute to the institutional and sector-
wide reporting of efficiencies and benefits. The Guide 
offers guidance, practical tools, and case studies to help 
effectively communicate the importance of evidencing 
benefits, create an evidencing benefits culture, and 
ultimately demonstrate the impact of change.

Our first publication “A Guide to Evidencing the Benefits 
of Business Process Improvement in Higher Education” 
was well received by the sector, with endorsements 
from HEFCE1, BUFDG2 and Universities Scotland3. The 
feedback from colleagues using the approach outlined in 
the Guide highlighted that some users did not connect 
with the terminology ‘Business Process Improvement’ 
or understand the discrete project lifecycle phases, 
and this hindered their application of the approach. We 
also identified that further practical support would be 
welcomed on how to implement the approach to any 
change, how to use the tools to identify and calculate 
benefits, and how to connect these activities to 
institutional reporting on efficiency savings and value  
for money. 

http://blog.hefce.ac.uk/2015/07/30/you-wont-get-the-benefit/
http://blog.hefce.ac.uk/2016/03/17/what-do-you-mean-business-process-improvement/
http://www.hefce.ac.uk/media/HEFCE,2014/Content/About,HEFCE/Annual,report,and,accounts/Annual_report_and_accounts_2015_16.pdf
https://www.bufdg.ac.uk/weeklydigest?w=438
http://www.universities-scotland.ac.uk/wp-content/uploads/2016/02/Working-Smarter-2015-final-no-spreads.pdf
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We would also like to thank all those who took the time 
to respond to our sector survey throughout March and 
April 2016. The feedback was essential in shaping our 
content and for ensuring the publication was relevant and 
transferable across the sector.

Thank you to Rosie Niven, Content Editor for the Efficiency 
Exchange for Universities UK, for her ongoing support in 
promoting the Guide and our methodology.  Her support 
has been instrumental in disseminating and generating 
interest in the Guide across the sector and beyond.

Our thanks to Dan Wedgewood at Universities Scotland, 
and Matthew Davey at the HEFCE for their valuable 
contributions to Chapter 2 on sector reporting. 

Our thanks to Stephen Butcher at HEFCE who continues to 
be a source of support for the Guide, and has championed 
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the vital skills and knowledge for building our online 
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toolkit would not have been possible without the 
dedication and outstanding talent of our highly respected 
colleague, Paula McCullough.  Her commitment to the 
Guide has been inspirational in helping us make the 
outputs as visually interesting as possible.  Thank you.
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like to express their sincere gratitude to all who helped to 
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to drive the evidencing of benefits of change across the 
sector.

We would like to thank the Leadership Foundation and 
the Innovation and Transformation Fund selection panel 
for providing the University of Strathclyde with the 
funding and the opportunity to build on the work of the 
first publication, and allowing us to more fully develop 
a rich resource that can be used by all Higher Education 
institutions to evidence the impact of all change.

We extend a very special appreciation to several 
universities who took the time to share their experiences 
of using the first publication and providing valuable case 
studies that demonstrate how they have applied the 
methodology in their own institution:

• Susanne Clarke, Head of Service Excellence, 
Bournemouth University

• Rachel McAssey, Head of Process Improvement, 
University of Sheffield

• Stuart Morris, Continuous Improvement Facilitator, 
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University London
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CHAPTER 1: SETTING THE CONTEXT FOR EVIDENCING BENEFITS 
IN HIGHER EDUCATION

Evidencing change in Higher Education

All UK Higher Education (HE) institutions are leading 
change across their institution to transform processes and 
infrastructure that underpin the delivery of teaching and 
research. These change initiatives are intended to help 
institutions to work more effectively and efficiently, and 
increase operational capacity.  Additionally, the impact of 
innovative change can contribute to creating a competitive 
advantage, whilst allowing institutions to respond to the 
increasing demands from the UK Government, funding 
bodies, and the market to deliver more with less.

“Delivering efficiency and value for money is an absolute 
operational priority. All stakeholders rightly expect efficient 

use of resources and in the current financially austere 
times investment to maintain excellence in both education 

and research will often come through such efficiencies. 
Thus, to meet the demands of competitiveness in the 21st 
century, universities must work in ever smarter and more 

innovative ways.”
Sir Ian Diamond, 20154 

HE institutions are well aware of the drivers for business 
change and improvement as they continue to face 
a constrained economic environment with growing 
international competition.  Working within these economic 
constraints has resulted in a greater need to increase 
an institution’s operating surplus as a strategic priority. 
Yet the importance of evidencing the impact of business 
change is not well established. How do institutions 
know that change has been successful? Have increased 
efficiencies or operational capacity been achieved? Has 
“more effective working” been adequately demonstrated? 
What exactly is the impact of the change towards the 
strategic priorities? 

Introduction and Context Setting

Section A

Drivers for evidencing the benefits of 
business change

Evidencing the benefits of business change is an essential 
activity that will provide answers to the aforementioned 
questions. Evidencing the benefits enables institutions to:

• Validate what has, and has not, been accomplished 
through a change

• Understand which initiatives best support the delivery 
of the strategic objectives

• Select and prioritise future change based on the 
lessons learned from previous initiatives

• Make more informed strategic decisions that will 
reduce operational costs or increase income

• Capture robust and consistent information institution-
wide on the efficiencies gained from change

• Contribute to the sector reporting of efficiencies 
and value for money, which is mandatory for all HE 
institutions in Scotland and England5  

• Affect cultural change across the institution using the 
demonstrable impact of business change

http://www.universitiesuk.ac.uk/highereducation/Documents/2015/EfficiencyEffectivenessValueForMoney.pdf
http://www.hefce.ac.uk/news/newsarchive/2016/Name,107598,en.html
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Introduction and Context Setting

Purpose of the Guide

This Guide offers a practical approach to quantifying 
benefits that result from a change initiative, and to assist 
with the calculation of efficiency savings to support the 
Diamond Agenda6, through delivering value for money. It 
aims to provide institutions with guidance, and adoptable 
tools to effectively communicate and demonstrate the 
value of change.

This Guide is intended to support you in:

• Understanding how you can create institutional 
readiness in preparing for mandatory sector-wide 
reporting on efficiencies and value for money

• Selecting change initiatives grounded on baseline 
data and the potential benefits that it will deliver in 
meeting your institutional priorities

• Dealing with the complex cultural challenges that may 
arise when conducting evidencing benefits activities

• Utilising a range of tools to maximise the evidencing of 
benefits from your change initiatives 

• Understanding when to apply the tools throughout a 
typical change life-cycle

• Comprehending how to gather, record, and 
communicate the information to allow for more 
accurate reporting of the success and impact of 
change initiatives

• Learning how other institutions are evidencing the 
benefits of change

It is hoped that by using the tools and supporting 
information provided in this Guide, you will achieve greater 
engagement from your institution to carry out change as 
a result of increased measurement and evidencing of 
demonstrable benefits, drive cultural behaviours in the 
identification and recording of efficiency savings and 
income generation, and contribute to the institutional 
reporting of these efficiencies and benefits.

Who is this Guide for?

This Guide is aimed at senior staff working within HE 
institutions and managers who are responsible for 
managing change and improvement initiatives.  However, 
the messages and tools within this Guide are relevant for 
anyone working in HE regardless of their role, who would 
like to evidence the benefits of change, irrespective of 
scale, to demonstrate the impact they are making within 
their team, department, faculty, school, or institution.

Limitations and assumptions

This Guide does not detail how to carry out change, or how 
to manage a project as it is assumed that each institution 
will have its own methodology. It is also recognised that 
institutions will have varying resources for how they carry 
out change.

The Guide does not replace existing data capturing, 
reporting or benefits realisation methodologies that 
institutions may currently use (see Further Information 
and Resources). Rather it provides a practical and easily 
adaptable method to positively drive the behaviours of an 
institution in evidencing the benefits of change, embed 
benefits identification in the institutional culture, gather 
the data that is essential to demonstrate those benefits, 
and trigger activities throughout a change lifecycle to 
ensure that benefits become fully realised.

The approach in the Guide does not consider the costs 
of a change initiative, capital or indirect.  This is required 
when conducting a cost-benefit analysis, where the 
anticipated costs are compared to the anticipated benefits 
in order to gauge the feasibility of a change. Nevertheless, 
the approach in this Guide can be used to support a 
cost-benefit analysis by thoroughly quantifying the 
anticipated benefits. The Guide also assumes that existing 
methodologies consider any potential risks associated 
with change.

http://www.universitiesuk.ac.uk/highereducation/Documents/2015/EfficiencyEffectivenessValueForMoney.pdf
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Introduction and Context Setting

How to use the Guide

The Guide can be used from the outset to help leaders 
create an evidencing benefits approach within their 
institutions that have not already implemented such a 
methodology (Chapter 3). 

Chapters 4 and 5 provide a suite of tools to support 
and enable the evidencing of benefits throughout the 
life-cycle of a change initiative. These can be used by 
those managing change initiatives but can also be used 
by anyone at any level of the institution to evidence the 
impact of an improvement activity. 

Further support for managers of change is provided in 
Chapter 6, to help establish a benefits-driven culture. 
Best practice from other HE institutions is shared through 
case studies in Chapter 7 to offer inspiration and further 
insight into how to apply the methodology in practice.

This Guide is supported by an online toolkit7 which is a 
dynamic resource that provides templates for the tools in 
Chapter 5 as well as further supporting resources for each 
tool. The case studies are also available via the toolkit, 
offering an up-to-date source of shared best practice 
across the sector as new case studies are added.

What is a benefit?

There are many definitions to consider in the Benefits 
Realisation literature, but for the approach outlined in this 
Guide: 

“A benefit should establish a clear direction of 
improvement between two time points that is recognised 

by all stakeholders”

An important addition to this definition is that a 
measurable benefit should use data to demonstrate the 
positive change between the two time points. Measurable 
benefits are not the only benefit type to consider, and 
the tools in this Guide are designed to help identify a 
broad range of benefits from change initiatives. Chapter 4 
contains detailed information on how to effectively identify 
benefits. 

http://evidencingbenefits.strath.ac.uk
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Introduction and Context Setting

CHAPTER 2: SECTOR-WIDE REPORTING OF EFFICIENCIES AND 
INCREASING INSTITUTIONAL VALUE

Expectations of institutions

Following the publication of the Universities UK Efficiency, 
effectiveness and value for money report8 in 2015 (also 
known as the Diamond Agenda), the landscape of how UK 
HE institutions demonstrate value for money is changing.  
Each institution is expected to develop more transparent 
ways of communicating their progress of driving the 
efficiency agenda within their own institution, and for this 
information to be shared across the sector.  This report 
calls for universities to:

• Develop robust, proportionate approaches to 
accounting for efficiencies delivered within 
institutions, which can be reported annually to the 
relevant funding councils

• Establish a set of sector-level metrics across the areas 
outlined in this report to demonstrate progress on 
efficiency and value for money in the higher education 
sector

• Use these measures to inform a single report 
evidencing efficiency in higher education, which will 
be produced for government on an annual basis with 
a robust estimate of total efficiency and cost savings 
delivered 

Sector-wide reporting

Currently, the requirement to formally report on efficiencies 
is dependent on an institution’s location within the UK: 

England: Value for Money Reporting

The revised terms of the Government funding confirmed 
in late 2015 provided the Higher Education Funding 
Council for England (HEFCE) with a mandate to work 
with Universities UK and the sector to implement the 
recommendations of the Diamond efficiency reviews9 10.  
Further to this, HEFCE have been consulting with a number 
of sector-leading experts throughout 2016 to design the 
Value for Money (VFM) report for England as part of the 
existing Annual Accountability Return.  In previous years, 
this return was optional with no standard format which 
resulted in varied returns, making it difficult to aggregate 
submissions into a robust estimate of overall sector 
efficiency. 

As of the end of 2016, the submission of this report 
was no longer optional for institutions. Reporting is now 
a requirement of all HEFCE-funded institutions, with a 
standard format to be issued to institutions in 2017.  
The intention is that these reports become a useful tool 
for institutions to monitor their efficiency performance.  
The report will provide governors with more insight to 
understand VFM at their institution, and how they can drive 
progress against this agenda in the future.

http://www.universitiesuk.ac.uk/highereducation/Documents/2015/EfficiencyEffectivenessValueForMoney.pdf
http://www.hefce.ac.uk/news/newsarchive/2016/Name,107598,en.html
http://www.hefce.ac.uk/news/newsarchive/2016/Name,108842,en.html
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Introduction and Context Setting

HEFCE have defined value for money based on the three 
elements considered by the National Audit Office when 
assessing the value for money of government spending:

• Economy – minimising the cost of resources used or 
required (inputs) (‘spending less’)

• Efficiency – the relationship between the output from 
goods or services and the resources to produce them 
(‘spending well’)

• Effectiveness – the relationship between the intended 
and actual results of spending (outcomes) (‘spending 
wisely’)11 

VFM can be considered across a range of different types 
of institutional activities from teaching, research, financial 
performance, to estates.  HEFCE have provided some 
examples of both quantitative and qualitative information 
that can be included. This Guide provides a Measurable 
Benefits Reference Table and directly links each benefit to 
the three elements of VFM, enabling the quick assessment 
of how change within an institution can readily feed in to 
VFM reporting and what further data capture needs to be 
considered to validate any efficiencies included in a VFM 
report.

Scotland: Efficient Government and the Universities 
Scotland Efficiencies Taskforce

Within Scotland, sector-level reporting of efficiencies was 
until recently carried out through the Efficient Government 
framework. As part of an initiative that ran across publicly 
funded sectors, the Scottish Funding Council required 
institutions to submit details of efficiencies achieved 
under certain headings on an annual basis. The process for 
sector-level reporting is currently under review.

The Universities Scotland Efficiencies Taskforce (USET), 
currently led by Sir Ian Diamond, carries out additional 
collation of and reporting on efficiencies in the Scottish 
sector. Its Working Smarter reports, published from 
2011 to 201512, track progress against successive USET 
Efficiencies Plans and present case studies from around 
the sector. They are available on the Universities Scotland 
website. USET’s reporting is now moving away from annual 
reports to a more dynamic online approach.

Integrated Reporting

The British Universities Finance Directors Group (BUFDG) 
published a framework on Integrated Reporting in 2016.  
This framework offers an opportunity for universities to:

“develop their annual reports from unremarkable 
repositories of financial information into engaging, 

enlightening, and even surprising tales of a university’s 
hopes, successes, failures, and values. An Integrated 
Report can find an audience beyond just regulators or 
governors, and become a useful tool for a wider range 
of stakeholders to gain a deeper understanding of a 
university’s performance, plans, and prospects.” 13

One key message from BUFDG is that each institution 
should challenge themselves 

“to draw out the narrative from the figures, and tell the 
story of the university with the clarity and energy that the 

university, and its stakeholders, deserve.”  

This Guide helps demonstrate the efficiencies achieved, 
where added value has been created that supports the 
Key Performance Indicators, what further benefits are 
anticipated for the future, and how all of this is relevant 
to each stakeholder group. Thus it can significantly 
contribute to the creation of Integrated Reports which aim 
to communicate this information in a more creative and 
transparent way.

http://www.hefce.ac.uk/pubs/year/2016/CL,232016/
http://www.universities-scotland.ac.uk/wp-content/uploads/2016/02/Working-Smarter-2015-final-no-spreads.pdf
http://www.efficiencyexchange.ac.uk/wp-content/uploads/Integrated-Reporting-IR-in-HE-Web-v3-5.pdf
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Introduction and Context Setting

How this Guide can support 
institutional reporting

At the time of publication, there is no consistent method 
for reporting efficiencies and value for money across the 
whole of the UK.  However, regardless of the style of report 
or which funding body is requesting the information, 
the type of information that will need to be collated by 
each institution will be relatively the same.  Therefore, 
institutions must find ways to more clearly and consistently 
report on these activities in order to meet the requirements 
of the sector in future.

This Guide outlines what is required at both an 
institutional and individual change level to support the 
institution in identifying efficiencies and value for money 
in order to produce the institutional return required by the 
funding body.

The tools outlined in this Guide can be used to build 
an evidence-base when conducting change, regardless 
of scale.  This in turn helps to develop a greater 
understanding of the range of benefits and potential 
impact that can be achieved when considering different 
types of initiatives.  

“It is imperative that universities continue to evidence 
their success in delivering efficiency and cost savings. 
Universities require investment, and in the context of 

austerity and continuing pressures on public spending 
must therefore be willing and able to demonstrate what 

they have done to deliver both excellence and value 
for money. Principles of transparency, openness and 

accountability dictate that there needs to be a greater 
emphasis on value for money in the future.”14  

http://www.universitiesuk.ac.uk/policy-and-analysis/reports/Documents/2015/efficiency-effectiveness-value-for-money.pdf
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CHAPTER 3: INSTITUTION PREPARATION TO EVIDENCE THE 
BENEFITS OF CHANGE 

The guidance included in this chapter is aimed at 
institutional leaders to help establish a benefits-driven 
culture, identify the priorities and drivers for evidencing 
benefits within the institution, and create the data 
management approach required to evidence and report 
benefits. 

Creation of a strategic change board 
with defined benefits remit

Prioritising change initiatives requires a level of 
governance and management oversight so that the 
resources available are focused on the ‘right’ initiatives. 
An appropriate board should be established with a remit 
to identify the most impactful value for money change 
initiatives or efficiency-driven improvements.  Each 
institution has unique governance structures, so where the 
board most appropriately sits may require some thought.  
If clear project governance structures are already in place, 
then consider how the selection and decision making 
process for change could be enhanced to maximise the 
evidencing of benefits.

A Practical Approach to Evidencing Benefits

Section B

The role of the strategic change board should focus on:

• Reviewing and approving change initiatives based 
on anticipated benefits, and current baseline 
performance to make informed decisions about 
whether to proceed 

• Declining or terminating initiatives if the potential 
benefits are minimal, do not deliver a return on 
investment, or are unlikely to be realised

• Assessing active initiatives to understand if they are 
still on track to deliver the intended benefits

• Evaluating the ongoing investment of resources in 
active initiatives. These decisions must be informed 
with clear data that demonstrate the baseline or the 
improvements

• Creating an informed prioritisation list of initiatives 
that are to be focused on when resources become 
available

• Driving cultural behaviours in the evidencing of 
benefits for institutional change and improvements
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Section B A Practical Approach to Evidencing Benefits

Strategic priorities for selecting 
change initiatives

It is recommended that the priorities for selecting change 
initiatives are agreed and understood, both at a team 
or institutional level, and as part of annual or business 
planning discussions.  This will allow the institution to 
manage the expectations of all stakeholders, make more 
informed decisions when selecting initiatives, and more 
appropriately allocate resources.

For example, you may prioritise initiatives where the 
benefits to the student experience and reputation of the 
institution greatly outweigh the efficiency savings that are 
likely to be realised. Alternatively, you may prioritise those 
that are likely to generate significant efficiencies, or have 
the potential to increase revenues.  The Strategic Priorities 
Map can help to facilitate discussions where there may be 
competing interests and priorities.

Selection of change initiatives based 
on potential to deliver benefits

When a change initiative proceeds without identifying the 
benefits up front, the institution has missed an important 
opportunity to capture ‘true’ baseline data, and make 
an informed decision on whether to proceed with the 
change initiative based on the potential benefits or current 
baseline performance.  It is recommended that all change 
initiatives should be clearly defined within a business case 
prior to commencement.  The business case must include 
high level baseline data and describe how the initiative is 
aligned to the institutional strategic priorities.  A Benefits 
Exploration Map and Measurable Benefits Data Plan can 
support this activity by providing clear information on 
the baseline position, the expected benefits, how these 
benefits will be measured and when they will be delivered.

“Using tools such as the Benefits Exploration Map is really 
helpful to identify the impact of a project and demonstrate 
the improvements a project team have delivered. Using an 
action plan alongside this helps identify what impact each 

action has as an outcome.”

HR Manager, Brunel University London
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Section B A Practical Approach to Evidencing Benefits

Data sources and costing tool

Clearly outlining what data sources are available and acceptable makes it more transparent and easier for 
colleagues to collect data.  There can be barriers to accessing data for a variety of reasons, however, to overcome 
this, each institution should agree and communicate the recommended data sources for calculating benefits.  The 
senior managers in all institutions can help to break down any barriers to accessing data by encouraging a culture of 
transparency, openness and respect when looking at data. Figure 1 illustrates a range of possible data sources 
to consider.

 Figure 1 – Example data sources in HE that can be used to collect benefits data

To ensure the consistency of benefits calculations across your change initiatives, standard salary and costing 
information should be used. You may need to liaise with central Finance and Procurement Services to collate 
these costings.  This information should be provided within a Central Costing Reference Tool for ease of calculating 
savings, and reviewed regularly to include any changes to salaries and costs.  More information for establishing a 
Central Costing Reference Tool can be found in Chapter 5.  

“Having a structured approach to show the savings… has been valuable in seeing the measurable benefits
from the project.”

Assistant Director of Procurement, University of Edinburgh
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Section B A Practical Approach to Evidencing Benefits

Information for change managers and 
benefit templates

In order to more clearly evidence the impact of change in the 
institution, consider how best to influence the key people 
who need to understand the importance of this activity, 
and who drives it.  This should extend to the reporting, 
communication and change structures of the institution.  
Identify the influential stakeholders within your organisation 
that identify and/or deliver change, and work with them 
to communicate the importance of identifying benefits.  
Educate (using this Guide), encourage and motivate those 
stakeholders to incorporate the approach within their work.  
Create a community of practice within your institution to 
share knowledge and experience on evidencing benefits.

The consistency of reporting benefits information across 
change initiatives is essential for a strategic change board 
to assess whether active initiatives are on track to deliver 
the intended benefits. The information is also fundamental 
for inclusion in sector reports such as the Value for Money 
return. It also becomes much more straightforward to gather 
information for sector returns when all change initiatives 
use this approach. Some of the tools included in Chapter 
5 are valuable benefits communication tools, therefore 
incorporate them where appropriate into existing reporting 
and change documentation.

Mechanism for tracking benefits 
across all projects

To have a complete overview of the measurable benefits 
in an institution, it is essential to develop a data 
management tool to record and track the information. 
The purpose of the data management tool is to record 
the important benefit data that has been captured during 
an initiative, demonstrate the efficiency calculations 
and analysis, validate the findings, and enable large-
scale reporting or auditing of change. It can be as 
straightforward as a spreadsheet or involve more detailed 
data management plans with custom designed databases.

The Benefits Realisation Spreadsheet in Chapter 5 is the 
most simplistic form of data management which can be 
enhanced to suit the needs of the institution. Use this tool 
to build a body of evidenced benefits for the institution 
and communicate this widely to colleagues.  This will 
provide greater transparency of what works well, and what 
benefits can be achieved in different types of change.
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Section B A Practical Approach to Evidencing Benefits

CHAPTER 4: BENEFIT IDENTIFICATION AND MEASUREMENT 

The definition of a benefit

It is also helpful to think a little 
deeper about what differentiates 
a benefit from other key attributes 
of a change. Doing so supports 
benefits identification during change 
initiatives, particularly if the tools 
provided in this Guide are new to the 
individuals or teams.

A benefit is not the same as an 
objective, solution, deliverable or 
measure. A benefit is also not the 
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CHAPTER	4:	BENEFIT	IDENTIFICATION	AND	MEASUREMENT	

The	definition	of	a	benefit	
It	is	important	to	take	a	moment	to	contemplate	what	a	benefit	is.	There	are	many	definitions	to	
consider	 in	 the	 benefits	 realisation	 literature,	 but	 for	 the	 approach	 developed	 though	 this	
Guide:		

“A	 benefit	 should	 establish	 a	 clear	 direction	 of	 improvement	 between	 two	 time	
points	that	is	recognised	by	all	stakeholders”	

An	important	addition	to	this	definition	is	that:	

“A	measurable	benefit	should	establish	a	clear	direction	of	improvement,	using	data	
to	demonstrate	the	positive	change	between	two	time	points	that	is	recognised	by	
all	stakeholders”	

Measurable	benefits	are	not	the	only	benefit	type	to	consider,	and	the	tools	 in	this	Guide	are	
designed	 to	 help	 identify	 a	 broad	 range	 of	 benefits	 from	 change	 initiatives.	 However,	
measurable	benefits	do	demonstrate	if	a	change	initiative	has	achieved	what	was	intended	and	
as	such	are	central	to	the	approach	outlined	in	this	Guide.	The	Measurable	Benefits	Reference	
Table	in	Chapter	5	provides	further	information	on	measurable	benefits.	

It	 is	 also	 helpful	 to	 think	 a	 little	 deeper	 about	 what	 differentiates	 a	 benefit	 from	 other	 key	
attributes	 of	 a	 change.	 Doing	 so	 supports	 benefits	 identification	 during	 change	 initiatives,	
particularly	if	the	tools	provided	in	this	Guide	are	new	to	the	individuals	or	teams.	

A	benefit	is	not	the	same	as	an	objective,	solution,	deliverable	or	measure.	A	benefit	is	also	not	
the	specific	data	that	is	collected	and	analysed.	It	can	be	easy	to	fall	into	the	trap	of	focusing	on	
one	 of	 these	 other	 attributes	when	 trying	 to	 articulate	 the	 benefits	 of	 an	 initiative.	 Figure	 2	
describes	 the	 difference	 between	 a	 benefit	 and	 other	 key	 attributes,	 using	 an	 example	 of	 a	
simple	change	 initiative.	 It	 is	more	useful	to	think	of	a	benefit	as	the	positive	 impact	achieved	
from	implementing	or	using	the	deliverables	of	the	initiative.	

	

	

	

	

	

	

	

	

	

	

	

	

	

Attribute 

Objective 

Solution 

Deliverable 

Measure 

Benefit 

Definition 

An aim or goal that the 
initiative is trying to achieve 

An idea to solve a problem 
with the current way of 

working 

An output of the initiative, 
such as a product or service 

The agreed data and 
figures that will be used to 
demonstrate the benefit 

A positive impact achieved 
from implementing or using 

the deliverables 

Example 

To simplify the student 
online application process 
to increase the number of 

applications completed 

Provide clear guidance to 
the applicant at the start of 

the process on the 
documentation required   

Applicant guide 

Ratio of online applications 
submitted versus started 

Improved application rate 

specific data that is collected and 
analysed. It can be easy to fall into the 
trap of focusing on one of these other 
attributes when trying to articulate 
the benefits of an initiative. Figure 
2 describes the difference between 
a benefit and other key attributes, 
using an example of a simple change 
initiative. It is more useful to think 
of a benefit as the positive impact 
achieved from implementing or using 
the deliverables of the initiative.

Figure 2 - The difference between a benefit and other key attributes of a change

It is important to take a moment to 
contemplate what a benefit is. There 
are many definitions to consider in the 
benefits realisation literature, but for 
the approach developed though this 
Guide: 

“A benefit should establish a clear 
direction of improvement between 

two time points that is recognised by 
all stakeholders”

An important addition to this 
definition is that:

“A measurable benefit should 
establish a clear direction of 
improvement, using data to 

demonstrate the positive change 
between two time points that is 
recognised by all stakeholders”

Measurable benefits are not the only 
benefit type to consider, and the tools 
in this Guide are designed to help 
identify a broad range of benefits 
from change initiatives. However, 
measurable benefits do demonstrate 
if a change initiative has achieved 
what was intended and as such are 
central to the approach outlined in 
this Guide. The Measurable Benefits 
Reference Table in Chapter 5 provides 
further information on measurable 
benefits.
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Section B A Practical Approach to Evidencing Benefits

How and when to measure a benefit

When measuring a benefit there a four things to establish:

• The benefit itself
• The measure and its associated data
• The collection method
• The collection time period

Consider the example benefit of improved application rate 
(Figure 3). The measure of this benefit is the proportion of 
online applications submitted compared to applications 
started. The data required for this measure is quite simply 
the number of applications started and the number 
of applications submitted. There may be a number of 
options for how the data will be collected, but the most 
likely method is a report from the application system or IT 
department that records the number of applications that 
are started online and those completed. Similarly, there 
are a number of options for the time period over which 

the data will be gathered. A logical approach would be 
to gather the data over the whole academic year in the 
institution, alternatively it may be appropriate to narrow 
the focus to a window of two to three months when the 
majority of applications are submitted.

In order to fully realise the benefit, it is essential the same 
data is gathered at two time points. The aim is to compare 
the baseline scenario (before any change is made) with the 
post-improvement scenario. While this may seem obvious, 
the opportunity to capture baseline data can often pass 
by quickly when there is a lot of enthusiasm to implement 
the changes. Similarly, the post-improvement data can 
be overlooked when individuals anecdotally “feel better 
about the new way of working”. Chapter 5 provides further 
examples of potential measures and collection methods for 
a range of measurable benefits, as well as tools to ensure 
the baseline and post-improvement data is captured. 
 

Figure 3 - Example of how and when to measure a benefit
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Figure	2	-	The	difference	between	a	benefit	and	other	key	attributes	of	a	change	
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Figure	3	-	Example	of	how	and	when	to	measure	a	benefit	

Measure 
• Proportion of online applications 
submitted compared to applications 
started 

Data 
• Number of applications started 
• Number of applications submitted 

Collection Method 
• IT system report  

Collection Time 
Period 
• 1st October - 30th August 

Baseline (year 1) 
• 23,930 applications started 
• 12,812 applications submitted 
• = 54% application rate 

Post-Improvement 
(year 2) 
• 24,925 applications started 
• 18,343 applications submitted 
• = 74% application rate 

Benefit 
• Improved application rate of 
20% points 
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Section B A Practical Approach to Evidencing Benefits

Focus on the ‘right’ benefits

Evidencing benefits should not become an industry in 
itself. The tools in Chapter 5 are designed such that 
evidencing the benefits requires minimal additional 
workload beyond the time already devoted to adequately 
scoping an initiative and implementing the changes.  
Consider what really matters in the initiative, and use the 
Benefits Exploration Map described in Chapter 5 to help 
focus on the ‘right’ benefits. Think about the following:

• What strategic priorities does the change support, 
and therefore what benefits are relevant to those 
priorities?

• Who are the end beneficiaries, and what will 
demonstrate that they benefit from the outputs of the 
change?

• What is the scale of the change and does this 
influence the type of benefits that are important? For 
example, if only a handful of staff work on the process 
or service, staff time savings may not be relevant, but 
end-to-end process time may be a pertinent measure 
of improved service quality

• Are cost savings relevant? For example, if a paper-
based process is under review, what are the likely 
areas where savings will be identified? The scale of the 
initiative is also important to consider here

• Are there similar initiatives to learn from, what 
benefits were realised elsewhere?
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Section B A Practical Approach to Evidencing Benefits

Retrospective identification and 
measurement of benefits

It is still worthwhile to consider the potential benefits even 
when baseline data has not been gathered for an initiative 
and implementation is underway or complete. This is 
a valuable reflective activity to understand what to do 
differently next time. It may also be possible to establish if 
some data is available that could still be used to indicate 
the baseline. Think about the following:

• Are there historical reports that could provide 
snapshots of the baseline data?

• Has the implementation been staggered across the 
institution? If so, there may be some areas where the 
working practices remain unchanged and these could 
be used to gather baseline data

• Is evidencing the benefits of the initiative important 
enough to consider recreating the conditions prior to 
change for a short time?

• Would estimate data be acceptable in this scenario?

Further impact from realised benefits

Many initiatives will have the potential to demonstrate 
further impact from the realised benefits. One example of 
this is released staff capacity: what value-add activities 
can now take place using this capacity and what are the 
follow-on benefits of those activities? The tools in Chapter 
5 are dynamic and intended to be reviewed and updated 
regularly. Therefore, they can continue to be used to identify 
and evidence such follow-on benefits as required. 

Realised benefits may also initiate the development of 
performance measures to ensure that improvements are 
sustained. Performance measures can typically be used to 
identify further impact beyond the lifetime of the original 
change because they are the same measures that were used 
to evidence the benefits. Returning to the example in Figure 
3, the application rate is likely to be calculated year on year 
to establish if further improvements have been made.
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Section B A Practical Approach to Evidencing Benefits

CHAPTER 5: TOOLKIT TO EVIDENCE BENEFITS THROUGHOUT
A CHANGE 

This chapter provides a suite of tools to support and 
enable the evidencing of benefits throughout the life-cycle 
of a change initiative. The tools are designed to promote 
a collaborative and transparent approach to evidencing 
benefits, enhance decision making to select the most 
appropriate initiatives, and embed a straightforward 
approach to demonstrate the impact achieved from 
any change. The tools provide those managing change 
initiatives with practical ways to help establish a benefits-
driven culture, but can also be used by anyone at any 
level of the institution to evidence the impact of an 
improvement activity. This chapter details the purpose of 
each tool, what the tool helps to achieve, and guidance on 
when to use it for maximum effect. 

Where relevant, an example change initiative has been 
used to illustrate each tool: to simplify the student online 
application process in order to increase the number of 
applications completed.

The template for each tool, as well as further supporting 
resources, are available from the online toolkit.

Measurable Benefits Reference Table

Purpose overview

This tool supports benefits identification in a change 
by providing a range of possible measurable benefits to 
consider. It helps establish how to measure each benefit 
with examples of the data required to do so.  Each benefit 
is directly linked to the three elements of VFM Reporting 
(Economy; Efficiency; Effectiveness)15; enabling the quick 
assessment of how the improvement work within an 
institution can readily feed in to VFM Reporting.

Use the reference table at any point in a change initiative, 
but in particular at the initiation stage to help identify 
measurable benefits to be included in business cases, 
and with stakeholder groups when completing a Benefits 
Exploration Map.

15 http://www.hefce.ac.uk/pubs/year/2016/CL,232016/

http://evidencingbenefits.strath.ac.uk
http://www.hefce.ac.uk/pubs/year/2016/CL,232016/
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Financial

Measurable 
Benefit

Example 
Measures

Example 
Data Required to Calculate Benefit

Efficiency

Staff Capacity Savings 

• Time Saved (hours)
• Cost saved (£)

• Processing time post-
improvement compared to 
baseline processing time (% 
reduction)

• Sample of staff time taken to 
complete key process steps

• Number of times process is 
completed per month/year

• Staff salary information

Economy

Space Savings 

• Space saved (m3)
• Cost saved (£)

• Comparison of cubic metres 
of space used between 
baseline and post-
improvement

• Space/room utilisation 
percentage

• Comparison of venue rental 
costs between baseline and 
post-improvement

• Cubic metres of space used
• Space used as a proportion of 

space available
• Venue rental costs

Economy

Resource Savings 

• Cost saved (£)

• Baseline inventory 
costs compared to post- 
improvement 

• Baseline waste removal 
costs compared to post-
improvement

• Baseline temporary staff 
costs compared to post- 
improvement 

• Cost savings from asset/
facilities sharing

• Inventory costs per month/
year (e.g. IT; furniture; 
stationery; raw materials; 
equipment hire; disposable 
laboratory items)

• Waste removal costs per 
month/year (e.g. confidential 
waste; chemical waste; non-
recyclable waste)

• Temporary staff 
expenditure per month/
year

• Asset/facilities costs per job 
or monthly running costs

Section B A Practical Approach to Evidencing Benefits

Value for Money Key

Economy Efficiency Effectiveness
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Financial
Measurable 

Benefit
Example 

Measures
Example 

Data Required to Calculate Benefit

Economy

Utilities Savings 

• Cost saved (£)

• Baseline electricity 
charges compared to post- 
improvement 

• Baseline gas charges 
compared to post- 
improvement 

• Baseline water charges 
compared to post- 
improvement 

• Baseline CO2 emission 
charges compared to post- 
improvement 

• Electricity charges per year 
for the area

• Gas charges per year for the 
area

• Water charges per year for 
the area

• CO2 emission levels per year

Effectiveness

Increased Revenue 

• Income received (£)

• Baseline research grant 
income compared to post- 
improvement 

• Baseline intellectual 
property income compared 
to post- improvement 

• Baseline consultancy 
income compared to post- 
improvement 

• Baseline CPD income 
compared to post- 
improvement 

• Baseline tuition fee 
income compared to post- 
improvement 

• Income received through 
selling of unused assets 

• Research grant income per 
year per FTE

• Intellectual property 
income per year per FTE

• Consultancy income per 
year per FTE

• CPD income per year per 
FTE

• Tuition fee income per year 
per full time student

• Assets sale income

Section B A Practical Approach to Evidencing Benefits
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Quality

Measurable 
Benefit

Example 
Measures

Example 
Data Required to Calculate Benefit

Effectiveness

Increased Quality 

• Expressed as an increase/
decrease in item being 
measured 
(% point)

• Number of applications with 
an error as a proportion of total 
applications

• Number of registration queries 
received as a proportion of total 
students registering

• Number of interview ‘no 
shows’ as a proportion of total 
shortlisted

• Number of applications with an 
error per month/year

• Total number of applications 
received per month/year

• Number of registration queries 
per month/year 

• Total number of students 
registering per month/year

• Number of interview ‘no 
shows’ per month/year

• Total number of shortlisted 
candidates per month/year

Effectiveness

Improved Conversion Rate 

• Expressed as an increase in 
item being measured (% point)

• Number of applications 
submitted as a proportion of 
applications started

• Number of student offers 
accepted as a proportion of 
offers released

• Number of job offers 
accepted as a proportion of 
offers made

• Number of research grants 
awarded as a proportion of 
grants submitted

• Number of applications 
submitted per month/year

• Total number of applications 
started per month/year

• Number of student offers 
accepted per month/year

• Total number of student 
offers released per month/
year

• Number of job offers 
accepted per month/year

• Total number of job offers 
made per month/year

• Number of grants awarded 
per year

• Total number of grants 
submitted per year

Effectiveness

Improved Communications 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Number of responses 
received as a proportion of 
communications sent 

• Number of times an online 
communication has been 
accessed as a proportion of 
total stakeholder group

• Comparison of baseline 
satisfaction rates with post-
improvement  

• Number of communications 
sent

• Number of responses 
received

• Number of online hits
• Size of stakeholder group
• Satisfaction rated via 

bespoke survey

Section B A Practical Approach to Evidencing Benefits
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Operational Delivery

Measurable
Benefit

Example
Measures

Example
Data Required to Calculate Benefit

Effectiveness

End-to-end Process Time 

• Time saved (hours or % 
reduction)

• Average of end-to-end process 
time for a sample of times the 
process has been completed

• Time stamp of when process is 
initiated

• Time stamp of when process is 
completed

• Sample size to calculate 
average

Effectiveness

Greater Productivity 

• Expressed as an increase in 
item being measured (% point)

• Total value of research grants 
awarded as a proportion of FTE

• Total incoming students as a 
proportion of FTE

• Staff costs as a proportion of 
total institutional income

• Total value of research grants 
per year

• Total staff FTE
• Number of incoming students 

per year
• Total staff costs per year
• Total institutional income per 

year

Effectiveness

Improved Health & Safety Levels 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Number of H&S incidents per 
year as a proportion of total 
staff

• Elapsed time since last 
incident

• Number of H&S incidents per 
year

• Total staff FTE
• Number of days since last 

incident

Section B A Practical Approach to Evidencing Benefits
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Experience & Engagement

Measurable 
Benefit

Example
Measures

Example
Data Required to Calculate Benefit

Effectiveness

Improved Stakeholder Experience 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Number of complaints received 
as a proportion of the number 
of times the process is 
completed

• Average response time to 
query

• Baseline customer satisfaction 
rates compared to post-
improvement

• Number of complaints
• Number of times the process is 

completed
• Time stamp of query received
• Time stamp of response sent 

to query
• Query sample size to calculate 

average
• Customer satisfaction rates via 

bespoke survey

Effectiveness

Improved compliance 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Number of applications not 
adhering to guidelines as a 
proportion of total applications 
submitted

• Number of proposals 
submitted after the deadline 
as a proportion of total 
proposals submitted

• Number of financial returns 
with missing data as a 
proportion of total financial 
returns

• Number of applications not 
adhering to guidelines per 
month/year

• Total number of applications 
per month/year

• Number of submission after 
the deadline per year

• Total number of proposals 
submitted per year

• Number of financial returns 
with missing data per year

• Total number of financial 
returns per year

Effectiveness

Improved Engagement 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Appropriate representation at 
meetings/committees

• Number of responses 
received as a proportion of 
requests sent

• Attendance at meetings/
committees

• Number of responses 
received

• Total number of requests sent

Effectiveness

Improved Staff Satisfaction 

• Expressed as an increase/
decrease in item being 
measured (% point)

• Comparison of staff time 
spent working on the process 
at baseline with post-
improvement

• Comparison of baseline staff 
satisfaction rates with post-
improvement

• Sample of staff time taken to 
complete key process steps

• Number of times process is 
completed per month/year

• Staff satisfaction scores via 
bespoke or annual survey

Section B A Practical Approach to Evidencing Benefits
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Central Costing Reference Tool

Purpose overview

The Central Costing Reference Tool (CT) ensures that benefits are calculated consistently across all change initiatives 
in the institution. The tool supports the collation of standard costing information into one reference source that can be 
accessed by all staff in order to calculate efficiency and cost savings. Figure 4 illustrates an example extract of a CT which 
provides the salary information required to calculate efficiency savings.

Staffing Costs

Grade Annual HRS/YR Days/YR SHR COST DAY RATE Hourly Rate

1 13,953 1526 218 30% £17,735 £81 £8

2 14,631 1526 218 30% £17,592 £81 £8

3 17,039 1526 218 30% £20,636 £95 £9

4 20,198 1526 218 30% £24,629 £113 £11

5 23386 1526 218 30% £28,659 £131 £13

6 28695 1526 218 30% £35,369 £162 £16

7 35256 1526 218 30% £43,662 £200 £20

8 44620 1526 218 30% £55,654 £255 £26

9 53248 1526 218 30% £66,853 £307 £31

10 59914 1526 218 30% £75,505 £346 £35 

Figure 4 - Example of standard salary information to be included in the Central Costing Reference Tool

Section B A Practical Approach to Evidencing Benefits
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What the tool helps achieve

Overcomes the barriers to sharing information

Developing a CT and populating it with accurate informa-
tion makes significant progress towards creating a trans-
parent benefits-driven culture in the institution. It high-
lights the standard costing information that is not readily 
accessible and therefore which business areas need to be 
engaged with to provide this information.  This provides 
the opportunity to communicate to these stakeholders 
why this information is important and how it will be used. 
This activity establishes transparency and positive working 
relationships between the relevant areas. 

Consistent reporting of efficiencies

The CT ensures that efficiency and cost savings are 
calculated consistently and accurately across all change 
initiatives in the institution, contributing to institutional 
and sector reporting.

Supporting guidance

• Ideally the CT is created and maintained by a cen-
tral team who provide access to anyone managing a 
change initiative. Read-only format is useful to ensure 
that no accidental changes can be made

• Finance and Procurement Services are key depart-
ments to liaise with when developing the CT

• The CT should be reviewed and updated annually to 
take into account any changes to salaries and costs. 
Any changes should be communicated to users of the 
tool

• Annual cumulative savings calculated across all 
change initiatives can readily feed in to the institution-
al reporting

Section B A Practical Approach to Evidencing Benefits
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Strategic Priorities Map

Purpose overview

The Strategic Priorities Map (SPM) helps to establish and agree the institutional priorities for selecting change initiatives. 
It supports the decision making process by allowing each initiative to be evaluated against the agreed priorities and 
helps reach consensus on what initiatives will proceed, and how to most appropriately allocate resources to them. Figure 
5 illustrates an exemplar SPM for a generic HE institution. 

Section B A Practical Approach to Evidencing Benefits
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What	the	tool	helps	achieve	
Creates	clarity	and	transparency	

Strategic Priorities 

• Increase research impact and income 
• Increase Postgraduate Research 

student to academic ratio 
• Increase international student 

population 
• Improve undergraduate student 

satisfaction 
• Reduce operational costs 

Internal Drivers 

• Imminent restructure – initiatives 
must support new operational 
model 

• Varying cost saving targets across 
departments 

External	Drivers	

• Brexit implications 
• Introduction of Teaching Excellence 

Framework 
• Introduction of VFM reporting 

requirements 
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Section B A Practical Approach to Evidencing Benefits

What the tool helps achieve

Creates clarity and transparency

The tool clearly outlines the institutional drivers for 
change, providing a foundation of understanding about 
the priorities that change initiatives need to address. This 
enables those proposing a change to consider how well it 
aligns with priorities and manages all stakeholder expec-
tations. 

Generates senior level support for change initiatives

Creating the SPM with input from senior stakeholders 
is the first step towards generating their support for the 
change initiative. Subsequently using the tool with senior 
stakeholders to evaluate proposed change initiatives and 
inform the selection process secures their support, as the 
connection between the initiative and strategic delivery is 
clearly made.  

Overcomes challenges with competing interests

In scenarios where competing interests may arise, the SPM 
helps resolve these by removing any personal involvement 
and evaluating change initiatives based on how well they 
align to the strategic priorities of the institution and the 
benefits that can be achieved.

Supporting guidance

• Ideally the strategic priorities identified on the SPM 
should be a subset of the institutional strategic goals 
or Key Performance Indicators that are considered to 
be the areas that change initiatives should focus on

• The internal and external drivers included in the SPM 
can be any additional factors that change initiatives 
need to be aware of. For example, departmental 
budget changes, UK government policy, and funding 
council changes

• Review the SPM annually to ensure the priorities re-
flect the up-to-date strategic goals and remain respon-
sive to the current HE landscape. Share any updates 
with all users
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Benefits Exploration Map

Purpose overview

The Benefits Exploration Map (BEM) helps to explore all possible benefits that could result from undertaking a change, 
by considering the initiative from a number of different perspectives. It demonstrates how the change is aligned to the 
strategic priorities of the department or institution and importantly it identifies the range of anticipated measurable 
benefits which will be used to clearly demonstrate the impact. Figure 6 illustrates an exemplar BEM for a change aiming 
to simplify the student online application process in order to increase the number of applications completed. 

Project Objective: Simplify the student online application process in order to increase the number of 
applications completed
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Long-Term Strategic Benefits 

Contribute to the delivery of an outstanding student experience 
Support the increased student recruitment Key Performance Indicators 

Increased revenue from international student recruitment 
Increased operational efficiency savings 

Observable/Behavioural 
Benefits 

• Increased staff 
collaboration 

•Greater awareness and 
understanding of end-
to-end process 

•Greater staff 
engagement with 
process 

 

Stakeholder 
 Benefits 

 • Improved applicant 
experience 

• Improved staff 
satisfaction 

• Increased clarity of roles 
and responsibilities 

• Improved quality of 
service 

Measurable 
Benefits 

 • Improved applicant 
experience 

• Improved service through 
reduced process time 

• Improved application rate 
• Improved service quality 

through reduction in errors 
• Improved staff satisfaction 
• Staff capacity savings 
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Section B A Practical Approach to Evidencing Benefits

What the tool helps achieve

Introduces the language of benefits

Using the BEM gets all stakeholders thinking and talking about 
the benefits as early as possible in the change process. This 
influences how people approach the initiative from the outset 
by always returning to how to evidence the impact of the work.

Creates transparency and respect

The tool is straightforward and accessible to all stakeholders 
regardless of their role in the institution, enabling individuals 
and teams to clearly communicate the benefits from their 
perspective and build an understanding of, and respect for, 
other views.

Informs the decision making process

A change can be more effectively appraised when the 
anticipated benefits are considered up front. The BEM can 
help select or prioritise initiatives based on the anticipated 
measurable benefits and how well the activity aligns with the 
strategic goals of the department or institution.  

Drives engagement and ownership

Using the BEM to encourage input from all stakeholder groups 
starts a process of empowerment and ownership of the 
change. Through taking the time to consider and discuss the 
benefits, stakeholders realise the importance of the change 
and what will be gained from it, which fundamentally drives 
their willingness to engage in the work. This helps ensure 
stakeholders take ownership of designing and implementing 
the changes, but also of evidencing the impact of those 
changes through measuring the benefits.

Informs future change initiatives

Lessons can also be learned for the future by evaluating the 
benefits identified on the BEM at the start of an initiative 
against the benefits that are fully realised after the changes 
have been implemented.

When to use it

During the scoping and selection stage

The change initiator or manager should use the BEM at 
the scoping stage of a change initiative, to consider how 
the project aligns with the department and institution’s 
strategic objectives and how it will contribute to the Key 
Performance Indicators. This aids prioritising and selecting 
which initiatives to proceed with, based on how they will help 
achieve the strategic goals.

During early stage stakeholder engagement activities

Use the BEM in every stakeholder engagement scenario; 
from one-to-one meetings with senior managers or project 
sponsors, to workshops with larger stakeholder groups. This 
ensures that all perspectives are represented and the range of 
benefits identified is as broad as possible. 

With the project team

Use the BEM in the first workshop with the project team to 
provide context about the benefits that the wider stakeholder 
groups have identified and to reinforce the importance of 
evidencing the impact of the changes using the measurable 
benefits. The project team can also add further benefits if 
they have not already contributed. This is an ideal time to 
generate enthusiasm from the project team to gather the 
necessary baseline data for the measurable benefits.

After the changes have been implemented

Review the BEM after the changes have been implemented 
and the post-improvement data has been captured. This 
is a useful exercise to evaluate which measurable benefits 
have been fully realised and where further work may still be 
required to evidence an improvement. The lessons learned 
can also be shared to inform other initiatives. 

Supporting guidance

• The BEM is most effective when used with a range of 
stakeholders in a meeting or workshop environment to 
capture as broad a range of benefits as possible

• Have copies of the institution strategic plan or Key 
Performance Indicators to hand to help stakeholders 
complete the BEM, ask in advance for department Key 
Performance Indicators

• Challenge stakeholders to consider if any of the strategic, 
behavioural, or stakeholder benefits can be measured. 
Ideally as many benefits as possible should be converted 
into measurable benefits. For example, improved 
staff satisfaction is a stakeholder benefit that can be 
measured using surveys

• Don’t worry if some benefits appear in more than one 
area of the map, this repetition is ok. The purpose of the 
tool is to make sure the benefits of the initiative have 
been considered from a range of perspectives

• Consider what is most appropriate to measure, return to 
the guidance in Chapter 4 to help with this

• The measurable benefits identified in the BEM should be 
used to directly inform the Measurable Benefits 
Data Plan
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Measurable Benefits Data Plan

Purpose overview

The Measurable Benefits Data Plan (DP) drives the baseline and post-improvement data capture required to demonstrate 
that the measurable benefits of a change have been achieved. It clearly identifies how each benefit will be measured, as 
well as the data and collection method required to do so. It is also an extremely useful tool to encourage every project team 
member to take ownership of the data capture. Figure 7 illustrates an exemplar DP which links to the previous BEM tool.

Section B A Practical Approach to Evidencing Benefits

Figure 7 - Exemplar Measurable Benefits Data Plan

Measurable Benefits Data Plan

JS – Jane Smith; JB – Joe Blogs; AO – Any other

ID Benefit Description of Measure Data required & 
collection method

Collection time period 
& deadline

Lead Progress 
(%)

1 Improved applicant 
experience

Number of application 
queries sent to 
helpdesk as a 
proportion of number 
of applications started

Number of application 
queries
Number of applications 
started
Collect via IT system 
report

Capture data for 2 
months starting 1st Oct
Analyse data by 1st Nov

AO 25

2 Improved service 
through reduced 
process time

End-to-end process 
time from application 
started to submitted

Time stamp of 
application started 
and submitted
Collect via IT system 
report

Capture data for full 
academic year
Analyse data by 31st 
August

JS 75

3 Improved application 
rate

Proportion of 
applications submitted 
to applications started

Number of application 
started
Number of applications 
submitted
Collect via IT system 
report

Capture data for full 
academic year
Analyse data by 31st 
August

AO 0

4 Improved service 
quality through 
reduction in errors

Number of application 
errors as a proportion 
of total applications

Number of applications 
submitted
Number of application 
errors
Collect via IT system 
report

Capture data for full 
academic year
Analyse data by 31st 
August

JB 100

5 Improved staff 
satisfaction

Comparison of staff 
satisfaction scores in 
year 1 to year 2

Staff satisfaction 
scores 
Collect via bespoke 
survey

Host survey for 1 week 
starting 1st Oct
Analyse data by 1st Nov

JB 0

6 Staff capacity savings Staff time spent 
answering helpdesk 
queries per application

Staff time answering 
queries collected via 
manual timing sheets
Number of applications 
started collected from 
IT report

Capture data for 2 
weeks starting 1st Oct
Analyse data by 1st Nov

JS 0
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Section B A Practical Approach to Evidencing Benefits

What the tool helps achieve

Identifies clear and achievable actions towards evidencing 
benefits

The DP enables the measurable benefits identified in the BEM 
to be considered in more detail in order to document exactly 
how each benefit will be measured, what data needs to be 
gathered and how it is going to be collected. By considering 
these elements using the DP, the steps required to evidence 
benefits are made explicit, transparent and most importantly, 
achievable. 

Drives ownership and engagement

The tool is also helpful in coordinating who is responsible 
for leading the various data capture activities and when 
this is going to be completed. This encourages the project 
team to take ownership of the benefits and avoids relying 
on a manager or one data owner to drive the activity. The DP 
also maintains engagement with the change throughout its 
lifecycle. When the benefits are central to the change, what 
can be gained provides motivation for stakeholders.

Overcomes the barriers to data collection

The transparency of evidencing benefits created by using 
the DP helps identify who has the necessary data or who 
should be responsible for it. All stakeholders, including data 
‘owners’, clearly understand why data is being requested and 
how it is going to be used. By reviewing the progress section 
of the DP it is easy to identify where there are challenges in 
gathering certain data. These can then be discussed and 
acted upon, for example by providing additional resource or 
considering an alternative way to measure that benefit. 
Manual data capture can be required for some benefits, 
for instance when demonstrating staff capacity savings. 
Manual data capture can often be neglected, but if the 
benefit is significant to the initiative then this may need to be 
completed. The DP helps identify when manual data capture 
is necessary, and can then be used to plan the collection. 
Return to the guidance in Chapter 4 to help focus on the 
significant benefits.

Fully realised benefits

The DP is the most important tool to ensure that the benefits 
identified in the BEM become fully realised benefits. Using 
the DP to coordinate the data capture at two different time 
points ensures that both baseline and post-improvement 
data are collected. This is the information required to 
evidence the benefits that have been achieved and the 
impact of the change.

When to use it

Immediately after creating the Benefits Exploration Map

When the measurable benefits have been identified on 
the BEM, the DP can be used immediately to work towards 
pinpointing the data capture activities that are required and 
assigning responsibility for these. This quickly reinforces the 
importance of benefits, encourages transparent behaviour 
around data capture, and gets the initiative off to a productive 
start.

Before and after the changes have been implemented

The same DP should be used twice. First to capture the 
baseline data before any changes are implemented and 
then again after implementation to capture the post-
improvement data. This is essential to be able to demonstrate 
a realised benefit and is also valuable in helping to identify 
where further work may still be required to evidence an 
improvement. It is important that the data is captured in 
the same way at each time point so that the data can be 
compared consistently.

At regular reviews throughout the change initiative life cycle
 
Review the DP regularly with the project team at meetings, 
workshops or via online file share. The review focuses 
attention on any gaps in the data and drives activity to gather 
the outstanding information.

During sustainment of the new way of working

By the sustainment phase, a benefits-driven culture should 
be embedded within the project team through the use of the 
DP. The team can promote this way of working by continuing 
to use the tool in their own teams and departments. The 
project team will also have responsibility for gathering any 
outstanding data and can use the DP to communicate this 
activity to key stakeholders outside of the project team.
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Supporting guidance

• The DP can also be useful when including baseline 
data in a business case in order to demonstrate the 
need for improvement or investment. In this scenario 
only the most significant measurable benefits would be 
considered at this early stage

• Be aware that some benefits may require more than 
one type of data. For example, to calculate staff capacity 
savings in Figure 7, staff processing time and the number 
of applications is required

• When manual data capture is required, it is recommended 
that at least a small sample of data is collected, using a 
Manual Data Capture Sheet. This is typically much more 
informative than relying on estimates and also achieves 
greater engagement from stakeholders 

• The DP is particularly useful when there is a significant 
time lapse between baseline and post-improvement data 
capture, such as a full academic year. All the necessary 
information is available in the DP so no knowledge or 
understanding is lost

• If there is an interim trial phase where the new way of 
working is tested, the DP can be used to evidence the 
trial success

Section B A Practical Approach to Evidencing Benefits
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Section B A Practical Approach to Evidencing Benefits

Manual Data Capture Sheet

Purpose overview

The Manual Data Capture Sheet is used to collect information on processes or services where automated reports are not 
available. The sheet identifies the raw data required in order to calculate a benefit. Manual Data Capture Sheets are typically 
used to capture process timings, overall delivery times, and errors or other quality issues. Figure 8 illustrates a simple 
exemplar Manual Data Capture Sheet to collect process timings in order to calculate staff capacity savings. 

Process or Activity: Application helpdesk queries  Date:

Description: Time taken to answer a query from an applicant related to the submission of an online application

Step Description Time 1 Time 2 Time 3 Time 4 Notes

1 Open online query 
and read contents

 2 2 3  6   

2 Log query type from 
drop down menu in 
system

 1 1  1  1   3 of the queries 
were about 
attaching academic 
manuscripts, 1 was 
about a student visa

3 Select standard 
response from drop 
down menu or write 
a bespoke response

 1 1 1  10  

 

 

4 Attach guidance 
document and send 
response

 1 1   1  1  

Total processing 
time

5 5 6 18 Average processing 
time= 8.5 minutes

Figure 8 - Example of information to be recorded in the Manual Data Capture Sheet

The average process time in Figure 8 can be multiplied with the total number of helpdesk queries per year to provide an 
indication of how much time is spent on this activity per year. This can then be combined with the salary information in the 
Central Costing Reference Tool to present this data as a staff cost. 
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Section B A Practical Approach to Evidencing Benefits

What the tool helps achieve

Evidenced improvement

The Manual Data Capture Sheet ensures that improvements 
can actually be evidenced in scenarios where there are no 
automated data sources. It avoids having to rely on anecdotal 
opinions of those involved in the process or rough estimates 
to demonstrate the success of the initiative. It also provides 
an audit trail of how benefits were measured and calculated 
which can improve the quality of institutional reporting.

Generates stakeholder buy-in 

The findings that are highlighted from baseline Manual Data 
Capture Sheets are extremely effective in demonstrating the 
need for change and securing stakeholder buy-in. This can be 
particularly useful with senior stakeholders and process/service 
owners who may hold strong opinions about what the issues or 
challenges are. A sample of real data is always more persuasive 
in these situations than estimates or alternative opinions.

Supporting guidance

• The Manual Data Capture Sheet should be used when 
automated data sources are not available yet the benefit 
is considered significant to the initiative. In these 
circumstances manual data capture cannot be avoided. 
Return to the guidance in Chapter 4 to consider what 
benefits are most important

• The Manual Data Capture Sheet should be used to collect 
baseline and post-improvement data. Both are required 
to be able to calculate the benefit

• A sample of staff time captured using the Manual Data 
Capture Sheet is very useful in scenarios where many 
staff work on a process, or a process is repeated a large 
number of times. The staff capacity savings that can be 
evidenced from this can be significant
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Section B A Practical Approach to Evidencing Benefits

Benefits Realisation Spreadsheet

Purpose overview

The Benefits Realisation Spreadsheet supports the collation of measurable benefits across all change initiatives in order to 
collectively contribute to institutional and sector reporting. It provides a quick reference on the number and type of measurable 
benefits that have been achieved across all the initiatives, with a straightforward audit trail of how they were calculated.  Figure 
9 provides an overview of the typical information recorded in a Benefits Realisation Spreadsheet. 

The spreadsheet is the most simplistic form of data management which can be enhanced to suit the needs of the institution. In 
institutions where there are many change initiatives taking place, or large scale transformational change, more sophisticated 
data management approaches may be required.

Benefits Realisation Spreadsheet
Change Initiative Student Application Process Student Application Process

Benefit ID 1 2

Measurable Benefit Improved application rate Staff capacity savings

Description of Measure Proportion of applications submitted 
to applications started

Staff time spent answering helpdesk 
queries per application

Baseline Calculation Applications started=23,930

Applications submitted=12,812

Application rate=54%

Average processing time per 
application= 8.5 minutes

Total number of queries per year = 
15,285

Total staff time=2165 hours

Post improvement calculation Applications started=24,925

Applications submitted=18,343

Application rate=74%

Average processing time per 
application= 7 minutes

Total number of queries per year = 
6,842

Total staff time=798 hours

Benefits Realised Application rate increase of 20% 
points

1367 hours saved

For grade 5 staff:

£17,771 saved

Figure 9 - Illustrative example of some typical information in a Benefits Realisation Spreadsheet
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What the tool helps achieve

Drives institutional reporting

Using the Benefits Realisation Spreadsheet encourages the 
consistent reporting of what is actually achieved from change 
initiatives and in this way helps embed a benefits-driven 
culture. Ultimately the information collated in the tool makes 
institutional reporting a much more straightforward and 
accurate exercise, and one that is far less time consuming 
than interpreting a variety of different report styles from each 
business area.

Informs the delivery of the strategic objectives

The tool provides a wealth of information to help understand 
if the change initiatives are contributing towards achieving 
the institution’s objectives. By reflecting on the range of 
benefits realised for different types of initiatives, the strategic 
change board can learn what works for the institution and 
improve the initiative selection process.

Supporting guidance

• Keep the spreadsheet as simple as possible to encourage 
all managers to enter the essential information

• Create a definitive list of measurable benefits which are 
selected from a drop down menu, and allow free text 
descriptions of the measure. This encourages users to 
remember the distinction between the two and aids 
reporting on the benefit types across all initiatives

• If appropriate consider hyperlinking to any sources of raw 
electronic data on a shared server such as completed 
Manual Data Capture Sheets or data extracts
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Data Wall

Purpose overview

A Data Wall is a dedicated space within a relevant business 
area to display and communicate data in a transparent and 
visual way. The tool has two key purposes: to highlight the 
baseline data to stakeholders in order to provide the impetus 
for change, and subsequently to communicate the success 
of the initiative using the post-improvement data and the 
realised benefits. Figure 10 illustrates an example data 
visualisation that could be part of a Data Wall.
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Figure	10	-	An	example	of	data	visualisation	used	on	a	Data	Wall	to	demonstrate	the	need	for	improvement	

What	the	tool	helps	achieve	
Encourages	stakeholder	engagement	

Presenting	 the	 data	 on	 a	 Data	 Wall	 in	 a	 transparent	 and	 visual	 way	 has	 greater	 impact	 with	
stakeholders	 than	 data	 that	 is	 only	 stored	 and	 shared	 electronically.	 The	 Data	 Wall	 encourages	
ownership	 of	 the	 information	presented,	 promotes	 collaboration,	 and	 generates	 discussion	 about	
how	to	interpret	the	information	and	what	work	needs	to	be	done.	

Generates	stakeholder	buy-in		

Setting	 the	 scene	 by	 presenting	 baseline	 data	 on	 a	 Data	 Wall	 can	 be	 extremely	 effective	 in	
demonstrating	 the	 need	 for	 change	 and	 securing	 stakeholder	 buy-in.	 This	 can	 be	 particularly	
useful	with	 senior	 stakeholders	 and	 process/service	 owners	who	may	 hold	 strong	 opinions	 about	

Baseline data for the 
previous academic year 

uncovered: 

64% of applicants 
asked the helpdesk 

a query 

2165 hours of 
staff time taken to 

answer the queries 

38% of applications 
had an error 

46% of applications 
started were never 

submitted 
Figure 10 - An example of data visualisation used on a Data Wall to demonstrate 
the need for improvement
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What the tool helps achieve

Encourages stakeholder engagement

Presenting the data on a Data Wall in a transparent and 
visual way has greater impact with stakeholders than data 
that is only stored and shared electronically. The Data 
Wall encourages ownership of the information presented, 
promotes collaboration, and generates discussion about how 
to interpret the information and what work needs to be done.

Generates stakeholder buy-in 

Setting the scene by presenting baseline data on a Data 
Wall can be extremely effective in demonstrating the need 
for change and securing stakeholder buy-in. This can be 
particularly useful with senior stakeholders and process/
service owners who may hold strong opinions about what 
the issues or challenges are. Discussion held at the Data Wall 
with a range of stakeholders can significantly influence their 
opinions.

Creates a benefits-driven culture

The use of a Data Wall throughout the life-cycle of an initiative 
will help to embed a culture of evidencing benefits. This is 
one of the most visible tools that stakeholders outside of the 
project team will interact with. The Data Wall demonstrates 
what can be gained from being transparent about data and 
motivates stakeholders to evidence benefits.

Communicates the impact of the initiative

When the post-improvement data is gathered and the 
benefits are realised, the Data Wall is extremely effective 
for communicating the success of the initiative to the wider 
institution community beyond the key project stakeholders. In 
this way the Data Wall showcases the value of the evidencing 
benefits approach and encourages colleagues to try 
implementing the tools in their own business area.

When to use it

With the project team

Introduce the concept of the Data Wall to the project team as 
early as possible. Display the Benefits Exploration Map and 
Measurable Benefits Data Plan on the Data Wall until the data 
gathering is complete. This reinforces the importance of the 
data capture activities in order to populate the Data Wall.

When the baseline and post-improvement data have been 
gathered

Use the Data Wall to discuss the baseline data with the 
project team and to generate improvement ideas. Invite 
a range of stakeholders to visit the Data Wall and use this 
opportunity to generate buy-in. Repeat the same activities 
when the post-improvement data has been gathered to 
communicate the benefits realised and where further work is 
still required.

Supporting guidance

• A Data Wall does not include a process map, or the 
outputs of a brainstorming session to identify solutions, 
or a description of the improvements implemented. The 
focus is solely on data to evidence the need for change 
and the impact of change

• Ideally, the Data Wall should be located where the project 
team will be carrying out the work, or in the business area 
that is relevant to the change initiative

• If a physical Data Wall is not possible due to lack of 
space, consider the use of a virtual data space which 
offers accessibility to the relevant stakeholders

• Use in conjunction with the BEM and DP for maximum 
effect to drive behaviours to evidence benefits
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CHAPTER 6: MANAGING THE EVIDENCING OF BENEFITS 
THROUGHOUT A CHANGE

This chapter is aimed at guiding managers through how 
to effectively manage the cultural aspects of evidencing 
benefits throughout a change.  While there are key data 
capturing activities that need to be carried out throughout 
the lifecycle of an initiative using the tools provided in 
Chapter 5, these activities must go hand in hand with 
the ability to win over the hearts and minds of not only 
the individuals working directly on the change, but also 
colleagues in the wider department and institution.  

The manager’s role in evidencing the 
benefits of change 

The importance of the manager’s role must be clearly 
understood by whoever takes on this responsibility. With 
regards to the evidencing of benefits, there are two key 
aims for the manager:

• Ensuring that benefits identification and realisation is 
a central focus of a change, and not an afterthought

• Generating engagement and support from key 
stakeholders who are essential to the success of the 
initiative

Both these aims can be achieved by championing the 
use of the tools detailed in Chapter 5 and by clearly 
communicating to all stakeholders the importance of 
measuring the impact of change, and demonstrating the 
success so far.  Introduce the language of benefits to the 
wider stakeholder group and project team as early as 
possible and always consider the measurement of benefits 
to be a shared task approached with transparency. With 
both the tools and communication strategies in place, 
a positive perception of data gathering and evidencing 
benefits can be established, enabling the activities that 
are required to measure the impact of the change.

Cultural challenges and 
overcoming them

It is recognised that there are challenges in gathering and 
sharing data within institutions, particularly when the data 
uncovers inefficient or ineffective ways of working and is 
therefore perceived to be negative. Nevertheless, there are 
bold ambitions within each institution to generate greater 
efficiencies and do more with less. As a result, being 
open and transparent around the gathering of data and 
evidencing of efficiencies is a necessity. Many of the tools 
provided in this guide such as the Benefits Exploration 
Map, the Measurable Benefits Data Plan, and the Data 
Wall can be extremely effective in overcoming the cultural 
challenges to evidencing benefits.

Resistance to using data

Requesting data can make colleagues feel nervous and 
that they are ‘under the microscope’, as typically, many 
HE institutions have not worked in this way before. 
However, these feelings of unease or even suspicion 
can be alleviated by effective communication. Making 
benefits part of the language at the outset of a change and 
being open about the data gathering activities will allow 
stakeholders to become familiar with the concepts and 
enhance their understanding. Throughout a change the 
impact of presenting baseline data, or the comparative 
post-improvement data, can have a transformative effect 
on how people respond to the use of data and how they 
view this type of activity in future.

“Surveying [staff]… allowed us to better understand the 
current situation, and gain support for the improvements. 

The data gathered led to an evidence based approach 
to change, thereby enhancing validity and generating 

commitment.”

HR Manager, University of Strathclyde
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Concerns that data will have a negative outcome

Colleagues may also feel concerned that baseline data 
puts a spotlight on inefficiencies of the current way of 
working, and that this will be negatively perceived. Again, 
communication is key here to emphasise the value of 
transparency and clarify that data is used positively to 
highlight where improvements can be made. Leading 
by example is also important to reinforce this positive 
message whenever the data is being considered, which 
will encourage others to avoid using negative language.

“Through simply process mapping without hearing directly 
from the students we may have missed the opportunity to 

challenge ourselves to make a radical change.”

Head of Service Excellence, Bournemouth University

Concerns that data gathering brings additional 
workload

Some colleagues may hold the view that too much time 
and effort are required to gather the necessary data to 
evidence benefits, and that this additional workload should 
be avoided. Gathering the data does take some time, but 
not actually much more than that already taken to evaluate 
the current scenario and implement the change. By using 
the straightforward tools in Chapter 5, data gathering can 
be easily planned and seamlessly incorporated with the 
other activities in a change initiative so that there is minimal 
additional impact on the workload of individuals.

“This [change] is an outstanding example of… achieving 
positive outcomes, which with careful planning and data 
collection were clearly identified in terms of measurable 

cost savings and user satisfaction.”

Chief Financial Officer, University of Sheffield

Reaching agreement on the realised benefits

At times it can be challenging to sign off on the realised 
benefits. Perhaps there is disagreement about who 
‘claims’ or ‘owns’ the benefits, or challenges on how the 
benefits were calculated. Once again communication is 
key here. At the start of an initiative inform all stakeholders 
that the success will be shared by all colleagues who have 
been integral in delivering the change. When the initiative 
or process is clearly owned by a team or department 
it will make sense for that department to report on the 
benefits, making reference to the collaboration with 
other business areas that are positively impacted by the 
initiative. The tools provided in Chapter 5 allow the benefit 
calculations to be transparent and shared, with an audit 
trail which verifies them if required. Regular sharing and 
communication of this information helps illustrate how the 
data has been used to calculate the realised benefits.
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Managing the communication of 
evidencing benefits throughout a 
change

The Benefits Exploration Map and Data Wall are 
valuable for widely communicating the successes and 
the anticipated future benefits to all stakeholders. 
This ensures that stakeholders are aware of how their 
contribution has resulted in realised benefits, and 
that their efforts are appreciated. It also reinforces the 
importance of data gathering to a wider audience than the 
project team and drives behaviours to evidence the impact 
of ongoing work.

In particular, a visual representation such as the Data 
Wall in Chapter 5 is a useful communication tool for 
sharing the outputs of change with the wider institution 
community beyond the key stakeholders. The tool should 
be used to showcase how to evidence benefits, promote 
improvements, and encourage colleagues to consider how 
they can drive change and make improvements within their 
own business area.

Hold regular review meetings with the project team 
and key stakeholders to report the findings that have 
been uncovered through data gathering, and which are 
presented on the Data Wall. This activity is extremely 
powerful in demonstrating the purpose of gathering data 
and highlighting the benefits to be achieved from the 
change. The review gains continued engagement from all 
stakeholders to implement the changes and pursue future 
data gathering to fully realise the benefits. 

Sustaining the benefits

Transfer the ownership for evidencing benefits

It is important to transfer the ownership of sustaining 
the new way of working to the process owners in order to 
ensure the change is sustained and continues to identify 
further benefits beyond the life-cycle of the initiative. The 
Measurable Benefits Data Plan is an effective tool to plan 
any ongoing data capture with process owners, and hand 
over the responsibility to evidence the benefits of further 
improvements. 

As a part of ongoing sustainment planning, there may 
be potential benefits that have not yet come to fruition, 
consider establishing less frequent sustainment reviews 
to recognise the cumulative benefits following the end of a 
change.

“[The] project team… was completely focused on achieving 
the project KPI’s.  I was very impressed with how this 
allowed the team to sustain a high performance over 

an extended period of implementing a new system and 
processes to a tight timescale and using these to deliver an 

outstanding financial result and customer experience.”

Director of Finance and Commercial Services, 
University of Bath

Establish performance measures to continue to 
capture benefit data

Performance measures are an essential tool to establish 
a culture of continuous improvement and enable long 
term data capture to demonstrate the impact of further 
change. They should be implemented following a change 
to motivate colleagues to maintain the new way of working, 
and encourage staff to generate and implement further 
improvements. The performance measures data can be used 
to evidence the benefits beyond the initiative life-cycle.
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Tips for driving behaviours and 
engagement when evidencing benefits

1. Establish behaviours to evidence benefits from the 
very beginning of an initiative by completing a Benefits 
Exploration Map with key stakeholders 

2. Develop and actively use a Measurable Benefits Data 
Plan to reinforce the behaviours towards evidencing 
benefits and keep the project team on track with the 
data gathering

3. Communicate using effective visual tools such as 
a Data Wall to demonstrate the impact of the data 
gathered and encourage an understanding of the 
benefits that can be achieved 

4. Following implementation of the change, continue to 
capture post-improvement data and compare with the 
baseline data to fully realise and evidence the benefits 
achieved

5. Transfer ownership and accountability for evidencing 
benefits to the project team by handing over the 
Measurable Benefits Data Plan

6. Communicate and celebrate the successes 
to encourage stakeholders to pursue further 
opportunities for positive change and promote to the 
wider institution

7. Establish performance measures to sustain the new 
way of working, the benefits gained, and to encourage 
a culture of continuous improvement and long term 
data capturing
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CHAPTER 7: CASE STUDIES FROM ACROSS THE SECTOR

This chapter provides a variety of case studies from HE institutions which share experiences in evidencing the benefits of 
real change initiatives, demonstrating the different types of benefits that can be achieved. They highlight that regardless 
of the scale and duration of the initiative, and the size of the project team, evidencing the benefits of change can be 
achieved. The case studies provide insight into how other institutions have adapted and applied the tools in this Guide, 
and offer inspiration on the impact of change that can be achieved when the benefits are evidenced. 

The case studies are also available via the online toolkit16, offering an up-to-date source of shared best practice across 
the sector as new case studies are added.
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CHAPTER 8: FURTHER INFORMATION AND RESOURCES

This Guide is supported by an online toolkit which is a 
dynamic resource that provides templates for the tools, 
as well as further supporting resources for each tool. The 
case studies are also available via the toolkit, offering 
an up-to-date source of shared best practice across the 
sector as new case studies are added. Please email us at 
business-improvement@strath.ac.uk with any feedback 
or case studies of good practice to share further learning 
across the sector.

Please visit: http://evidencingbenefits.strath.ac.uk/

Further information on the work across the sector to 
increase efficiencies:

• HEFCE (2016a), Funding for higher education in 
England for 2016-17: HEFCE grant letter from BIS, 
http://www.hefce.ac.uk/news/newsarchive/2016/
Name,107598,en.html  
(Date accessed: 8/1/17)

• HEFCE (2016b), Competition and choice: HEFCE 
response to higher education White Paper,  
http://www.hefce.ac.uk/news/newsarchive/2016/
Name,108842,en.html 
(Date accessed: 8/1/17)

• HEFCE (2016c), Value for Money reporting,  
http://www.hefce.ac.uk/pubs/year/2016/CL,232016/ 
(Date accessed: 8/1/17)

• Universities UK (2015), Efficiency, effectiveness 
and value for money, http://www.universitiesuk.
ac.uk/highereducation/Documents/2015/
EfficiencyEffectivenessValueForMoney.pdf  
(Date accessed: 8/1/17)

• Universities Scotland (2015), Working Smarter Report 
2015, http://www.universities-scotland.ac.uk/wp-
content/uploads/2016/02/Working-Smarter-2015-
final-no-spreads.pdf 
Date accessed: 8/7/17)

Further information on available benefits realisation 
methodologies and implementing change:

• Bradley, Gerard (2006), Benefits Realisation 
Management: A practical guide to achieving benefits 
through change. Gower Publishing, England

• UCISA-PCMG (2016), Effective Benefits Management 
for IT and Business Change Projects.  Published by 
UCISA, https://www.ucisa.ac.uk/bestpractice/Copy_
of_publications/effectivebenefits 
(Date accessed: 8/7/17)

• Melton, Trish; Iles- Smith, Peter; Yates, Jim (2007), 
Project Benefits Management: linking your project to 
the business. Published by Elsevier, USA

• Syed, Matthew (2015), Black Box Thinking: The 
Surprising Truth About Success, Published by John 
Murray

For additional support in calculating and tracking benefits, 
please see the tool developed by Jisc:

• Jisc (2011), Improve your effectiveness with the Jisc 
infoNet Impact Calculator, http://www.jisc.ac.uk/
news/improve-your- effectiveness-with-the-jisc-
infonet-impact-calculator-04-feb-2011,  
(Date accessed: 8/1/17)

• Inspiration on how to visualise and present data:
• Visualising Data (2017), Home page, http://www.

visualisingdata.com/, (Date accessed: 06/01/17)
• BUDFG (2016), Integrated Reporting in Higher 

Education, http://www.efficiencyexchange.ac.uk/
wp-content/uploads/Integrated-Reporting-IR-in-HE-
Web-v3-5.pdf 
(Date accessed: 8/1/17)

Information and support for developing surveys:

• Harvard (2007), Program on Survey Research: Tip 
Sheet on Question Wording: http://psr.iq.harvard.
edu/book/questionnaire-design-tip-sheet,  
(Date accessed: 8/1/17)

• Office of Quality Improvement at Wisconsin-Madison 
University (2010), Survey fundamentals a guide to 
designing and implementing surveys, http://oqi.wisc.
edu/resourcelibrary/uploads/resources/Survey_
Guide.pdf,  
(Date accessed: 8/1/17)
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The Business Improvement Team sits within the Continuous Improvement Directorate at the University of Strathclyde. 
The team was established in May 2013 with a remit is to work across the university to streamline processes and help 
staff improve their way of working, leading to efficiency savings and increased income generation. A key aspect of 
what we do is encourage behavioural change towards a culture of continuous improvement aligned with achieving our 
strategic objectives, and to empower staff to make changes in work practices regardless of their role in the university.
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