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Purpose
This strategy set outs the approach to developing a robust mechanism for benefits management for the LINC Full Business Case (FBC), based on the principles of Managing Successful Programmes (MSP) and the IPA Guidelines[footnoteRef:1].  [1:  Guide for effective benefits management in major projects, October 2017, Infrastructure and Projects Authority (IPA), HM Government] 

The strategy provides a review of the current and historical work on benefits management and identifies issues and concerns raised about the Outline Business Case during the scrutiny process by Welsh Government.
Finally it details a strategic approach to the Benefits Realisation Project.
LINC Programme
Aim and Objectives
The LINC Programme underpins the Pathology Statement of Intent to deliver modern, sustainable, standardised pathology services. The LINC objectives are to:
1. Deliver benefits that improve patient care, safety & outcomes
2. Engage the Pathology and wider NHS to ensure commitment
3. Procure new LIMS service to replace three current LIMS
4. Ensure long term ownership and management of the service
5. Deliver a seamless end-to-end electronic Pathology solution
6. Standardise Pathology services, with warranted variation
7. Establish a national quality management service and system
8. Develop information and business intelligence services
9. Develop a different approach to integration services
10. Learn the lessons from WLIMS1
Projects Dossier
LINC has three project streams:
· Standardisation and Design Project Stream to deliver the standardised design (with warranted variation), provide the business change to support the pathology service during the change and establish a quality management service to support standardised services
· LIMS Service Project Stream to procure and implement a new LIMS service to replace the current laboratory information management systems (LIMS), including InterSystems TrakCare Lab (TCL) (knowns as WLIMS1), DXC Telepath and Clinisys MasterLab
· Information Projects Stream to develop a benefits management strategy for the LINC full business case, a legacy data strategy and develop business intelligence for the current LIMS upgrade, the new LIMS service and to support Welsh Government in the planning and monitoring of pathology services.
Benefits Management Guidance
The IPA has set out some useful guidance[footnoteRef:2] in relation to benefits management key elements of which are set out in this section and, along with MSP has been used to inform this strategy. [2:  Guide for effective benefits management in major projects, October 2017, IPA (IPA), HM Government] 

A benefit is defined by the Cabinet Office as ‘the measurable improvement resulting from an outcome perceived as an advantage by one or more stakeholders, which contributes towards one or more organisational objectives’. Benefits management is the identification, definition, tracking, realisation and optimisation of benefits. 
Effective benefits management is essential to[footnoteRef:3]:  [3:  Sarah Drake, CEO, APM in the endorsement of the Guide for effective benefits management in major projects, October 2017, IPA, HM Government] 

· Measure performance  
· Deliver the widest possible benefits to society (and not just financial ones) 
· Provide value for money to the public, and finally,  
· Create a virtuous circle of lessons learned and shared
Therefore, benefits 
· Should be measurable – if they cannot be measured they cannot be claimed as ‘realised’.
· Are the improvement resulting from the outcome (the end result) of the change, they are not the change itself. 
· Are in the eye of the beholder – in other words different; stakeholders will value the same benefits differently. Additionally, in some cases, a benefit to one stakeholder may be a disbenefit (an outcome perceived as negative) to another.
· Create the link between tangible outputs and strategic goals, and; 
· Ensure there is alignment of effort, resources and investment towards achieving organisational objectives.
A dis-benefit is the measurable decline resulting from an outcome perceived as a negative by one or more stakeholders and more typically managed and mitigated after the project has been delivered. They should be identified, categorised, quantified and measured in the same way as benefits.
Benefits realisation is one of the most difficult aspects of a programme to achieve and face a number of challenges:
· Project teams and stakeholders are overly optimistic about benefits.
· Solution has been decided before benefits have been identified (not adopting a benefits led approach).
· Benefits management is seen as bureaucratic and time consuming.
· Project is not scoped to deliver the outputs needed to realise the benefits.
· Not engaging with stakeholders enough, or stakeholders do not have the capacity to engage
· Benefits are usually realised after the project has closed leading to difficulties collecting realisation results
· Lack of benefits management data, or poor quality data  
· Not setting aside resource for benefits realisation activities
· Benefits are difficult to measure
MSP[footnoteRef:4] has set out a strategic context to benefits management as set out in Figure 1.   [4:  Managing successful programmes, Axelos, 30 August 2011 ] 

It is important to understand the difference between a project output and  programme capability, outcome and benefit, as explained in Table 1. 
[bookmark: _Ref37687295]Table 1: Explanation of output, capability, outcome and benefit
	
	Output
	Capability
	Outcome
	Benefit

	Description
	The deliverable, or output developed by a project from a planned activity
	The completed set of project outputs required to deliver an outcome; exists prior to transition
	A new operational state achieved after transition of the capability into live operations
	The measurable improvement resulting from an outcome perceived by one or more stakeholders and which contributes towards one or more organizational objectives.

	Rationale
	Answers at least in part the fundamental question “What do we need to create to enable the change?”
	Answers the question “What will we need to have in place to enable the new operating system?”
	Answers the question “What is the desired operational state of the organization using these new things?”
	Answers the question “Why is this justified?” (i.e. it explains what a programme delivers)

	Example
	An individual component of an e-commerce system, application, hardware, new business processes, training, etc
	An e-commerce system tested and ready to go into operational and with trained staff
	Transformed client service organization, faster processing, fulfilling and charging for web- based orders.
	Increased sales revenues of x%.
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[bookmark: _Ref37686906]Figure 3: Strategic Context of Benefits Management within a programme, MSP 2011

Current Position
LINC has developed an Outline Business Case (OBC) that has been approved by all health boards and trusts and Welsh Government, with the following spending objectives:
SO1	To improve patient care, patient safety and patient outcomes;
SO2	To enable the transformation of healthcare services to be leaner, standardised, more sustainable and provide long-term stability; 
SO3	To deliver a seamless, end-to-end electronic solution for Pathology services; 
SO4	To contribute to the more prudent use of Pathology resources through demand management, predictive costing and minimised financial risk; 
SO5	To meet current and future service requirements.
Significant work was undertaken on benefits analysis for the LINC OBC. Workshops were held on 23 January, 27 June and 17 August 2019 with health board and trust representatives; and a list of potential benefits were identified, defined and the source of measurement data identified.  Baseline data was not readily available and so the benefits were not benchmarked. An accurate assessment of potential financial benefits could not be made so a high-level assumption was made about the potential of LINC to contribute to the reduction in the overall costs of the pathology service from 1.9% to 1.6% in line with NHS England targets. NHS Wales Collaborative Executive Group accepted the initial work on benefits but asked, that this be revised for the full business case to take into account:
· Benefits from electronic test requesting (reduced administrative costs);
· Benefits from improve demand management and business intelligence (reduced number of repeat requests);
· Benefits from the wider improvement in clinical pathways and patient outcomes (such as diagnosing cancer at an earlier stage reducing the cost of treatment and improving patient outcomes).

However, the approach to benefits realisation in the LINC OBC was criticised and approval has been subject to providing a more robust analysis for the LINC FBC, which will be completed following the procurement of the new LIMS service and the preferred supplier and costs known.  It is anticipated that the LINC FBC will be developed between January to March 2021.
Strategy Overview
Strategy Scope 
The scope includes developing, in conjunction with health boards and trusts, a robust mechanism that will meet the requirements of the full business case.  
The scope excludes the realisation of the benefits following the go live of the new LIMS service and this responsibility sits with individual health boards and trusts.

Aim and Objectives
The purpose behind any benefits management methodology is to identify, quantify, prioritise, select and manage business benefits from change programmes and projects. In essence it is about choosing the right things to do, for the right reasons and then doing them. Within this context, the aim of this strategy is to produce a robust benefits analysis for the LINC full business case. 
The objectives of this strategy are to:
· Agree with health boards and trusts a meaningful approach to benefits realisation that they can own.
· Inform roles and responsibilities
· Develop a benefits register from which health boards and trusts can call off benefits relevant to their organisation.
· Develop a benefits plan approved by each health board and trust.
· Develop a benefits analysis for the LINC full business case that health boards, trusts and Welsh Government and will approve
Dependencies
The realisation of this strategy is dependent on Welsh Government approving this strategy and the approach proposed.
It is also dependent on health boards and trusts:
· Engaging with the process
· Agreeing benefits they can deliver
· Providing the baseline data for agreed benefits, and
· Approving their benefits plan
· Maintaining their benefits registers during the life of the system
· Measuring the outcomes and benefits realised
Process
The following are the project milestones and major tasks identified in the strategic approach to this strategy.
Stage 1 by June 2020: 
· Produce and sign-off the Benefits Management Strategy. 
· Define methodology and process to be followed
· Identify local benefits realisation leads 
· Define roles and responsibilities
· Produce an initial benefits register using the longlist generated by the workshops held for the LINC OBC, providing a definition and how they will be measured.
· Establish a LINC/NWIS Benefits Project Team to refine the initial benefits register and ensure all the benefits are fully defined and measurable. 
· Develop a benefits map, as proposed in figure 2, following an analysis of the refined benefits register, to connect benefits to project outputs and to programme capability and outcomes.
Stage 2 by September 2020
· Agree with each Health Board/ Trust, the set of benefits that apply to their organisation.
· Create a One Page Business Case (OPBC) for each identified benefit. Each OPBC to include a baseline measurement and target to be achieved and what needs to change to be able to achieve the target
Stage 3 by December 2020
· Collate all OPBC and benchmarking measurements into a benefits plan for each health board and trust
· Each health board/ trust to review and agree their benefits plan
Stage 4 by March 2020
· Analyse the results for the whole of Wales and produce an all Wales benefits plan
· Produce the benefits section of the Full Business Case section
Products
As described in the strategic approach, above, there are a number of products planned for development. These are summarised below:
· Benefits register, containing the list of all potential benefits and dis-benefits  that could be delivered and which health board / trust will be owning each benefit listed.
· Benefit’s Guideline report, explaining how the process will work to be shared with HB/Ts
· One-page business case for each benefit and disbenefit owned by each health board 
· Benefits plan for each health board and trust
· Benefits plan for Wales
· Benefits section of the full business case
Roles and Responsibilities
The roles and responsibilities required to deliver this strategy includes:
· LINC benefits lead to advise on the approach, develop guidelines for the health boards and trusts and produce the benefits section for the LINC FBC
· Health board / trust benefits leads to take overall responsibility for  the benefits plan for their organisation
· Health board / trust champion to own the individual benefit(s) for their service
· Health board / trust executive to sign off the benefits plan for their organisation and commit to realising the benefit
· Pathology and LIMS application expertise to develop the benefits register and define how they will be measured
· Health board / trust staff to extract data to baseline and measure benefits
· Informatics analysis to baseline and measure benefits across Wales
· LIMS Service Management Board (SMB) to undertaken an annual review of benefits realised
Resources
The following resources are required:
· People to implement the strategy, including
· Health Board / trust benefits leads with the capacity to undertake this work
· NWIS National Diagnostic Programme Lead to be the LINC Benefits Lead, advise on lessons learned from WLIMS1 and how to apply these to this strategy
· Pathology clinician and scientists and NWIS configuration leads to identify potential benefits for the initial benefits register
· LINC Pathology SMEs to refine the benefits register and how they can be measured
· Health board / trust informatics staff 
· LINC Informatics Officer to extract data to baseline agreed benefits
· LINC Programme Support Officer (Communications) to prepare communications materials on progress, such as case studies 
· Finance for training, workshops and events.
· Tools the main ones being:
· MS Office, particularly Word and Excel
· Current LIMS and DeepSee BI tool to provide benchmark data and monitor change
· Health board information systems and databases to provide benchmark data and monitor change
· For some benefits, one off surveys may need to be designed to ascertain the baseline data and measure change.
Consultancy options were explored but no companies’ met the brief, so it was decided to proceed with in-house experience and expertise.
Critical Success Factors
The critical success factors for this project are as follows:
· Health boards and trusts sign off their organisation’s benefits plan and commit to the realisation of the benefits within their plan by March 2021.
· The all Wales benefits analysis can clearly demonstrate the financial, economic and qualitative benefits that can be delivered against the spending objectives of the full business case.
· The full business case is approved by Welsh Government and the NHS Wales Collaborative Executive Group.
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One Page Business Case (OPBC) Template

	Benefit Overview

	Item:
	 
	Category
	Drop-down list

	Benefit Title:
	 

	Description:
	 

	Programme Objectives Supported
	 

	Rationale for Benefit
	 

	Benefit Recipients
	 

	Overall Target
	 

	Current/Baseline Performance levels
	 

	Timescales
	 

	Benefit realisation and business change costs
	 

	 

	Capabilities required for benefit realisation
	 

	Related projects
	 

	Outcomes required for benefit realisation
	 

	Business change required for benefit realisation
	 

	 

	Risks
	 

	Issues
	 

	Dependencies
	 

	 

	Owner
	 

	Attribution
	 

	Measurement
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