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1. Background 

Defra Group continues to oversee a significant portfolio of change with a great deal of complexity 
and ambition. To optimise the value delivered from our investments in change across Defra Group, 
we must oversee a delivery culture shift towards mature and consistent benefits management, 
which is led by the Defra Group Outcomes Framework, aligned with the Government Project 
Delivery Function’s 2025 strategy, that ensures: 

• We stay aligned to strategic goals (Defra Priority Outcomes); 
• We improve confidence in the delivery of planned benefits; 
• We optimise the value of our delivery, and; 
• We make sure change is sustained. 

 
And moves us away from: 

• Benefits management as a moment in time, box-ticking exercise; 
• Thinly spread benefits and change management capability and best-practice; 
• Governance and controls that fail to hold delivery teams to account for benefits realisation. 

 
In addition to underpinning Defra Group’s delivery of the Environmental Improvement Plan and 
Government Project Delivery Function Strategy (2025), benefits management improvements will 
seek to go beyond IPA and ARAC recommendations. The following strategic objectives have been 
drafted and testing them should form a key component of engagement activity: 

 
- Portfolio Decision-Making – enable better change investment decisions and reduce 

portfolio risk through greater consistency of practice, reduced double-counting, and a 
reliable portfolio-level view of benefits. 

- Benefits-Led Change – guide Defra through a culture change that positions benefits at the 
forefront of programme delivery through effective engagement and buy-in to the value of 
effective benefits management across the group, to optimise achievement of outcomes 
and benefits, delivering real-world change through its interventions. 

- Programme Decision-Making – establish and embed benefits management practices that 
ensure Defra Group focuses on doing the right things to drive delivery of programme 
objectives (the ‘why’), shifting from a focus on output delivery (the ‘what’). 

- Policy and Delivery Alignment – establish closer alignment and working relationships 
between policy and delivery teams through shared understanding, language, and tools that 
leverage the combined value of Benefits Management and Evaluation practice. Create 
delivery environments that coalesce around a single version of the ‘why’ that programmes 
can work towards and share mechanisms that evidence success. 

 
The CoEx team is delivering a long-term plan to mature Defra’s benefits management and has 
made significant progress with the development and launch of a framework and the establishment 
of training resources to support capability growth. There is an immediate need to underpin these 
resources with the establishment of clear alignment between benefits, evaluation, and the 
Outcomes Delivery Framework to establish the strategic anchor that effective and coordinated 
benefits management requires. This is a necessary part of a mature Benefits Management 
Framework and mitigates against duplicated effort by enabling shared information and processes, 
and ensuring business cases are funded based on contributions towards the overarching strategic 
focus of the organization. 
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2. Statement of services 

Objectives and outcomes to be achieved 

To embed the Strategic Benefits Framework across Defra, there needs to be a clear link between 
the benefits that are identified in business case development, the strategic priorities for the 
organisation, and the metrics and measures used to track progress towards realising them and 
provide assurance on public spending. 

The Defra Group Outcomes Framework is rolling out, which sets out the Defra strategy. It is 
establishing ownership for key goals and identifying metrics that can be used to track progress 
towards achieving the Outcomes. 

For governance boards and Delivery Committee to be able to make effective benefits and 
outcomes led decisions, there needs to be a common understanding of how the data associated 
with benefits in business cases and other investment proposals feeds into and supports 
development of the outcomes monitoring and reporting. To capitalise on potential efficiencies, 
this data should flow through the whole lifecycle of initiatives and into BAU reporting. Without 
these connections established, Defra will have limited long-term insight as to how initiatives in 
business cases will contribute to the metrics and measures used to evaluate Defra’s strategic 
priorities and to inform decision making that enables Defra to be responsive to insights from 
analysis of strategic performance reporting in the earlier stages of initiative development when 
changes can more effectively be incorporated. 

There is therefore a need for Defra to establish architecture to integrate the Strategic Benefits 
Management Framework with the Defra Group Outcomes Framework. This work also aligns with 
Evaluation requirements; for sustainable maturity, there should be a harmonised and efficient 
approach to evaluation, benefits, and outcomes reporting. 

The external voice and expertise Methods will provide supports Defra to identify opportunities and 
address challenges in this alignment at pace, enabling the creation of the proposed process and 
associated documentation while Defra counterparts can focus on embedding the approach 
simultaneously. This approach will offer insight and guidance to governance boards / Delivery 
Committee to support them in interpreting and utilising the benefits data to greater effect. 

Objectives: 

• Establish a relationship between of benefits framework with Defra’s outcomes framework. 
• Clarity of the customer journey and key information flows 
• Identify monitoring data to support benefits management through delivery and realisation, 

evaluation, and the outcomes framework and propose a common approach across 
disciplines for effective monitoring, reporting, and assurance. 

• Identify common and supporting requirements between evaluation and benefits 
management. 

Outcomes: 

• An understanding of the common processes and information between the benefits 
management framework and Defra evaluation requirements 
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The work will look holistically at the customer journey and wider processes to ensure an efficient 
and effective future state but select outcome / target areas should be identified for a focussed pilot 
to develop a proposed shared benefits / outcomes monitoring and reporting model. The journey 
should take into consideration relevant best practice. 

A proof-of-concept application will be limited to 1-2 projects as a pilot, to be identified. Projects 
should nominate a  or below who is familiar with the delivery team to support the engagement 
part time to facilitate stakeholder engagement and enable ongoing knowledge transfer on both 
the approach and in the benefits management discipline. 

There will be a review of the evaluation and benefits management requirements to identify 
common and supporting requirements ahead of harmonising the requirements, frameworks, and 
associated guidance. The harmonisation of the two frameworks is not included in this DPEL. 

It is assumed that there is full engagement / joint ownership of the collaboration between CoEx, 
Evaluation, and the Outcomes Team to create shared outputs and ensure activities are aligned to 
support business change activities in respective areas. 

There is a dependency on Stakeholder buy-in and active engagement to inform the customer 
journeys. The stakeholder list would be informed from a joint stakeholder mapping activity to take 
place at the start of the engagement. 

 
There is a dependency on engagement with the proposed pilot initiatives in order to develop an 
effective monitoring and reporting approach. 

 
There is an assumption that the initiatives should also contribute towards the UN SDGs; if these are 
not already linked to the Defra Group Outcomes Framework, consideration should be given to how 
the pilot initiatives contribute towards them. 

 

 
 
Scope 

 

 
Assumptions and dependencies 

 

 
Risk management 

• A baseline and future state ‘customer journey’ to capture the full lifecycle of initiatives and 
decision points. 

• A pilot with approx 2 projects (e.g. 1 GMPP, 1 non-GMPP) to develop and demonstrate the 
identification of benefits aligned to outcomes and implementation of a monitoring 
approach through business case development, delivery and BAU that reports across 
benefits management, evaluation, and strategic performance. 

• Knowledge transfer through upskilling pilot project delivery team in implementing the 
strategic benefits framework and developing a matured monitoring and reporting 
approach. 

• Comms and supporting material to facilitate socialisation of approach and forward plan, 
including a blueprint for next steps and business change activities to further develop the 
approach for wider adoption and incorporation of other frameworks and approaches. 
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Full hand over of all deliverables, as set out in Service Delivery Document 

Business Area and Supplier to agree regular reporting intervals for the duration of the engagement. 
Defra Group reserves the right to hold review meetings during the assignment, discussing what went well, opportunities 
for improvement on future assignments and similar. This will incorporate any ‘Show and Tell’ documentation or 
transferable products that have been produced. A post-engagement quality review must be completed as part of the 
Engagement sign-off. DgC will contact the Business Area to arrange this and share the feedback with the supplier on a 
bi-monthly basis. 

Non-disclosure agreements 

The overarching MCF2 framework includes NDAs. 
 
7. Exit management 

The agreed actions and deliverables by the Supplier for when the contract ends are as follows: 
 

 
 
Notice period 

The nature of these engagements requires that Defra Group have the ability to terminate an engagement with notice. 
Defra Group’s termination rights for this engagement are marked below. 

 
The minimum notice period for termination is 5 working days regardless of engagement duration. 

Supplier Engagement Process 

1. Business Area identifies a potential need for delivery support, initiates a conversation with DgC, confirms which 
approvals are required for an engagement to occur, e.g. Consultancy Governance Board if over £120k or DgC 
Corporate Services Delivery Board if under £120k. 

2. If over £120k the Spend Control Form must be completed by Business Area and submitted to DgC at: 
 

3. Lot / Supplier is selected and briefed on the request by DgC, then introduced to the requesting Business Area for 
further discussion and confirmation of work to be delivered. 

4. A Project Engagement Letter is completed by the Business Area with input from the Supplier (with supporting 
proposals as appropriate) and support from DgC and then finally agreed between the two parties, including 
evidence of all required approvals either being in place or being progressed. Approval states are: 

 
Approval state Definition Permissions 
Full approval  DPEL agreed 

 DPEL signed: Supplier, Dept and DgC 
 Purchase Order number 

 Work can start 
 Supplier can invoice for work 

 




