
Case Study Seminar

Avoiding Project Disaster with Benefits Management 

within the Rabobank International ..

Amanda Comber
Head of Programme Office Rabobank International

Drs Richard Moret
PRINCE2 Consultant, Expecto



Surviving the Credit Crunch

Avoiding Project Disaster
Benefits Management

Amanda Comber & Richard Moret



3

Content

• Introduction about Rabobank

• Project Management Maturity in Rabobank International

• Development of Benefits Management

• Implementation of Benefits Management

• The impact of the Credit Crunch

• Do’s and don’ts of Implementing 

• Lessons Learned



The Bank that Does it Differently

Raiffeisen: Principles

• Self-Government

• Member Liability

• Limited field of Operations

• Prudent Management

• Retained Earnings
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Different for over 100 years

1864 First cooperative credit unions in Germany
1896 First local cooperative bank in the Netherlands
1898 Establishment of the regional central banks in Utrecht 

(Raiffeisen-Banks) and in Eindhoven (Boerenleenbanken)
1972 Merger of regional central banks: Rabobank Group
1980 Introduction of cross-guarantee scheme
1980 First international office opened in London
1981 Rabobank receives Triple-A rating
1990 First acquisition on the road towards becoming an all-finance 

service provider 
1997 GFM launched - London (150 to 1000 employees in 2 years)
1998 Rabobank marks its 100th anniversary 
2007 Acquisition of foreign F&A banks
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Rabobank Structure

Private individuals

Small & Medium-sized Enterprises

Private Banking

Other support units

Corporate Social Responsibility

Investor Relations

Long Term Funding

Other staff units

Food & agri

Wholesale banking

International retail banking

Support of

Local Rabobanks

Staff functions

Rabobank Group

Rabobank International

Robeco

Asset

management

Schretlen & Co

Sarasin

IRIS

De Lage Landen

Leasing

- Athlon

Rabo Bouwfonds

Real estate

- FGH Bank

Eureko (39%)

Insurance

- Interpolis

Obvion

Housing

Moviq

Bizner

Business

Rembrandt

Fusies en

Overnames

Labels

Rabobank Nederland

174 local member banks

1,64 million members

9 million customers

Zoekallehuizen.nl
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2. International Strategy

Doing what we’re good at: Food & Agri Financing

• International network in 43 countries 

• International market leader in Food & Agri Wholesale

• Domestic retail banking in selective countries 
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Triple A-rating: Why?

• Cooperative structure and cross-guarantee scheme
• Low risk profile and strong capital base
• Large market shares in retail 
• Track record of stable profit growth
• Focus on organic growth
• High-quality assets (mortgages)
• Consistently achieving financial targets
• No dividends

8



Project Management Maturity in 
Rabobank

• In 2008 performed a P3M3 Light Assessment to analyse the current 
project management situation in Rabobank

• Based on London IS&D Projects*
• Based on Programme Office perception, not full 360 interviews
• Performed on 21 September 2007

P3M3 Assessment (Light) reviews the Maturity Level of:
• Project Management 
• Portfolio Management

Overview of the Outcomes, Recommendations are presented and an 
Explanation of how to implement them into the Rabobank environment 

*of 90% of Project activity in Europe is delivered out this area
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Results of the P3M3 Light Assessment
Project Management Maturity
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Results of the P3M3 Light Assessment (2)
Project Management Maturity
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Results of the P3M3 Light Assessment (3)
Portfolio Management
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Findings – Project Management

P3M3 Maturity Level 3 for Project Management

Level 3 Maturity means  

• IS&D London Branch has a sustainable Level 3 for Project 
Management.

• Some elements require improvement to optimise on Level 3 for 
Project Management. 

• Further progress not possible on this moment because of the 
maturity of the Portfolio Management
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Findings - Portfolio Management

P3M3 Maturity Level 1 for Portfolio Management

Level 1 Maturity Means

• Key Process Area's required development

• With developing these Key Process Area's a robust Level 2 or even a 
sustainable Level 3 can be reached.

• When the Portfolio Management is developed to a robust Level 2 the 
Project Management can be matured to a Level 4.
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Recommendations from P3M3 Assessment 
Moving from Reactive to Proactive 

Project Management Improvements

• Controlling a Stage and Managing Product Delivery Processes in 
Execution of projects

• Controlling Projects in Execution - Management of Stage Boundaries 
Process

• Project Management Skills on Benefit Management, Risk, Planning & 
Quality

Project Board Improvements

• Teach Project Boards how to control projects by taking effective 
decisions

• Teach Executives to focus on the Business Case
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Recommendations P3M3 Light (2)

Setup a process for Portfolio Management
– Setup a process for managing the portfolio of projects
– Focus on Strategic Benefits and the value of projects in relation to them

Develop a strategy to manage the Portfolio
– Ensure decisions are taken around strategic goals (e.g. GFM, IT Ops)
– Manage the Portfolio with intelligent reporting enabling proactive 

management (e.g. Delivery Map,  Benefit Realisation, Earned Value 
Analysis)

Setup a central point for Portfolio Management
– Setup a Portfolio Management reporting and analysing point which 

provides proactive analysis on the Portfolio
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Differences between Project, Programme 
and Portfolio Management

Project

Project
Project

Project

Project

Project

Project

Project

Project Project

Programme

Programme

Portfolio

Programmes 

in the 

Business

Project 

Portfolio 

IS&D



Portfolio Management Cycle

18



Portfolio Management Cycle
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Rabobank
Strategy

Benefits 
identification

Identifying
Project
Portfolio

Executing
Projects

Benefit 
Measurement Closing and

Implementing

Portfolio Project



Impact of the Credit Crunch

20



Development of Benefits 
Management
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Set up

Benefits
Categories

Collecting

Benefits

from

Projects

Categorize

Benefits

Reporting

Validate

Reporting

Benefits

Mapping

and 

Reporting



The Benefits Management Process
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The Benefit Categories
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• Income Generating / Recapitalisation
• Reduction of Costs
• Operational Activities / Operational Risk
• Operational Efficiencies
• Regulatory / Compliance (Must Do’s)
• Strategic Objectives

• Criteria 1 – 5 

• Different Weightings



Value to the Business

Value to the Business

Highest figure of benefits.

Critical time of delivery Mini PID <500k Specific PID 500k - 2.5m Large PID +500k

1 = No time constraint 1 = No time constraint 1 = No time constraint

2 = 2 Year window from 
delivery

2 = 3 Year window from 
delivery

2 = 3 Year window from 
delivery

3 = 12 month window from 
delivery

3 = 2 Year window from 
delivery

3 = 2 year window from 
delivery

4 = 6 month window from 
delivery 

4 = 1 year window from 
delivery

4 =  1 year window from 
delivery

(Relative to IT cost 
significance, i.e. burning 
platform)

(Relative to IT cost 
significance, i.e. burning 
platform)

(Relative to IT cost 
significance, i.e. burning 
platform)

5 = Must do now 5 = Must do now 5 = Must do now

(Relative to Business 
Critical/Income/Cost 
Impact)

(Relative to Business 
Critical/Income/Cost 
Impact)

(Relative to Business 
Critical/Income/Cost 
Impact)
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Example Portfolio Calculation of a 
Project
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Project X Description 

of the 

Benefit

Initial Value Planned 

Value in 

year 2010

Expected 

Value in 

year 2010

Planned 

Value in 

year 2011

Expected 

Value in 

year 2011

Planned 

Date 

start 

enabling 

Benefit

Expected 

Date start 

enabling 

Benefit
TPPT/TPPI TPPT/TPPI TPPT/TPPI TPPT/TPPI TPPT/TPPI

Income 

Generating

Will deliver 

1 k over 4 

year extra 

income

1 1 =0.25 k 0 =-0.25 k 1=0.25 k 1=0.25 k 01-2010 04-2010

Reduction of 

Costs

N/a 0 0 0 0 0

Strategic 

Objectives

2 1 1 0.5 1 1 01-2010 04-2010

Operational 

Efficiencies

2 1 1 0.5 1 1 01-2010 04-2010

Operational 

Activities and/or 

Risk

2 1 1 0.5 1 1 01-2010 04-2010

Regulatory 

Compliance

2 1 0 0 0 0 01-2012 01-2012



Graphical Representation
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Planned Benefits
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Other IT Ops

GFM Risk

Critical time of delivery

Project 6

Critical time of delivery

Critical time of delivery

Critical time of delivery

Project 15

Project 21

Project 12

Project 10

Project 20

Project 14

Project 16

Project 17

Project 1

Planned benefit size for each project.

Project 3Project 24

Project 13

Project 5
Project 4

Project 2



Expected Benefits

28



Benefits Overview on Closed Projects 
2007-2009

( €m )

Income 

Generating 

Planned 

Benefits (PID/ 

mPID) - 2009

Income 

Generating 

Estimated 

Benefits - 2009

Opportunity 

Lost - 2009

Cost Reduction 

Planned 

Benefits (PID/ 

mPID) - 2009

Cost Reduction 

Estimated 

Benefits - 2009

Opportunity 

Lost - 2009

Total Portfolio Benefits 111.750 51.750 60.000 5.156 3.977 1.180

Total All X Projects Benefits 5.750 5.750 0.000 0.435 0.393 0.042

Total All Y Projects Benefits 0.380 0.380 0.000

Total All Z Projects Benefits 1.000 1.000 0.000 2.432 1.331 1.101

Total All Large Projects Benefits 1.000 1.000 0.000 1.680 1.680 0.000

Total All Medium Projects Benefits

Total All Small Projects Benefits 5.750 5.750 0.000 0.466 0.425 0.042
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Surviving the Credit Crunch
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Do’s and Dont’s of Implementing 
Benefits Managment this way

Do’s
• Sponsorship required at high level/ in key stakeholder areas
• It is a change in decision taking and Management need to learn how 

to use it
• Start making a blue print of the current situation
• Involve Project Managers and Management in the validation process
• Be flexible in tailoring the Benefits measurement

Don’ts
• Present it as a tool
• Implement it as a given process; it needs at least a year to develop 

properly
• Present multiple portfolio’s. It is one portfolio with multiple views
• It helps support decision taking; the report is not a given fact
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Lessons Learnt

• Benefits Management is a process which needs to be organized 
before and after the project process

• In the Project Mandate the Benefits must be identified and primarily 
quantified

• Project Boards and Line Management need time to practise using 
Benefits Management

• Stage Boundaries provide convenient fire breaks and opportunities 
for the Project Board and Line Management to practise directing the 
project in relation to Benefits Management

• Benefits Management is not a tool it is a process which needs to be 
implemented into the organisation

• Benefits Management only works if it is linked to the Strategic Life  
Cycle of the Organisation
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Thank you for your attention

33



Case Study Seminar

Avoiding Project Disaster with Benefits Management 

within the Rabobank International ..

Amanda Comber
Head of Programme Office Rabobank International

Drs Richard Moret
PRINCE2 Consultant, Expecto


