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Benefits Realisation Framework – Practical How To 
Guide 
 
Introduction 
 

This note provides practical guidance to support the application of the Benefits Realisation 

Framework, outlined in Benefits Realisation Framework – Policy and Principles. This guidance 

is intended to support communications colleagues in applying the principles and working with 

technical colleagues to convert benefits included in appraisal documentation across the 

project lifecycle under the Infrastructure Guidelines into effective public engagement and 

external communications. 

This note includes practical supports on 

• Converting evidence from the project appraisal documentation compiled under the 

Infrastructure Guidelines into meaningful public engagement  

o First and second order benefits 

o Guidance on bridging Infrastructure Guidelines benefit categories into 

Government Infrastructure priority outcomes noting the primary focus of 

housing delivery 

o Further detail on 

 enhanced competitiveness 

 regional development 

• Communicating the costs of inaction 

• An architecture to support technical teams and communications teams to engage and 

build common language 
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Section One: Making the Technical Meaningful 
While the benefits included in the project appraisal documentation are pre-delivery, they will 

be quantified and grounded in evidence – this may be evidence from delivery of similar 

projects in other parts of Ireland or internationally. While they may be caveated as “expected” 

or within a range, as they are used to underpin the value-for-money assessment under the 

Infrastructure Guidelines, they are sufficiently robust for inclusion in public engagement and 

communications.  

Due to the nature of value-for-money assessment under the Infrastructure Guidelines project 

appraisal documentation will often include outputs delivered as well as benefits expected 

under the delivery of the capital works. Understanding the distinction to ensure public 

engagement focused on lived experience is useful.  

 

Table One: Distinguishing Benefits from Outputs and Outcomes 

Term What it means Example Communications 
Focus 

Outputs1 What is delivered? (the 

“thing”) 

A new 250-bed hospital “We are building a new 

hospital” 

Outcomes What changes 

because of the output 

delivered 

Shorter waiting times, 

more treatments 

“Patients will be seen 

faster…” 

Benefits The value of those 

changes to people and 

society 

Better health, longer life 

expectancy, reduced 

pressure on the health 

system, reduced stress, 

increased well-being 

“This will improve health 

outcomes and quality of 

life…” 

 

 
1 KPI Guidance for Regulators, supporting Action 9 of the AIRAP, and Circular 18/2026 (Circular on 
Principles for Better Regulation) provides details on KPI setting including for example output 
measurement, specific to infrastructure regulatory bodies, to improve co-ordination and standardisation 
of regulatory approvals for critical infrastructure, as distinct from the impact on, and benefits, to 
infrastructure delivery.  
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Translating the Project Appraisal Documentation 
Benefits of capital works delivery can be direct, first-order benefits and indirect, more 

strategic benefits.  

 

First-order benefits, the primary purpose of the project 
The core benefits of a project will be the first-order benefits. These are direct, immediate 

benefits from the specific delivery of the given capital works. These will likely be the benefits 

captured in the project appraisal documentation. They will align clearly with the core immediate 

objective of the investment and will be sector specific.  

A sense check question would be; if the project did not exist, would this benefit disappear? If 

yes, then that is a first order benefit. It could not be provided by other different types of 

investment – unlike second order benefits.  

For example:  

• Delivery of public transport leads to first-order benefits of reduced travel time, improved 

reliability 

• Delivery of housing first-order benefits are increased supply, reduced homelessness 

• Delivery of energy infrastructure first-order benefits are reliable supply, lower 

emissions 

• Delivery of flood defences first-order benefits are reduced risk of flooding 

 

Second-order benefits, the wider economic and social impacts from delivery of the 
project 
Second order benefits are wider social benefits and are best framed as “supported by” the 

project, rather than directly causal. These connect projects to national priorities.  

Government focus, and the Accelerating Infrastructure Report and Action Plan (“the AIRAP”), 

note the primary importance of delivery of housing. If the infrastructure in question supports 

or facilities improved housing delivery, this should be the priority second-order benefit and 

focus for public engagement and communications.  

The AIRAP also notes the importance of communicating the second-order benefits of 

infrastructure on:   

• Enhanced competitiveness 

• Reduced emissions  
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• Regional development  

• Transport efficiency 2 

For example:  

• Delivery of public transport leads to first-order benefits of reduced travel time and 

improved reliability which in turn lead to second-order benefits of  

o Opens up areas for residential development and higher-density housing with 

better connections (priority second-order benefit housing delivery) 

o Faster more reliable journeys, improving access to jobs, education and 

business locations and making more parts of the country more attractive for 

investment (enhanced competitiveness)  

o More people choosing public transport over cars lowers overall traffic volumes, 

reduces greenhouse gas emissions and improves air quality (Reduced 

emissions) and reduces congestion on road networks making the overall 

network move more efficiently (transport efficiency) 

o Improved connectivity makes regional towns more accessible, supporting local 

economies (regional development) 

 

Mapping Appraisal Documentation Benefits to Strategic Objectives 
The types of benefits required for project appraisal documentation can be mapped onto priority 

benefits for infrastructure delivery. These are outlined in Table Two below.  

Furthermore, the Irish Government’s Well-being Framework3 focuses on measuring the real-

lived impact of Government policy and is a useful resource for translating policy impacts into 

lived-reality and supporting communication on the benefits of infrastructure. The multi-

dimensional Well-being Framework provides an opportunity to identify the different ways in 

which a project or investment may be impacting people’s lives. For example, building a 

housing estate is not just about a place for people to live, it may also be associated with 

providing jobs and incomes for people in local business, schools for children, health care 

facilities for people of all ages and local amenities to build communities.  

 
2 Benefits will also occur as a project is being delivered; people are employed in the delivery of the 
works, local businesses will have increased activity due to more people in the area with construction 
and skills development will also occur in the relevant sector. These benefits are not likely to be included 
in project appraisal documentation, which will focus on the benefits from the final delivered project. And, 
while they are the most tangible and immediate they will also be tempered with local disruption. 
3 https://www.gov.ie/en/department-of-the-taoiseach/campaigns/a-well-being-framework-for-ireland/  
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For Departmental and Government budgetary oversight, every project or programme, whether 

capital or current, is allocated to a Departmental budget subhead – i.e. a category of spending 

under the Departmental budget allocation. Over the last number of years, each subhead in 

the budget (both current and capital expenditure) has been tagged with a least one of the 

dimensions of the Well-being Framework. This detail is available and provides a rich and 

evidence-based resource for both identifying the benefits of a given infrastructure project or 

capital works and, also identifying real-world impacts that matter for people in their day-to-day 

lives, from those capital works.  

 

Table Two: Making Benefits in the Infrastructure Guidelines Relevant  

Infrastructure Guidelines 
benefit type 

Government 
Infrastructure 
Priority Focus 

Framing under the Well-being 
Framework4 

Social + public service 

performance: serviced land, 

faster connections, 

improved capacity for 

housing-enabling utilities  

Improved housing 

delivery  

Enables homes by unlocking serviced 

sites and reducing infrastructure 

constraints 

Economic: productivity, 

investment readiness, 

reduced costs, reliability of 

enabling infrastructure  

Enhanced 

competitiveness 

Supports jobs, enterprise, and resilient 

services; reduces hidden costs from 

delays and bottlenecks; enhances 

wealth 

Environmental & climate: 

operational and (where 

relevant) embodied 

emissions; 

resilience/adaptation 

Reduced 

emissions  

Improves environmental quality and 

supports climate targets; focuses on 

sustainable outcomes; enhances 

health 

Economic + social: access 

to jobs/services, spatial 

equity, network connectivity  

Regional 

development  

Supports balanced growth and access 

to opportunity; strengthens 

towns/regions; enhances connections 

 
4 Over the next few years, it is intended that each budget subhead will be linked to measures of both 
outputs and outcomes further developing the evidence base for the real-world impacts of capital works 
and infrastructure projects.  
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between people, community and 

participation 

Economic + social + 

environmental: time 

reliability, safety, 

accessibility, modal shift, 

reduced congestion costs 

Transport 

efficiency  

Saves time, improves reliability and 

safety, reduces congestion and 

emissions 

 

Optional framing 
“This project improves [first-order benefit], which means [everyday real-life experienced 

impact].  

This enables delivery of housing through [XXX] and over time, this contributes to and 

[Government Infrastructure Priority Focus / second-order benefit], through [Well-being 

Framework details].” 

Given the particularly strategic nature and wider geographical impact of “enhanced 

competitiveness” and “regional development”, further guidance on communicating these 

second-order benefits is included below.  

 

Communicating Enhanced Competitiveness 
Competitiveness is effectively how easy and attractive Ireland is as a place to do business 

and how well we do business at the global scale. It is about reliability of services, employment, 

regulation and decisions. It is about ease of moving around literally and figuratively. It is about 

trust and stability. With that, while “competitiveness” is an abstract term, in reality it is 

comprised of day-to-day experiences people see and feel. Communicating how infrastructure 

supports Ireland’s competitiveness can be done through focusing consistently on outcomes 

achieved – such as jobs, wages, choice, quality of life. This keeps competitiveness relevant 

rather than abstract.  

 

Competitiveness gains from infrastructure investment largely come from reduced 
friction 
Better roads, public transport, digital connectivity or energy systems make it easier for 

businesses to operate and for people to access jobs, services, and markets. This reduces 

costs, saves time and increases reliability. In public-facing terms, this means “quicker 

commutes,” “more job choices within reach,” and “businesses able to grow and hire locally.” 
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Competitive places attract investment, talent, and innovation 
Investment in infrastructure enables Ireland to compete with other countries for high-quality 

jobs and industries. This can be framed as “making Ireland a place where companies choose 

to invest and expand” and “helping local talent stay and succeed at home.” 

 

Competitiveness secures Ireland’s future  
Infrastructure that supports low-carbon transition, digitalisation or supply chain stability 

ensures long-term economic strength. Communicate this as “preparing the economy for future 

challenges” rather than risk-based technical language. 

“Because we are investing in X, businesses can do Y, which leads to Z benefits for people.”  

 

Communicating Regional Development 
Communicating regional development benefits means turning technical concepts like access, 

connectivity, and resilience into clear, locally relevant narratives that resonate with people’s 

lived experience. Avoid abstract phrasing and focus instead on what changes for communities. 

Keep the emphasis on stronger local economies, better services, and more balanced regional 

growth so the benefits feel immediate and relevant.  

 

Regional development is ultimately about fairness - better access helps ensure that 
where people live does not limit their opportunities  
Infrastructure investment reduces distance, both physically with transport investment, but also 

opportunities. For example, transport connectivity is both investment in roads, but is also about 

“bringing jobs, education, and services closer to people.” Improved transport links mean “more 

employment options within a reasonable commute” and “easier access to hospitals, schools 

and town centres.” Improved housing keeps people local to their families and communities.  

 

Connections are at the heart of linking people, places, and businesses more 
effectively 
Connectivity supports vibrant local economies by enabling businesses to reach new markets 

and collaborate more easily. For example, “better links to local ports and national airports” or 

“reliable high-speed broadband for remote working and local enterprise”.  
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Resilience is particularly important for regional development 
Infrastructure that can withstand climate impacts, population growth, or economic change 

helps communities thrive over time. Resilience in lived reality, means security and adaptability. 

For example, “keeping essential services running,” and “future-proofing regions against 

change.” 

“This investment improves X, which helps communities do Y, leading to Z outcomes.”  
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Section Two: Communicating the Costs of Inaction aka The 
Counterfactual  
 
The project appraisal documentation will include detail on the counterfactual, that is, what 

happens without the capital works proposed. This is a core requirement for the value-for-

money assessment under the Infrastructure Guidelines.  

A range of options may be included such as the “do nothing” and “do the minimum” 

arguments.5 Ultimately, from a communications perspective the intention is to focus on “what 

will life be like for people without this investment”. The reality is that without investment both 

the proposed improvements do not happen, and things will also deteriorate as population 

continues to grow, the quality of infrastructure in place erodes over time and new issues and 

demands arise. Infrastructure enables every aspect of society to operate. “Doing nothing” is 

not neutral. 

 

Translate technical projections into clear, forward-looking statements 
What will happen in 5, 10, or 20 years if the project does not proceed? For example, increasing 

congestion can be framed as “journey times rising year on year,” or capacity constraints as 

“fewer available connections for homes and businesses by [date]”. This helps audiences 

understand that impacts accumulate, rather than appearing suddenly. 

 

Describe the practical impacts 
Inaction can mean “longer commutes,” “reduced access to services,” “higher costs for 

businesses” or “missed opportunities for job creation”. Where relevant, connect these impacts 

back into the Government infrastructure priority focus second-order benefits. For example, 

there are regional imbalances from the absence of infrastructure investments “rural regions 

are more exposed and more disrupted during extreme weather than urban areas”. 

 

 
5 As well as the “do nothing” and “do minimum” options, appraisal documentation would also appraise 
other options for delivery – e.g. an alternative site, different mode of transport, maintenance / repairs 
over new works. While the costs of inaction should focus on what would happen without the new 
investment, depending on the project type and any implementation challenges, noting that the capital 
works in question have been identified as the preferred option when compared to other types of works, 
may be helpful.  
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Inaction is one of several choices about the future, each with distinct outcomes 
Present contrasting futures. One shows the outcomes with investment; the other shows what 

happens if it does not occur, “inaction”. Keep both scenarios grounded in evidence from the 

project appraisal documentation but expressed in plain language. Focus on credible, 

evidence-based consequences.  

This includes the opportunity cost, what we have lost by not investing. When investment is 

delayed, or not pursued, resources, jobs, growth and people (all the benefits) may also shift 

elsewhere. Inaction has an impact on the outcomes as much as action and investment does. 

 

Inaction affects the cost of living 
As well as losing out on progress with inaction, current infrastructure continues to erode and 

requires maintenance. This requires ongoing budgetary spending without any progress. This 

increases day to day costs, without any real value or gain to society. The cost of living is 

impacted with delays or inaction in infrastructure delivery.  
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Section Three: Technical and Communications 
Engagement Architecture 
 

Effective infrastructure communication depends on close, constructive engagement between 

communications professionals and technical colleagues who design the project, draft the 

project documentation for appraisal and ultimately oversee delivery of capital works. In 

practice, this is often challenging. Appraisal documentation is written to satisfy the appraisal, 

governance and assurance requirements under the Infrastructure Guidelines. Technical 

authors may be understandably cautious about simplifying language, concerned about 

accuracy, precedent, or misinterpretation. 

Communications colleagues play a critical role in testing understanding, surfacing 

assumptions, and ensuring that benefits described in public align with the formal appraisal 

documentation. 

This section outlines an approach to engagement to produce a shared, evidence-based 

benefits narrative that is:  

• Accurate and reflects the project appraisal documentation 

• Understandable and clear to a non-technical audience 

• Relevant and connected to lived and local experience 

The shared objective is to ensure accurate, evidence-based communication that people can 

understand and assess. The core working principle is that if the public cannot understand the 

benefit, there is a risk to delivery.  

This approach can be used to apply the Framework internally and can be applied in a manner 

proportionate to the capital project in question.  

Further detail on roles is included in Benefits Realisation Framework – Policy and Principles. 

The details below can be captured in the Benefits Blueprint which can be used to support 

engagement and final outputs.  

 

Stage One: Clarity on Outputs 
It must be possible to explain the project in plain English. If a project cannot be explained in 

simple terms, it cannot be communicated effectively.  

Extract and confirm 
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1. What is being built or delivered?  

2. Where is it?  

3. Who does this affect (who reaps the benefits and who experiences the disruption)?  

4. When will the works be in operation?  

 

Stage Two: Establish the Core Intention of the Project 
At the outset, ensure alignment between the technical and communications team on the core 

intention and logic of the capital works in question.  

There are four steps in the chain clarifying the benefits of a project;  

Problem > Change > Real-world outcome > Benefit.  

These can be determined through asking and resolving resolve four questions:  

1. What problem is being solved? 

2. Who experiences this change?  

3. What changes for them in their practical day-to-day lives? 

4. Why does that matter? 

 

Stage Three: Translate outputs into service changes 
Infrastructure does not matter in and of itself, it is the change in service that impacts on people 

in their daily lives that matters. This is not yet communicating the benefits of the change, it is 

the outcomes of the change.  

Using the detail from Stages One and Two, provide one sentence for the works in question.  

“This enables [INSERT SERVICE CHANGE] for [WHO] in [PLACE].” 

For example, under the output of Bus Connects, “This enables more frequent peak-time 

services for commuters on the corridor”.  

 

Stage Four: Identify the Benefits  
Using the approved and defined benefits, the details in this note and the principles in the 

Benefits Realisation Framework – Policy and Principles, produce a short, agreed benefits set.  
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Step One: Working with the technical team anchor the benefits explicitly in the project 

appraisal documentation. Do not introduce new benefits or reframe speculative 

impacts as expected outcomes.  

Step Two: Agree and define what can and cannot be communicated for each potential 

benefit.  

Record:  

• The benefit in question 

• Geography; is it local, regional, or national 

• Timeframe; when the benefit begins and how it develops over time 

Step Three: From the benefits set outlined in Step Two, refine and define:  

• Maximum 3-5 benefits per project 

• Benefits must be a subset of those formally assessed 

• Prioritise benefits that are:  

o Directly experienced 

o Locally relevant 

o Clearly linked to service change 

Step Four: Apply the Government Infrastructure Priority lens (second-order benefits) 

focusing first on housing delivery 

Each benefit selected in Step Three should be mapped first to housing delivery and 

then to one of the four other Government Infrastructure priority outcomes:  

• Improved housing delivery; typically this will be enabled by infrastructure works 

• Reduced emissions; direct reduction, enabled reduction or avoided future 

emissions 

• Transport efficiency; time, reliability, safety and accessibility  

• Enhanced Competitiveness (further detail on page 6) 

• Regional Development (further detail on page 7) 

Step Five: Test and refine using the question “what part of daily life changes because 

of this?” If the answer is unclear, then the benefit is too abstract, or the wording is too 

technical. Refine to ensure that benefits are:  
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• publicly meaningful, as well as technically precise 

• language should reflect lived experience rather than terminology from the 

project appraisal documentation (e.g. “72kilometres of rail”) or policy language 

(e.g. “supports growth”, “rurality”) 

 

Stage Five: Define the counterfactual 

Every project is a choice between futures. Project appraisal documentation includes the “no 

build” details which should be credible, not exaggerated and evidence-based. This should 

clearly answer 

• What continues? 

• What worsens? 

• What cannot happen? 

 

Stage Six: Ensure agreement and understanding throughout the process 

Wording and understanding should be agreed at every point along the discussion. Agree and 

sign-off in advance of publication. For any disagreements, distinguish between those which 

are technical and grounded in the evidence included in the appraisal documentation from 

disagreements on the clarity of the content for communication.  

Common challenges:  

• While some details may be difficult to simplify, the fundamental intention must be clarity 

– this underpins misinterpretation and is critical for public trust.  

• If descriptions cannot be non-technical, focus on the change in service provision not 

on the actual works being delivered, or the process for delivery of those works.  

• Limit benefits to the most meaningful, most grounded in evidence – either from 

previous similar works in Ireland, or internationally.  

• Replace all policy language with lived experience.  
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