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QUESTIONS

What is a benefit?

Some examples?

Is it an Outcome or a Benefit?
Is a Benefit an Outcome?

Is an Outcome a Benefit?
Why don’t we do it?

o ok




Is this a Benefit?
Saving Nurses 30 minutes a da

Is this a Benefit? 20% reduction in yearly vendor costs
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Reduce the number of times patients get the wrong
medication

Increased visibility of project data which leads to
improved decision-making

Reduce the number of documented patient complaints
in alignment with a strategic goal

applications

Getting from A to B quicker
Having a federal register of patient allergies
Increased customer satisfaction

Reduced annual costs of incidents to a department

Meeting new federal leqgislation

Categoryl  Category2  Category3  Category 4 : .
ategory ategory ategory aredory Having a system to track and version control
m Series 1 m Series 2 Series 3 documents
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BENEFIT DEFINITION

A benefit is the measurable
improvement from change,
which is perceived as positive by
one or more stakeholders and
contributes to organisational

(strategic) objectives.
Managing Benefits, 2" Edition 2014




BENEFITS REALISATION
Why is it so hard?

c To achieve benefits...

j you need to understand what a benefit is...
Al

What is a benefit?
What is an outcome?

PH
=

If you can’t measure it,

you can’t iIl'lpI'OVC it.

J
Lord Kelvin




BENEFITS REALISATION
Why is it so hard?

iy To achieve benefits...
p You need to understand your objectives...

Al

Lack of clear objectives

If the objectives and goals are not well-
defined, it's impossible to measure the
actual benefits.

Without clear objectives, it's challenging to
determine what success looks like and how
to measure it.

“Perceived failure’

"If you define
the problem
correctly, you
almost have
the solution."

- 'STEME JOBS



Strategic
Drivers

Program
Objectives

Project
Benefits

BENEFITS MUST LINK TO STRATEGY

Promoting Wellbeing Delivering Healthcare Pursuing Innovation

- 1

L )

Reduce Incidents Improve customer satisfaction Increase Productivity
-
7]

~

N
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Reduce infections Reduce Costs Reduce time spent on Reporting

C . 6.



MAKE IT MEANINGFUL TO YOUR ORGANISATION

Shorter wait times

Reduced length of stay
Higher consumer satisfaction
Increased service engagement

Lower cost to consumer

Care provided closer to home ImP':'OVGd
Reduced travel g, Experience
Greater choice 505 for
£9 Consumers

Faster processing times %‘?3% Im proved
Productivity savings %,; %a cost-

Minimise double-handing efﬁciency
Cashable savings

Reduced total costs
Lower unit costs / overhead costs /
wastage

Reduced length-of-stay

Reduced duplicate orders / examinations

Better
Health 4
Outcomes

Improved
Experience

for Staff &
Clinicians

Better KPI results
Reduced errors

More time with patient
Better population health
outcomes

Faster clinical handover
Fewer preventable
readmissions

Fewer falls / adverse events

Increased efficiency

Less time spent on
administrative tasks

Improved access to right
information at the right time
Improved collaboration across

the continuum of care




BENEFITS REALISATION
Why is it so hard?

e To achieve benefits...

| you need to understand your measures...

Al

Ambiguity in benefit measurement

Benefits are often difficult to quantify
which also makes it impossible to
accurately assess them.

ACTIVITY

Defining a Benefit

There are 6 elements to a fully
defined benefit

— what do you think they are?



A FULLY DEFINED BENEFIT

“Reduce the average patient length of stay for multi-day
inpatients by 1.55% within the first calendar year and
every year for the next 4 calendar years”



A FULLY DEFINED BENEFIT

“Reduce 1. Indicate the direction of
the desired improvement

the average patient length of stay 2. Name the metric

for multi- dag inpatients 3. Clarify the scope for the
target value

by 1.55% 4. Define the target value of

the improvement

within the first calendar year |
5. Propose the timeframe

and every year for the next 4 calendar years” 6. Propose the tenure

XN 11



BENEFITS REALISATION
Why is it so hard?

e To achieve benefits...

i you need to understand your data...

o You can't manage what you don't

measure,

" "y
Feley IRucked

Lack of proper metrics / poor data

It's necessary to select appropriate and
meaningful Key Performance Indicators.

'Don't measure if it don't matter!" ) s s




BENEFITS REALISATION
Why is it so hard?

e To achieve benefits...

you need to understand your baselines...

Al

Difficulty measuring baselines

If you don't have a (accurate) baseline to
measure against, how do you evidence
improvements?

67 Total Benefits

m Measures could not be identified

Measu

res can be captured via manual process(es)

m Not possible to measure
Measu

res can be captured easily through automation
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BENEFITS REALISATION
Why is it so hard?

To achieve benefits...

7 youneed to understand your stakeholders...
Al

Ambiguity in benefit ownership

Those who own the benefits aren’t always
those who benefit.

Dis-benefits
The opposite of benefits.

Project Stage

Benefits
Planning

Objectives

Actvity

Project Owner

Business
Owner

PMO

Benefits
Advisory Panel

Initiate Plan Deliver >>Close>
Step1: Step2: Step 3: Stepd: Step &:
Identify Benefits Plan Benefits Execute Benefits Review Benefits Embed Benefits
» Understand and define pofential | |» Develop benefts realisation plan | |+ Baseline proposed metrics and + Confirm that projected benefts are | |» Explore potential for futher
benefits + Specify the proposed benefit in review with the benefits aduisory being actively managed and benefts based on the newly
+ Explore and assess business teme of size, timeframe, KFI penel (BAP) realised acquired capabilities and
deas + Propose benefits ownership + Suppart execution sraeqy + Ensure leamings e embedded processes stemming fom the
+ Qutline desired outcomes + Ensure benefit owners are aware and utiised across pmjects nitative
« Clanfy rationale and objectne of of the delivery capability to fully
the inifizhe realise benefts
+ Define potential benefts » Develop beneft realisation plan + Update beneit profles (s + Ensure benefit owners are frained | |+ Hold benefits workshops wih key
+ “Stressdest” potential benefits with | (» Confim benefit owners required) in benefit measurement and stakefolders once business
key stakeholders « Define measures for all benefts + Agree tamgets with benet owners reparting changes fiave been embedded
+ Qutfine enabling capabilities including estimates of the + Ensure change enablers a in + Handover benefits reporting to + Document new or addtional
required to ensure benefts canbe | | expected Values' of each benefit place fo support benefts Business owners benefts in the funding proposal for
achieved » Detemine processes for redisation + Hold benefts evaluzfion meetngs | | future imestment
measuring baseines and tracking | |+ Ensure business change is with all key stakehalders + Align new or additional benefts to
KPls for each beneit implemented to support benefits | |+ Conduct postimplementation strategic dirction
+ Define targets and assumptions redlisation resiew to inform corrective action

» Document detail in benefit profles

» Obtain agreement on suitzble
tamets and assumptions

» Capture lessons leamed to inform
continuous improvement

+ Document: benefits profles for
each benefit
+ Engage both EPMO and BAPIn | |+ Engage the EPMO and BAP in + Validate and confim targets and | |+ Prior to project closure, | |+ Fellowing project closure, hold benefts

dligning potential benefts and considering baselining processes | | assumptions ensure benefts evaluztion meetings with key sakeholders
metrics to the project outcomes and measurement assumptions | [+ Finalise benefit profles qwnership s handed perfom ongoing benefits measurements and

oer o business proside angoing benefits updates to the

ownerfs) and capture EFNO

lessons leamed o

infomn continuous

mproement.

+ Prowde quidance on benefit
categories and divers, avalable
metncs and strategic aignment to
the project outcomes

+ Prowde: matenal on how similar
nitiatives have baselined

+ Ensure a consistent benefts
approach acmss indiaties

+ Proude quidance on how fo
determine tamets (2.0, specific,
measurable, objectre,
controllable, time-bound, etc )and
document benefits profiles

+ Produce the monthly benefits realisation summary report
+ Ensure benefit owners are trained in benefit measurement and reporting

+ Validate proposed benefits and
metrics and alignment fo poject
outcomes

+ Validate proposed basdline
measures and methods

+ Approve the benedits realisation
plan

+ Validate basdine measures
+ Validate assumpiions and fargets
+ Approve the final benefts profiles

+ Provide adice on change inifiafies to ensure open benefits will continue

o be achieed

+ Endorse the monthly benefts realisation summary report
« Approve  the closure of benefts na achieved
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DIS-BENEFITS

A true story — implementation of digital clinical dictation

Benefit Dis-benefit

Faster referral triage Higher transcription workload

\ 4 \ 4

Productivity savings » More transcriptionists

¥ \ 4

Reduced wait lists Higher transcription costs

¥

See 10% more patients




BENEFITS REALISATION

Why is it so hard?

To achieve benefits...

you need to keep atit...
Al

Benefits Realisation takes time

The benefits realisation lifecycle
doesn’t align to the project
management lifecycle

or the change management lifecycle).

Initiate

Plan

Deliver

S eme >

Step 1:

Identify Benefits

Step 2:
Plan Benefits

Step 3:
Execute Benefits

Step 4:
Review Benefits

Step 5:
Embed Benefits

Understand and define potential
benefits

Explore and assess business
ideas

Qutline desired outcomes
Clarify rationale and objective of
the initiative

Develop benefits realisation plan
Specify the proposed benefit in
terms of size, timeframe, KPI
Propose benefits ownership

Baseline proposed metrics and
review with the benefits advisory
panel (BAP)

Support execution strategy
Ensure benefit owners are aware
of the delivery capability to fully
realise benefits

Confirm that projected benefits are
being actively managed and
realised

Ensure leamings are embedded
and utilised across projects

Explore potential for further
benefits based on the newly
acquired capabilities and
processes stemming from the
initiative

Define potential benefits
‘Stresstest” potential benefits with
key stakeholders

Qutline enabling capabilities
required to ensure benefits can be
achieved

Develop benefit realisation plan
Confim benefit owners

Define measures for all benefits,
including estimates of the
expected ‘values' of each benefit
Determine processes for
measuring baselines and tracking
KPIs for each benefit

Define targets and assumptions
Document detail in benefit profiles

Update benefit profiles (as

required)

« Agree targets with benefit owners

Ensure change enablers are in

place to support benefits

realisation

Ensure business change is

implemented to support benefits

realisation

« Obtain agreement on suitable
targets and assumptions

+ Document benefits profiles for

each benefit

Ensure benefit owners are trained
in benefit measurement and
reporting

Handover benefits reparting to
Business owners

Hold benefits evaluation meetings
with all key stakeholders

Conduct postimplementation
review to inform corrective action
Capture lessons leamed to inform
continuous improvement.

Hold benefits workshops with key
stakeholders once business
changes hawve been embedded
Document new or additional
benefits in the funding proposal for
future investment

Align new or additional benefits to
strategic direction

DON'T LET THE PROJECT
MANAGEMENT JOURNEY

DISTRACT YOU FROM THE CHANGE
MANAGEMENT JOURNEY AHEAD

lear
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BENEFITS REALISATION... A FINAL REMINDER...

A benefit is the measurable improvement from change...

To achieve benefits...
you need to make a change...

Al

If we don’t hop on the bike.. We won’t get anywhere.

Project Management...
Change Management...
Benefits Realisation...
They go hand-in-hand!



BENEFITS DEPENDENCY NETWORK

ENABLERS

Project teamand establishment
costs

Clinical/Administrative backfill
for SME to project team.

Communityand patient group
commitment

Medical, Nursing, AlliedHealth
and Executive Commitmentto
developing a new model of care

BUSINESS CHANGE

BENEFITS

1

s N
ENABLING CHANGE

- v

4 N

Confirm bed utilisation across
and determine requirements in
alignment with expectations

A

Implement new model of care

ensuring appropriate change,

training and communication
with executive support

Improve achievement of ED
targets by xx%
(Productivity Benefit)

Develop a model of care that
addresses utilisation, demand
fluctuations and barriers tothe
ownership of patient care

Implement new goverance and
address breaches as part of
continuous improvement

~

Reduce Patient Length of Stay
for specificpatientcohorts
(Productivity Benefit)

A

Develop implementation
strategy, communications and
trainingin the new model of
care

Ensure staffarerosteredto
meet demand across
wards /facilities

~
Improve Bed/Ward utilisationto
reduce overtime
(Cashable Benefit)

OBIJECTIVES

.

Create capability tomanage the
increasein service demand
through process and flow re-
design

-

Address Hospital performance
targetsthroughappropriate
models of care

~

.

Determine baseline data,
appropriate reporting metrics
and targets for the realisation of
benefits.

A

Y.
Reduce Staff sick/unplanned
leave
(Productivity Benefit; potential
Cashable Benefit) )

Match Models of care to
community Expectations

Develop and implementnew
governance structure to manage
models of care

~

DRIVERS

.

The demand for
services is expected to
grow by xx% each year

-~

1

Emergency Department
targets are not
consistently achieved

There are no clear lines
of patient ownership
between medical
specialties

1

J
Redesignbed management to
better manage growth and
demand fluctuationsacross
wards/hospitals
. W
4 N

Improve workforce
management toreduce
sick/fatigue leave and overtime

delayed
\.

Consultation time for
Mental Health /
Geriatric Patients is

Proposed new services
do not adequately
address access block
and community
expectations

e

A

.

The hospital bed
management plan
does not appropriately
manage demand
fluctuations

©




TARGET

Be realistic, but aspirational

Ensure relevance to the change

Assign ownership
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THANK YOU &

MELANIE STRACHAN
PHASE 2 CONSULTING

Melanie.Strachan@Phase2Consulting.com.au
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