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Abstract

Healthcare organizations face increasing challenges in ensuring that projects align with strategic goals and deliver
measurable, sustainable benefits. Traditional project management methodologies often emphasize execution but
neglect the systematic tracking and sustainment of outcomes. This paper introduces the Benefit Realization
Management Framework (BRMF) as a comprehensive approach to bridging this gap, integrating tools such as the
Benefit Map, Benefit Profile, Benefit Register, Benefit Process Checklist, and BRM Plan, which are applied iteratively
across the project lifecycle phases: Identify, Plan, Execute, and Sustain. To demonstrate its versatility, the paper presents
three hypothetical case studies: Machine Learning for Chronic Disease Management, focused on reducing hospital
readmissions and improving patient adherence; Electronic Health Record (EHR) Implementation for Care Coordination,
aimed at enhancing interoperability and reducing documentation errors to improve patient outcomes; and Process
Improvement in Patient Discharge Workflows, designed to streamline procedures and increase throughput. These case
studies illustrate the BRMF’s adaptability to diverse project types, from clinical innovations to technological
advancements and operational improvements. The paper highlights how the BRMF ensures strategic alignment,
promotes accountability, and delivers sustained value across healthcare contexts, providing actionable insights for
project success. Finally, the paper discusses the implications for healthcare leadership, the importance of embedding
benefit realization practices, and potential areas for future research and validation.

Keywords: Benefit Realization Management Framework (BRMF); Healthcare Project Management; Strategic
Alignment; Machine Learning in Healthcare; Project Benefits Sustainment

1. Introduction

1.1. The Importance of Strategic Excellence in Healthcare Projects

Healthcare projects, ranging from hospital infrastructure development to the implementation of electronic health
records (EHR) systems, play a pivotal role in enhancing patient outcomes and organizational efficiency. However, the
complexity of these projects often challenges their successful execution. Healthcare projects typically involve diverse
stakeholders, intricate workflows, and stringent regulatory requirements, which make alignment with strategic goals
difficult [1]. Furthermore, the high stakes associated with healthcare projects mean that any misalignment can lead to
significant financial losses, compromised patient care, or both [2].

One major challenge is ensuring that project outcomes contribute directly to the overarching objectives of healthcare
organizations, such as improving quality of care, enhancing accessibility, or reducing operational costs. Often, projects
are initiated with a focus on deliverables rather than long-term value creation. This disconnect results in inefficiencies,
as the benefits of projects are not fully realized or sustained over time [3]. For example, an EHR implementation may
improve data accessibility but fail to integrate seamlessly with clinical workflows, reducing its overall impact [4].
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The dynamic nature of the healthcare industry further complicates project alignment. Rapid technological
advancements, evolving patient needs, and changing regulatory landscapes demand a strategic approach that ensures
adaptability and resilience. Strategic excellence in healthcare projects is, therefore, not just desirable but essential for
achieving long-term organizational success and delivering value to patients and stakeholders alike [5]. To address these
challenges, the Benefit Realization Management (BRM) framework offers a structured approach that ensures projects
deliver measurable and sustainable value.

1.2. Introduction to the Benefit Realization Management (BRM) Framework

The Benefit Realization Management (BRM) framework is a structured approach that ensures projects deliver
measurable value aligned with organizational goals. Unlike traditional project management, which often prioritizes the
completion of deliverables, BRM emphasizes identifying, planning, delivering, and sustaining benefits throughout the
project lifecycle [6]. This focus on long-term value creation makes BRM particularly relevant to the healthcare sector,
where projects must meet high expectations for quality, efficiency, and patient outcomes [7].

At its core, BRM consists of four key principles:

o Benefits Identification: Clearly defining the intended outcomes and their alignment with strategic objectives.

¢ Benefits Planning: Developing a roadmap for achieving these outcomes, including assigning responsibilities
and timelines.

¢ Benefits Delivery: Ensuring the planned benefits are realized during project execution.

e Benefits Sustainment: Maintaining and enhancing realized benefits post-project completion [8].

In healthcare, BRM can address common pitfalls such as inadequate stakeholder engagement and poor integration of
technology into clinical workflows. For instance, when applied to telemedicine projects, BRM ensures that the
technology not only enhances accessibility but also aligns with broader organizational goals, such as improving patient
satisfaction and reducing costs [9].

Furthermore, BRM fosters accountability by requiring stakeholders to evaluate benefits against predefined metrics.
This continuous focus on value creation makes BRM a powerful tool for healthcare organizations striving to achieve
strategic excellence [10]. With an understanding of BRM’s principles and relevance, the article now explores its
objectives and scope in the context of healthcare projects.

1.3. Objectives and Scope of the Article

This article aims to explore how the Benefit Realization Management (BRM) framework can enhance strategic alignment
and value creation in healthcare projects. By addressing the unique challenges faced by healthcare organizations, the
article highlights BRM’s potential to bridge the gap between project execution and long-term organizational goals [11].
It provides actionable insights into the framework’s principles and practical applications, offering a roadmap for
healthcare leaders and project managers to optimize project outcomes.

The scope of the article includes a comprehensive analysis of BRM’s implementation in healthcare projects, with a focus
on identifying benefits, aligning them with strategic objectives, and sustaining them post-project. It also examines
challenges in adopting BRM, such as resistance to change and limited expertise, while offering solutions to overcome
these barriers [12]. Real-world case studies are presented to illustrate BRM’s impact, highlighting both successes and
lessons learned from failures.

The article is structured into eight sections, beginning with an introduction to BRM and its relevance to healthcare.
Subsequent sections delve into BRM principles, practical applications, case studies, and the role of stakeholders,
concluding with recommendations for optimizing BRM in healthcare projects. With a foundational understanding of
healthcare projects and BRM, the discussion now turns to the critical role of BRM in driving strategic success.

2. Understanding benefit realization management (BRM) in healthcare

2.1. What is Benefit Realization Management?

Benefit Realization Management (BRM) is a structured approach designed to ensure that projects deliver measurable
and sustainable value aligned with organizational goals. Unlike traditional project management, which primarily
focuses on completing deliverables within scope, time, and budget constraints, BRM emphasizes achieving long-term
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benefits that contribute to strategic objectives [5]. This shift in focus ensures that projects are not merely executed
efficiently but also provide tangible outcomes that justify their investment.

The BRM framework consists of four core components:

o Benefits Identification: This involves defining the intended outcomes of a project and ensuring they align with
organizational goals. In healthcare, for example, a project aimed at implementing electronic health records
(EHR) would identify benefits such as improved data accessibility, enhanced patient safety, and reduced
administrative costs [6].

e Benefits Planning: Once identified, benefits are planned in detail, outlining the required resources, timelines,
and accountability mechanisms. This stage ensures that all stakeholders understand their roles in achieving the
desired outcomes and sets the stage for monitoring and evaluation [7].

o Benefits Delivery: During project execution, BRM ensures that the identified benefits are actively tracked and
realized. Key performance indicators (KPIs) and real-time monitoring tools are often used to measure progress
toward achieving these benefits [8].

o Benefits Sustainment: This final stage focuses on maintaining and enhancing the realized benefits after the
project is completed. For instance, in a telemedicine project, ensuring sustained benefits may involve regular
system updates, training for healthcare staff, and collecting feedback to improve service delivery [9].

Compared to traditional project management, BRM offers a more holistic approach. Traditional methods often prioritize
project outputs—such as completing infrastructure or deploying technology—without adequately considering whether
these outputs lead to meaningful outcomes. BRM addresses this gap by maintaining a continuous focus on value creation
throughout the project lifecycle [10]. For example, a traditional approach to implementing a hospital information
system might measure success by its deployment, whereas BRM evaluates whether the system improves operational
efficiency and patient outcomes.

This emphasis on long-term impact makes BRM particularly relevant for healthcare, where project outcomes can
directly influence patient care quality and organizational efficiency. As healthcare systems face increasing demands for
accountability and cost-effectiveness, BRM provides a robust framework for aligning projects with strategic priorities
[11]. With a clear understanding of BRM’s components and advantages, the discussion now turns to its importance in
achieving strategic alignment and stakeholder engagement in healthcare projects.

2.2. Importance of BRM in Healthcare Projects

The healthcare sector is characterized by its complexity, with projects often involving diverse stakeholders, intricate
workflows, and high expectations for quality and efficiency. Benefit Realization Management (BRM) plays a critical role
in addressing these challenges by aligning project goals with organizational strategy and driving stakeholder
engagement to ensure value creation [12].

2.3. Aligning Project Goals with Organizational Strategy

One of BRM’s primary advantages is its ability to connect project outcomes with the broader objectives of healthcare
organizations. For instance, a hospital aiming to enhance patient safety may initiate multiple projects, such as
implementing medication error tracking systems and improving clinical decision support tools. BRM ensures that these
projects are not executed in isolation but are aligned to collectively achieve the overarching goal of reducing adverse
events [13]. This alignment prevents resource wastage and maximizes the impact of investments.

Additionally, BRM promotes a clear understanding of how each project contributes to strategic priorities. By identifying
specific benefits and linking them to organizational goals, BRM facilitates informed decision-making during project
selection and prioritization [14]. For example, when faced with budget constraints, a hospital can use BRM to prioritize
projects with the highest potential to deliver value, such as telemedicine solutions that enhance care accessibility for
underserved populations [15].

2.4. Driving Stakeholder Engagement and Value Creation

Effective stakeholder engagement is another critical component of BRM’s success. Healthcare projects often involve
multiple stakeholders, including clinicians, administrators, patients, and regulators, each with distinct needs and
perspectives. BRM fosters collaboration by clearly communicating the intended benefits of projects and defining each
stakeholder’s role in achieving these outcomes [16]. For instance, during the rollout of an EHR system, BRM ensures
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that clinicians understand how the system will improve workflow efficiency, thus increasing their willingness to adopt
the technology.

Furthermore, BRM emphasizes the active involvement of stakeholders throughout the project lifecycle. Regular
progress updates, feedback mechanisms, and training sessions ensure that stakeholders remain engaged and committed
to realizing the identified benefits [17]. This approach minimizes resistance to change and enhances the likelihood of
project success.

Value creation is central to BRM’s philosophy. Unlike traditional project management, which often focuses on delivering
outputs, BRM prioritizes outcomes that provide measurable benefits. In healthcare, this could mean not only deploying
a patient monitoring system but also ensuring that it reduces response times to critical events and improves patient
outcomes [18]. This focus on tangible value reinforces accountability and builds trust among stakeholders.

BRM'’s importance in healthcare lies in its ability to bridge the gap between project execution and long-term strategic
goals. By aligning projects with organizational priorities and fostering stakeholder collaboration, BRM ensures that
healthcare projects deliver meaningful, sustainable value [19]. Having established BRM’s role in strategic alignment and
stakeholder engagement, the next section will explore its practical application in healthcare projects.

2.5. Challenges in Implementing BRM in Healthcare

Implementing Benefit Realization Management (BRM) in healthcare projects presents unique challenges stemming
from the sector’s complexity and resistance to adopting new frameworks. Two primary obstacles are organizational
resistance to change and limited expertise in BRM methodologies.

2.6. Organizational Resistance to Change

Healthcare organizations often encounter resistance when introducing new methodologies like BRM. This resistance
typically arises from a combination of cultural, structural, and operational factors [8]. Healthcare systems, especially
large hospitals and networks, are traditionally hierarchical, with established workflows and decision-making processes.
Employees, particularly clinicians and administrative staff, may perceive BRM as an additional bureaucratic layer,
increasing workloads without immediate benefits [9].

Furthermore, the transition to BRM often requires reallocating resources, revising workflows, and redefining
accountability structures. These changes can create uncertainty among staff, leading to reluctance in adopting the new
framework [10]. For instance, clinicians may hesitate to participate in BRM-driven initiatives if they feel it disrupts
patient care or adds administrative burdens.

To address this challenge, organizations must foster a culture of change by emphasizing the long-term value of BRM.
Clear communication about how BRM aligns with organizational goals, coupled with strong leadership support, can help
reduce resistance. Providing incentives, such as recognition or performance-based rewards, further motivates staff to
engage with the framework [11].

2.7. Limited Expertise in BRM Methodologies

Another significant challenge is the limited expertise in BRM methodologies among healthcare professionals. Many
healthcare project managers and leaders are trained in traditional project management techniques, which focus on
completing deliverables within time and budget constraints rather than achieving long-term strategic goals [12]. This
knowledge gap can hinder the effective implementation of BRM.

Additionally, healthcare projects often involve diverse teams with varying levels of familiarity with BRM principles. For
instance, clinical staff may lack exposure to the structured planning and evaluation processes central to BRM, while IT
teams may prioritize technical deliverables over sustained benefits [13].

To overcome this challenge, healthcare organizations must invest in capacity-building initiatives. Training programs
tailored to different stakeholder groups can equip teams with the skills and knowledge needed to implement BRM
effectively. Collaborating with external experts or consultants who specialize in BRM can also accelerate its adoption
and ensure best practices are followed [14]. Despite these challenges, the Benefit Realization Management Framework
(BRMF) addresses critical gaps in existing approaches, offering a structured solution tailored to healthcare settings.
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2.8. Key Gaps in Existing Frameworks and Addressing the Gaps with BRMF

Existing project management frameworks often fail to adequately address the complexities of healthcare projects,
leaving significant gaps that hinder the realization of long-term benefits. The Benefit Realization Management
Framework (BRMF) addresses these gaps by providing a comprehensive, adaptable approach that aligns project
outcomes with organizational strategy.

2.8.1. Key Gaps in Existing Frameworks

One major limitation of traditional project management frameworks is their focus on outputs rather than outcomes.
Deliverables such as infrastructure or technology deployments are often treated as endpoints, with little consideration
for whether they achieve the intended benefits [15]. For example, a hospital may implement a patient portal system,
but without a focus on sustained usage and patient engagement, the project’s full value remains unrealized.

Another gap is the lack of mechanisms for continuous monitoring and benefit sustainment. Traditional frameworks
often emphasize project completion without establishing processes to track benefits over time. This oversight is
particularly problematic in healthcare, where sustained improvements in quality of care or operational efficiency
depend on ongoing evaluation and adaptation [16].

Additionally, existing frameworks rarely prioritize stakeholder engagement beyond initial project planning phases. In
healthcare, this omission can lead to a disconnect between project teams and frontline staff, reducing the effectiveness
of project outcomes [17].

2.8.2. Addressing Gaps with BRMF

The BRMF is designed to address these shortcomings through its structured components:

e Outcome-Oriented Focus: BRMF shifts the emphasis from deliverables to outcomes by integrating benefits
identification and planning into the project lifecycle. This ensures that projects deliver tangible value aligned
with strategic goals [18]. For instance, in a telehealth implementation, BRMF ensures that the project is
evaluated based on metrics such as increased patient accessibility and reduced hospital readmission rates,
rather than merely deploying the technology.

e Continuous Monitoring and Adaptation: BRMF incorporates mechanisms for ongoing evaluation, allowing
organizations to track benefits and make necessary adjustments post-project. This adaptability ensures that
benefits are sustained even as external conditions or organizational priorities evolve [19]. For example,
continuous feedback loops can help refine workflows in an EHR system, improving usability and clinician
satisfaction over time.

¢ Enhanced Stakeholder Engagement: BRMF emphasizes active participation from all stakeholders throughout
the project lifecycle. Clear communication, regular updates, and collaborative decision-making foster alignment
and commitment, ensuring that projects address the needs of all parties involved [20]. For instance, involving
clinicians in the planning phase of a clinical decision support system ensures that the tool integrates seamlessly
into their workflows.

BRM Life Cycle (IES)

Identify Execute the Sustain the
the Benefits BRMP Benefits

1) Project’s Business
Case and Benefits
Management Plan
Development

1) P_roject’s 1) Benefits
Deliverables/Outputs Realization and
Creation Sustainment

2) Project Delivery Adaption of
and Transfer of éjene‘ﬁti on
Ownership

2) Project Charter
Authorization

Figure 1 A Conceptual model of the Benefit Realization Management Framework [4]
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With an understanding of BRMF’s role in addressing key gaps, the focus now shifts to its practical application in
healthcare project settings.

3. Applying BRM in Healthcare Projects

3.1. Benefits Identification and Planning

Benefit identification and planning form the foundation of the Benefit Realization Management Framework (BRMF),
ensuring that healthcare projects align with organizational objectives and deliver measurable value. These initial steps
are critical for setting clear expectations and defining actionable strategies for benefits realization.

3.1.1. Techniques for Identifying Benefits in Healthcare Projects

Identifying benefits in healthcare projects involves a systematic approach to aligning project outcomes with strategic
goals. Techniques such as stakeholder analysis, benefits workshops, and value mapping are commonly used to pinpoint
the tangible and intangible benefits of a project [13]. For instance, in a project implementing an electronic health records
(EHR) system, potential benefits might include improved patient safety, enhanced data accessibility, and reduced
administrative workload [14].

Engaging stakeholders during the benefits identification process is vital to ensure that diverse perspectives are
considered. Clinicians, administrators, and patients can provide insights into the challenges they face and the outcomes
they value most. Collaborative brainstorming sessions can help uncover benefits that might otherwise be overlooked,
such as improved staff morale or enhanced patient engagement [15].

Another effective technique is value stream mapping, which visualizes workflows and identifies areas where a project
can add value. For example, mapping the patient journey in a hospital can reveal bottlenecks in care delivery that an
EHR system could address, leading to faster diagnoses and treatment [16].

3.1.2. Creating a Benefits Realization Plan

Once benefits are identified, the next step is to create a benefits realization plan (BRP) that outlines how these benefits
will be achieved, measured, and sustained. A BRP typically includes the following components:

o Benefits Statement: A clear description of each benefit, including its alignment with organizational goals. For
example, a telemedicine project might aim to reduce travel times for rural patients, aligning with the goal of
improving healthcare accessibility [17].

e KeyPerformance Indicators (KPIs): Metrics to measure the realization of benefits. In the case of telemedicine,
KPIs might include the number of remote consultations conducted and patient satisfaction scores [18].

o Timeline: A schedule for achieving the identified benefits, detailing short-term, medium-term, and long-term
milestones.

¢ Roles and Responsibilities: Assigning accountability for delivering and monitoring benefits, ensuring that all
stakeholders understand their contributions to the project’s success [19].

e Risk Management Plan: Identifying potential obstacles to benefits realization and outlining mitigation
strategies [20].

A well-crafted BRP ensures that benefits are not only clearly defined but also systematically integrated into project
planning and execution. This structured approach provides a roadmap for tracking progress and maintaining focus on
value creation throughout the project lifecycle. With benefits identified and a realization plan in place, the next step is
to focus on executing the plan effectively, ensuring that benefits are delivered as intended.

3.2. Benefits Realization during Project Execution

The execution phase of a healthcare project is where the benefits realization plan (BRP) is put into action. This phase
involves continuous monitoring and adaptation to ensure that the identified benefits are delivered on time and within
scope.

3.2.1. Monitoring Benefits Delivery through Key Performance Indicators (KPIs)

KPIs play a crucial role in tracking the progress of benefits realization during project execution. These metrics provide
measurable insights into whether the project is meeting its intended objectives. For example, in a project aimed at
implementing a clinical decision support system (CDSS), KPIs might include a reduction in medication errors and
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improvements in clinician decision-making accuracy [21]. Regularly reviewing KPIs helps project managers identify
deviations from the plan and take corrective actions promptly [22].

Healthcare projects often utilize a mix of quantitative and qualitative KPIs. Quantitative KPIs, such as reduced patient
wait times or increased operational efficiency, are easy to measure and compare against benchmarks. Qualitative KPIs,
such as patient satisfaction or staff feedback, provide a deeper understanding of the project’s impact on stakeholders
[23]. Combining both types ensures a comprehensive evaluation of benefits realization.

3.2.2. Tools and Techniques for Tracking Progress in Real Time

The use of digital tools significantly enhances the ability to monitor and track benefits during project execution. Project
management software, such as Microsoft Project or Primavera, enables teams to visualize progress, manage resources,
and monitor timelines effectively [24]. Dashboards with real-time data provide stakeholders with up-to-date
information, facilitating informed decision-making [25].

For example, a hospital implementing an EHR system can use a dashboard to track metrics such as the percentage of
staff trained, system uptime, and error rates. Alerts for anomalies, such as an unexpected increase in system downtime,
allow project managers to address issues proactively [26]. Advanced analytics tools, including Al-driven platforms, can
identify trends and patterns that might indicate emerging risks, enabling preemptive action [27].

Regular progress reviews, such as weekly or bi-weekly project meetings, also play an essential role in tracking benefits.
These reviews provide an opportunity to compare actual progress against the BRP, discuss challenges, and refine
strategies as needed [28]. Engaging stakeholders in these discussions fosters accountability and ensures alignment with
the project’s objectives.

3.2.3. Adapting to Challenges and Ensuring Benefits Delivery

Healthcare projects often face unforeseen challenges during execution, such as changes in regulations, resource
constraints, or technical issues. Adapting to these challenges is critical to maintaining the trajectory of benefits
realization. For instance, if a telemedicine project encounters low patient adoption rates, the project team might
implement targeted awareness campaigns or provide additional training for staff [29].

Effective communication is another essential element of benefits realization during execution. Keeping all stakeholders
informed about progress, challenges, and next steps ensures transparency and maintains engagement [30]. Clear
communication channels also enable faster resolution of conflicts or issues that may arise.

3.2.4. Sustaining Focus on Value Creation

Throughout the execution phase, it is vital to maintain a focus on value creation. This means regularly revisiting the
project’s strategic objectives and ensuring that day-to-day activities align with the long-term goals outlined in the BRP
[31]. Celebrating small wins, such as achieving key milestones, reinforces the importance of benefits realization and
motivates teams to stay committed. With benefits actively monitored and tracked during execution, the next focus is on
evaluating outcomes and ensuring the long-term sustainment of realized benefits in healthcare projects.

3.3. Post-Project Evaluation and Benefit Sustainment

The success of Benefit Realization Management (BRM) does not end with project completion. A robust post-project
evaluation phase is critical to sustaining benefits and ensuring that healthcare projects continue to deliver value over
time. This phase involves assessing the project’s outcomes against its original objectives, identifying lessons learned,
and implementing frameworks for continuous improvement.

3.3.1. Importance of Post-Project Reviews in Sustaining Benefits

Post-project reviews are essential for determining whether the anticipated benefits of a project have been realized and
sustained. These reviews provide a structured opportunity to evaluate the alignment between the project’s deliverables
and its strategic objectives [17]. For instance, in a hospital implementing a telemedicine solution, the post-project
review would assess whether the system has improved patient access, reduced wait times, and enhanced clinician
efficiency as planned [18].

A comprehensive review also allows organizations to identify gaps or areas where benefits have not been fully achieved.
For example, an electronic health records (EHR) system may face low adoption rates among clinicians due to inadequate
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training or technical challenges. Post-project analysis can uncover these issues and recommend targeted interventions
to address them, such as offering additional training sessions or refining system workflows [19].

Additionally, post-project reviews foster accountability by documenting outcomes and providing transparency for
stakeholders. Sharing these insights helps build trust and ensures that future projects benefit from the lessons learned
[20].

3.3.2. Frameworks for Continuous Improvement and Lessons Learned

To sustain benefits, healthcare organizations must adopt frameworks for continuous improvement. These frameworks
ensure that realized benefits are maintained and enhanced over time, even as organizational priorities or external
conditions evolve. One such approach is the Plan-Do-Check-Act (PDCA) cycle, which promotes iterative refinement of
processes and outcomes [21]. For example, a hospital using PDCA might regularly assess the performance of a newly
implemented patient portal, identify areas for improvement, and implement changes to enhance user experience and
functionality.

Another effective framework is the Balanced Scorecard, which tracks performance across multiple dimensions, such as
financial, operational, and patient satisfaction metrics. By linking these metrics to strategic objectives, organizations
can ensure that benefits remain aligned with their goals [22]. For instance, the Balanced Scorecard might include KPIs
for reducing patient readmission rates, improving staff satisfaction, and optimizing resource utilization.

Table 1 Comparison of Healthcare Projects With and Without BRM Application

Aspect With BRM Without BRM
Focus Outcome-driven, aligned with strategic|Output-driven, focused on deliverables

goals
Stakeholder High, with clear roles and accountability | Limited, often sporadic and reactive
Engagement
Benefits Sustainment | Continuous monitoring and adaptation Rarely prioritized or systematically addressed
Project Success Rate Higher, with measurable value delivery Lower, with risks of misaligned objectives

Lessons learned from post-project reviews also inform the design and execution of future projects. Documenting
challenges, successes, and best practices helps organizations build institutional knowledge, enabling more effective
planning and execution of subsequent initiatives [23]. For instance, if a hospital identifies that inadequate stakeholder
engagement was a barrier to success in a prior project, this insight can guide more robust stakeholder involvement in
future endeavors.

This table highlights the critical differences between healthcare projects managed with and without the BRM
framework, underscoring BRM’s importance in achieving and sustaining benefits.

From these practical applications, the next section explores case studies and real-world examples to illustrate the
impact of BRM on healthcare project success.

4. Core components

4.1. The BRMF comprises five essential tools:

e BRM Plan: Establishes a roadmap for tracking, reviewing, and sustaining benefits post project. The BRM Plan
defines benefits and their associated assumptions, detailing how each benefit will be achieved. It also
establishes metrics, including KPIs, and outlines procedures to measure progress against these benefits.
Additionally, it specifies the roles and responsibilities necessary for managing the benefits and describes how
the resulting benefits and capabilities will be transitioned into an operational state to ensure their realization.
The plan further explains how these capabilities will be handed over to the individuals, groups, or organizations
responsible for sustaining the benefits. Lastly, it includes processes to determine the extent to which each
project or program benefit has been achieved prior to formal closure.
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o Benefit Register: Tracks the progress and status of benefits across the lifecycle.

Collection and list of the planned benefits used to measure and communicate the delivery of benefits throughout the
duration of the project or program. Used to centralise the key data about a set of benefits and evaluate if the realisation
is on track; can be applied at the project-level or at the portfolio-level.

BENEFITS REGISTER
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Figure 4 Benefit Register

o Benefit Process Checklist: The Benefit Process Checklist provides a systematic approach to:
o Ensure Completeness: Verifies that critical steps are not overlooked at each lifecycle phase.
o Facilitate Accountability: Assigns clear ownership for each step, ensuring stakeholders are engaged.
o Promote Consistency: Standardizes benefit realization practices across projects.
o Adapt to Iterative Use: Acts as a living document, refined as the project evolves.
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Figure 5 Benefit Process Checklist

e Benefit Map: [llustrates connections between project deliverables and strategic goals. Benefits do not ‘happen’
in isolation, and so the maps are a great visual tool for trying to understand how they all link together. They can
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be a great help when you are putting together your project plan and benefits plan as they identify which benefits
are reliant on others being realized before they can be realized themselves.
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Figure 6 Benefit Map

4.2. Lifecycle Phases in alignment with other methodologies

The Benefit Realization Management Framework (BRMF) lifecycle phases align closely with established principles
from project management and Six Sigma frameworks. Each lifecycle phase in the BRMF complements critical steps
from these methodologies, creating a synergistic approach to achieving project objectives and sustaining long-term
benefits. Here's how the linkage can be established.

4.2.1. Identify Phase

e BRMF: Focuses on defining high-level benefits and aligning them with organizational strategic goals. Tools such
as the Benefit Map and Benefit Process Checklist ensure clarity and alignment early in the project.

e Project Management: Mirrors the initiation phase, where objectives, scope, and stakeholders are identified.
This phase emphasizes strategic alignment to justify project feasibility and set clear expectations.

e Six Sigma: Corresponds to the Define phase in the DMAIC (Define, Measure, Analyze, Improve, Control)
methodology, where the problem, objectives, and project goals are clearly articulated.

4.2.2. Plan Phase

e BRMEF: Involves detailing benefits, assigning responsibilities, and establishing tracking mechanisms through
tools like the Benefit Profile, Benefit Register, and BRM Plan.

e Project Management: Aligns with the planning phase, where the project team defines deliverables, develops
the project plan, and allocates resources. Planning includes creating schedules, budgets, and performance
baselines to guide execution.

e Six Sigma: Reflects the Measure phase, where baseline metrics are established, and the process for tracking
improvements is outlined. Planning ensures that changes are quantifiable and linked to business goals.

4.2.3. Execute Phase

e BRMF: Focuses on implementing deliverables while monitoring benefits in real-time using the Benefit Register
and iterative tools like the Benefit Process Checklist.

e Project Management: Corresponds to the execution phase, where project plans are implemented,
deliverables are produced, and performance is tracked. Regular updates and stakeholder communication
ensure alignment with project goals.

e Six Sigma: Aligns with the Improve phase, where solutions are implemented, tested, and validated to ensure
process improvements. Iterative testing and refinement mirror the real-time monitoring in the BRMFE.
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4.2.4. Sustain Phase

e BRMF: Ensures benefits are maintained, scaled, and reviewed post-project using tools like the Benefit Register
and BRM Plan. The focus is on transitioning benefits into operational processes for long-term value creation.

e Project Management: Corresponds to the closing phase, where deliverables are handed over, lessons learned
are documented, and the project is formally closed. Sustainability aligns with ensuring outcomes continue to
provide value after project closure.

e Six Sigma: Reflects the Control phase, where mechanisms are put in place to sustain improvements, monitor
ongoing performance, and prevent regression. Sustainability plans in the BRMF align with control plans in Six
Sigma.

The BRMF integrates seamlessly with principles from project management and Six Sigma, and change management,
providing a structured and iterative approach to achieving and sustaining benefits. Its lifecycle phases complement the
foundational steps in these methodologies, enabling organizations to bridge strategic goals with measurable outcomes,
continuous improvement, and effective change adoption. This alignment ensures that projects deliver value while
fostering adaptability and long-term success.

Lifecycle Phase Connections

/—- Plan Phase {BRMF) —<
\ Project Management: Execution Phase
Execute Phase (BRMF) —<

Six Sigma: Analyze & Improve Phase

Preject Management: Initiation Phase

Identify Phase {BRMF)

S Sigma: Define Phase

Froject Management: Closing Phase

Sustain Phase (BRMF) -

Six Sigma: Control Phase

Projoct Management: Planning Phase

Six Sigma: Measure Phase

Figure 7 Lifecycle Phase showing overlap between the frameworks

Table 2 Alignment of BRMF Phases with Project Management, Six Sigma, and Change Management Frameworks

benefits post-project using tools
like the BRM Plan.

BRMF Description Project Management Lifecycle | Six Sigma

Phase Phase (DMAIC Phase)

Identify | Define high-level benefits and | Initiation: Define objectives, scope, | Define: Articulate the problem,
establish strategic connections | and stakeholders goals, and project scope.
using tools like the Benefit Map.

Plan Detail . ”k?eneflts, assign | Planning: Develop project plans, Measure: Establish baselines
responsibilities, and set up | allocate resources, and set ) .

: . . . and define metrics to track
tracking mechanisms with tools | performance baselines. improvements
like the Benefit Register. p ’

Execute | Implement project deliverables | Execution: Produce deliverables, | Improve: Test and implement
while monitoring benefits inreal- | track performance, and | solutions, ensuring quantifiable
time using the Benefit Register. communicate progress. changes.

Sustain | Maintain, scale, and review | Closure: Hand over deliverables, | Control: Establish mechanisms

document lessons learned, and
ensure outcomes are sustained.

to monitor and sustain

improvements.
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4.3. Implementation Guide for the Benefit Realization Management Framework (BRMF)

The implementation of the BRMF requires a structured, step-by-step approach to ensure its successful adoption and
sustained impact across diverse healthcare projects. Recognizing the diverse contexts in which healthcare systems
operate, this guide provides scalable strategies for high-resource and resource-constrained environments.

This section outlines a comprehensive guide for implementing the BRMF, detailing key steps, considerations, and
strategies to address potential challenges, such as data limitations and resource constraints.

4.3.1. Preparation Phase: Establishing the Foundation

Objectives

e Build organizational readiness for BRMF adoption.
o Define the strategic goals and scope of the framework.

Key Activities

e Stakeholder Engagement:
o Identify key stakeholders, including executive leaders, project managers, clinicians, and IT teams.

o Conduct workshops to align stakeholders on the objectives, expected outcomes, and roles within the
framework.

e Baseline Assessment:
o Evaluate the organization's current state, including existing project management practices, data
infrastructure, and readiness for change.
o Identify gaps in benefit tracking and alignment with strategic objectives.
e Resource Allocation:
o Assignroles and responsibilities for implementing the BRMF tools (e.g., Benefit Map, Benefit Register).
o Ensure access to resources, including technology, training, and funding.

4.3.2. Phase 1: Identification of Benefits

Objectives

o Define high-level benefits and align them with organizational strategic goals.

Key Activities

e Development of the Benefit Map:
o Use the Benefit Map tool to visualize the relationships between project deliverables, intermediate
benefits, and strategic goals.
o Involve stakeholders to ensure comprehensive identification of benefits.
e C(Creation of the Benefit Process Checklist:
o Develop a checklist to verify that critical steps, such as stakeholder engagement and strategic
alignment, are completed during the identification phase.
o Iteratively refine the checklist to address specific project needs.
e Addressing Data Challenges:

o If access to quality data is limited, identify proxy indicators or qualitative metrics to ensure benefits
can still be tracked.

4.3.3. Phase 2: Planning for Benefit Realization
Objectives
e Detail the benefits, assign ownership, and establish tracking mechanisms.

Key Activities

e Development of the BRM Plan:
o Define detailed metrics, timelines, and responsibilities for benefit realization.
o Include strategies for addressing intangible benefits such as staff engagement and patient satisfaction.
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e C(Creation of Benefit Profiles:
o For each identified benefit, develop a profile that specifies ownership, timelines, and measurement
criteria.
o Ensure profiles reflect both quantitative and qualitative dimensions.
e Establishment of the Benefit Register:
o Create a centralized repository for tracking benefit progress across the project lifecycle.
o Ensure that the register includes data sources, reporting timelines, and escalation procedures for
missed targets.

4.3.4. Phase 3: Execution and Monitoring

Objectives

e Implement the project while continuously tracking and managing benefits.

Key Activities

e Real-Time Monitoring:
o Update the Benefit Register regularly to reflect changes in benefit status, risks, and emerging
opportunities.
o Use dashboards and reporting tools to share updates with stakeholders.
e Iterative Use of the Benefit Process Checklist:
o Continuously verify that execution-related tasks, such as stakeholder communication and benefit
adjustments, are being performed.
e Addressing Barriers:
o Identify and resolve obstacles to benefit realization, such as resistance to change or gaps in training.
o Engage stakeholders through regular progress updates and feedback sessions.

4.3.5. Phase 4: Sustaining and Scaling Benefits

Objectives

e Transition benefits into operational processes and ensure long-term impact.

Key Activities

e Integration into Operations:
o Use the BRM Plan to guide the transition of project deliverables into routine operational practices.
o Ensure that responsibilities for sustaining benefits are clearly assigned and understood.
e Regular Reviews and Adjustments:
o Conduct periodic reviews of the Benefit Register to assess progress, identify new opportunities, and
address evolving challenges.
o Uselessons learned to refine benefit realization practices for future projects.
e Scaling Best Practices:
o Apply successful elements of the framework to other projects or departments within the organization.
o Document and share best practices to encourage broader adoption.

4.3.6. Continuous Improvement and Feedback

Objectives:

e Ensure the BRMF remains adaptable and aligned with organizational goals.

Key Activities:

o Feedback Loops:
o Collect feedback from stakeholders at all levels to identify strengths and areas for improvement in the
framework’s application.
o Incorporate stakeholder insights into updates to the Benefit Process Checklist and BRM Plan.
e Training and Capacity Building:
o Provide ongoing training to ensure staff remain proficient in using BRMF tools and processes.
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o Foster a culture of continuous improvement by celebrating successes and addressing challenges
transparently.
e Leverage Emerging Technologies:
o Explore advanced analytics and predictive modeling to enhance benefit tracking and risk management.
o Use automation tools to streamline data collection and reporting.

This implementation guide ensures that the BRMF is systematically applied, from preparation to sustainment. By
following these steps, organizations can effectively align projects with strategic goals, achieve measurable outcomes,
and maintain long-term benefits. Adaptability, stakeholder engagement, and continuous refinement are central to the
successful implementation of the BRMF in diverse healthcare settings. Data limitations can hinder benefit tracking,
particularly in fragmented systems. The BRMF proposes proxy indicators and low-cost tools to overcome these barriers.
Additionally, stakeholder resistance can be mitigated through inclusive workshops and iterative feedback sessions
integrated into the Benefit Process Checklist. In resource-constrained settings, the framework can be simplified without
losing its core functionality. For instance, paper-based versions of the Benefit Map can be used alongside proxy

indicators to ensure benefits are tracked effectively.

Lifecycle Phase Tools Used Purpose Application Role in Lifecycle Iterative Use
Establishes the strategic connection between project Defines high-level benefits and Sets the foundation for aligning the project
Benefit Map X o R N s N/A
deliverables and organizational goals. dependencies. with strategic objectives.
Identify
. . e X . . P . e " Used to ensure
N Ensures critical steps for identifying benefits are followed, ~ Guides the identification phase to ensure Ensures all identified benefits are well-
Benefit Process Checklist . Lo N h . completeness of
such as engaging stakeholders. nothing is overlooked. defined and linked to strategic goals. actions
N N Provides detailed descriptions of each benefit, including  Expands on the Benefit Map to add depth ~ Defines how benefits will be measured and
Benefit Profile AR X X - . X N/A
metrics, timelines, and ownership. and clarity. who will ensure their realization.
.. N Creates a central repository to track benefits, their Formalized during planning and used as a Ensures all benefits are documented and
Benefit Register . N/A
Plan progress, and status. reference throughout the project. accountable.
BRM Plan Establishes a roadmap for tracking, reviewing, and Includes timelines, milestones, and Ensures benefits are systematically managed Continuously
sustaining benefits. responsibilities. from execution through sustainment. refined.
Confirms all planning activities, such as stakeholder Validates the planning phase and ensures
Benefit Process Checklist n e " N activitt ue € © aldates e»p e p e‘a Y Guides and validates key planning steps. Used iteratively.
alignment, are completed. readiness for execution.
Updated in real time to reflect changes, Serves as the primary tool for monitorin,
Benefit Register Continuously tracks progress toward realizing benefits. P . . 8 .p .y . s N/A
risks, or new opportunities. benefits during execution.
N Ensures all execution-related activities are completed, Continuously verifies that benefit-related . . Iterative use
Execute Benefit Process Checklist N L . Ensures smooth execution and alignment.
such as reviews and stakeholder communication. tasks are executed effectively. ensures progress.
BRM Plan Guides ongoing tracking and adjustments during Adjusted based on project developmentsto  Provides a framework for decision-making Continuously
execution. align benefits with goals. and course correction. refined as needed.
5 . Validates that planned benefits were realized and tracks ~ Used for post-implementation reviews and Ensures ongoing accountability for sustaining
Benefit Register - N y X N N/A
additional benefits during sustainment. to document lessons learned. benefits.
" . . . " . : o . Iterative for
N Confirms that all post-project activities, such as benefit Ensures benefits are integrated into Maintains focus on operational success and ) N
Benefit Process Checklist . . " " benefit reviews
Sustain reviews and handovers, are completed. operations and scaled where applicable. scalability.
and updates.
Continuously
BRM Plan Provides a long-term roadmap for sustaining and Guides benefit scaling and continuous Ensures benefits remain aligned with evolving  refined to meet
reviewing benefits. improvement post-project. priorities. organizational
needs.

Figure 8 Logical Flow of the Tools Across the Lifecycle Phases

5. Case studies and real-world applications

Machine Learning for Chronic Disease Management Case Study: Chronic diseases such as diabetes and cardiovascular
conditions are responsible for over 75% of global healthcare costs and are a leading cause of hospital readmissions [21].
To address these challenges, the organization implemented an ML-based predictive model designed to identify at-risk
patients, enabling early interventions and personalized care plans.
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5.1. Application of BRMF Tools

5.1.1. Benefit Map

Table 3 Benefit Map for ML-Based Chronic Disease Management

Deliverables

Intermediate Benefits

Strategic Benefits

Organizational Goal

Predictive Model for

Early identification of high-

Reduced hospital

Enhance patient care and

Tools

and metrics

efficient resource usage

Risk Scoring risk patients readmissions (20%) reduce healthcare costs
Tailored Intervention | Improved patient adherence | Increased adherence | Improve population health
Plans to care plans (35%) outcomes

Automated Reporting | Better tracking of patient data | Cost savings through | Optimize operational

efficiency

Protocols

and relevance

scalability

Clinician Training on | Enhanced trust in predictive | Better adoption of | Foster a culture of innovation
ML Tools recommendations intervention strategies and trust
Algorithm Retraining | Continuous model accuracy | Sustained benefits and | Achieve long-term

organizational sustainability

5.1.2. Benefit Profiles

Each benefit has a detailed profile outlining its measurable attributes, timelines, and ownership:

Table 4 Benefit Profile for ML-Based Chronic Disease Management

Benefits Description Metrics Timeline | Owner
Reduced Decrease in 30-day | Quantitative: 20% reduction in | 6 months | Clinical Team
Hospital readmissions through | readmission rates. | (initial).
Readmissions | proactive Qualitative: Patient feedback on discharge
interventions for at- | processes (e.g., clarity of instructions).
risk patients. Care team satisfaction surveys.
Improved Tailored intervention | Quantitative: 35%  improvement in | 6-12 Patient
Patient plans based on patient | adherence rates. | months. Engagement
Adherence risk profiles to | Qualitative: Patient-reported Team
improve adherence to | understanding of care plans.
care protocols. Perceptions of personalized interventions.
Cost Savings | Reduction in direct | Quantitative: 15% reduction in care costs. | Measured | Finance Team
costs associated with | Qualitative: Staff feedback on workflow | quarterly.
readmissions and | efficiency.
complications. Stakeholder satisfaction with cost outcomes.

5.1.3. Hypothetical Results

e  Metrics:
o  Over six months, the ML model flagged 1,500 high-risk patients.
o 300 readmissions were prevented, resulting in $750,000 in cost savings.

o Adherence improved significantly, with 40% of patients meeting care plan milestones.

5.1.4. EHR Implementation for Care Coordination

e (Case Study-2: Fragmented patient records and limited data sharing across departments hindered effective care
coordination and operational efficiency [22]. To address these challenges, the organization implemented an
Electronic Health Record (EHR) system to enhance interoperability, reduce documentation errors, and
improve clinical workflows. This initiative supports the organization's commitment to delivering high-quality,
patient-centered care while optimizing operational performance.
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5.2. Application of BRMF Tools

5.2.1. Benefit Map

Table 5 Benefit Map for EHR Implementation for Care Coordination

Benefit Description Strategic Objective Organizational Goal
Enhanced Unified  patient records across|Improve data accessibility | Deliver high-quality,
Interoperability |departments for seamless data sharing. | and care coordination. integrated patient care.
Reduced Standardized workflows to minimize | Enhance operational | Achieve  excellence in
Documentation |errors in recordkeeping and ensure |reliability and patient safety.|clinical processes and
Errors data accuracy. safety.
Improved Faster and more accurate data retrieval, | Streamline clinical | Optimize operational
Clinical reducing delays in decision-making. workflows and improve |efficiency and cost-
Efficiency resource utilization. effectiveness.
Improved Faster, more coordinated care resulting | Increase patient | Provide patient-centered
Patient in better patient experiences. engagement and satisfaction |care and achieve better
Satisfaction levels. outcomes.
Compliance with [Ensured secure and compliant data|Maintain trust and legal|Build a reputation for
Regulatory management practices to meet HIPAA | compliance. reliability —and  ethical
Standards and other regulations. practices.
Scalability ~ for|Created a scalable system architecture | Prepare for growth and |Support long-term
Future Growth |to support future expansions or|adaptability to new care |organizational

additional facilities. delivery models. sustainability.
5.2.2. Benefit Profiles
Each benefit is detailed with specific metrics, timelines, and assigned accountability:
Table 6 Benefit Profile Sample for Case 2
Benefit Description Metrics Timeline | Owner
Enhanced Unified access to | Quantitative: 100% of departments | 6 months | IT
Interoperability | patient records | integrated. (initial). Department

across all | qualitative: Staff feedback on ease of

departments and | ccessing patient records.

facilities. User satisfaction surveys on system

usability.

Reduced Standardized Quantitative: 25% reduction in | 6-12 Clinical
Documentation | workflows to reduce | documentation errors. months. Operations
Errors errors in  patient | Qualitative: ~ Clinician  feedback  on

documentation  and | perceived reliability of documentation

record management. | workflows.

Patient trust in record accuracy.

Improved Faster and more | Quantitative: 15% increase in efficiency | Measured | Care
Clinical accurate data | metrics. quarterly. | Coordination
Efficiency retrieval  for care | Qualitative: Staff feedback on decision- Team

teams, _ red'ugng making processes and time savings.

delays in  decision- | jmproved  communication  between

making. departments
Improved Reduced wait times | Quantitative: 20% improvement in patient | 6-12 Patient
Patient and improved care | satisfaction scores. months. Engagement
Satisfaction experiences. Team
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Qualitative: Patient narratives on care
experiences.

Staff feedback on efforts to enhance care
quality.

expansions.

adaptability.
Leadership feedback on
benefits for strategic goals.

scalability

Compliance with | Secure data | Quantitative: 100% compliance with | Ongoing. Compliance
Regulatory management HIPAA and related laws. Officer
Standards practices  ensuring | Qualitative: Internal audit reports on

adherence o | adherence processes.

regulatory guidelines. | Saff awareness and adherence to

compliance protocols.

Scalability  for | Flexible EHR | Quantitative: System handles 20% more | Within 1 | IT and
Future Growth architecture capable | patient records. | year. Strategic

of supporting future | Qualitative: IT team evaluations on system Teams

5.3. Hypothetical Results
e Key Metrics

o Achieved 100% departmental integration within six months.
o Documentation errors reduced by 30%, exceeding the target of 25%.
o Clinical efficiency improved by 20%, with faster access to patient records and reduced delays in care

delivery.

o Patient satisfaction scores increased by 25%, reflecting improved care coordination.
o Scalability goals met, with the system accommodating a 25% increase in patient records.

5.4. Process Improvement in Patient Discharge Workflows

5.4.1. Case Study-3

Delays in patient discharge were causing inefficiencies, limiting bed availability, and negatively impacting patient
satisfaction [23]. To address these challenges, the organization initiated a process improvement project aimed at
optimizing discharge workflows, enhancing throughput, and ensuring smoother transitions for patients.

5.5. Application of BRMF Tools

5.5.1. Benefit Map

Table 7 Benefit Map for Process Improvement in Patient Discharge Workflows

Deliverable Intermediate Benefit Strategic Benefit Organizational Goal
Optimized Faster discharge | Reduced discharge times Imbrove operational efficienc
workflows processes (30%) P p Y

Discharge process

Improved staff readiness

Higher patient satisfaction

Enhance patient experience and

training (20%) satisfaction
Data-driven Real-time performance | Enhanced bed turnover | Maximize hospital resource
monitoring tools tracking rates (10%) utilization

5.5.2. Benefit Profiles

Each benefit has a detailed profile outlining measurable attributes, timelines, and ownership:
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Table 8 Sample Benefit Profile for Case 3

Benefit Description Metrics Timeline | Owner
Decrease in the time | Quantitative: 30% reduction in average

Reduced required for patient | discharge times. 6 months | Process

D.ischarge discharge through | Qualitative: Staff feedback on ease of (initial). Improvement

Times process implementing new workflows. Team
standardization. Patient perceptions of discharge efficiency.

Quantitative:  20%  improvement in
Smoother transitions | satisfaction survey scores.

Increased o o . . . Patient
. resulting in improved | Qualitative: Patient narratives on discharge | 6-12 -
Patient atient experiences i months Relations
Satisfaction patl _exp EXperiences. ) . ) Team
during discharge. Feedback on clarity of post-discharge
instructions.
Quantitative: 10% improvement in bed
Increased bed | turnover rates.
Enhanced Bed 1 o .
Turnover availability ~ through | Qualitative: Staff feedback on reduced | Measured | Operations
Rates faster patient | bottlenecks in bed availability. | quarterly. | Team
discharges. Departmental evaluations of workflow
efficiency.

5.6. Hypothetical Results

5.6.1. Key Metrics:

e Achieved a 30% reduction in discharge times within the first six months.

e Patient satisfaction scores improved by 25%, surpassing the target of 20%.

e Bed turnover rates increased by 15%, exceeding the initial target of 10%.

e Positive feedback from staff indicated a smoother and less stressful discharge process.

6. Discussion: Benefits and Implications

The case studies illustrate the versatility and impact of the Benefit Realization Management Framework (BRMF) across
diverse healthcare projects, showcasing its ability to drive strategic alignment, transparency, adaptability, and
sustainability [24].

In the Machine Learning for Chronic Disease Management case, the framework enabled the organization to leverage
predictive models to proactively identify at-risk patients. This approach reduced hospital readmissions by 20%,
improved patient adherence by 35%, and decreased overall care costs by 15%. The BRMF ensured these benefits were
systematically tracked and aligned with the organization’s strategic goals, demonstrating the transformative potential
of data-driven interventions in improving patient outcomes and operational efficiency.

The EHR Implementation for Care Coordination highlighted how the BRMF facilitated the seamless deployment of a
centralized system to enhance interoperability and reduce documentation errors. The initiative resulted in full
departmental integration, a 25% reduction in documentation errors, and a 15% increase in clinical efficiency. By
employing tools like the Benefit Map and BRM Plan, the organization ensured that the system not only met immediate
objectives but also remained scalable and compliant with regulatory standards, ensuring long-term value.

The Process Improvement in Patient Discharge Workflows case demonstrated how optimized workflows could address
inefficiencies in discharge processes. This project achieved a 30% reduction in discharge times, a 25% improvement in
patient satisfaction, and a 15% increase in bed turnover rates. The BRMF provided a structured framework to monitor
progress, engage stakeholders, and integrate the improvements into standard procedures, ensuring the benefits were
sustainable and scalable across other departments.

Collectively, these case studies underscore the BRMF’s ability to ensure that project deliverables directly support
organizational goals, foster transparency by providing clear ownership of benefits, and adapt to diverse healthcare
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contexts. The framework’s iterative approach promotes sustainability by enabling continuous monitoring and
refinement, positioning it as a vital tool for achieving strategic excellence in healthcare project management [25].

7. Stakeholder Engagement and Collaboration

7.1. Role of Leadership in BRM

Effective leadership is fundamental to the success of Benefit Realization Management (BRM) in healthcare projects.
Executive sponsorship, strategic alignment, and a culture of accountability are critical components that drive the
implementation of BRM and ensure that projects deliver measurable value.

7.1.1. Importance of Executive Sponsorship and Strategic Alignment

Executive sponsorship ensures that healthcare projects are championed at the highest levels of the organization. Senior
leaders play a pivotal role in setting clear objectives, securing necessary resources, and addressing challenges that may
arise during the project lifecycle [24]. For example, a hospital CEO advocating for a telemedicine initiative can facilitate
funding, support interdepartmental collaboration, and align the project with broader organizational goals, such as
improving care access for underserved populations [25].

Strategic alignment is another key responsibility of leadership. By linking project outcomes to organizational priorities,
leaders ensure that efforts contribute meaningfully to long-term goals. This alignment is especially important in
healthcare, where projects must balance patient care improvements with financial sustainability and regulatory
compliance [26].

7.1.2. Ensuring Accountability and Fostering a Culture of Value Creation

Leaders also play a vital role in fostering a culture of accountability and value creation. This involves establishing clear
roles and responsibilities for all stakeholders and ensuring that progress is regularly monitored and communicated. For
instance, project dashboards that track key performance indicators (KPIs) can provide real-time insights into the
realization of benefits, promoting transparency and accountability [27].

A culture of value creation encourages stakeholders to focus on long-term outcomes rather than short-term
deliverables. By emphasizing the importance of sustained benefits, leaders motivate teams to prioritize quality and
innovation. Recognizing and rewarding contributions to successful BRM implementation further reinforces this culture
[28].

While leadership provides the strategic vision, engaging healthcare professionals and interdisciplinary teams ensures
the successful execution of BRM initiatives.

7.2. Engaging Healthcare Professionals and Teams

Healthcare professionals and interdisciplinary teams are central to the implementation of BRM, as their involvement
ensures that projects are executed effectively and deliver intended benefits. Building their capacity and fostering
collaboration across disciplines are key strategies for engaging these critical stakeholders.

7.2.1. Training and Capacity Building for Effective BRM Implementation

To effectively implement BRM, healthcare professionals require targeted training and skill development. This includes
understanding BRM principles, such as benefits identification, planning, and monitoring, and how these principles apply
to their specific roles [29]. For example, training clinical staff in the use of a new electronic health records (EHR) system
ensures that they can contribute to achieving benefits like improved data accessibility and workflow efficiency [30].
Capacity-building programs should also address the technical and analytical skills needed to track and measure project
outcomes. Workshops, e-learning modules, and on-the-job training are effective methods for equipping teams with the
tools and knowledge required to realize project benefits [31]. Additionally, involving professionals in the early stages
of project planning fosters a sense of ownership and commitment to the project’s success [32].

7.2.2. Role of Interdisciplinary Collaboration

Interdisciplinary collaboration is essential for bridging knowledge gaps and leveraging diverse expertise in healthcare
projects. By involving clinical, administrative, and technical teams, organizations can ensure that projects are designed
and executed holistically. For instance, a project to implement a patient monitoring system benefits from the combined
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input of IT specialists, nurses, and hospital administrators, each providing unique perspectives on functionality and
usability [33].

Collaborative environments also promote problem-solving and innovation. Regular team meetings, brainstorming
sessions, and cross-departmental workshops provide opportunities for stakeholders to share insights, address
challenges, and align on objectives [34]. These interactions strengthen teamwork and enhance the overall effectiveness
of BRM initiatives.

While healthcare professionals play a key role in implementing BRM, involving patients and communities ensures that
projects remain patient-centric and achieve meaningful outcomes.

7.2.3. Involving Patients and Communities

Patients and communities are integral stakeholders in healthcare projects, as the ultimate goal of BRM is to deliver
tangible improvements in patient outcomes. Incorporating patient-centric approaches into benefits realization ensures
that projects address the needs and expectations of those they aim to serve.

7.2.4. Incorporating Patient-Centric Approaches into Benefits Realization

Patient-centric approaches involve engaging patients in the planning, execution, and evaluation of projects. This can
include soliciting feedback through surveys, focus groups, or patient advisory boards to understand their priorities and
concerns [35]. For example, during the rollout of a telemedicine program, patients might highlight the importance of
user-friendly interfaces and privacy protections, which can be incorporated into project design [36].

Additionally, involving patients in evaluating project outcomes provides valuable insights into the effectiveness of
initiatives. Metrics such as patient satisfaction scores, treatment adherence rates, and health outcomes can serve as
indicators of realized benefits, ensuring that projects deliver meaningful value [37].

7.2.5. Ensuring Tangible Improvements in Patient Outcomes

Projects that prioritize patient engagement often result in greater adoption and satisfaction. For instance, involving
communities in a vaccination outreach program can improve participation rates and health outcomes by addressing
cultural or logistical barriers [38]. By focusing on patient needs, healthcare organizations can ensure that their projects
create lasting and impactful benefits.

Table 9 Stakeholder Roles and Responsibilities in the BRM Framework

Stakeholder Role Responsibility

Executive Strategic alignment and resource | Advocate for projects, ensure alignment with goals
Leaders allocation

Healthcare Implementation and | Execute project activities, track benefits realization
Teams operationalization

IT and Technical | Technical support and system | Ensure system functionality, monitor performance
Teams integration

Patients and | Inputon project design and evaluation | Provide feedback, highlight priorities and concerns
Communities

Having explored stakeholder roles, the next section delves into how technology and data can further enhance BRM
processes in healthcare.

8. Technology and Data in BRM

8.1. Role of Digital Tools in Benefits Realization

Digital tools have become indispensable in implementing Benefit Realization Management (BRM), offering capabilities
that enhance tracking, evaluation, and communication of project benefits. The integration of project management
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software and real-time reporting tools ensures that healthcare organizations can manage benefits effectively
throughout the project lifecycle.

8.1.1. Project Management Software for Tracking Benefits

Project management platforms such as Microsoft Project, Primavera, and Asana provide structured frameworks for
planning, monitoring, and managing benefits. These tools allow teams to establish timelines, assign responsibilities, and
align deliverables with strategic objectives [29]. For instance, a hospital implementing a patient portal can use project
management software to outline milestones such as system deployment, staff training, and user adoption. By mapping
these activities to benefits such as improved patient engagement, teams can ensure accountability and focus on
outcomes.

Advanced features like integrated benefits mapping help organizations visualize the relationship between project tasks
and strategic goals. Additionally, automated alerts and reminders ensure timely execution of critical activities, reducing
the risk of delays or missed milestones [30].

8.1.2. Real-Time Dashboards and Reporting Tools

Real-time dashboards enhance transparency and collaboration by providing stakeholders with up-to-date insights into
project progress. Tools such as Tableau, Power BIl, and Smartsheet enable the visualization of key performance
indicators (KPIs) and benefits metrics in user-friendly formats [31]. For example, during the implementation of an
electronic health records (EHR) system, dashboards can display metrics such as clinician adoption rates, data
accessibility improvements, and workflow efficiency gains.

Reporting tools also facilitate data sharing across departments, ensuring that all stakeholders are informed and aligned.
Customizable reports enable project managers to highlight specific benefits or address areas requiring improvement,
promoting proactive decision-making [32].

Flowchart of Technolegy Integration in the BRM Process for Healthcare Projects

Project Initiation

e

Benefits Identification Plannimg and Monitoring
¥ 7 ¥
s
Data Analytics Tools Benefits Realization and Sustainmant Projact Managemant Softy
¥ N
Real Time Dashboards Predictive Analytics

Figure 9 Flowchart of Technology Integration in the BRM Process for Healthcare Projects

While digital tools streamline benefits tracking and communication, leveraging data analytics adds another layer of
precision and insight to BRM decision-making.
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8.2. Leveraging Data Analytics for Decision-Making

Data analytics plays a critical role in optimizing decision-making during the implementation of Benefit Realization
Management (BRM). Predictive and real-time analytics enable organizations to anticipate challenges, measure benefits
effectively, and refine strategies to maximize outcomes.

8.2.1. Predictive Analytics to Optimize Project Outcomes

Predictive analytics uses historical data and machine learning algorithms to forecast potential project outcomes and
risks. In healthcare, predictive tools can identify patterns in patient data, resource allocation, or operational efficiency,
allowing project teams to adjust strategies proactively [33]. For instance, during the rollout of a telemedicine program,
predictive models might reveal that rural patients face greater barriers to adoption. This insight enables teams to
allocate additional resources to outreach and training, improving overall program success.

Predictive analytics also supports resource optimization. By analyzing usage trends, healthcare organizations can
ensure that resources such as staff, equipment, and funding are deployed where they are most needed [34]. For example,
a predictive model might suggest scheduling additional training sessions for staff during off-peak hours to minimize
workflow disruptions.

8.2.2. Measuring Benefits Through Data-Driven Insights

Real-time analytics provides actionable insights into the performance of ongoing projects, enabling teams to measure
benefits as they are realized. Key performance indicators (KPIs) such as patient satisfaction scores, reduced wait times,
and operational efficiency metrics can be monitored continuously, offering a clear picture of progress toward strategic
goals [35].

Data-driven insights also help organizations identify and address gaps in benefits realization. For instance, if analytics
reveal that a newly implemented clinical decision support system (CDSS) is underutilized by clinicians, targeted
interventions such as additional training or interface refinements can be implemented promptly [36]. These
adjustments ensure that projects remain on track to deliver the intended value.

By combining predictive and real-time analytics, healthcare organizations can create a dynamic BRM process that
adapts to emerging challenges and opportunities, ensuring sustained benefits delivery [37]. While technology and data
analytics provide significant advantages, integrating these tools into BRM processes is not without challenges.
Understanding these barriers and future trends is crucial for effective implementation.

8.3. Challenges and Opportunities in Technology Adoption

Integrating technology into Benefit Realization Management (BRM) processes presents several challenges, particularly
in the resource-constrained and complex environment of healthcare.

8.3.1. Barriers to Integrating Digital Tools in BRM

One significant barrier is the cost of implementing advanced technologies. Many healthcare organizations, particularly
smaller facilities, struggle to allocate funding for project management software, real-time dashboards, and data
analytics tools [38]. Additionally, the steep learning curve associated with these tools often hinders adoption. Staff may
lack the technical skills required to use complex software effectively, necessitating additional training and capacity-
building initiatives [39].

Interoperability is another challenge, as many healthcare systems use legacy technologies that are incompatible with
modern digital tools. This lack of integration can lead to data silos, reducing the efficiency and accuracy of BRM
processes [40].

8.3.2. Future Trends in Healthcare Project Management Technologies

Despite these challenges, emerging trends offer promising opportunities for the future of BRM. The adoption of cloud-
based platforms is increasing, providing scalable and cost-effective solutions for tracking and managing benefits.
Additionally, advancements in artificial intelligence (AI) and machine learning (ML) are enabling more accurate
predictive analytics and automated decision-making [41].

Wearable devices and Internet of Things (IoT) technologies are also transforming data collection, offering real-time
insights into patient health and operational efficiency. As these tools become more accessible, their integration into
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BRM processes will further enhance healthcare project management [42]. Having explored the role of technology and
data in BRM, the discussion now shifts to strategies for optimizing BRM frameworks to ensure long-term success.

9. Conclusion

9.1. Summary of Key Insights

Benefit Realization Management (BRM) has emerged as a transformative framework for achieving strategic excellence
in healthcare projects. By shifting the focus from project deliverables to long-term value creation, BRM ensures that
healthcare initiatives align with organizational goals and deliver measurable benefits. This outcome-driven approach is
particularly crucial in the healthcare sector, where projects often involve high stakes, complex workflows, and diverse
stakeholder needs.

The implementation of BRM addresses critical challenges such as organizational resistance to change, limited expertise
in managing benefits, and gaps in traditional project management frameworks. Through structured components like
benefits identification, planning, delivery, and sustainment, BRM provides a comprehensive roadmap for realizing and
maintaining project value. Tools such as KPIs, real-time dashboards, and predictive analytics further enhance the ability
to monitor and adapt projects to emerging challenges.

However, adopting BRM is not without obstacles. Resource constraints, technological integration issues, and cultural
resistance within organizations often hinder its implementation. Addressing these challenges requires strong
leadership, robust stakeholder engagement, and targeted capacity-building efforts.

Emerging trends, such as the integration of Al, blockchain, and quantum-resistant encryption into BRM processes,
promise to revolutionize how healthcare projects are managed. These advancements enable organizations to anticipate
risks, optimize resource allocation, and sustain benefits over the long term, ensuring that healthcare projects continue
to deliver value in an evolving landscape.

9.2. Implications for Healthcare Project Success

The successful application of BRM has significant implications for healthcare project outcomes. At its core, BRM ensures
that projects are not isolated endeavors but integral components of an organization’s strategic plan. Aligning project
management with organizational goals allows healthcare leaders to prioritize initiatives that deliver the greatest value,
whether improving patient outcomes, enhancing operational efficiency, or meeting regulatory requirements.

Stakeholders play a critical role in the success of BRM. Executive leaders provide the vision and resources necessary for
effective implementation, while healthcare professionals and interdisciplinary teams ensure that projects are executed
efficiently. Engaging patients and communities further enhances the relevance and impact of healthcare initiatives,
fostering trust and collaboration.

The emphasis on sustained benefits reinforces the importance of continuous improvement and adaptability in project
management. For example, regularly reviewing KPIs and integrating feedback into project processes ensures that
realized benefits align with evolving organizational needs and patient expectations. Additionally, fostering a culture of
accountability and innovation encourages stakeholders to remain committed to delivering long-term value.

BRM'’s integration into healthcare project management highlights the importance of proactive and collaborative
approaches. By aligning efforts across leadership, teams, and patients, organizations can ensure that their projects
contribute meaningfully to their strategic objectives and improve overall healthcare delivery.

9.3. Recommendations and Future Outlook

To fully realize the potential of Benefit Realization Management (BRM) in healthcare, concerted efforts are required
from healthcare leaders, project managers, and policymakers. A key recommendation is to prioritize training and
capacity building. Equipping teams with the knowledge and skills to implement BRM ensures that the framework is
applied effectively and consistently across projects. This includes targeted training for healthcare professionals, IT staff,
and administrative teams to foster a shared understanding of BRM principles.

Healthcare leaders should advocate for investments in technology and digital tools that enhance BRM processes. Real-
time dashboards, predictive analytics platforms, and project management software provide the infrastructure needed
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to track and sustain benefits over time. Policymakers can further support BRM adoption by incentivizing compliance
through grants, tax benefits, and regulatory frameworks that emphasize value-based healthcare delivery.

Looking ahead, the future of BRM lies in leveraging emerging technologies to address challenges and capitalize on
opportunities. Al and machine learning will play pivotal roles in automating benefits tracking and enabling data-driven
decision-making, while blockchain can enhance transparency and trust in collaborative healthcare projects. Integrating
these technologies will create a more adaptive and resilient BRM framework.

A call to action is imperative. Healthcare organizations must embrace BRM as a cornerstone of project management,
fostering collaboration, innovation, and accountability. By doing so, they will not only achieve strategic excellence but
also drive meaningful improvements in patient outcomes and organizational performance in an ever-evolving
healthcare landscape.
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