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I. Implementation Plan: General 
 

Q: This is a 5 year plan, some planning areas may not be immediately foreseen. 
What are the capabilities of changing implementation down the road, if it is required? 

A: In the first 3 years, hospitals have the opportunity to amend milestones and 
change their approach to interventions. In years 4 and 5, hospitals are in continuous 
learning and improvement. That learning system is expected to help hospitals identify 
changes that may be needed to interventions. 

Q: Are hospitals penalized for making adjustments? 

A: There is no penalty for making adjustments. The at-risk dollars are connected 
to whether a hospital hits a milestone or not. There is also one chance per intervention 
where if a hospital does miss a milestone, a corrective action plan can be submitted and 
half of the at-risk dollars can be earned back. 

Q: Is September 1st the earliest a hospital can access the template in the 
Collaboration Performance and Analytics System (CPAS)?   

A: Yes. It will be the earliest that the collection tool will be available. However, 
the template and review criteria documents are available now on the Colorado HTP 
website. 

Q: When submitting our implementation plan, we will be using some tool to guide 
us through the process. I would like to have a document where we can just copy and 
paste. What would be the best way to do that?  

A: A template was developed and emailed to hospitals on August 31, 2021 to help 
hospitals with the implementation plan process. Hospitals may also contact the 
Department to request the template. 

Q: Does section II only have to be submitted once for the overall implementation 
plan and then the sections IIIA and IIIB submitted for each intervention or does section II 
have to be submitted for each intervention? 

A: Section II is only submitted once and applies to all interventions. 

Q: Question III.A.5.: If an individual’s name is not known or will be determined 
after hire, what do we include? Can we indicate “unknown”? 

A: If you know the individuals, include. If you don't know who the person will be, 
but you know what the role will be, include that and indicate the individual will be hired. 

Q: If there is more than one contact for a single role for an intervention, can we 
list both?  

https://hcpf.colorado.gov/colorado-hospital-transformation-program
https://hcpf.colorado.gov/colorado-hospital-transformation-program
https://hcpf.colorado.gov/colorado-hospital-transformation-program
https://hcpf.colorado.gov/colorado-hospital-transformation-program
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A: Each intervention will allow up to 5 contacts to be listed. However, if there are 
multiple contacts for the same role, please put them on separate lines or select the 
primary contact to list. 

Q: Regarding administrative roles in question III.A.5, what types of individuals are 
you looking for?  

A: Individuals that play a role in the leadership of the intervention. Specifically 
include leadership on the intervention level rather than the organizational level. Other 
individuals that contribute to the success of the intervention, such as local physicians, 
would be identified as part of the "people" functional area milestones. 

Q: Regarding questions III.A.7b-c in the implementation plan, hospitals are asked 
to describe what functions and resources are already in place, or are not in place and will 
need to be re-purposed from other areas, built, acquired, or secured through a partner or 
in some way. Is this just a place to elaborate on our documented milestones or are you 
expecting more here? 

A: These questions are asking about project planning; what is already established 
versus what will need to be developed from scratch. Even if it is a new intervention you'll 
have resources and functional capabilities in place and should describe how you're 
building on your current competencies to develop this new intervention. 

Q: Can you talk more about the correction period after the implementation plan is 
submitted? 

A: Following the submission due date, the Department will have 20 business days 
to review and score all Implementation Plans. At the conclusion of the review period, 
participating hospitals may receive a request for information (RFI) or receive notification 
that the Implementation Plan has been approved without RFI. Hospitals that receive an 
RFI will have 10 business days to complete revisions within the implementation plan 
submission tool. Revised implementation plans will be reviewed within 10 business days. If 
subsequent revisions are needed, the same time line will be repeated. 

II. Implementation Plan: Qualtrics 
 

Q: Regarding the Qualtrics submission, can we add content, save, then return to 
finish in another session? 

A: Yes - every time you move to another page the content saves. Do not submit 
until you are completely finished. 

Q: How many hours are you anticipating it will take to cut and paste our 
Implementation Plan information into the Qualtrics portal?  
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A: We estimate about 30 minutes when the implementation plan template was 
fully completed. 

Q: Would it be possible to get more than 2 logins to Qualtrics to complete the 
implementation plan? 

A: Every hospital has received a Qualtrics link that is unique to the hospital. The 
link can be shared with others within the hospital; however, only one person can be in 
Qualtrics editing/entering information in the implementation plan survey at a time. A 
good solution would be to utilize the template if you have multiple team members 
working on the implementation plan. 

III. Implementation Plan: Milestones 
 

Q: What does a milestone include? Can one milestone include multiple 
components?  

A: A milestone represents where the hospital is going to be with the 
implementation of the intervention at a point in time and can include multiple 
components. 

Q: What if we have milestones that apply to multiple interventions? 

A: The milestones may be similar, but there should be distinctions specific to each 
intervention.  

Q: You mentioned each intervention will have 8 milestones. That includes the 
planning and implementation phase and continuous improvement, correct? So will we 
need to have the description and supporting documentation for the 8 milestones?    

A: Correct. There will be eight total milestones for the following reporting 
periods: PY2Q2, PY2Q4, PY3Q2, PY3Q4, PY4Q2, PY4Q4, PY5Q2, PY5Q4. For planning and 
implementation milestones, a description of the functional area and documentation for 
each applicable functional area is required. For continuous learning and improvement 
milestones, there are no functional areas. Therefore, only a description of the overall 
milestone and documentation is required. 

Q: It seems for example in the social determinants of health example (and 
others), we will want to be fully implemented before PY3Q2 as there will be benchmark 
and achievements at risk. If we are early, would we hold off on submitting the 
documentation until PY3Q4 or could that be submitted in PY3Q2? 

A: New interventions should be fully implemented no later than PY3Q4 and 
existing interventions no later than PY3Q2 and can be fully implemented earlier. The 
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implementation plan should be developed and reflect the intended fully implemented 
timeframe and move to continuous learning and improvement. 

Q: With regards to measures that involve notifying the Regional Accountable 
Entity (RAE), can we be vague in our notification process in the milestones since the RAE 
has not been active in reaching out and communicating the process they can 
accommodate.   

A: Working with the RAE needs to be part of implementation planning. Earlier 
milestones may be working with RAE to develop notification process and protocols. The 
process outlined can be high-level.  

Q: If in a single milestone reporting period, I select people functional area and I 
wanted to say I hired someone and established a committee. What does that look like to 
report in Qualtrics? Are they typed out separately or within the same box? Can we upload 
more than one supporting document to indicate both things were completed? 

A: The activities related to a particular functional area for each milestone will be 
in one location in Qualtrics. In this example, the people functional area description would 
include both hiring staff and establishing a committee. Supporting documentation would 
be submitted during milestone reporting for both of those activities. 

Q: The implementation plan states: “Planning and implementation milestones for 
new interventions should be completed no later than PY3Q4 (Jul. – Sept. 2024)” and also 
“hospitals may complete planning and implementation milestones at any point prior to 
PY4Q2 (Jan. – Mar. 2025)”. If hospitals are, let’s say, not fully rolling out their 
intervention until December 2024, wouldn’t that mean they would have to report that 
during the next reporting period at the end of PY4Q2 (or March 2025) and then wouldn’t 
that be too late? Or is this just saying that hospitals are expected to be implementing 
their intervention by September 2024 but then can put some finishing touches on it in the 
three months after? 

A: Planning and implementation milestones for new interventions must be 
completed by PY3Q4, which means the intervention should be fully operational and rolled 
out to the target population by September 31, 2024. Activities after this time should be 
directed to the completion of the continuous learning and improvement milestone to be 
completed by March 2025. 

Q: Would be appropriate to have updating policies as our first milestone? 

A: Yes, updating policies can qualify as the process functional area for a milestone. 
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IV. Implementation Plan: Planning and Implementation 
Milestones 
 

Q: Does every functional area need to be addressed during each planning and 
implementation milestone reporting cycle? 

A: Each milestone reporting cycle does not have to address every functional area. 
The only time every functional area must be addressed is when reporting the impact 
milestone indicating that the intervention is fully implemented. 

Q: In one of the examples, PY2Q2 has people listed as the functional area. Does an 
intervention have to follow this example or can PY2Q2 for example include functional 
area people and process?  

A: Any example released by the Department is strictly illustrative. The hospital 
can use any combination of functional areas for their planning and implementation 
milestones; it does not have to be people for PY2Q2. Impact milestones must address all 
four functional areas. 

Q: Does an intervention need to have all the milestone functional areas addressed 
prior to the impact milestone? Or could you have an intervention have only the impact 
milestone (such as the index measure)? 

A: All functional areas do not have to be addressed prior to the intervention being 
fully implemented (impact milestone). For example, if the hospital has addressed 3 of 4 
functional areas, do not complete another planning and implementation milestone that 
just addresses the fourth functional area. Instead, the next milestone would be the 
impact milestone that addresses all four functional areas. Remember that impact 
milestones must occur no later than PY3Q2 for existing interventions.  

V. Implementation Plan: Patient Engagement 
 

Q: Please clarify how hospitals will engage patients in the hospital index with the 
use of Prometheus data. 

A: Hospitals may refer to the hospital index guidance document. In general, 
hospitals need to consider which areas and which procedures codes have the highest 
impact on their hospital’s index score. Hospital teams must then 1) determine what that 
information tells them about the patients being seen and 2) determine how these tools 
are being used to inform and impact clinical interventions or processes of care for 
patients in the future. Focus on how you are making sure there is a patient-centered 
approach for the patient engagement functional area. 
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Q: What sort of activities/documentation should we have for patient engagement? 
Results of patient surveys/focus groups etc.? 

A: Yes, patient surveys and focus groups could meet the criteria. The hospital 
could also conduct a pilot where they roll out the intervention to a subset of the 
population to see what can be improved. Documentation in that case could be a narrative. 
Then, the impact milestone would be that the intervention was rolled out to all patients. 

Q: Could developing patient engagement materials and bringing them to a patient 
and family advisory council (PFAC) for input and approval count as a "patient engagement 
functional area" milestone in the planning and implementation phase? 

A: Yes. Further, if there is a rollout necessary, we do want to see that addressed 
in your patient engagement milestone 

Q: How do we document that the intervention has been rolled out to patients? 

A: Presentation to leadership that the intervention has been rolled out to patients 
could suffice as supporting documentation 

Q: Is rolling out a patient facing education material considered "people" or 
"patient engagement" 

A: Education material for patients would represent "patient engagement." Training 
patient navigators to support patients would represent "people." 

VI. Implementation Plan: Impact Milestones 
 

Q: Can the impact milestone restate and confirm that a functional area was 
complete and addressed earlier in the implementation plan/ prior milestone report 
period? 

A: If the hospital completes an activity in a prior period, even for the impact 
milestone reporting, the hospital should describe how the functional process is being 
maintained. The impact milestone can reference a prior period and provide a narrative 
update rather than repeating the same information. For example, if the technology build 
was completed in a prior quarter, state the date it was completed and explain how it has 
been implemented and maintained. 

Q: Is the impact milestone equivalent to meeting all prior discrete milestones, or 
are we expected to meet brand new components - people, process, technology, and 
patient engagement/ target population activities again in the quarter in which the impact 
milestone is reported? 
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A: The impact milestone is not equivalent to the collection of all current and prior 
reporting of functional area components. During the quarter that an impact milestone 
must be reported, the hospital must briefly describe each of the functional areas and how 
a new activity was put in place, or how a prior activity is being maintained, for each.  

Q: Which milestones need to be an impact milestone? 

A: Impact milestones will occur once the intervention is fully operational. New 
interventions must have an impact milestone by PY4Q2. Existing interventions must have 
an impact milestone by PY3Q4. Hospital index intervention must have an impact milestone 
by PY2Q2.  

Q: If I have an already developed measure, is the first milestone an impact? 

A: Yes, demonstrate that the intervention is fully operational via the impact 
milestone then move directly into continuous improvement milestones for that 
intervention. 

VII. Implementation Plan: Continuous Learning and 
Improvement Milestones 
 

Q: Will hospitals be asked to speak to milestones again after hospitals are fully at 
scale? 

A: Once a hospital is fully at scale, the hospital is in the continuous learning and 
improvement phase. Your hospital will need to briefly describe continuous learning and 
improvement activities for every milestone reporting period for the duration of the 
program. 

Q: Does there need to be a continuous milestone for each quarter once impact 
milestone is reached as outlined in the “submission of proposed milestone”? 

A: Milestones are reported only twice yearly, rather than quarterly. However, 
once you have completed the impact milestone (intervention is fully operational) and 
move into continuous improvement, you do need to have a continuous improvement 
milestone each milestone reporting period throughout the end of program year 5.  

Q: How many continuous improvement milestones will we need to report? 

A: This depends on when you anticipate completing the impact milestone. Every 
milestone reporting period after the impact milestone is completed must be a continuous 
improvement milestone through the end of the program. 

Q: Can you discuss supporting documentation for continuous improvement 
milestones and what that might look like? 
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A: There may be some repetition (i.e., Plan-Do-Study-Act cycle). However, 
hospitals should be sure to add some differentiation. What did you do and what were the 
results each cycle? Include a report or evaluation summary. Focus on problem areas along 
with utilization. 

Q: How detailed do we need to be in the continuous milestones. Understand that 
these will be focused around PDSA processes, but we do not know what will be the focus 
of those PDSA cycles until we have some baseline data. This is challenging to outline 
before the implementation plan is due. 

A: How you structure your continuous learning and improvement milestones can 
be based on workflows, high level. Detailed information isn't required until achievement.  

Q: What is the health equity requirement? 

A: Hospitals must address health equity as part of their continuous learning and 
improvement milestones.  At least one continuous learning and improvement milestone 
must address health equity. Hospitals should, at a minimum, analyze the intervention’s 
impact disaggregated by race, ethnicity, gender, language, and other demographic 
variables related to populations that experience health disparities. 

VIII. Implementation Plan: Supporting Documentation 
 

Q: Can hospitals submit an attestation as supporting documentation confirming we 
are fully at scale?  

A: An attestation will not be accepted. Supporting documentation should confirm 
the hospital is at scale based on policies, processes, staffing, etc. in place. 

Q: When will hospitals supply supporting documentation?  

A: The supporting documentation to be submitted will be established in the 
hospital’s implementation plan. However, no documentation is required to be submitted 
with the implementation plan. Documentation will be due during the reporting cycle one 
month following Q2 and Q4 of the identified milestone completion date.  

Q: How can hospitals predict what supporting documentation will be available to 
provide, given that a lot of these interventions are not in place currently?  

A: Hospitals should consider the list of activities that need to be in place for the 
selected intervention. Consider what will indicate progress to your hospital governance 
committee. Documentation descriptions can be high-level. 

For example, for the ’people’ functional area, the hospital plans on hiring people, 
transitioning staff from other areas, and developing training for those individuals. The 
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hospital may not know who the staff will be or what the training will entail, but they can 
list that supporting documentation will include a staffing list, the training slides, and 
training attendance records. The documentation should be specific to the milestone." 

Q: HCPF has indicated documentation cannot include PHI. How else can I 
demonstrate proof? 

A: If applicable supporting documentation for a particular milestone contains PHI, 
the hospital may submit a redacted copy.  

Q: Regarding supporting documentation for milestones, the examples given from 
HCPF have multiple documents for each functional area listed as supporting 
documentation. I was planning on submitting one document/screenshot/other materials 
per functional area. Is that ok? 

A: Any example provided by the Department is solely illustrative. The amount of 
supporting documentation depends on the milestone. For example, if the People 
milestone is to hire and train, those are two discreet actions that will be accomplished. 
Submission of training curriculum would be one type of supporting documentation, but 
that doesn’t document hiring. Therefore, separate documentation would be required for 
hiring. 

Q: We don't know how we will be communicating with the RAE. How will we 
submit supporting documentation since we don't know what the process will be? 

A: The specifics do not have to be defined now. Provide the high level process of 
what needs to be developed. Detail will come later when the documentation is actually 
submitted. Supporting documentation does not actually need to be submitted with the 
implementation plan. Documentation will be submitted during quarterly reporting. The 
implementation plan just describes what the documentation will be. 

Q: For supporting documentation, can our documentation description be simply a 
screenshot of a report? 

A: A blank copy of the report and details of how that report will be developed 
would be sufficient. A screenshot without PHI could fall into that category. 

Q: Can we say "Evidence of completed PDSA cycle" as our expected supporting 
documentation for the continuous improvement milestones? 

A: Yes; however, we recommend you include high level summaries and findings. 
Ideally, you'll discuss the actual activities or steps that were taken. 
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IX. Implementation Plan: Hospital Index 
 

Q: Qualtrics indicates certain responses should be less than 2000 characters. 
However, some of the predefined elements for the hospital index require lengthy 
responses. How can we address all required elements and keep the response under 2000 
characters? 

A: For the hospital index milestones, you will complete those just as you are for 
other interventions. The first milestone will be the impact milestone for that 
intervention. For the implementation plan, we just need to know the continuous learning 
and improvement intervention you are going to put into place utilizing the hospital index 
tool. Within that you should state how that intervention will also answer the pieces 
indicated in the milestone guidance document. We do not need any of the answers to 
those items in the milestone guidance document at this time. You will provide that detail 
at the appropriate milestone interval as indicated in the guidance document. 
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