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Program and 
Implementation Plan 

Timeline
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HTP Timeline

APR. 
2021

● Hospital Application due.

MAY 
/JUN. 
2021

● HCPF and consultant review 
applications, request revisions if 
necessary.

● Complete applications to 
Oversight Committee.

JUL. 
2021

● Oversight Committee completes 
reviews, sends results to HCPF.

AUG.
2021

● Additional application revisions and 
review, if needed.

● Presentation to CHASE Board.
● Final application review period ends

and applications published.

● Implementation 
Plan submission 
window.

● Project ramp-up 
and planning.

DEC. -
MAR. 
2022

● HTP activity begins.APR.
2022

OCT. -
NOV. 
2021

JUL.
2022
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SEP.
2021

● Implementation 
Plan review period.

● First activity 
reporting for 
prior quarter.



Application Process 

5

• All hospitals submitted On Time Applications

• All Applications have been scored and recommended 
for Approval

• All Applications have been reviewed by Application Review 
and Oversight Committee (AROC), with no disagreements 
with major concerns

• Final Approval letters including AROC feedback will be 
sent out in August

• All final Applications will be made available to the 
public upon request



Implementation Plan 
Submission and Review
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• September 1 – Hospital-specific Survey link made accessible to Implementation 

Plan Tab on CPAS

• September 1 – First day Implementation Plans may be submitted 

• September 1 – September 30 - Implementation Plan Submission Period 

• September 30 - Implementation Plan submission deadline

• 20 business days – Review Period: Twenty business day Department review period

• 10 business days - Revise and resubmit period: Ten business day period within 

which any plan requiring additional revisions and / or supporting details should be 

completed by hospital

• 10 business days – Final Review Period: Ten business day scoring period for revised 

and resubmitted Implementation Plans 

• November 30 – Expected final Implementation Plans approved



Implementation Plan and 
Review Criteria –

Refresher
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Implementation Plan
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Hospitals must submit an Implementation Plan that addresses 
each intervention approved for participation in the HTP.

The Implementation Plan (IP) is broken into three sections:

I. Background, Instructions and Timeline (informational only)

II. Organizational Approach to Implementation
- Includes contact, governance structure

III. Approach to Intervention Implementation
- Intervention-specific

- Includes key roles, target population, functions and resources, 
challenges and risks

- Establishes intervention milestones



Submission of Proposed 
Milestones 
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• Milestones are discrete tasks that, when completed, have 
an easily identifiable, quantifiable, and definable goal that 
has been reached or action that has been completed.

• Hospitals must propose one milestone in Quarters 2 and 4 
(Q2 and Q4) for each Program Year (PY) starting with PY2Q2 
(January – March 2023). 

• The Implementation Plan submission tool will guide hospitals 
through the process of establishing milestones for each 
intervention for the duration of the HTP. 

• Supporting documentation is required to substantiate 
milestone completion.



Milestone Functional Areas
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Planning and Implementation milestones are assigned to 
functional areas:
• People: Activities related to workforce development, including training new or 

existing staff members, redeploying staff members into materially new roles or 
identifying key project personnel. 

• Process: Activities related to a material shift in how clinical processes will be 
completed as a result of the proposed intervention. 

• Technology: These milestones apply to the updating, acquisition or repurposing of 
underlying electronic health data storage, use or exchange either within or across the 
HTP participant’s primary service units or with the state’s health information 
exchange.

• Patient Engagement / Target Population: Includes the identification and enrollment 
of patients that fall within target populations. Patient Engagement milestones must 
include quantifiable impact milestones to reach full engagement of the target 
population.



Milestone Phases
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Planning and Implementation Phase:
• These milestones document the process through which all necessary 

preliminary activities (e.g. preparation, gap assessments) are 
completed. 

• The final set of this phase’s milestones focuses on implementation 
activities resulting in the intervention’s inception. 

Continuous Improvement Phase:
• Second phase of milestones focuses on incorporating continuous quality 

improvement practices into ongoing intervention operation.

• To include documented progress toward deploying quality improvement 
teams, cycle completions for quality improvement exercises, or the 
development and use of quality improvement forums, technical 
assistance programs or other quality improvement capacity 
development. 



Impact Milestones
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• The final milestone for each intervention’s “Planning and 
Implementation” phase

• Demonstrates intervention has been fully implemented 

• Addresses all functional areas

• For functional areas of the impact milestone that are fully 
implemented prior to the impact milestone, the impact 
milestone will demonstrate the ongoing operation or 
maintenance of the functional area since implementation in 
an earlier quarter.



Milestones for New 
Interventions
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Phase Q PY2 
(Oct. 2022 – Sept. 2023)

PY3
(Oct. 2023 – Sept. 2024)

PY4
(Oct. 2024 – Sept. 2025)

PY5
(Oct. 2025 – Sept. 2026)

Planning and 
Implementation 
Phase Milestones

Q2 Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

N/A N/A

Q4 Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

Impact Milestone: Y/N; 

Milestone Functional 
Areas and Description

N/A N/A

Continuous 
Improvement 
Phase Milestones

Q2 N/A N/A Milestone 
Description

Milestone 
Description

Q4 N/A N/A Milestone 
Description

Milestone 
Description

The final “Planning and Implementation” milestone (impact milestone) must be completed by PY3Q4.



Milestones for Existing
Interventions
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Phase Q PY2 
(Oct. 2022 – Sept. 2023)

PY3
(Oct. 2023 – Sept. 2024)

PY4
(Oct. 2024 – Sept. 2025)

PY5
(Oct. 2025 – Sept. 2026)

Planning and 
Implementation 
Phase Milestones

Q2 Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

N/A N/A

Q4 Impact Milestone: Y/N; 

Milestone Functional 
Area(s) and Description

N/A N/A N/A

Continuous 
Improvement 
Phase Milestones

Q2 N/A N/A Milestone Description Milestone Description

Q4 N/A Milestone Description Milestone Description Milestone Description

The final “Planning and Implementation” milestone (impact milestone) must be completed by PY3Q2.
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Milestone Timeline Example
Planning and Implementation Phase

Continuous Improvement Phase

Milestone

PY4Q4

Milestone Milestone

PY4Q2

Milestone

PY5Q2 PY5Q4

Milestone: People

PY2Q2

Milestone: Process and 
Technology

PY2Q4

Milestone: Patient 
Engagement/Target 

Population and Process

PY3Q2

Impact Milestone: All 4 
Functional Areas

PY3Q4
Interim 
Activity



Questions
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CPAS Log In and 
Introduction to the Survey 

Tool
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Colorado CPAS: Log-In
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Colorado CPAS: Enter Username 
and Password
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Colorado CPAS: Select Document 
Repository
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Colorado CPAS: Select 
Implementation Plan Submission
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Colorado CPAS: Select the PDF 
with unique survey link
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Colorado CPAS: Copy the URL or click the 
unique survey link to access the survey tool 
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Survey Tool Preview: Begin filling out 
Implementation Plan details in Survey Tool
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Survey Tool Preview: Navigating the Table of 
Contents
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The table of contents length will be customized for each individual 
hospital survey, depending on number of interventions per hospital



Survey Tool Preview: Table of Contents main 
landing page

26

To view percent complete as one navigates 
throughout the survey



Preview of the Survey 
Tool: Overview of 

Intervention
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Survey Tool Preview: Overview of Intervention
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The chart will be customized for each 
individual hospital survey. You may 

confirm if the information is correct.



Survey Tool Preview: Principle 
administrative roles chart 
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Survey Tool Preview: Information input for 
each intervention 
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It is expected to fill out corresponding intervention 
information for every intervention block. 



Preview of the Survey 
Tool: Milestones
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Survey Tool Preview: Intervention Milestones
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It is expected to fill out corresponding milestone 
information for every quarter under each 

intervention. Please see the corresponding table 
on Slides 13, 14 for reference.



Survey Tool Preview: Intervention Milestones
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Please be sure to select the appropriate 
Functional Areas for each intervention, as it 

will determine the number of questions 
displayed in the survey. The survey tool will 

prompt you if no options are selected. 



Survey Tool Preview: Functional Area descriptions
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Survey Tool Preview: Survey End
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To officially submit a survey, the 
respondent should hit the submit 
button on the final page of the 

survey. 



Survey Tool Preview: Submission 
Confirmation

• You will land on a confirmation page when a survey has been 
submitted and recorded. You will not be able to access the 
survey once you have hit submit. 

• Be sure to review your responses prior to submission to ensure 
the information has been captured accurately. 
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RFI Process
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Colorado CPAS: RFI PDF with unique 
survey link
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Retaking a Survey

• Through the RFI process, hospitals will be issued a unique 
retake link (also accessed through CPAS). Upon clicking the link, 
the respondent will be taken to the survey with all previous 
responses already filled out.

• You will be able to edit and modify the responses as you did 
with the original survey. 

• As a reminder, hit “Submit” to officially record the new 
response as an update to the hospital’s Implementation Plan.
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Reminders and Tips
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Automatic Saving
• Because the survey tool is a web-based platform, it will 

automatically save as you work through the survey. Whenever you 
click outside of a question or move to a different tab or section, 
the tool checks for and then saves any changes. Here are some 
best practices to be aware of:
• One is that your survey shouldn’t be open in more than one tab on your 

browser at any given time; this will interfere with the check and save, 
possibly causing your current work to be overridden by your previous 
work.

• Most browsers have a timeout of about an hour. If you’re working on a 
question and don’t “advance” and save within that hour, the browser will 
time out and all unsaved work will be lost. Please be aware of this 
timeout and navigate the survey accordingly. 
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Collaborating on the survey
• Each hospital (not each user) will be provided a unique survey 

link to fill out the information for their Implementation Plan.

• Given the save function available through the survey tool, 
respondents within the same hospital are able to collaborate 
by using the same link and populating the survey.

• As a reminder, the survey shouldn’t be open on more than one 
computer at any given time, as this will interfere with the save 
function. 
• Hospitals should coordinate internally if they plan to populate 

the survey across multiple individuals. 
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Error Messages
• With the introduction of the back button, survey respondents 

may receive this caution message if they try to step back. To 
“submit” a page, the respondent should advance past the page 
(right arrow button) and the survey tool will automatically save.
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Questions
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Implementation Plan – Live 
Demo

45



Questions
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Next Steps and Resources
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Office Hours
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• Office hours for Implementation Plan will begin August 6

• To support more detailed planning and technical 
assistance, office hours will be held weekly on Friday’s

• Hospitals may submit questions by the Wednesday of 
each week by email at hcpf_cohtp@state.co.us

• FAQ’s will also be shared with the hospitals to support 
IP build and office hours

• Hospitals may continue emailing cohtp@mslc.com for to 
technical assistance

mailto:cohtp@mslc.com


Resources

49

Reference materials: 

• Implementation Plan Template and Milestone Requirements

• Implementation Plan Review Criteria

• Implementation Plan Training presentation - June 11, 2021

• Implementation Plan Training video recording – June 11, 2021

• Example Milestones – Social Needs Screening

• Implementation Plan Quick Reference Guide

Located here:

https://hcpf.colorado.gov/colorado-hospital-transformation-
program

https://hcpf.colorado.gov/colorado-hospital-transformation-program


Thank You

Department of Health Care Policy & Financing
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