
Alignment to
organization
strategy

Leadership and
staff buy-in

Key Steps to
Effective Spread

Define what you
are spreading 

Prepare receiving
site/program

Determine what PHM strategy to spread
Vet strategy through four conditions for effective spread
Establish or refine spread SMARTIE goal

Identify success stories and share data
Collect patient and staff quotes to enhance communication and continue
to build will 
Establish PHM Champions at new site/program

Document a spread plan using the Spread worksheet, include a
communications plan – use this as an ongoing tool to track progress
Establish spread as agenda item for PHM Quarterly Review reporting
Determine the sequencing of the selected strategy

Train staff and providers in the strategy/model, change management, and
QI methods 
Add PHM spread work as a standing staff meeting agenda item,
highlighting early wins, staff stories, data sharing, and key lessons​

Adapt the strategy incrementally on a small > medium > large scale
Collect and use data to inform the effectiveness of your spread plan and
strategy

 Conditions for Spread  
 See the Planning for Spread worksheet for full guidance.

Tested and aligned with clinical outcome
goals: The strategy is evidence-informed and
has shown enough promise to support the
clinical goal.
Adaptable to a new context: The strategy can
be adapted for the receiving site, team,
program, measure, service line, or population.
Clinical, operational, and organizational
structures are in place: Workflows, roles, tools,
data sources, training, and leadership supports
are in place to support consistent use.
Shows promise of financial sustainability: The
strategy may support efficiency, revenue,
incentives, cost savings, or continued
investment.
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Staff readiness
& capacity

AIM: Spread
effective PHM
strategy to other
sites, service
lines, programs,
or POF

Clear
plan/strategy

Data and
monitoring

Key Drivers
of Spread 

Will building &
alignment

Plan for spread
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https://phminitiative.com/portal-resource/phmi-spread-smartie-goal-worksheet/
https://phminitiative.com/wp-content/uploads/2026/09/SWLS-Planning_for_Spread_worksheet_September-2026.docx
https://phminitiative.com/


Strategy has been tested and is
aligned with our clinical outcome
goals

Strategy is adaptable to the new
context

Strategy has clinical, 
operational, and organizational
structures in place

Strategy shows promise of financial
sustainability

The strategy is evidence-based and derived from a credible source (which includes PHMI resources), and/or the original site was able to
demonstrate effectiveness through tracking and monitoring for at least three months. 
There is confidence that this strategy will support achievement of our clinical outcome goals. 

The strategy is relatively easy to adapt to other settings and has relative advantages compared with the “old way.” 
There are sites or programs where this strategy can be easily adapted. 
The technology is portable and can be easily adapted to a new context or location. 

The strategy is documented (protocols, workflows, policies). 
The strategy has been designed to make it easy to do the right thing (smart phrases, defaults). 
The strategy can be audited using an established data source to provide feedback. 
There are organizational structures to support spread (e.g., systematic review of data and outcomes, systematic provider panel balancing,
new hire training includes PHM approaches).  

The strategy supports operational or financial efficiencies (e.g., optimizes or streamlines workflows or processes, maximizes billing or
revenue, or has the potential to generate cost savings). 

Conditions for Effective Spread  
Condition for Spread  Key Considerations 

If one or more conditions need attention:  
Determine whether the missing conditions are feasible to address. Include mitigation strategies or specific tasks to bolster the strategy's uptake in your spread plan.   
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