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Planning for Spread Worksheet 
Health Center Name _________________________________
SWLS Team Time: 35-Minute Planning Activity
Instructions:   
· STEP 1 (2 min): Assign a notetaker. Download a digital copy of the worksheet from the Cohort Portal or, if preferred, use this copy for handwritten notes. 
· [bookmark: _Int_BtxSJHje]STEP 2 (30 min): Review your spread SMARTIE Goal. Consider who is at the table and where you are on your spread journey. Select 1–2 sections to work on today. Identify and document key implementation next steps in the table at the end of each section. Tip: You may want to refer to your Spread Passport notes and follow-ups as you work through these sections. 
· STEP 3 (3 min): Email your worksheet to your AC PM. If you used a paper copy, AC PMs will take a photo.
After the Learning Session: Continue working through the remaining sections with your team, review next steps with your Coach, and add key actions to your Q4 Implementation Plan (QIP).
Our Spread SMARTIE Goal: 




Section 1: Will-building and Alignment   
Define the relative advantage  
Strategies spread faster when people see a clear advantage over current practice. If the advantage is not clear, spread slows. 
[bookmark: _Int_6rvs969P][bookmark: _Int_fmgq4Iem]What makes this strategy better than current practice? Consider: Is it better for patients? Easier for staff? Does it improve outcomes, save time, reduce burden, or improve financial performance?


 



How can we communicate the strategy's effectiveness and advantages? Consider clinician testimonials, PHM presentations, data demonstrating effectiveness, site visits, shadowing, demonstrations, workflow videos, storytelling, or peer presentations.   

 



Identify champions   
Change spreads through relationships. The most effective champions are often respected peers rather than senior leaders. Successful spread efforts typically include executive sponsors, clinical champions, operational champions, and informal influencers. 
Who do people naturally listen to on the new team or at the new site? Who might serve as our champion(s)? Consider champions across roles that are essential to successful adaptation. 





Will-building and Alignment Next Steps
Identify key implementation steps to include in your quarterly implementation plan: 
	Key implementation steps to include in our QIP
	Responsible team member
	Key stakeholders to consult
	Due date / timeline

	

	
	
	

	

	
	
	

	

	
	
	




Section 2: Adaptation and Operational Readiness 
Define core elements and adaptable elements 
A common spread challenge is attempting to replicate every detail of the original model. Identify core components that are essential to achieving results and adaptable components that can be modified locally. 

What are the few critical elements that must be in place for the intervention to work—the "non-negotiables"?  




What elements can be modified locally? Which elements are we unsure about or that require further testing?


Package our strategy for ease of use 
The more complicated a strategy appears, the slower adoption becomes. Spread efforts should include simple workflows, visual process maps, standard work, checklists, and training materials. 
How can we make this strategy easier to understand and carry out? What resources or training materials will teams need? 




 
Adaptation and Operational Readiness Next Steps
Identify key implementation steps to include in your quarterly implementation plan:
	Key implementation steps to include in our QIP
	Responsible team member
	Key stakeholders to consult
	Due date / timeline

	

	
	
	

	

	
	
	

	

	
	
	




Section 3: Spread Sequence and Capacity Strengthening 
Consider rollout strategy 
How you sequence and roll out the strategy matters. Teams may not all move at the same pace. Consider starting with willing teams and using their success to engage others. 
What sites or teams do we want to roll out our strategy to? 





Who are our early adopters and innovators? Where might the strategy be easiest to transfer or adapt—across sites, teams, or programs?

 


What will the spread pathway look like over the next 12–24 months? What sequence of teams or sites makes sense? 






Incorporate a learning strategy 
Spread accelerates when sites and teams learn from one another, not only from a central team. Consider how you will measure success, including whether sites adopted the change and whether it improved results. 
What training, capacity-building, or change management support will we need to provide at the new sites or programs? 

 

 
 

How will we support sites and teams to learn from one another? How will lessons from early adopters inform later sites? Consider existing meetings, communication channels, or practices that could support shared learning, as well as peer coaching, shared measurement, or story exchanges. 

 




What measures beyond clinical outcomes will we use to track and communicate the success of the spread effort? Consider the number of participating sites or teams, percentage of staff trained, workflow reliability, fidelity to key practices, and financial indicators. 

 



Plan for Sustaining the Strategy 
Spread is not complete when a new site, team, or program launches a strategy. Sustaining progress requires ongoing leadership oversight; staff onboarding and training; standardized policies; and continued measurement, learning, and improvement. Consider how you might hardwire governance structures, update new staff training to include the strategy, and add spread updates as a standing staff meeting agenda item. 
What structures, processes, or systems can we leverage or put in place to sustain this practice after implementation support ends?   

 




Spread Sequence and Capacity Strengthening Next Steps
Identify key implementation steps to include in your quarterly implementation plan: 
	Key implementation steps to include in our QIP
	Responsible team member
	Key stakeholders to consult
	Due date / timeline
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