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Al Implementation Guide

Purpose of this guide: The Al Implementation Guide provides a structured, step-by-
step approach for health systems to successfully deploy Al in revenue cycle
management. Its purpose is to help organizations move from planning to pilot to full-
scale adoption with confidence, ensuring alignment with business goals, compliance
requirements, and operational readiness.
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Phase 0: Assessment and Planning

This phase sets the foundation for successful Al implementation by ensuring alignment
between business objectives, technology readiness, and governance requirements.
This stage is critical for defining the scope of your Al initiative, identifying key
stakeholders, and establishing compliance standards before moving forward with
implementation.

Objectives

e Define business goals and success criteria

¢ Identify Al use case and scope

¢ Identify key stakeholders and roles

e Establish governance and compliance requirements



Checklist (Tasks to be Completed)

v Assess current state of revenue cycle processes
v Define RFI requirements

v" ldentify vendor evaluation criteria

v Inventory existing data sources and integrations
v Key stakeholders and roles

Metrics to Collect (Baseline for Benchmarking)

Baseline metrics are essential for measuring the impact of Al post-implementation.
Documenting these benchmarks early enables accurate ROI calculations and
performance comparisons after go-live.

Metrics will differ depending on the use case / scope. Some examples are:
v' Days in A/R

Clean claim rate

Denial rate

Cost-to-collect

Staff productivity (claims processed per FTE)
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Goalposts

e Document baseline performance for comparison post-implementation
e Ensure data quality and connectivity readiness

For a detailed readiness evaluation, refer to the Readiness Scorecard in the Appendix.
For vendor criteria, refer to the Al Vendor Evaluation Form.

Phase 1: Pilot or Silent Trial

This phase focuses on testing the Al solution in a controlled environment to validate its
functionality and ensure readiness for broader deployment. This stage is critical for
confirming that the Al model performs as expected, workflows are properly integrated,
and staff are prepared for adoption.

Objectives

e Pilot Al solution
e Determine pilot duration
e Validate Al model using historical data

Checklist (Tasks to be Completed)

v' Initiate system integration
v Validate data mapping and connectivity



v" Train staff on new workflows
v Conduct initial user acceptance testing (UAT)

Evaluation at End of Phase 1 (Did the actions achieve the intended results?)
At the conclusion of this phase, organizations should confirm that Al models have been

successfully trained on historical data and that data and system access are complete.
These validations provide confidence that the solution is ready for operational use.

Phase 2: Implementation & Configuration

This phase marks the transition from testing to full-scale deployment. At this stage, the
Al solution is integrated into core systems such as EHR and billing platforms, and
workflows are configured to enable automation. The focus is on ensuring seamless
connectivity, preparing staff for operational adoption, and driving stakeholder
engagement through structured change management.

Objectives

e Deploy Al solution

e Integrate with EHR, billing systems, and data sources
e Configure workflows and automation rules

e Ensure staff readiness through change management

Checklist (Tasks to be Completed)
v' Complete system integration

v Validate data mapping and connectivity

v Train staff on new workflows

v Develop and execute a communication plan with clear messaging about Al
benefits and timelines

v Assign departmental change champions to facilitate adoption and feedback

v" Conduct listening sessions to address concerns and misconceptions

v’ Establish feedback loops (surveys, check-ins) to monitor adoption progress

Additional resources and best practices for change management and stakeholder
engagement can be found in the “Other Considerations” section of this Al
Implementation Guide.

Evaluation at End of Phase 2 (Did the actions achieve the intended results?)

By the end of this phase, organizations should verify that system connectivity is fully
established and staff adoption readiness is assessed and supported. These validations
confirm that the solution is technically sound and operationally feasible before moving to
go-live.



Phase 3: Go-Live & Stabilization

This phase is where the Al solution moves from testing into full operational use. This
stage focuses on transitioning from legacy workflows to Al-driven processes while
closely monitoring system performance and user adoption. It is critical to address early
issues promptly, provide ongoing support, and optimize workflows to ensure a smooth
and stable rollout.

Objectives

e Transition from legacy workflows to Al-driven processes
e Monitor system performance and user adoption
e Address early issues and optimize

Checklist (Tasks to be Completed)
v Monitor KPIs daily/weekly
v Validate claim accuracy and automation rates
v Provide ongoing training and support
v" Document issues and resolutions

Evaluation at End of Phase 3(Did the actions achieve the intended results?)

At the conclusion of this phase, organizations should compare early KPIs against
baseline metrics to validate improvements. Confirm that automation is effectively
reducing manual workload and identify areas for further optimization. These evaluations
ensure that the Al solution is delivering its intended outcomes and is ready for long-term
success.

e Compare early KPlIs to baseline
e Confirm automation is reducing manual workload
e |dentify areas for optimization

For KPI benchmarking, refer to the Benchmarking Framework in the Appendix of this
guide and HFMA MAP Keys.

Phase 4. Post-Implementation (Optimization & Continuous
Improvement)

This phase focuses on sustaining and enhancing the value of your Al investment. After
go-live, the emphasis shifts to measuring ROI, benchmarking performance against
industry standards, and implementing continuous learning for Al models. It also includes
retiring legacy processes, preserving historical data for compliance, and planning for
enterprise scalability. This phase ensures that the solution remains effective, compliant,
and adaptable to evolving business needs.



Objectives

e Measure ROI and performance against goalposts

e Benchmark against industry standards (e.g., HFMA MAP Keys).
e Implement continuous learning for Al models

e Retire legacy workflows and confirm data preservation

e Prepare for scaling from pilot to enterprise

Checklist (Tasks to be Completed)
v" Conduct 30-, 60-, 90-, and 180-day performance reviews to validate efficacy
v" Update workflows based on insights and user feedback
v Validate compliance and audit readiness; ensure legacy data is archived
appropriately
v' Confirm retirement of manual or redundant processes
v" Develop a phased rollout template for enterprise expansion

Metrics to Measure

Tracking the right metrics is essential to evaluate the effectiveness of your Al
implementation and ensure it delivers measurable improvements in revenue cycle
performance.

Metrics will differ based on the use case / scope. Some examples are:

e Improvement in Days in A/R
e Reduction in Denial Rate

¢ Increase in Clean Claim Rate
e Cost-to-Collect savings

e Staff productivity gains

Goalposts

e Achieve targeted KPI improvements (e.g., 20% reduction in denials)
e Positive ROI within x timeframe

Use the Benchmarking Framework in the Appendix of this guide and HFMA MAP Keys
for performance comparison and ROI validation.

Phase 5. Expansion

This phase focuses on scaling Al adoption across the organization by expanding
beyond initial use cases and pilots. This stage ensures that Al capabilities are leveraged
enterprise-wide for maximum impact, while maintaining governance, compliance, and
continuous improvement.



Objectives

o Extend Al solutions to additional departments and workflows.

o Standardize processes and automation across multiple facilities or service lines.
o Enhance interoperability and data sharing across systems.

o Strengthen governance and compliance for enterprise-level deployment.

Checklist (Tasks to be Completed)

v Identify new use cases for expansion (front-end, mid-cycle, back-end).
Develop a phased rollout plan for additional sites or service lines.
Update integration architecture for scalability.

Train additional staff and provide advanced education for super-users.
Validate performance benchmarks for expanded scope.
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Metrics to Monitor
o Adoption rate across new departments.
« Incremental improvements in KPIs (e.g., denial rate, clean claim rate).
o ROI for expanded use cases.
« Staff productivity and satisfaction metrics.

Goalposts
e Achieve consistent performance improvements across all expanded areas.
e Maintain compliance and security standards during scale-up.
e Demonstrate enterprise-level ROl and readiness for future Al innovations.

Other Considerations

Data & Connectivity Requirements

Data quality and system connectivity are critical for Al success. Poor data or integration
gaps can undermine model accuracy and automation.

e Data Sources
EHR, billing systems, payer portals, clearinghouses.
¢ Integration Standards
HL7, FHIR, APlIs for interoperability.
o Data Quality Checks
Validate completeness, accuracy, and timeliness before implementation.
e Connectivity Readiness
Ensure secure, real-time data exchange between systems.
e Data Governance
Define ownership, access controls, and audit trails for compliance.



Refer to the Readiness Scorecard in the Al Adoption Roadmap document for additional
information.

Change Management & Stakeholder Engagement

Successful Al adoption in healthcare requires robust change management to ensure
staff engagement, minimize resistance, and maximize value. This section provides
practical steps for gaining stakeholder buy-in and driving adoption.

Stakeholder Mapping & Engagement

e Identify all impacted groups (executives, managers, frontline staff, IT,
compliance).

e Assign change champions in each department to facilitate communication and
feedback.

Communication Strategy
e Develop a communication plan with regular updates, clear messaging about
benefits, and transparent timelines.
e Use multiple channels (town halls, emails, intranet, posters) to reach all
audiences.

Training & Education

e Provide role-based training tailored to staff needs (e.g., super-user programs,
hands-on workshops).
e Offer ongoing support and refresher sessions post-go-live.

Addressing Resistance

e Conduct listening sessions to surface concerns and misconceptions.
e Share success stories and testimonials from early adopters.
e Recognize and reward staff who embrace new workflows.

Feedback & Continuous Improvement

o Establish feedback loops (surveys, suggestion boxes, regular check-ins).
o Use feedback to refine workflows, update training, and improve Al models.
e Celebrate quick wins and communicate progress to maintain momentum.

Governance & Accountability

e Form a change management committee with representation from all key areas.
e Track adoption metrics and report regularly to leadership.
e Document lessons learned for future initiatives

Benchmarking Framework


https://finthrive.sharepoint.com/:w:/r/sites/PortfolioMarketing/_layouts/15/Doc.aspx?sourcedoc=%7B5b6886a7-6ee4-4181-acf9-1f8c372c8a05%7D&action=editnew

Establish a clear benchmarking process to measure progress and validate ROI.
Comparing pre- and post-implementation metrics ensures transparency and
accountability.

Establish Baseline

Capture current performance metrics during Phase 0 (Assessment and
Planning).

Track Progress at Key Intervals

Compare metrics at 30 days, 3 months, and 6 months post-go-live to monitor
improvements.

Focus on Core KPIs

Use Days in A/R, Clean Claim Rate, Denial Rate, Cost-to-Collect (%), and Staff
Productivity as primary indicators.

Compare Against Industry Benchmarks

Use HFMA MAP Keys to identify gaps and set realistic improvement targets.
Analyze Trends

If progress stalls, review workflows, retrain staff, or refine Al models to optimize
performance.

Communicate Results

Share findings through dashboards, monthly summaries, and quarterly
benchmarking reports for leadership review.

Refer to the Appendix of this guide for a benchmarking example.

Risk Management & Compliance

Al adoption must align with regulatory requirements and organizational risk frameworks
to protect patient data and maintain trust.

HIPAA Compliance

Ensure all Al workflows meet privacy and security standards.
Vendor SLAs

Confirm uptime guarantees and support response times.
Contingency Plans

Prepare for system downtime or Al model failure with manual fallback processes.
Bias & Fairness

Validate Al models for unbiased decision-making and document mitigation
strategies.

Audit Readiness

Maintain logs of Al-driven decisions for compliance reviews.

Reporting & Governance



Strong governance ensures accountability and continuous improvement throughout the
Al journey.

¢ Real-Time Dashboards
Monitor KPIs such as denial rate, clean claim rate, and automation success.
e Executive Summaries
Provide monthly updates to leadership on performance and ROI.
e Feedback Loops
Collect input from end-users to refine workflows and improve adoption.
e Governance Committee
Include stakeholders from revenue cycle, IT, compliance, and finance to oversee
Al strategy.
e Change Management
Implement structured communication and training plans to support staff adoption.

For an example of a comprehensive Al governance policy, refer to the Al Governance
Policy Template included in the toolkit.

Implementation Road Ahead

Implementing Al in revenue cycle management is not a one-time project—it’s an
ongoing journey that requires planning, governance, and continuous improvement.
Following the phases outlined in this guide—from assessment and pilot to full-scale
deployment and expansion—health systems can ensure measurable results and
sustainable success. The key is to start small, monitor progress against benchmarks,
and adapt strategies as needed. With a structured approach and strong leadership
alignment, Al can transform revenue cycle operations, improve financial performance,
and enhance patient experience, positioning your organization for long-term innovation.

Explore the full Al Toolkit for supporting resources, including the Implementation
Overview Presentation, Al Adoption Roadmap, Governance Policy Template,

and Vendor Evaluation Form, to ensure a successful and compliant Al implementation
journey.



Appendix: Additional Resources

The appendix provides practical tools and templates to support your Al implementation
journey. Use them as a starting point and customize them based on your organization’s

needs.

A. Al Project Plan - Gantt Chart Template

Task/Phase

Owner Start Date

End Date

Status

Readiness Assessment |Project Lead

Goal Setting Steering Comm
Vendor Selection IT/Finance
Data Integration IT/Data Team
Pilot Implementation Ops/IT

Go-Live All
Optmization

B. Data, Process and Technology Readiness Scorecard

Category

Criteria

Score
(1-5)

Notes

Data Readiness

Data accessible (EHR, billing)

Data cleanliness

Data connected across systems

Manual, repetitive tasks identified

Process

Readiness Staff openness to automation
‘ API/HL7/FHIR compatibility

Technology

Security/compliance standards
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C. Al Readiness Checklist

. Due
Category Item Details Status Owner Date
Ensure Al use case fits into
Workflow o
. existing workflows and
Alignment :
enhances care delivery
Patient Safety Evgluate potential rlsllfs tq
. ; patient safety and mitigation
Considerations :
strategies
Strategic & Reaulator Ensure compliance with HIPAA,
Clinical guatory PHIPA, FDA, and other relevant
. Compliance .
Readiness regulations
Stakeholder Engage gl|n|C|ans, I.T, .
E leadership, and patients in
ngagement . . .
planning and decision-making
Use Case C!early define the problem Al
o will solve and expected
Definition
outcomes
Interface Check compatibility with EHR,
e PACS, LIS, and other clinical
Compatibility
systems
Systgm , Plan for hardware, software,
Configuration .
. Planning and network requirements
Technical
Readiness o Ensure data flow,
Data Pipeline : . .
preprocessing, and integration
Setup i
are configured
Silent Trial Confirm a.blllty to run AI in
o parallel without affecting clinical
Capability .
operations
Dashboard Design dashboards to visualize
performance, usage, and
Development
outcomes
Monitoring Establish protocols for real-time
Metrics & Protocols monitoring and alerting
Monitoring
Performance Define KPIs such as accuracy,
Metrics efficiency, and patient outcomes
Bias & Equity Plan for regular audits to detect
Audits and mitigate bias
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Al Governance

Define roles, responsibilities,

Structure and oversight mechanisms
Ethical Address transparency, consent,
Considerations explainability, and fairness
Policy & Risk
Governance Implement structured risk
Assessment
Framework assessment for Al deployment
Vendor. Establish criteria for selecting
Evaluation :
o and evaluating Al vendors
Criteria

D. Communication Plan Template

Audience Message Purpose Channel Frequency |Owner

Executive Team||Progress update Email/Meeting |[Monthly Project Lead

Frontline Staff | Training/FAQs Town Hall/Email||Biweekly ||Change Mgr

IT/Data Team | |Integration status Teams/Email Weekly IT Lead
Go-live . , .

End Users Email At Go-live |Project Lead
announcement

E. Risk Register Template

Risk Description Likelihood |Impact |Mitigation Strategy Owner Status

Data integration : .

delay High High Early vendor engagement ||IT Lead Open

Staff resistance Medium Medium Ch.af‘ge champions, Change Mgr ||Open

training
: : I . Data
Model bias Low High Regular validation/audits . Open
Science
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F. Benchmark Framework Example

The example below illustrates how key revenue cycle metrics can be tracked over time
to measure Al impact. These are sample values and should be customized for your

organization.

Metric Baseline 30 Days 3 Months 6 Months BLILil;irgrk
Days in A/R 45 40 35 32 30-32
Clean Claim Rate 85% 88% 90% 92% 95%
Denial Rate 12% 10% 8% 6% 5-6%
Cost-to-Collect 6% 5.5% 5% 4.5% 2.5% -4.5%
Staff Productivity 20 claims/hr | 22 claims/hr | 24 claims/hr | 18 claims/hr | 28 claims/hr

G. HFMA Map Keys

Access HFMA MAP Keys:

Visit HFMA MAP Keys to review industry-standard performance metrics for revenue
cycle management. Use these benchmarks to compare your organization’s KPIs and

validate improvements post-Al implementation.

R122325
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https://www.hfma.org/data-and-insights/map-initiative/map-keys/

