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HCAIOO HEALTHCARE Al OPS & OVERSIGHT

DECISION SCOPE

Start with one claim and one decision

Do not approve a composite ROl percentage. Name the exact financial outcome, comparison period, and decision it is meant to support.

——
ORGANIZATION Al WORKFLOW OR VENDOR
EXECUTIVE SPONSOR COMPARISON PERIOD

EXACT FINANCIAL OUTCOME BEING CLAIMED

DECISION THIS EVIDENCE MUST SUPPORT

REVIEW DATE

DECISION DATE

N A
KEEP THE ENDPOINTS SEPARATE MEETING RULE
Allowed spending, modeled capacity, avoided work, and realized net cash are not interchangeable. If the evidence packet cannot show what changed, why it changed, where value was captured, and
Record each as a separate claim with its own denominator and owner. how the claim can be defended, approve a bounded evaluation rather than expansion.
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HCAIOO HEALTHCARE Al OPS & OVERSIGHT

FOUR-GATE EVIDENCE TEST

Reconstruct, attribute, capture, and defend

Complete all four gates for the specific benefit being approved. Unknown values remain unknown.

~
1 RECONSTRUCT 2 ATTRIBUTE
Can the team trace the claim from source event to financial result? Can the team distinguish Al effect from case mix, demand, staffing, policy, contract, and other
technology?
EVIDENCE AND COMPARISON EVIDENCE AND COMPARISON
D Pass D Gap named D Fail D Pass D Gap named D Fail
J
)
3 CAPTURE 4 DEFEND
Did released time, improved coding, or avoided work become collected contribution or removed Can compliance, finance, and operations reproduce the logic after denials, appeals, exceptions, or
expense? model changes?
EVIDENCE AND COMPARISON EVIDENCE AND COMPARISON
D Pass D Gap named D Fail D Pass D Gap named D Fail
J
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z[69:\[0]0) HEALTHCARE Al OPS & OVERSIGHT FINANCIAL OUTCOME TABLE

Put each benefit on its own line

Use the evidence packet to keep coding, actual use, capacity, net cash, and durability from collapsing into one headline ROl number.

I

CLAIM ACCOUNTABLE OWNER EVIDENCE AND COMPARISON STATUS DECISION USE

Coding change Revenue integrity + compliance  Clinical support, reviewer action, final claim, payment, denial and appeal. Continue, narrow, remediate, or pause.

Actual use Operational owner Eligible cases, assisted cases, overrides, failures, version, and adoption Right-size or repair adoption barriers.
period.

Capacity COO / service line Completed cases or filled slots against staffed sessions, cancellations, and Expand only if the chain can absorb
overtime. demand.

Net cash CFO + controller Collected contribution plus removed expense less implementation and Renew, renegotiate, evaluate, or stop.
operating cash cost.

Risk and durability Compliance + CIO Exceptions, audit results, model changes, retained benefit, and response Pause, remediate, or revalidate.

triggers.

NAMED GAPS, LOCAL THRESHOLDS, SAMPLE SIZE, AND ESCALATION TRIGGERS
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z[69:\[0]0) HEALTHCARE Al OPS & OVERSIGHT EXECUTIVE DECISION RECORD

Record what the evidence authorizes

A decision is complete only when scope, conditions, owner, next evidence, and recheck date are explicit.

o Renew o Expand o Bounded evaluation o Narrow o Pause o Stopclaim

EXACT APPROVED SCOPE AND EXCLUSIONS

CONDITIONS AND RESPONSE TRIGGERS

ACCOUNTABLE OWNER NEXT EVIDENCE DUE RECHECK DATE

EVIDENCE THAT WOULD CHANGE THE DECISION

D Denominators and comparison are explicit D Incremental costs are included once D Unknowns remain named

D Compliance can reconstruct material coding changes D Finance can show value capture D Recheck is scheduled

DECISION RECORDED BY FINANCE SIGN-OFF OPERATIONS SIGN-OFF
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