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• $2.4 billion not-for-profit family of  high-

quality hospitals, providers and healthcare 

organizations  

• 18,000 employees across 12 member 

organizations and 12 counties in Maine and 

New Hampshire  

•  In 2015, the MaineHealth system provided 

more than $399 million in community health 

programs or services without reimbursement 

or other compensation, including over $40 

million in uncompensated care.  

• Ranked among the nation’s top 100 integrated 

healthcare delivery networks  

• Public Health initiatives integrated into system 

MaineHealth System Overview 

Nationally Recognized for Quality  
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Telehealth 
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June 20, 2017 



• 2017 Market Valuation = $29.6 Billion 

• Expected Growth rate = +19% from 2017-2022 

 

Growth Drivers: 

 

 

 

 

 

 

The Growth of  Telehealth 
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Telehealth in Social Media 



Telehealth in Social Media 

Timeline. Tweets are drawn in a bar chart to show the number of  tweets posted at different times. Pleasant tweets 

are shown in green on the top of  the chart, and unpleasant tweets are shown in blue on the bottom.  
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MaineHealth Telehealth 
(MHT) 

Improve Access to Care 
Anywhere, Anytime 





Viability in Market - 

Reimbursement 
 

American Telemedicine Association 

 

50 State Telemedicine Gaps Analysis: 

Coverage and Reimbursement 

 

February 2017 



• Telehealth embedded as a system-level priority in 2015 three-year strategic plan 

• Telehealth department reports up to MaineHealth CMO 

- Operational Team includes: 

» 1 Telehealth Director 

» 3 Program Managers 

» 1 Admin 

- We are also supported by a 4 person IT team 

• Supports efforts of  hospital and system service lines, providers, and our ACO 

- Benefits: 

» Removes barriers created by information silos 

» Builds relationships across departments 

» Allows patients to have a seamless healthcare experience 

MHT Organizational Design 



Program Evolution Overview 

Past State 

Entrepreneurial Model 

Small Team 

Reactive Strategy 

Focus on Proving Concept 

Present State 

Startup Business Model 

Growing Team 

Org. Aligned Strategy 

Focus on Standardization 

Future State 

Full System Integration 

Large Department 

All Specialty, Location strategy 

Focus on Improving Care 

Result: A few successful 

programs running 

independently 

Result: Defined program 

strategy; Standardized 

approach 

Result: Telehealth available for 

all specialties in all sites and at 

home; Outcome metrics avail. 



1. Define Program Strategy 

• Where did you come from? 

• Where are you now? 

• Where do you going? 

2. Develop Operating Procedures 

• Who are your stakeholders? 

• What needs to get done? 

• What does “ready” look like? 

3. Start Implementing! 

4. Check for reactions 

• Provider Experience 

• Patient Experience 

 

 

Setting Down the Road 
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1. Define Program Strategy 



“… a virtual care program (or set of  programs) should not be positioned as a standalone 

strategy. Rather, it’s a capability that can enable strategy, and is often best used as a stepping 

stone for achieving a larger goal. So it is important to first focus on the strategic goals 

the organization is trying to meet, and then map out how virtual visits can efficiently 

enable those goals to be met.”  

(Sprung, 2016) 

Telehealth Strategic Planning  
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MaineHealth Telehealth 
Purpose Statement: 
 
The purpose of MaineHealth Telehealth is to be the innovation hub for patient-centered 
healthcare delivery through the integration of advanced telemedicine technology. We aim to 
optimize the patient and provider experience by expanding access to high-quality, affordable 
healthcare. 



Telehealth Suite of  Services 

21 
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Where did we come from? 





2006 

2007 

2013 

2015 

2015 

TeleGenetics 
First Telehealth 

Program in the 

MaineHealth 

system 

Speech Therapy 
Mike Towey leads the way at 

Waldo with a video-based 

therapy program 

TelePsychiatry 
Jim Wolak, MD begins offering 

patient consults to Stephen’s 

Memorial Hospital, LincolnHealth, 

and Waldo County General Hospital 

TelePsychiatry 
St. Mary’s begins providing 

services to Southern Maine 

Emergency Department 

TeleStroke 
Saving lives of 

patients using video 

to connect to stroke 

specialists 

Telehealth at MaineHealth: A Timeline 



2016 

2017 

2017 

2017 

TelePsychiatry 
Maine Behavioral 

Healthcare provides 

outpatient consultations 

MaineNet 
Live, real-time video 

consults for NICU patients 

with Neonatal 

Encephalopathy 

Project ECHO Endo 
MMP Endocrinologists 

provide monthly didactics and 

case review to educate 

primary care clinicians over 

video 

Sleep Medicine 
Memorial Hospital 

connects to MMP 

Specialists for follow-up 

care 

 

Telehealth at MaineHealth: A Timeline 
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Where are we now? 





2018 

Project ECHO 
Expand distance learning 

modality across system 

2018 

2018 

Ambulatory – EPIC 
Integration 

Standardized process for ambulatory 
specialty telemedicine programs 
completed with EPIC integration 

TeleCrisis 
Maine Behavioral Health 

begins providing on-
demand psychiatry services 

to LincolnHealth 

 

Telehealth at MaineHealth: A Timeline 

2018 

COPD 
Western Maine connects 

patients over video to 

pulmonologists in South 

Portland 

2018 

TeleNeuro 
MMP Neurology provides 
services to Western Maine 

Family Medicine 

 



2017 2018 2019 2020 2021

Inpatient 
TeleStroke (expansion) 
TeleCrisis (expansion) 
TeleTrauma 

Outpatient/Ambulatory 
Behavioral Health (expansion) 
TeleNeurology 
Pediatric Specialty Care 

Direct to Patient 
Home 
Primary Care 
Urgent Care 

3 Year Telemedicine Plan 

FY FY2019 FY FY2018 FY2020 



Outpatient/Ambulatory 

FY18 FY21 FY19 FY20 

Inpatient Expansion / Project ECHO 

Direct to Patient (Home) 

Inpatient Expansion 

1 
eConsults 

 

Inpatient Expansion 

2 

Outpatient Virtual 

Visit Site 1 

New Project ECHO 

 Program 

Outpatient Virtual 

Visit Site 3 
New Project ECHO 

 Program 

Oct 

2018 

Sept 

2019 

MaineHealth Telehealth Strategy 



• MaineHealth Members 

- Ambulatory 

- Point-to-Point 

- Employed Providers 

• SeHR: Epic-to-Epic 

• MaineHealth Technology 

- Standardize software and hardware 

• Specialty Outreach 

- Regional Care Models 

- Patient Centered (care close to home) 

• Split Billing 

- Originating site bills Q3014 

- Specialty site bills professional 

 

MaineHealth Telemedicine Network 

FY18 – FY19  
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Primary Care Practice 

 

 

 

• Specialist follow-up visits 

• Add remote caregiver to visit 

• Hand off  with primary care and 

specialist 

 

Home 

 

 

 

• Specialist follow-up visits 

• Add remote caregiver to visit 

• Primary care extended hours 

• Urgent care: Common ailments 

- After hours, weekends, 

vacations 
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MaineHealth Telehealth 
Virtual Visits 
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Increases capacity and decreases unnecessary referrals 

   

Project ECHO –  

Extension for Community Healthcare Outcomes 

 



The ECHO Model 

Amplification – Use 
Technology 

to leverage scarce 
resources Share Best 

Practices to 
reduce 
disparity Case Based 

Learning 
to master 

complexity 
Web-based Database to  
Monitor Outcomes 

Copyright © ECHO 
Institute 
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Mission – De-monopolize knowledge in order to expand access to best-practice 

medical care across the U.S. and globally 

• Links expert specialist teams at an academic ‘hub’ with primary care providers 

in local communities – the ‘spokes’ of  the model 

• More than “virtual grand rounds” – combining a didactic presentation with 

case reviews 

• Increases capacity and decreases unnecessary referrals 

 

Project ECHO®–  

Extension for Community Healthcare Outcomes 
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FY19 ECHO Projects 
Launch date Topic Hub/Sponsor Spokes When? 

In process Virology MMC Virology 
Treatment Center 

Primary care 
providers 

3rd Thursday of the 
month, 12-1pm 

In process Endocrinology MMP Endo/Diabetes 
Center 

Primary care 
providers 

2nd Tuesday of the 
month, 7:30-8:30am 

Fall 2018 
(October) 

Cardiology Maine Cardiovascular 
Service Line 

Primary care 
providers 

3rd Tuesday of the 
month, 7-8am 

Fall 2018 
(October) 

IMAT Opioid Taskforce Care teams 3rd Thursday of the 
month, 12-1pm 

Winter 
2019 
(January) 

Palliative Care Coastal Healthcare 
Alliance/State Palliative 
Care Advisory Council 

Care teams 1st Thursday of the 
month, 7:30-8:30am 

Spring 2019 Breast Cancer 
Genetics 

MaineHealth Cancer 
Care Network 

Oncologists Monthly in the 
morning, day of week 
TBD 

Spring 2019 Diabetes MMP Endo/Diabetes 
Center 

Care teams TBD 
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Where are we going? 





Telehealth Strategy - Timeline 
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FY2018 FY2019 FY2020 

Outpatient Project ECHO Home 

Telehealth 

Fully 

Integrated in 

MH Care 

Model 

Inpatient 

FY2017 
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2. Develop Operating Procedures 
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1. Identify Stakeholders 



Who are your stakeholders? 



2. Establish workflows 



Telehealth 

Project 

Timeline 
Informational 

Meeting 

Project Charter 

Approved 

Contract 

Executed 

Providers 

Credentialed 

EPIC Department 

Built 

Equipment 

Installed 

Clinicians 

Trained 

Day 

1 

Conduct 

Mock Drills 

Go 

Live! 

Day 

90 

Outpatient/Ambulatory 

FY18 FY21 FY19 FY20 

Inpatient Expansion 

Direct to Patient (Home) 

Inpatient Expansion 

1 
eConsults 

 

Inpatient Expansion 

2 

Outpatient Virtual 

Visit Site 1 

Outpatient Virtual 

Visit Site 2 

Outpatient Virtual 

Visit Site 3 
Outpatient Virtual 

Visit Site 4 

Oct 

2018 

Sept 

2019 

3. Develop Project Timeline 
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4. Define Technology 
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HD Television Monitor 

Pan/Tilt/Zoom Camera 
Telemedicine Clinical 

Cart 

Storage Space 

Speakerphone 

Lightweight, Mobile 

Cart 

Built on Standard 

Medical-grade Cart 

WiFi-Enabled PC 

Web-based Video 

Platform 
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Digital Medical Peripherals 

• HD Camera with touch screen interface 

• Interchangeable Attachments for: 

• ENT 

• Dermatology 

• Ophthalmology 

• Audiology 

• General Examinations  

Horus Scope Digital Telemedicine Camera 

• Heart/Lung sounds digitally 

transmitted 

• Remote Evaluation 

• Live User Interface  

• Seamless matches in-person 

experience 

Littmann Electronic Stethoscope 
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3. Start Implementing! 



• Align clinical staff  with mission and message of  

telehealth 

• Plan separate meetings with individual staff  

groups as well as larger group sessions so 

everyone understands eachother’s roles 

• Define each role and develop checklists, as 

necessary 

• Schedule at least two “mock clinical” sessions to 

dry test the workflows 

 

 

Train Clinicians 



Mock Clinical  



Go-Live! 
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4. Check for Reactions 
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Provider Experience – Virtual Visits 



Provider Satisfaction Survey - TeleStroke 

Consulting Hospital's Provider Feedback 

The system and the neurologist was very helpful once she put on the headset so I could hear her. 

I was very happy with the evaluation and consult that I received from Dr. Reynolds recently. All went well 

with the camera, computer, and connection. 

I appreciate the support 

Could not see the provider on the screen. Appreciate the physician's ability to talk with husband and reassure 

him with treatment in spite of  the technical difficulties 

The neurologist was great, interacting well with the patient and wife, this encounter was very helpful in 

helping the family be more at ease with this frightening experience and it helped them make an informed 

decision on treatment. Excellent 

Dr Morris is an awesome resource. 

Very helpful, Dr. Goodman provided significant recommendations in caring for the patient 
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Feedback from Specialist: 

» “This is very cool. The stethoscope sounds better than the scope I have here in 

the office”  

 

 

Feedback from Originating Site: 

» On implementation process: “We didn’t have as many issues as I thought we’d 

have”; “I think its going really well” – Practice Manager 

COPD 
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Provider Experience – Project ECHO 
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Project ECHO - Endocrinology 

Self-reported confidence in ability to manage the care 

for the case(s)/condition(s) presented : 

Participant responses indicating they were Fairly or Extremely 

Confident in managing the cases presented increased from 

60% to 91% after the Project ECHO Endo teleclinic* 

*Note: Total responses = 75 and are combined for 9 sessions 
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Dependence on specialist 

0 10 20 30 40 50 60

No Knowledge

Minimal Knowledge

Moderate Knowledge

Advanced Knowledge

Before

After

100% of  participants felt that they had Moderate or Advanced Knowledge about when it’s 

appropriate to consult with a specialist after the EndoECHO session. 



“No local endocrinologist in our area, these presentations 

are very helpful to increase PCP knowledge to reduce 

burden on patient to travel to endocrinologist” 

- MaineHealth PCP 
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Patient Experience 



• All surveys indicated “Strongly Agree” or “Agree” to all survey questions 

• Questions include: 

» I was happy with the support and help that I was given during the session. 

» The telehealth system met all of  my needs for this appointment. 

 

 

“Great Job!”  

- Patient 

 

COPD - Patient 
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TeleStroke 

 

 

“[TeleStroke] saved my life. Without it I couldn’t have 

received the blood clot breaking medicine.”  

– Real Patient 

 



• Learn from Nike and “Just Do It” 

• Build strong relationships with every department and check in with them at regular 

intervals 

• Follow a few basic project management steps: 

- Develop a Project Plan 

- Create a Stakeholders Analysis and Communication Plan 

- Define Outcome Metrics and Reporting Process 

• Make sure the program is in the best interest of  the patient and data supports its need 

• SHARE YOUR SUCCESSES! 

 

 

Key Takeaways  



1. Monitor and Improve the Program 

The Road Ahead 

2. Balance the Business Model 



The Road Ahead 

3. Embed Telehealth in 

Continuum of  Care 
Telehealth 



Q&A 

TELEHEALTH  



Thank 
you 
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Jasmine Kurywczak 

Program Manager, Telehealth 

jkurywczak@mainehealth.org 

(207) 661-7699 

 

Thomas Caswell 

Director, Telehealth 

tcaswell@mainehealth.org 

(207) 662-0766 


