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Before We Get Started

CTRC does not provide legal advice. CTRC has no 
relevant financial interest, arrangement, or affiliation 

with any organizations related to commercial products 
or services mentioned in this session. 

The California Telehealth Resource Center (CTRC) and all resources and activities produced or supported by the CTRC are made possible by grant number U1UTH42520-01-01 from the Office for the 
Advancement of Telehealth, Health Resources and Services Administration, DHHS. This information or content and conclusions are those of the CTRC and should not be construed as the official 
position or policy of, nor should any endorsements be inferred by HRSA, HHS or the U.S. Government.



Zoom Tips

Muted on Entry 
You are muted on 
entry. 

Open the Chat & Q&A
Please open the chat and use it 
liberally; we want to hear from 
you!

Send comments and feedback 
to “Everyone”

Session Recording
We are recording today’s 
session to capture LIVE 
responses. The recording 
will be made public on 
YouTube @CaliforniaTRC. 

Speaker View vs Gallery View
At the top right of your screen you can change the 
video panel to just show the main speaker, or to 
gallery view to see the speaker and other 
participants, depending on your preference.
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Enabling the delivery of extraordinary care.
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About Christian

5

35+ years

PincSoft

“Optimizing
Service Delivery”
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Trevor Cunningham, MHA, MPH
• Telehealth Consultant & Project Manager at 

Ingenium Digital Health Advisors since 2021
• Former Project Director, Indiana Rural Health 

Association
• Crossroads Partnership for Telehealth

• Masters of Health Administration and Masters 
of Public Health with concentration in Health 
Policy and Management from Indiana 
University, Richard M. Fairbanks School of 
Public Health



Mission
Advance

health and wellbeing in 
North Central Washington 
by unifying stakeholders, 
supporting collaboration, 

and driving systemic 
change.

Seattle Spokane



LEVEL 0 —CHAOTIC

LEVEL 1 —EMERGING

LEVEL 2 —COORDINATED

LEVEL 3 —SUPPORTED

LEVEL 4 —INTEGRATED

LEVEL 5 —STRATEGIC

LEVEL 6 —TRANSFORMATIVEIngenium
Telehealth 
Program
Maturity 
Model
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Telehealth 
Optimization 

Strategy

MISSION
Improving health & wellness in the 
Thriving Together NCW community 

through Telehealth.

VISION
Every resident can easily access 

ALL* the care they need –
WHERE they need it, 
WHEN they need it.

*ALL: primary, behavioral, dental, chronic, rehab, specialty, etc. care
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A Multi-Pronged Approach to 
Transforming Access through Telehealth

Improving the 
Telehealth Capabilities 

of Interested 
Clinical Partners

Establishing 
Community-Focused 

Telehealth Service 
Initiatives

Federally Qualified 
Health Clinics

Rural Health Clinics 
Critical Access Hospitals

Behavioral Health 
Clinics

Addiction 
Treatment

Schools Libraries

Fire Stations Community 
Centers



Regional Telehealth Strategy
From Idea to Improved Access to Care 

6. Digital Navigation
2021 2022 2023 2024

1. Telehealth Services Assessments

2. Telehealth Program Optimization

3. School & Library-Based Telehealth

5. Impact Assessment

4. Telehealth Expansion



 North Central 
Educational Services District

 ~30 School Districts
 ~150 Schools
 Serve the four-county region
 Provide IT, operational, financial, 

nursing support to partner 
schools



North Central Washington
students, their families, and school staff

can readily access virtual care
to minimize disruption to learning.

School-Focused Virtual Care
Vision



Establish a set of sustainable virtual care services
for students, their families, and school staff

with a focus on those who
currently lack ready access to the care they need.

School-Focused Virtual Care
Mission 2023-2025



Libraries in the 
NCW Region



Library-Based Tele Services
Vision

To be the welcoming heart of the 
NCW communities

where people easily connect 
to a multitude of social and healthcare services.



Library-Based Tele Services
Mission 2023-2025

Establish sustainable Tele Services 
for patrons and communities 

with a focus on those who are 
currently lacking easy access to care.



Library TeleServices
Regional Strategy
Vision, Objectives, Goals

Library TeleServices
Implementation Playbook
Plans, Processes, Tools, Technology

Library TeleServices
Launch Management

Project Management, Contracting,
Workflow Design, Technology Selection, 

Training, Technology Implementation, 
Service Launch, Performance Mgmt.

Library TeleServices
Launch Management

Project Management, Contracting,
Workflow Design, Technology Selection, 

Training, Technology Implementation, 
Service Launch, Performance Mgmt.

Library TeleServices
Launch Management

Project Management, Contracting,
Workflow Design, Technology Selection, 

Training, Technology Implementation, 
Service Launch, Performance Mgmt.
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Business
Case

Clinical
Case

Strategic
Case

Technology Operatio-
nalization

Proof-of-
Concept

Organizational 
Change

Methods
Deploy-

ment

Service Verification
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Workflow



Implementation Success 
Through Focus on: 

Workflow

Training

Change 
Management

Scheduling
Rooming
Alternate Scenarios

Clinicians, Staff
Workflows & Technology
Best Practices

Leadership, Clinicians, Staff
Training, Ongoing Support
Utilization Monitoring
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Access Point
Readiness

Community
Needs

Clinical
Partners

Readiness

Sweet
Spot

Tele Social Services,
but no Virtual Care

“Pretty Booth,
in the corner”

“Show Pony”

Prioritization of Opportunities



NCW Region Clinical Partners
21 Clinical Partners in the area:

2 Community Hospitals,
Health Systems

8 Critical Access Hospitals w/
Rural Health Clinics   

4 Community Health Centers
2 Clinics / Rural Health Clinics
5 Behavioral Health, 

Substance Use Disorder Services



Libraries as Access Points 
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Division of Effort (%)
DESIGN Access Point(s)

NCW Libraries Library Branch Impl. Team

CREATE Tele Social Service
CREATE Virtual Care Service

SELECT Library
INSTALL Access Point

LAUNCH Tele Social Service
LAUNCH Virtual Care Service



Library-Based Tele Services 
Launch Plan



LibraryNCWLibrary

Phase  
1

Phase  
2

Phase  
3

Phase  
4

Phase  
5

L&C-4.2
Launch & Manage
Proof of Concept

D-1 
Identify Library and 

Clinical Partner

L-1
Contact and 

Enroll Library

C-1
Contact and 

Enroll Clinical Partner

L-2.1 
Identify and Prepare
Tele Services Space

L-2.2 
Build and Deploy Tele 
Services Access Point

L-3.1 
Setup and Configure 
Reservation System

C-3
Develop/Adapt

Clinical Workflows

D-3
Performance 

Management Design

C-5.2
Operational Handoff
to Clinical Partner

C-5.1
Full Deployment 

(train clinicians/staff)

D-5
Performance 
Management

L-3.2
Develop/Adapt

Library Workflows

L-4.1
Training on Workflows, 
Tele Svcs. Access Point

C-4.1
Training First Clinician 

on Workflows

C-2
Connect Clinical Partner

with School

Clinical Partner

Library 
Telehealth Services 

Implementation 
Playbook

© 2023-2024 Ingenium Consulting Group, Inc.

https://drive.google.com/drive/folders/1PXULYmdEivbQJSjRBB-0iE4cLeqepg-w?usp=drive_link
https://drive.google.com/drive/folders/1PXULYmdEivbQJSjRBB-0iE4cLeqepg-w?usp=drive_link
https://drive.google.com/drive/folders/16O891cY_pA41KCv6_FXsYyTOAIyBam4u?usp=drive_link
https://drive.google.com/drive/folders/16O891cY_pA41KCv6_FXsYyTOAIyBam4u?usp=drive_link
https://drive.google.com/drive/folders/1RMy6Qc_V9d80-Fi9u67JuEUrHW8QDbjE?usp=drive_link
https://drive.google.com/drive/folders/1RMy6Qc_V9d80-Fi9u67JuEUrHW8QDbjE?usp=drive_link
https://drive.google.com/drive/folders/1nTXz25ikKGxY4EE-0ncxAdDUk6e0OUV1?usp=drive_link
https://drive.google.com/drive/folders/1nTXz25ikKGxY4EE-0ncxAdDUk6e0OUV1?usp=drive_link
https://drive.google.com/drive/folders/1GPNozKlK34BV4ADalPJcDPxK_GSojVoq?usp=drive_link
https://drive.google.com/drive/folders/1GPNozKlK34BV4ADalPJcDPxK_GSojVoq?usp=drive_link


Leverage a Systematic, 
Coordinated Approach

Address the 
Highest Needs

Establish
Access Points

Facilitate the 
Launch of Services

Optimize Utilization

Strategic Themes
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Clinical 
Partner #1

Clinical 
Partner #2

Primary 
Care

Behavioral 
Health

Social 
Service

Library

Tele Services
Access Point

Behavioral 
Care

Clinical 
Partner #3

Specialty 
Care

Social 
Services 

Partner #1

Provider-Agnostic Teleservices  Model



A Broader Scope than Healthcare

Tele Services



Organized by:

Sample Social Services

State 
Benefits 

Enrollment

Health 
Insurance 
Enrollment

Veterans’ 
Services

Social 
Security Immigration Tax 

Preparation

Job Interview 
Preparation

Legal / 
Telecourt

Passport/Visa 
Application

Tele Social Services

Beyond Telehealth



Our Approach
Co-Developed Regional 

Library Tele Services 
Strategy

Developed & Applying
Implementation 

Playbook

Launch ONLY with a 
committed 

services partner

Approach as a
Change Management

Challenge
Outsourced Implementation Management



Room & Booth Options



Schools as Access Points 



School-Focused Virtual Care 
Launch Plan



Leverage a Systematic, 
Coordinated Approach

Address the 
Highest Needs

Establish
Access Points

Facilitate the 
Launch of Services

Optimize Utilization

A2A1

B1

B2

C

Strategic Themes



School

Virtual Care
Station

Clinical
Partner #1

Clinical
Partner #3

Clinical
Partner #2

Primary
Care

Behavioral
Health

Primary
Care

Specialty
Care

Regional 
Telehealth
Providers



Provider- and Technology-Agnostic
Telehealth Access Point

Standard PC running Windows
HD Webcam, LED lights

microphone, speakers, headphones



School Telehealth Service 
5-Step Launch Process

1. Introduction to School Contact(s)
(e.g., review existing patients, needs)

2. Configure School’s Telehealth Access Point (TAP).
3. Training on workflows: scheduling & visit

(+cancellations, crisis, new clinician/patient, etc.)

4. “Proof of Concept” phase – validating assumptions, refining 
processes / training

5. Full Training & Performance Management
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Special Considerations

40

For Schools…
• HIPAA & FERPA regulations are met to protect student information
• Involve families in the virtual process to build trust and support
• Build programs for students, but expect faculty and staff to use
For Libraries…
• Smooth marketing campaign to take away stigma of booth
• Collaborate with local organizations to spread awareness of the service
• Anticipate higher costs & longer shipping times for TeleService booths
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Special Considerations

41

For Primary Care…
• Clarity on “existing” vs. “ad-hoc” patient needs
• Understanding of new technologies— handheld vital tools
For Behavioral Health…
• Consider needs – SUD, Therapy, Crisis, WISe, etc.
For Specialty Care…
• Working with larger organizations – more hoops to jump through!
• Report of current patients in the region



Can you please 
answer me 

two questions?



Upcoming Event

43www.caltrc.org

REGISTRATION & INFORMATION

https://ochinhq.zoom.us/webinar/register/WN_vcDmldoBQpqyoAtiUlyGUQ


Stay 
Connected –
Follow Us!

www.caltrc.org 44



Thank You

www.caltrc.org

45www.caltrc.org
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