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Share your Telehealth Success Story!

- The National Consortium of Telehealth Resource Centers (NCTRC),
representing all 14 Telehealth Resource Centers (TRCs), is collecting
success stories from organizations, patients, and providers who have
benefited from telehealth with support from a TRC. Share how your
TRC helped make telehealth work for you for a chance to be featured —
along with your organization — in the NCTRC newsletter.

. Survey - https://www.surveymonkey.com/r/TT2RXQZ
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Webinar Tips and Notes

. Your phone &/or computer microphone has been muted.

- If we do not reach your question, please contact your regional TRC.
There may be delays in response time:

https://telehealthresourcecenter.org/contact-us/

- Please fill out the post-webinar survey.
. Closed Captioning is available.

. Please submit your questions using the Q&A function.

. The webinar is being recorded.
- Recordings will be posted to our YouTube Channel:
https://www.youtube.com/c/nctrc

Copyright 2026 © National Consortium of Telehealth Resource Centers 4
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THE IMPORTANCE
OF OPERATIONS
PLANNING FOR
TELEHEALTH

OM TRC.o! )

How to Develop a Plan that Works



DISCLAIMERS

This presentation was made possible by grant number UTUTH42522 from
the Office for the Advancement of Telehealth, Health Resources and
Services Administration, DHHS. The contents are those of the author(s)
and do not necessarily represent the official views of, nor an
endorsement, by HRSA, HHS or the U.S. Government

The views and opinions expressed in this presentation are those of the
author(s) and do not necessarily represent official policy or position of
the hosting agency.
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OBJECTIVES @

e Importance of Building a Plan

, ldentifying Needed Elements

., Preparing for the Future
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If someone new joined your team
tomorrow, could they figure out
how your program operates?
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That’s
wh

ere an operations
comes in! P




Canturn adiscrete operation into a
sustainable program

Creates needed consistency no matter
program size

Reduces reliance on individual staff
Knowledge

Supports scalability
Allows useable training

Py, ¢

e



https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html
https://www.cdc.gov/ncbddd/disabilityandhealth/disability-barriers.html

WITH A PLAN

.“ PRESERVED KNOWLEDGE
&4@RN 'NDEPENDENT OF STAFF

L)
QUESTIONS CAN BE

‘ ANSWERED CONSISTENTLY

yt

CAN DUPLICATE SUCCESSFUL
PROCESSES

CAN DETERMINE WHAT ISNT
WORKING AND FIX IT

AL

WITHOUT A PLAN

0@ @ VULNERABLE TO STAFF

&4RAN% TURNOVER

()

SUCCESSFUL PROCESSES ARE
NOT UNDERSTOOD

‘ ANSWERS TO QUESTIONS MAY
VARY

UNKNOWN ISSUES STALLING
IMPROVEMENT
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A telehealth program is only as
reliable as the plan that supports it.




REAL EXAMPLE:
COVID-19
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WHAT IS AN OPERATIONS PLAN

ANSWERING QUESTIONS

o Who does what?
o When and how do they do it?

o What tools and resources do they need?
o What happens when the usual process doesn't work?

How do we know the process is working?

e /
/ \1

WHAT IT ISN’T

Kee our operations lan focused. Separate (but

/ related) documents include a Business/Marketing Plan
.~ and aTechnology Manual.

-
-
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Training and Program Scope and
Onboarding Goals

Documentation

Administrative

Troubleshooting
Processes

Roles and
Responsibilities

Security and

Compliance OPERATIONS
PLAN

Quality Improvement ‘ Workflows

Contacts

Technology Overview

Clinical Processes Emergency Response

Evaluation and
Metrics
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Every program is different - so
every operations plan will look

different




Consistent patient and provider
experience

Easier onboarding and Cross-
training

Fewer errors and missed steps
Easier troubleshooting

Easier expansion to hew
sites/services
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To have a usable plan, we also need
to plan for when things don’t go
according to plan



TIERS OF RESPONSES

From single iIncidents to global disasters

STATE NATIONAL

LOCAL

« Natural and Man- « Natural and Man-

Made Made

« Natural and Man-
Made

o Local Response o State Response o Federal Response

Agencies Agencies
o« Examples: o« Examples:
o lerrorist attacks, o lerrorist attacks,

mass shootings cyberattacks

o Hurricanes, o Pandemics

Agencies
o« Examples:
o Storms, flooding,
fires

o Car accidents,
earthquakes

shootings

CDC Emergency Response



https://www.pewresearch.org/short-reads/2023/11/21/what-the-data-says-about-americans-views-of-artificial-intelligence/

Plan for multiple types of emergency situations that make sense for
YOUr program
Cybersecurity incident
Severe weather or facility closure
Loss of power/network
Unexpected staffing disruption
Plan for ways that ordinary operations might go wrong

Patient medical emergency during a virtual visit
Unexpected staffing disruption

Technology failure
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REAL EXAMPLE:
IMAN OPERATIONS PLAN




We know why we need a plan -
now we need to know how to build
one.



BUILDING A PLAN

GATHERING INFORMATION

- <48 EQUIPMENT

e Who is involved? « What systems/equipment are required?

P A
Apg e PEOPLE

« Who makes decisions? o« What are the dependencies?

« Who provides backup?

PROCESS

« What happens now? « Where does care happen?
« Where are the handoffs? o« What varies by site?
e Where do failures occur? o« What rules, requirements, and

organizational policies apply?



Determine our subject matter experts

Document processes as they occur, not as we want them to occur
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FROM WORKFLOW TO WRITTEN

o\s‘RQOQQ
& HOW WE DOCUMENT OUR PROCESS

Operations Plan - Table of Contents
Section 1. Background

Section 2. Program Overview

Section 3. Regulatory and Compliance

Section 4. Technology and Infrastructure
Section 5. Telehealth Workflow and Operations
Section 6. Staffing and Training

Section 7. Quality and Performance Improvement



- - - \in et L ] o
ST T AN AN TN,

: - @®
..;....i.!!..hzlcl‘xml.g-oﬁ.-l.li!_.

S [/ /] ] - I.IIIIA,
e o"'l . = v Av ﬂ-.‘

L L




The goal is, above all else, a plan
that is usable by experts and
newcomers.
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Would this plan work if your
program unexpectedly doubled?
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READY TO EXPAND

WHY PREPARE?

e The goal isto have a plan that is scalable - it can expand or contract
as needed

EMERGENCY OPERATIONS NORMAL OPERATIONS

o Examples: COVID-19 Pandemic, o Examples: New Facility, New Staff,

Extreme Weather Event, Mass Closure of Nearby Facility

Casualty Event o Potential of more resources, but

o Suddenly have to expand higher workflow
operations beyond normal scope
for both long and short term

situations




READY TO EXPAND

BUILDING PLANS THAT SCALE

e Build plans with scalability in
apligle
e Clearly define roles and
responsibilities
o Limits to how many
ProCesses one person can
nandle

e Build in triggers to allow for
scalable operations

o Emergency Preparedness
o Medical Surge




Should we integrate new
technologies into our operational
JEL LT K
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NEW AND EMERGING TECHNOLOGY

NOT JUST All (BUT ALSO A LOT OF Al)

Al AND AMBIENT DOCUMENTATION

REMOTE PATIENT MONITORING

PATIENT-GENERATED HEALTH DATA

VIRTUAL REALITY/IMMERSIVE TECHNOLOGIES

NEW TELEHEALTH PLATFORMS AND INTEGRATIONS
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NEW AND EMERGING TECHNOLOGY

OPPORTUNITY OR OPERATIONAL RISK?

o« What problem does it solve?

e Who needs to use It?

o« What new workflow does it
Create?

e WWhat can go wrong?

o« What happens when it fails?

o What training/support is
required?

NEW TECHNOLOGY DOESN'T ELIMINATE OPERATIONAL COMPLEXITY—
IT OFTEN MOVES IT SOMEWHERE NEW.



ACTION STEPS

PLANNING WITH NEW TECHNOLOGY

ASSESS YOUR START SMALL, ENGAGE YOUR
READINESS THINK SMART TEAM

. Conduct a digital o« Choose one area to o Train staff with simple,

audit of current tools pilot Al (automated role-specific materials.

workflows. and appointment o INnclude all staff in

: reminders or clinical making decisions
infrastructure.

o ldentify where documentation « Emphasize that Al

inefficiencies or support) supports —not

bottlenecks exist » FOCUsOn a use case replaces — human

with clear ROI. judgment.
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@ MAINTAINING A PLAN
YOU MIGHT THINK YOU’'RE DONE...YOU’RE NOT!

e YOUr plan is made to be used and edited
e INnclude updating and plan maintenance
o ASSIgn an owner
- Establish review intervals
- Capture lessons learned
o Update after incidents
o Incorporate staff feedback
> Review when technology or workflows change
- Track version/date changes




MAINTAINING A PLAN

YOU MIGHT THINK YOU’RE DONE...YOU’RE NOT!

e Plan

o Organize/Equip

o Iraln

o EXercise

o Evaluate/Improve




QUESTIONS?




CONNECT WITH THE UMTRC

@UpperMidwestTRC

umtrc.org

(317)508 - 0855

@QUMTRC o @UMTRC.org

This presentation was made possible by grant number UTUTH42522 from the Office for the Advancement of Telehealth, Health Resources and Services
Administration, DHHS. The contents are those of the author(s) and do not necessarily represent the official views of, nor an endorsement, by HRSA, HHS or
the U.S. Government
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Our Next Webinar

The NCTRC Webinar Series

Occurs 3" Thursday of every month.

Hosting TRC: TexLa Telehealth Resource Center (TexLa TRC)
Telehealth Topic: Leveraging Telehealth and Mobile Integrated Health for

Access to Renal Transplantation in Rural West Texas

Date: Tuesday, September 29
Times: 10 AM - 11 AM PT
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Please Complete Our Survey

Your opinion of this webinar is valuable to us.

Please participate in this brief perception survey (will
also open after webinar):

https://www.surveymonkey.com/r/ XK7R72F

Copyright 2026 © National Consortium of Telehealth Resource Centers 42
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