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Optimizing Telehealth
Satisfied Physicians, Delighted Patients 

and Improved Revenue

Christian Milaster
Founder, President & CEO
Digital Transformation Advisor
Ingenium Digital Health Advisors

Peter Caplan
Telehealth Strategy and 
Implementation Advisor
Ingenium Digital Health Advisors

Atwater Solutions
“A new name with experience you can trust”
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Our Service Offerings

Advisory 

Services
Interim Staffing  

& Leadership

Revenue Cycle

Performance 

Optimization

About Christian
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PincSoft

33 years
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Optimizing Telehealth
Telehealth Defined

6 Hallmarks of Success

Telehealth Reimbursement

Optimizing Telehealth

Discussion & Q&A

Wrap Up & A Parting Gift
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Telehealth Defined

Everybody agreed, until somebody defined it.
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Telehealth
Delivering Care at a Distance

Telemedicine
Practicing Medicine at a Distance

Remote Care
Connecting with Patients at a Distance

Everybody agreed, until somebody defined it…
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Remote Care
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Lower Cost 
of Care

Improved 
Provider 

Satisfaction

Improved 
Patient 

Satisfaction

Better 
Health 

Outcomes

The Quadruple Aim       of Telehealth
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Serving the Modern Healthcare Consumer

Convenience

Value

Quality

Confidence
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The 6 Hallmarks of 
Telehealth Success

Start with the End in Mind
What does Successful Telehealth Look Like?
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Satisfied
Patients

Satisfied
Clinicians

Satisfied
Staff

Pre-Covid
Volume

100% Reim-
bursement

Excellent
Clinical
Quality
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6 Critical Hallmarks for TH Success
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New Clinical 
Service 
Mindset


Workflow

drives
Technology


Physician 

& Staff
Training



Pre-Visit
Telemedicine

TechCheck


Metrics 
driving

Quality



Internal
Pre-Auth



New Clinical Service
Select Clinical Leadership

Designate Operational Leader
(Telehealth Director/Manager)

Engage the Whole Team

Define Workflows, Policies, 
Marketing, Training, Support,
Change Management
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Workflow drives Technology

Don’t put the horse behind the cart

First, design your clinical, operational, 
and financial workflows 

Then select the technology 
that best fits your needs
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Everybody Practices 

on Top of their License

Physician & Staff Training

Design Training for Everyone
• Schedulers, PSRs, Front Desk
• Physicians, Clinicians, Allied Health
• Billing Staff

Create “Cheat Sheets”

Create brief videos
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Pre-Visit TechCheck

Evaluate the video-readiness for
every new patient!

Designate tech-savvy staff with great
customer service skillset

Train & Support!

Build self-service page for patients

Track success and audit process
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Metrics driving Quality
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 Identify Key Success Indicators

Metrics driving Quality
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Satisfied
Patients

Satisfied
Clinicians

Satisfied
Staff

Pre-Covid
Volume

100% Reim-
bursement

Excellent
Clinical
Quality

Metrics driving Quality

 Identify Key Success Indicators

Quantitative Data Collection is Crucial
▪ surveys of patient, provider, staff
▪ best way to engage clinicians

Set targets and 
pre-define actions

Act on the data!
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Define

Measure

Analyze

Improve

Control
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Internal Pre-Authorization

Current Reimbursement is available for 
almost all or many telehealth services.

But Reimbursement Regulations will change.

Establish centralized authority 
to stay abreast of legislation 

 Implement preemptive pre-authorization 
for any scheduled telehealth visit NOW.
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COVID-19 Insurance Benefits
Medicare Advantage and Medicaid
❑ No cost sharing (in-network) 
❑ Through the end of the year (commercial plans ended June 4).
Behavioral Health Services
❑ Aetna: no-cost through end of 2020
❑ UnitedHealthcare: free emotional support line
Cost Sharing
❑ Cigna Care Card: employers can load funds to cover expenses
❑ Cigna: waiving out-of-pocket costs for COVID-19 related treatment
❑ Aetna and Anthem waive COVID-19 cost sharing through 2020
❑ Humana: no end date for its benefit for now
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https://www.fiercehealthcare.com/payer/more-than-6-months-into-pandemic-where-do-insurers-stand-special-benefits
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Telehealth
Reimbursement

The Past, Present & Future
of Telehealth Reimbursement
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MEDICARE MEDICAID COMMERCIAL

BEFORE

COVID-19

➢ origination limitations

(rurality & clinic space)

➢ increasing number of svcs.

➢ payment parity

➢most states had reimbursement

➢ for many procedures

➢ in many locations

➢ coverage parity in many states;

payment parity in some states

➢ regardless of location/procedure

➢most insurers: payment parity

DURING

COVID-19

➢ origination limitations lifted

➢ reimbursement for telephonic

➢more procedure codes (e.g., PT)

➢ regardless of state licensure

➢ reimbursement for telephonic

➢many exemptions/expansions

➢ reimbursement for telephonic

(some insurers)

➢ overall broad support with some 

exceptions

MY SPECULATIVE CRYSTAL BALL

AFTER

COVID-19

❖origination limitations staying lifted

❖no reimbursement for telephonic

❖some procedures rolled back

❖all live audio/video reimbursed

(in pre-covid-19 states)

❖some reimbursement for telephonic

❖wide variations

❖“opportunistic” approach

❖no reimbursement for telephonic

BEYOND

COVID-19

❖origination limitations removed

❖some reimbursement for telephonic
❖some reduced payments 

(maybe or in x years)

❖expansion to RPM

❖some reduced payments

❖wide variations

❖attempts to drastically reduce (40%)

❖ isolated telephonic and texting 

reimbursement

VALUE BASED CARE

Live Audio/Video, telephonic, texting are just another modality to achieve health outcomes
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Optimizing Telehealth
Telehealth Strategy 

Change Management

Vision

Technology

Strategy
Alignment

Use Case
Roadmap

Financial
Case
(ROI)

Marketing
& Internal

Change
Mgmt.

Leadership
& Support

Telehealth Strategy
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Key Elements of Telehealth Success
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40%
Workflow

10%
Technology

50%
Organizational 
Change Mgmt.

Leverage An Organizational Change Model
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Reinforcement

Ability

Knowledge

Desire

Awareness Desire Knowledge Ability Reinforcement

Awareness Knowledge Ability Reinforcement

Awareness Desire Ability Reinforcement

Awareness Desire Knowledge Reinforcement

Awareness Desire Knowledge Ability

Awareness Desire Knowledge Ability Reinforcement

Confusion

Resistance

Reluctance

Frustration

Backsliding

CHANGE!

Desire

Knowledge

Ability

Reinforcement

Awareness
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Christian Milaster
Founder, President & CEO
Digital Transformation Advisor
Ingenium Digital Health Advisors

Peter Caplan
Telehealth Strategy and 
Implementation Advisor
Ingenium Digital Health Advisors

Telehealth.Community (c) 2020 by Ingenium Consulting Group, Inc. 34

Wrap Up & Bonus
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Key Takeaways
Telehealth

Telehealth is 
Delivering Care at a Distance

Telehealth is a
New Clinical Service Offering

Telehealth requires
New Workflows & New Policies

Training & Support ⬥Marketing & Publicity
Designated Leadership & Change Management
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Success Accelerator:
Define & Assign who’s in charge

Clinical Leadership
Operational Leadership

Technical Leadership
Executive Leadership
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Operational

ClinicalExecutive

Technical
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Thank you for your Time & Interest!

Tom Nagy

VP of Sales
Atwater Solutions

Tom.Nagy@atwatersolutions.com

(610) 906-7995
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Christian Milaster

Founder and President &
Digital Health Transformation Advisor at

Ingenium Healthcare Advisors

Christian.Milaster@IngeniumAdvisors.net

(657) 464-3648
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