
Implementing a Clinical Electronic Consultation "eConsult" Platform

1
Metrics are Key. Delivery systems invest in an eConsult platform to reduce unnecessary specialty 
appointments, provide communication exchange with primary care physicians and specialists, facilitate a better 
care experience for patients, and improve patients’ clinical outcomes. Establishing a dashboard comparing 
baseline data with outcomes enables the delivery system to measure the operational and clinical impact, 
calculate financial benefits, and trend optimization efforts over time.

2 Meaningful Provider Engagement is the Backbone. Identify and engage a clinician-based core team at the 
beginning of the eConsult implementation and seek consensus on the need (problems being solved), value 
(benefits to the delivery system stakeholders) and effort (team commitment). Ensure the clinicians contribute to 
each phase: requirements gathering, vendor selection, testing, training, implementation and optimization.

3
Executive Champions are the Drivers. Executive champions from technology, operations and medical 
leadership areas must be in close alignment in the prioritization of the eConsult initiative relative to other change 
projects. Without this triad of affiliated executive champions, as well as full CEO support, the eConsult 
implementation will face significant challenges to achieve large-scale system, process and provider practice 
changes.

4
Early Protocols from End Users is Essential. The expertise and feedback from the intended end users of the 
eConsult system is invaluable. It is critical to include not only providers, but frontline operations stakeholders 
(e.g., schedulers and referral coordinators) in the brainstorming and decision-making process beginning in the 
initial planning stages. Introducing, implementing and sustaining protocols require early contributions, buy-in and 
vocal support from end users.

5 Phasing the Rollout Increases Adoption. It is important to explore whether it would be more beneficial to 
implement all specialties simultaneously, or to structure the rollout in phases.  Our experience is that phasing a 
system rollout by implementing a few specialties in each phase provides the opportunity to identify, analyze and 
correct defects, as well as to optimize processes with minimal impact to patient access across all specialties.

6
Prioritizing Appointment Scheduling. In some cases, an electronic consultation drives the need to schedule a 
specialty appointment. Scheduling can be centralized or decentralized, and can occur in a call center structure 
or at the specialty clinic level. Regardless of the decision, the scheduling process and how to prioritize 
appointments when access is limited should be clearly defined and will optimize the experience for both patients 
and specialty providers.

7
Rigorous Change Management Drives Viability.  Successfully implementing, operationalizing and optimizing 
eConsult technology involves a dedicated change management work stream rather than folding it into project 
management activities. Bringing all stakeholders through the stages of change, starting with awareness, shifting 
to understanding, moving to acceptance, then adoption and finally empowerment is essential for sustainable 
outcomes. Refer to our Seven Insights on Change Management1.
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