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MAINE RURAL HEALTH TRANSFORMATION PROGRAM

Rural Hospital Efficiency Fund
Initiative 5: Sustainable Rural Health Ecosystems

Information Session

Maine Department of Health and Human Services

September 8, 2026

This program is supported by the Centers for Medicare & Medicaid Services (CMS) of the U.S. Department of Health 
and Human Services (HHS) as part of a financial assistance award totaling $190,008,051.09 with 100 percent 
funded by CMS/HHS. The contents are those of the author(s) and do not necessarily represent the official views of, 
nor an endorsement, by CMS/HHS, or the U.S. Government.

Funding Acknowledgment
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06 Timeline

07 Next Steps
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RHTP Rural Hospital Efficiency Fund Team

Kristen McAuley

Director
Maine Rural Health Transformation Program

Ann Mukherjee

Initiative Lead, Sustainability
Maine Rural Health Transformation Program

Meg Garratt-Reed

Executive Director 
Maine Office of Affordable Health Care
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Initiative Roles & Responsibilities
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The Department retains all programmatic decision-making; the consolidated partner provides execution, coordination, and administrative 
support.

Maine DHHS
Program Owner

• Retains all programmatic decision-making authority

• Approves the hospital cohort, sustainability plans, projects, and 
budgets

• Gives final approval on all Contracted Vendors

• Ensures CMS compliance

• Receives reporting on progress, outcomes, and spending

The Roux Institute 
Consolidated Partner

• Project manager and administrative facilitator across Initiative 5

• Identifies, contracts with, and manages all TA vendors

• Designs, schedules, and facilitates the Learning Collaborative

• Administers and distributes Hospital Efficiency Funds

• Serves as thought partner to the Hospitals and State

The State has selected Roux as the Consolidated Partner. Contract execution is still pending. 

RHTP Rural Hospital Efficiency Consolidated Partner Team: 
The Roux Institute at Northeastern University 

Elena Brondolo Kathy Simmonds

=

Allyson Barker
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Gary Young

SME & Evaluation Lead

Becky Halmo

SME & Evaluation Lead=Program Lead Program Lead Program Manager
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What is RHTP, and Why It Exists

The Rural Health Transformation Program (RHTP) was created by the 

federal budget reconciliation bill (OBBBA, H.R. 1, Pub. L. 119-21), directing 

$50 billion nationally to states over five federal fiscal years, FY2026–

FY2030.

The purpose: Rural residents face higher rates of chronic diseases and 

unique barriers in accessing care while rural providers experience financial 

headwinds stemming from aging populations, shifting payer mixes, and 

workforce shortages. The combination of these challenges have led to 

rising costs in rural care, leaving rural health systems, and the communities 

that rely on them, at risk. RHTP gives states dedicated funding to right-size 

and modernize these systems of care to support rural residents and 

providers across the U.S.

What it Means for Maine

● 12 of Maine’s 16 counties are fully rural with 
rural residents facing worse health outcomes 
and barriers in accessing care.

● Rural providers face persistent financial 
pressure due to changing demographics, 
workforce shortages and rising costs.

● RHTP is a dedicated federal investment 
targeted at these problems.
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What Maine Received

$190,008,051  awarded to Maine DHHS by CMS for Year 1 RHTP funding

Maine organized RHTP around five initiatives

1

Population Health

Improve the health and well-
being of rural Mainers by 
expanding access to 
preventive, primary, specialty, 
behavioral health, and chronic 
disease services closer to 
home.

2

Workforce

Strengthen Maine’s rural 
health workforce by expanding 
recruitment, retention, 
training, and career pathways 
for health professionals.

3

Technology  &  
Innovation

Modernize rural health care 
delivery through technology 
that improves access, 
coordination, and efficiency.

4

Access

Reduce barriers that prevent 
rural Mainers from obtaining 
timely and affordable health 
care.

5

Sustainable Rural 
Health Ecosystems

Strengthen the long-term 
sustainability and resilience of 
Maine’s rural health system 
through regional 
collaboration, financial 
efficiency, operational 
improvement, and innovative 
payment models.
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Maine's RHTP Initiative 5: Sustainable Rural Health Ecosystems

Initiative 5 Summary: Strengthen the long-term sustainability and resilience of Maine’s rural health system through 
regional collaboration, financial efficiency, operational improvement, and innovative payment models. This initiative 
helps ensure rural communities continue to have access to essential health services for years to come.

Part of a Multi-Year Effort: Future RHTP years build on the foundation set now — this is a targeted, intentional 
program, with multiple opportunities to engage. 

5-Year Key Objectives

• Improve the sustainability of rural health providers

• Support regional planning and collaboration

• Advance innovative payment and delivery models
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• Strengthen health system infrastructure and 
operations

• Build sustainable systems that endure beyond 
RHTP funding

Sustainable Rural Health Ecosystems

Initiative 5 objectives will be met through three key activities.

5.1

Hospital Efficiency &
Financial Management

A Learning Collaborative and one-time 
funds to support rural hospitals in 
investing in long-term sustainability.

THIS IS THE FOCUS OF TODAY’S SESSION

5.2

Regional Health
Ecosystems Planning

A regional planning process engaging 
hospitals, local government, communities, 
and other interest group to redesign 
essential care delivery across regions.

5.3

Multi-Payer APM
Development

Technical assistance and funding to expand 
participation in alternative payment models 
and MaineCare rate reform.
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Why Your Hospital Was Selected

Selection is based on financial need and potential impact

Participating hospitals have been selected based on key metrics indicating they stand to benefit most from these one-

time efficiency funds.

• Financial metrics were selected across domains of financial performance; profitability (total and operating margins), 

liquidity (days cash on hand and days in accounts receivable), and asset efficiency (average age of plant).

• Data came from hospitals’ annual financial reporting to the Maine Health Data Organization, and used three-year 

averages (2022-2024) to smooth year-to-year volatility

• Performance on these metrics was compared to the benchmarks used in S&P Global’s credit rating assessment of 

non-profit hospitals 

• Hospitals were selected if performance on four or more metrics was below target

• CMS reviewed provider selection and approved list
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What It Means to Participate in the Hospital 
Efficiency Cohort
A closer look at the Learning Collaborative, individualized technical assistance, and the sustainability plan every 
participating hospital will build.
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Goals of the Hospital Efficiency Cohort

Develop Sustainability 
Plans and Implement
Efficiency Projects

Build Leadership &
Financial Capacity

Create a Peer
Network

Track and Share
Outcomes
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The Hospital Efficiency Cohort is anchored by a Learning Collaborative. The Learning Collaborative will bring hospitals together to learn 

from a technical assistance provider, subject matter experts (SMEs), and each other. It combines peer learning, leadership development, 

and hands-on planning support toward a common goal: a stronger financial future for your hospital and a stronger rural health 

ecosystem.

Each hospital develops an aspirational 5-year sustainability vision, anchored by a 3-year plan of discrete, connected projects, including 
at least one select project for implementation in 2027.

Deliverables

Sustainability Plan

Build a 5-year sustainability vision, 

anchored by a 3-year plan of discrete, 

connected projects.

Plans due March 31, 2027

Efficiency Projects

Identify and begin implementing at 

least one select efficiency project for 

2027.

Project proposal due Jan 31, 2027

90% Participation

Actively engage in the Learning 

Collaborative and with your TA 

provider — at least 90% participation 

across all activities.
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Participating in this work, your hospital will produce three deliverables:
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Rural Hospital Efficiency Fund

Participating hospitals are eligible for support from the $30 million Rural Hospital Efficiency Fund, distributed across your cohort 
in two phases.

PH A SE  1

Baseline Participation Funding

$250K
per hospital

Supports staff time and 
engagement in the Learning 

Collaborative, individualized TA, 

and sustainability plan 
development. 

PH A SE  2

Approved Project Funding

~Based on Project 
Proposals

Portion of $27M bucket per hospital

Funds will be allocated across the 
cohort after specific Year 1 project 
proposals are reviewed and accepted 
by the Department
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What Participation Looks Like

To receive funding from the Rural Hospital Efficiency Fund, participating hospitals commit to active engagement in the learning 
collaborative and technical assistance — including at least 90% participation across all activities.

Meet all 3 Deliverables

90 % active engagement in the 
Learning Collaborative and TA

Delivery of Sustainability Plans

Implementation of Efficiency 
Project

Reporting

Submit monthly budget reports 
aligned with RHTP financial 

reporting requirements and 
milestone reports throughout the 

contract period.

Evaluation Conversations

Take part in evaluation 
conversations for the Learning 

Collaborative to help shape and 
strengthen the program.
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Form a Team

Identify a core hospital team —
clinical, financial, and operational 

leaders — to participate in the 
Learning Collaborative.
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Support Available to Your Hospital

Participating in the Learning Collaborative cohort means access to a full package of support: funding for your participation, dedicated 

consulting, the Learning Collaborative, and ongoing mentoring.

Your
Hospital

Dedicated
Consulting

SME
Workshops

Participation
Funding

Project &
Data Support

Peer
Cohort

1:1
Mentoring

Innovation
Thinking

Transformational
Leadership

Development
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What the TA Will Provide

Alongside the Learning Collaborative, your hospital will work one-on-one with your TA provider to build a 5-year Sustainability 

Vision and 3-year Efficency Project Plan — the roadmap that determines how your efficiency funds get used.

1

Assess

Identify your hospital’s current gaps, barriers, 
and challenges to long-term financial 
sustainability.

2

Identify Efficiency Projects

Pinpoint specific projects that will move the 
needle on your long-term financial health.

3

Build the Plan

Assemble the 5-year vision and 3-year plan, 
including discrete, connected projects.

Example efficiency project themes

Financial Oversight: Cost-accounting systems, analytics to 
measure productivity

Increasing Efficiency: AI/tech to reduce admin burden, 
HVAC and facility upgrades

Aligning to Local Needs: Service expansion, equipment to 
grow capacity
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Inside a Learning Collaborative Session
Mix of in-person and virtual sessions. Every session brings the whole cohort together in real-time, moving from connection to content to hands-on work —
and back out the door with a plan.

Examples session plan below – final design is informed by you. 

1

Level Set

A short leadership exercise 
grounded in a real scenario 
hospital leaders actually 
face, intended to build 
trust and open honest 
conversation early in the 
day.

2

Share Progress

Hospitals report out on 
their sustainability plan 
ideas and progress —
hearing what’s working, 
and what isn’t, across the 
cohort.

3

SME-Led 
Workshops

Subject matter experts lead 
focused sessions on topics 
hospitals need most, from 
cost strategy to workforce 
to facilities.

4

Work the Problem, 
Live

Hospitals work directly 
with SMEs and consultants 
on their own plans in a 
hands-on, experiential 
format.

5

Reflect & Plan 
Ahead

Time to process what was 
learned and commit to 
specific next steps before 
heading back to the 
hospital.

6

Wrap-Up

The day closes with clear 
commitments — what each 
hospital will investigate or 
test and bring back to the 
next session.
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Between Sessions: The Support Continues
In the weeks between sessions, hospitals continue testing, refining, and building out their plans, with structured support available throughout.

Technical Assistance 
Consultants

Hospitals continue working directly 
with their TA provider to refine and 
stress-test their sustainability plan 
between sessions.

Project & Data Support

Analysts help hospitals simulate 
ideas and model the financial impact 
of options to inform their 
sustainability plans.

Change Management 
Navigation

Ongoing access to experts for 
guidance on leadership and change 
management challenges as they 
come up.

Peer-to-Peer Network

Hospitals stay connected with each 
other between sessions, trading 
ideas and troubleshooting as needs 
arise.
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The Final Design Will Be Informed By You

After this session, we want to learn from you.

Where do you see your strengths?

The plan builds on what’s already working and what 
you can share with your peers.

Where do you see opportunity for 
transformation?

To identify the gaps and stretch goals that should 
shape sustainability plan.

What would you like to learn about?

To prioritize topics and skills in the Learning 
Collaborative curriculum.

What else would make this experience 
meaningful for you?

To understand what engagement, format, or content 
will keep you invested.

What else should we be asking?

To leave room for what we haven’t thought to ask.
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What Happens, and When

Sept 18, 
2026

Confirm 
Interest

Oct 30, 
2026

(Approx 
Date)

Contract 
Signed

Jan 31, 
2027

Project 
Plan Due

Feb 15, 
2027

(Approx 
Date)
DHHS 

Decision

Oct-Jul: 10 Monthly Learning Collaborative Sessions

Feb-Aug: Implementation of Approved Projects

Throughout Program: 1:1 Consultation & Evaluation
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What Your Hospital Should Do Now

Confirm interest
Let the Department know your hospital is interested in moving forward by September 18, 
2026.

Identify your team Name your leadership, financial, and clinical representatives for the cohort.

Watch for the schedule The Learning Collaborative session schedule will be shared shortly after confirmation.

Sign your first contract Execute your Learning Collaborative participation agreement by October 30, 2026.

Meet your TA provider Begin individualized coaching to start building your sustainability plan.
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Connect with program team Connect with program team to share goals and interest areas for Learning Collaborative
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