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COACHING DOCUMENT

Coaching is the heart of EmTrak. You will find this phrase and this link in every type of evaluation in EmTrak
3.1. Notice the term COACHING. Effective performance management is based on coaching. Simply put, it's a
fact that positive reinforcement is more effective than negative — encouragement more effective than
punishment. EmTrak 3.1 utilizes a coaching approach throughout.

Perhaps you noticed the quote from H. Gordon Selfridge in the INTRODUCTION for this guide:
“The boss drives people; the leader COACHES them. The boss depends on authority; the
leader on good will. The boss inspires fear; the leader inspires enthusiasm. The boss says |;
The leader says WE. The boss fixes the blame for the breakdown; the leader fixes the
breakdown. The boss knows how it is done, the leader shows how it is done. The boss says,
GO; the leader says LET's GO!"

The purpose of the Coaching Items you will see is to get you 80% of the way there on ideas for improvement
and growth for your staff — you probably have better ideas than mine, but perhaps they get you thinking. You
will notice that many of the ideas link to courses in MED U - a handy reference.

Within the coaching items are also Productivity Goals. You've probably read the statement, “what gets
measured gets done.” These Productivity Goals are based on the ideas of several companies like yours from
whose goals | did my research.

We discuss annual and periodic evaluations in others parts of this guide (and a form of this Coaching
Document is a part of all of those), but the fact is, the best performance management is part of an everyday
interaction. Work on one issue, move to another, then to the next. Too often, the only formal coaching and
evaluation is at the end of the year. What if, instead, there was formal, documented, but positive coaching
throughout the year? That's the purpose of the coaching document.

A Coaching Document is designed to handle one issue at a time, a plan for growth. It is meant to be printed out
and signed, by your employee and importantly, by you. That signature is your commitment to help that
employee grow.

To create a Coaching Document, open up an Individual Employee’s page. As a Super Manager, click on VIEW
EMPLOYEES and the list of all employees will come up.

VIEW. .. MED Supply Company
Job Descriptions Click on an employee to open for viewing and editing.
Del? |Employee Name Employee ID Joh Description Hire/Eval Date |Status
‘.Managerf.m: B |Billy Johnson £893 W 11032005 |Active
@ Dolly Madison 4321 Respiratory Therapist- Vent  |10/7/2005 Active
Introductory Evaluations % |Doug Doug 5489 rehab tech 1 MA7006  |Active
Training Documents g Gary Weems 1212 AAHR 10/02r2008 Active
. @ Glenn Close GEEE CSR1 100712005 Active
Caaching Bacumants % |Han Dee trann 9834 cOMnSANe ARt ygnzs005  |ctive
Applause Documents @ James Doe an4n custormer service rep 10102006 Active
Disci.pﬂnarv Actions @ Jane RT 1569 Respiratory Therapist - Vent 1052006 Active
. X . @ Jason Wainright 125 CER1 113072006 Active
Pariadic Evaluations & |JEYCEE MOORE 4506 BESCIRATDRVEERVOE  lnanzaons  |active
Annual Reviews B | im Smith 1441 . ANMTEINNA Artiva
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As a Manager, simply enter your Manager’s Page for a listing of all of your employees to whom you have
access.

Welcome Pam Jones! What would you like to do today?

Employee Name Employee ID Job Description Hire Date Status
CER/Reimbursement ;

Mary.Jones 92364951491 Specialist 1173002005 |Active

illi - i .

Pam Tom 9872 Billing - Eollectinns and 11/20/2006 | Active
Denials

Tony Soprano 4444 Billing - Collections and 10712005 |Active
Denials

Uma Thutrman 9764 Reimbursement Specialist 111142006 |Active

William Shatner BTE26S Reimbursement Specialist 111142006 |Active

Click on the name of the employee you want to edit and their page comes up. Click on create COACHING
DOCUMENT.

CREATE... VIEW...

Training Document Training Documents
Coaching Document Coaching Documents
Applause Document Applause Documents
Disciplinary Action Disciplinary Actions
Periodic Evaluation Periodic Evaluations
Annual Review Self-Evaluation Annual Reviews

Annual Review Introductory Evaluation
Introductory Evaluation Job Description

The next page will be a task by task list of what this employee does for a living — specifically the tasks that you
and your company chose when you created this employee’s job description. Remember that for a Coaching
Document, we are working with ONE item at a time.

Please select one coaching item below, then click the Next button.

|Job Expections {select only one):

[] Reimbursement Specialist -- Records Management

@ Aszsist inthe smooth flow of paperwork and information within the office.

Creste and alphabetize file folders.

File documents accurately.

Collect and distribute appropriate recaords as needed.

Pull inactive files for storage. When appropriste, dispose of documents by shredding or other appropriste means.
L= needed, organize and scan documents, make certain hard documents are stored correctly, and pull up
scanned images.

L=l v B s B +]

] Reimbursement Specialist -- Data

& Fully understand and utilize the computer hiling system .

< Enter all documentation in the computer system accurately on a daily basiz accurately az reguired.

@ Prepare reportz, &z assigned by supervision. Wtlize computer generated reports to monitor and mairtain
appropriste biling practices and to help identify and resalve izzues in kiling and collections.

Reimbursement Specialist -- Documentation

<+ Ensure completion or receipt of all documents needed for hilling.

¢ Reqguest azsignment of benefits, prescriptions, Chiz, letters of medical necessity and other required informstion.
Fallow up on the collection of required documentation.

< Reqguest and fallows-up WM documentation from physicians in a timely mannet, including: Completion of Ch
portions as appropriate, Mail, email or hand deliver to physician for completion and signature, Log Chil receipt
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We've decided we want this employee to do a better job of managing documentation in her role as a
reimbursement specialist. On that list is the task Reimbursement Specialist, Documentation. Select that task
and click NEXT.

We click NEXT and the Coaching Document comes up. Notice it lists the key elements of that task in the bullet
points (and also note that these bullet points are exactly as you edited them when you created this job
description).

Job Expectaticns
Reimbursement Specialist -- Documentation

< Enszure completion or receipt of all documents needed far billing.

< Request assignment of benefits, prescriptions, ChRz, letters of medical necessity and other reqguired information. Follow
up on the collection of required documentstion.

2 Request and follovy-up ChM documentation from physicians inoa timely manner, including: Completion of Ch portions as
appropriste, Mail, email or hand deliver to physician for completion and signature, Log ChN receipt daily, updating
computer Chil files as needed, Reviewy, correct and resubmit Chifks s= needed.

< Receive, log and track prescriptions and orders from physicianzieferral sources.

< Develop procedures to ensure orders are filled ar referred.

[ATETT]
Goals & Action Plan I MED UNIVERSIT'Y |

1 hat is the parpose of this Coaching Docurment? What goals do vou have for the erwloves? What is vour task as managet?
Ciick hete fo Insert predefined coaching suqqaﬁﬂons based on categony,

The other field is the Goals and Action Plan field. This is where you will put the comments on the reasons for
creating this Coaching Document and the goals you wish to establish.  Now, to the coaching suggestions |
discussed earlier. Click on the link to Insert Predefined Coaching Suggestions Based on Category.
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What comes up is a list of Target goals and Productivity goals related directly to this task, this element of this
person’s job description. Again, you don't have to use any of these suggestions; perhaps they spur you to
create your won. What you will notice is that these goals are all achievable/measurable in some way. Goals
that cannot be measured (such as improve work) are neither valid nor helpful. Let's select a couple of the goals
— a Target goal on Effective collection and a Productivity goal we will set on the percentage of CMNs
completed and logged in a week.

l%elect one of more coaching details below, then click Insert Coaching Details button at the bottom of page
to insert text into underlying form.

Feimbursement Specialist -- Documentation

** Target: Effective collection of all required documents
Take the MED U course REM 102 — Reimburserent and Docamentation and aiter completion, | review the proper
procedures with management. Get the processes down oh paper In an easily Whderstandable format, define heeded
Improvements with manager, then foliow throngh before next review.

[] ** Target: Effective collection of all required documents
Iiark with the superdsor, the compamy's trainer, ar a skilled peer to identify each docament that must be collected
and devise or refine the checklst for making certain that Is done each tme. Get confirmation from management
orce that Is complete, then before the hext review, approach 100% efficiency In coliecting the praper dociments at
the proper time,

[] ** Target: CMNS filled out correctly, collected and logged
Take the MED U conrse REM 102 — Reimburserment and Documentation and aiter completion, then work with the
sHpendsar, the company's trainer, or g skilled peer to come o with g process fo ensure CMNs are filled out
gocrately, collected and logoed, Get those processes Into ohe easy to understand docwment for each bype of CIMN
VORF Cormany Nees Also, work with management and tearn members to decide on what kind of training or education
Is giso needed for referral solrces and as g team (2long with sales/marketing) create that educational plece.
Comnpliete before the next review.

] ****Productivity Goal

By the date noted below, we have agresd dpon g goal where an average of CIHMNs will be produced and malied.
i@l M Productivity Goal
By the date noted below, we have agreed npon g goal where voo will ensore percent of CMNs prodoced are

complieted and fogoed within ane week of thelr production.
] ****Productivity Goal

By the date noted below, we have agresd dpon g goal where an average of CIHMs will be collected a
Wk manth,

] *"'Productivity Goal
By the date poted below, we have agresd upoh a8 goal where files will be initigted for new customers.

Select the goals by placing the checkmark in the box and click on INSERT COACHING DETAILS

Insert Coaching Details Close Window
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The goals are now placed in the Goals & Action Plan field. These are fully editable. Note that when we placed
the Productivity Goal regarding CMNSs, the percentage was blank. Simply highlight, type in “90” (in this case).

If any of these goals involved MED U courses, then click on EMAIL MED UNIVERSITY. That link will
automatically bring up your email mechanism on your computer. Simply copy and paste these goals into the
body of that email, email to us in the address provided, and we will follow through immediately with your
employee.

[ATETII
Goals & Action Plan MED LJNWJ},%S ITY

lehat is the purpose of this Coaching Dé?'er.lmenr? léhat goals oo ol have for the ermploves? What is vour task as
manager? Click here fo insert predefined coaching sugagestions based on cateqon,,

** Target. Effective collection of all required documents
ake the MED U course FEru1 1I_Ih — Reimbursement and Documentation and after completion, review the
proper procedur nagement. Getthe proce on paperin an e understandakble
farmat, define needed Irrlrlrll-u—'rru-'rlt' with manader, then follow through bhefore nest review.

1>

| £

Gary Schwantz/MED Group To |medu@medgroup.com
1210552006 07:56 Pht o3 |
bee |

Subject |MEDU MNatification from EmTrak 3.1 - Fram Parn Jones of MED Supply Campany

WMEDI Admin. please sign up William Shatner (wshatner@medgroup.com) for the following courses:

** Target: Effective collection of all required documents
Take the MED U course REM 102 - Reimbursement and Documentation and after completion, review the proper procedures with management. Getthe
pracesses down on paper in an easily understandable farmat, define needed improvements with manager, then follow through hefare next review.

Fam Jones
MED Supply Company{

Follow-up Date & Status

We will put a completion date for two months from now, since they need time to complete the courses and
improve performance. Keep the Coaching Document Status as OPEN, since this is just the beginning. There
are goals this employee obviously needs to achieve before this document is complete. As the manager, you
will get an email reminder 7 days before this follow-up date to remind you to complete the item.

EMAIL
. ED UNIVERSIT l
Goals & Action Plan I ) LB L ]
What is the purose of this Coaching Doclment? 1Ahat goais do vou have for the empioyes? What is vour task as mandger?
Chicis here fo insert predefined coaching suggestions based on categon,

*Productivity Goal
By the date noted below, we have agreed upon a goal where you will ensure Elifpercent of ChkMs produced are

completed and logaed within one week of their production. =

Follow-Up Date

Wi hen wowid von like bo foliow wp on this coaching docoment?

m
mAas/2007 | Todayis 11/29/2006

Coaching Document Status
Wihat iz the status of this coaching documenty
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Click NEXT, print out a couple of copies. Both of you sign, give one to your employee as her and your
commitment to these goals and keep another for your records.

portions as appropriate, Mail, email or hand deliver to physician for completion and signature, Log CWM receipt daily,
updating computer Ch files as needed, Review | correct and resubmit Chils as needed.

< Receive, log and track prescriptions and orders from physicianstreferral sources.

< Develop procedures to ensure orders are filled ar referred.

EaLuL I
Goals & Action Plan l MED UNIVERSIT'Y

Wehat i the parpose of this Cogching Docyment? What poals do vou have for the emplovee? [What is vour task as
manager?

** Target: Effective collection of all required documents

Take the MED Ul course REM 102 — Reimbursement and Documentation and after completion, review the
proper pracedures with management. Getthe processes down an paper in an easily understandable farmat,
define needed improvements with manager, then follow through hefore next review,

=*Productivity Goal

By the date noted helow, we have agreed upon a goal where you will ensare 80 percent of Cks produced are
completed and logoged within one week of their production.

Followi-up Date
Wiheh wolld vou fhe to follow e an s coaching docirment?

015182007

Coaching Document Status
Wihat is the stalos of this cogohing docarment?
Qpen

Employee Signature:

Reviewer Signature:

Review Date:




Completing a Coaching Document
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You get a reminder that you set up a Coaching Document for an employee (you will get that
reminder via email 7 days before the follow-up date is due). Now it is time to complete the
Coaching Document, ensuring that both you and your employee followed through.

First, of course, see if the goals were accomplished.

VIEW...

Was there a course to take and report on, a special
project, productivity goals? Let’s say that the
employee accomplished what we wanted. Go to that
employee’s individual page. The most direct way to
get to the document is to click on VIEW
>COACHING DOCUMENTS..

Training Documents
Coaching Documents
Applause Documents
Disciplinary Actions
Periodic Evaluations
Annual Reviews
Introductory Evaluation
Job Description

You can also access it through the EMPLOYEE

LOG, simply click on the date next to the document. Then click on the icon under Original

Document.

View Employee Log

Lou Entry:
Enter comments In the space provided,

Date Last 5 Log Entries {first 85 characters)

Coaching Document created by Pam Jones on 1002952006

1143002006  |Periodic Evaluation created by Parn Jones on 11304 Sridinal Document:

112952006 |William was 2 hours late taday - 2nd day this week

Ciick an the Joon bejow to open the original document,

11/29/2006 | SIGNED JOB DESCRIPTION ATTACHED

<

110152006 |Annual Review created by Pam Jones on 115017200

Laog Entry Status:

100252006 | Coaching Document created by Pam Jones on 1002 What is the status of this log entry?

Nt

Open

Click on EDIT COACHING DOCUMENT at the upper left

Attachments:

Add attachments below. Use descriptive file names ¥ possibie.

hand side of the document that opens.

Edit Coaching Document

Employee Hame Job Title

William Shatner Reimbursement Specialist
Department Manager

Billing Pam Jones

Employee ID Date

ETEEE9 117292006

Return to Menu
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Now, let's note that William completed the goals set. Click on the pencil icon and the date will
automatically be entered. Put you comments in the field.

EALATL e
aoals & Action Plan MED UNIVERSITY i

Wehat iz the purpose of this Codching Doctiment? What oarsm vou have for the emploves? What is voor task a5
manager? Chck here o lnasert predefined cogching sugoestions Dased on categony,

produced are completed and logged within one week of their production. -

12002006 1:28 P.M. Williams completed both goals, Infact, CMMs are currenthy at 100%, exceeding the
goal set.

Now set the Coaching Document Status to either COMPLETE or SEALED.

Coaching Document Status

Mhat Is the status of this cogching docoment?

Cpen i

Eeviewel Signature:

Review Date:

4 Previous Next

OPEN means the document hasn’t been touched or there is still significant work to do. If a
document is OPEN, then you will get email reminders about that document. COMPLETE means
that you are done, but that the document can still be edited. Perhaps there is something in the
document that needs additional follow-up. Once you know a document is complete, then you may
choose to select SEALED. Once the document is SEALED, it cannot be edited. This offers
security to your staff member that final documents are the final document.

In this case, with everything accomplished, you should go ahead and choose SEALED. Click
NEXT, then close the document, you are done. However, you can always come back to view it at
any time, even when it is SEALED.




