ELECTRONIC DOCUMENT MANAGEMENT

Top 100 Hospital Takes EMR One Step at a Time

Resource Constraints Demand Problem-Based Approach

Coffeyville Regional Medical Center got through the frenetic Y2K timeframe only to
be confronted with a series of other business problems that needed to be resolved.
The 108-bed, rural hospital needed electronic health records (EHR) but was faced
with financial and human resource constraints. As is typical of small hospitals,
budget and staffing issues often prevent the wholesale adoption of new programs,
methodologies, and technologies. Coffeyville was no exception.

Bryant Stafford, RHIA, Director of Health Information Management (HIM) and
Compliance Officer, got creative and put together a multi-year plan that meshed
resource availability with priority-based problem resolution. The execution of that
plan has been very successful and continues to this day. Bryant worked closely with
the rest of the hospital's administration to assess the environment, both internal and
external, and prioritized their business problems. The need for better management
and storage of medical records along with an economical approach to the EHR
rose to the top of the list.

Old Technology Out - New Options In

The administration clearly felt that microfilming medical records for storage and long
term access was on the way out. Pursuing a digital technology platform became
top priority. This approach would also have the potential to solve the next priority,
which was to have appropriate back-ups to legal documents and medical records
as part of the organization’s overall disaster recovery plan. Finally, the existing
methodology of storing medical records on paper and microfilm wasn't a good
business approach, as Coffeyville’s regional competitors were all moving forward
with electronic medical record solutions.

Coffeyville evaluated several hardware vendors, business office solution providers,
and finally, HealthPort. They all could provide technology to scan records, index them
at the record level, and make them available for viewing. However, only HealthPort
made record look-ups, the query process, easy enough for Coffeyville’s physicians
and nursing staff to use day-in and day-out. In addition, HealthPort made their
solution available in an economical, per record model.

Conquering One Problem at a Time

Capturing old records and storing them digitally can be an expensive proposition.
The first problem for Coffeyville to overcome was a large backlog of paper records
to be scanned. The organization decided to fix the problem over several years.
Again, HealthPort fit the bill as it offered to scan the backlog as an off-site project,
over time. Old paper records were sent off-site to HealthPort, which saved space
and staffing costs for the organization. Images were returned on computer disc
(CD)—a much better option than microfilm.
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At a Glance:

Coffeyville Regional Medical Center
Coffeyville, Kansas

Facility

Coffeyville Regional Medical
Center is a citizen-owned and
not-for-profit acute care facility.
They were recently named a Top
100 Hospital in the Solucient
Performance.

Location

Coffeyville Regional Medical
Center provides Southeast
Kansas and Northeastern
Oklahoma residents the highest
quality healthcare.

Employees
424 Full Time, Part Time,
Irregular Part Time and PRN

Physicians
22 Active Physicians

Patients

4,100 Inpatient Discharges
Annually

43,300 Outpatient Visits Annually

Number of Beds
108 Beds

Solutions

HealthPort DMS
HealthPort EDMS

=i_-- HealthPort.



[t was during this phase that HealthPort announced a new offering—an electronic
document management system. The scanned records would be incorporated
into HealthPort EDMS, HealthPort's new electronic document management
system. Coffeyville signed up to beta test the product and has been going full-
steam ahead ever since. Bryant states, “The beta process has been a very positive
experience. HealthPort is extremely receptive to any constructive criticism and
to recommendations for product changes” With HealthPort EDMS, records are
indexed down to the document level, making it even easier to find patientinformation
quickly. System security is role-based, which allows access only to those who have
the right to view records and only to specific documents within each chart. Bryant
can grant access to blocks of users or narrow user rights by individual, including
such functions as update, delete, and print.

The audit trail is very detailed and complete, further enhancing security. Finally,
up-front system notifications are being designed to warn users when they attempt
to access particularly sensitive documents such as behavioral health records.
Coffeyville's Information Services (IS) Department installed HealthPort EDMS
with no increase in full time equivalents (FTEs) or costs. They decided to store
the digitized records on-site for optimal access, while also maintaining back-up
copies in an off-site vault. They purchased the necessary servers and sent them to
HealthPort for loading of system software. Once loaded, they were sent back to the
hospital and installed.

From Yesterday to Today

Starting with the back scanning of medical records one year following patient
discharge, Bryant had to make some strategic decisions to get closer to a real-time
electronic medical record environment. The first decision was to continue sending
records to HealthPort one year post-discharge for off-site scanning and return in
CD format. For example, the 2005 inpatient records went to HealthPort at the end
of 2006 and be returned in digitized format, readable by HealthPort EDMS within
a couple of months. This method made it easy to budget and avoided straining
financial or human resources. Also, by moving slowly toward real-time scanning, the
process built a solid foundation for future success.

There is already an historical archive of records in the system, and users are
extremely comfortable looking up prior admissions. This step will provide users with
the system experience they will need when real-time functions such as electronic
signature, online chart completion, and remote coding are implemented. Until then,
some patient information has started coming into HealthPort EDMS electronically,
reducing the number of documents that need to be scanned. For example, nursing
notes, laboratory results, face sheets, and consent forms are interfaced directly
from the organization’s hospital information system into the product.

The foundation of older medical records available within the system along with
some real-time data is helping move Coffeyville toward the EMR one step at a time.
Bryant suggests this approach to any smaller organization and gives some specific
tips for success:

*Maintain constant communication with administration, physicians, nurses, and
employees

*Perform the scanning function off-site to free up people and space

*Have high confidence levels in your technology partner as it takes your legal
documents and accurately makes them electronic
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Benefits Beyond Patient Records

With the patient record plan underway, Coffeyville turned their attention to the rest
of the hospital. Basically, anywhere that indexed, electronic documents can be
stored and queried to improve access and productivity, HealthPort EDMS makes
sense. For example:

*Insurance cards and drivers’ licenses in admissions
*Medical staff credentialing documents

*Resumes and employee reviews in human resources
*Managed care contracts in administration

Benefits of HealthPort EDMS have already been realized. Coffeyville Regional now
has the reassurance that records are safe as they are stored in on-site servers,
on CD, and redundantly in the off-site vault. They have reclaimed a considerable
amount of space formerly devoted to paper record storage. The organization can
now provide quicker return of medical record information to physicians and nurses
searching for previous encounters.

Certainly, having more financial and human resources to move the project along
would be ideal, but Bryant knows that you have to demonstrate success with
every step along the way. And, with each success, Bryant sells the capabilities of
HealthPort EDMS internally while realistically dealing with organizational constraints.
Bryant's goal is to make Coffeyville Regional Medical Center a showcase hospital
for HealthPort EDMS product, and site visits have already started.

Even at the current pace, customer surveys have improved, quality ratings have risen,
and now Coffeyville is a Solucient® Top 100 Hospital — a shining star in rural healthcare.
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