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Challenge  
Clinical documentation compliance is the foundation for financial success. 
It’s critical for the clinical, billing, sales and central intake teams across 
a home health agency to understand the role clinical documentation 
plays in timely billing and reimbursement. Compliant documentation tells 
the patient’s story – why the patient is at the agency, what care they are 
receiving and what the future holds for them – which is critical for payors to 
confirm eligibility for services provided and process accurate reimbursement.

A home health agency noticed there was a total of $6.9M of unbilled 
revenue outstanding for Medicare and partnered with McBee to resolve  
the backlog. Through detailed assessment,  McBee identified that more than 
68% of claims unbilled by the agency were due to missing or incomplete 
face-to-face encounter documentation, totaling $4.8M of unbilled revenue. 
The remainder of the backlog was due to unsigned plans of care and verbal 
orders. This agency-wide problem had also resulted in an increased number 
of write offs, causing the agency to lose reimbursement and seek out McBee 
for guidance.

At the root of the unbilled AR was a limited compliance program that was 
ineffective in educating across all departments on face-to-face encounter 
requirements and the impacts that incomplete documentation has on billing. 
For example, requirements that the face-to-face encounter date needed to 
correlate to each patient’s plan of care documentation were not followed.

Solution
McBee partnered with the agency to target this gap in face-to-face  
education with a holistic approach that would help reinforce the importance 
for fully compliant face-to-face encounter documentation. McBee team 
leaders held multiple meetings with the agency’s leadership, sales team  
and central intake team to communicate the importance of compliant  
face-to-face documentation and workflow strategies for increasing  
compliant documentation.

Home Health Agency Transforms Orders 
Management Process to Increase Documentation 
Compliance and Resolve $6.9M in Unbilled Revenue

CLIENT PROFILE
A home health organization serving 
communities in a Northeast tri-state 
area.

68% of claims unbilled by  
the agency were due to 
missing face-to-face  
encounter documentation.

McBee tackled gaps in 
face-to-face documentation 
compliance with targeted 
education throughout the 
agency and instilling best 
practice processes.

McBee’s order management 
team decreased the agency’s 
unbilled AR by $6.9M.

https://mcbeeassociates.com/insights/blog/tell-the-patients-story-clinical-documentation-in-pdgm/
https://mcbeeassociates.com/insights/blog/tell-the-patients-story-clinical-documentation-in-pdgm/
https://mcbeeassociates.com/services/compliance/
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The McBee orders management team completed weekly  
audits to pinpoint discrepancies in face-to-face encounter, 
plan of care and verbal order documentation. These 
audits included feedback to senior management on which 
departments and team members needed further education on 
documentation guidelines and processes for billing. McBee 
orders management specialists worked diligently on the 
backlog by running follow-up with the agency’s referral partners 
to obtain face-to-face encounter documentation, unsigned plan 
of care and verbal orders to correct inaccuracies, and ensure 
compliance for billing.

Results
During the six-month span of the engagement, the agency 
transformed their processes and streamlined billing 
by increasing compliance with face-to-face encounter 
requirements and strengthening relationship with referring 
providers. Through increased communication within all 
departments and targeted education focusing on compliant 
documentation processes, McBee had engrained the 
importance of having compliant face-to-face encounter 
documentation and signed orders for achieving improved 
financial outcomes.

Now, face-to-face encounters are received at the time of the 
referral and efficient follow-up processes are in place. 
Specifically, workflow statuses were created for the agency’s 
clinicians to continually track outstanding face-to-face 
documentation if they were not available at the time of referral. 
These instances could include a patient plan to follow up with  
a specialty provider after a hospital visit. 

On top of implementing processes to ensure continued 
documentation compliance, McBee’s order management 
specialists successfully worked the entirety of the  
agency’s backlog, recovering more than 99% of the  
agency’s unbilled revenue.

McBee is committed to growth and expanding our current 
and future clients’ access to robust expertise, education and 
technology that works to enhance financial outcomes as well as 
provide the complete healthcare experience for the communities 
and patients they serve. For more information on our compliance 
and revenue cycle services, fill out the form on our Contact Us 
page and an expert will be in touch. We look forward to connecting 
with you.
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