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1. Overview: Structure and Function

2. Policy and Procedures

«+ Policy. Employee handbook and general policies
« Procedures: Checklists Job Checklist Job Manual
« Checklist for Different Positions - Roles and Goals

Videos: 1) Green and Clean (Video) - 2) Staff video on
Checklists by EP
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+ Hiring and Onboarding (The long sell and inculturating.)
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Organized, aligned,
goal driven,

10/23/2024

CEO/ Clinic Director ErontDesk
GOALS - PEOPLE i

[ inacaman 1 Reception

GOAL DRIVEN
PROCEDURES - PEOPLE Recsbon
Scheduling

MAP

Patient
Check-out

( THE LAl Y ra
Working ON the business. Fonimg

Leases/Titles

Recalls

Repair

CEO/ Clinic Director
GOAL DRIVEN Manager e

Check-in

o ]

Patient
Routing

Computers

Taxes

Buiiding and
Equipment

Legal

Over the laim derial Storage
counter
tion:

10

systematized
business.
Goal 2.
9
——  NEXT
Full N~
Capacity [\vl \/\V/
Best Bverslin i\ vikes! This is
Av
stressful. /
N\ A
50% \V/ "\ /’ Reach FULL CAPACITY D
Capacity This is fumt \V and ready for NEXT
Growth Try it again!
25%
| Capacity
Ne
Pragtice
11

We make the BIG SHIFT by moving the practice through

stages by making little BIG SHIFTS Goal Driven
Business
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It’s the Manager

&1 WALL STREET JOURNAL BESTSELLER

* While the world's workplace has been going
through extraordinary historic change, the
practice of management has been stuck in
time for more than 30 years.

FROM GALLUP

R LARGES s
OF THE FUTURE OF WORK

1T°S THE

'MANAGER

GALLUP

CALLUP FINDS THAT THE QUALITY OF MANAGERS
AND TEAM LEADERS 15 THE SINGLE BIGGEST
FACTOR IN YOUR ORGANIZATION'S
LONG-TERM SUECESS

THE GOAL DRIVEN MANAGER
LEARN YOUR STRENGTHS
Includes 00¢ for the CliftonS 1gths’ enl

JIM CLIFTON JIM HARTER
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Goal of Goal Driven Practice Manager
To help the team achieve its goals
every month through a) maintenance and b) improvement
of team and system performance.

THE GOAL DRIVEN MANAGER THE GOAL DRIVEN MANAGER

15 16



Section Il
Integrate and Lead

Section Il
Improve And Strengthen

Section |
Produce and Exchange

17

19

10/23/2024

=
m
(@)
@]
>
=
@]
)
=
Z
=
(=
Z
&

ALLd W GHVMad

Qg{sll\w/f s[?l IMPROVE and

Section I

STRENGTHEN

Edward W, Petty

18

B

The 6 P’s of the Fast Flow CEO Method

CEO 1. |Purpose — Higher Goals: Values, Purpose, Mission.

CEO 2. |People -- The team. Each team member. (Goals focus.)
Manager| 2. People — The team. Each team member. (Procedures focus.)
Manager| 3. Policy -- Broad clinic rules.

Manager| 4. Plans — General strategy for week, month, or more.
Manag 5. P dures -- Routine actions steps, checklist
CEO 6. |Products -- Practical Goals: Outcomes. Quality and Quantity

20



The 6 P’s of the Fast Flow CEO Method

Everything is done twice

1t Goal 2>

2" Goal >

CEO Purpose — Higher Goals: Values, Purpose, Mission.

CEO People -- The team. Each team member. (Goals focus.)
Manager People — The team. Each team member. (Procedures focus.)
Manager Policy -- Broad clinic rules.

Manager Plans — General strategy for week, month, or more.
P d -- Routine actions steps, checklist
CEO

Products -- Practical Goals: Outcomes. Quality and Quantity

21
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The 6 P’s of the Fast Flow CEO Method

Everything is done twice

15t Goal > CEO 1. |Purpose — Higher Goals: Values, Purpose, Mission.
CEO 2. |People -- The team. Each team member. (Goals focus.)
Manager| 2. People — The team. Each team member. (Procedures focus.)
i nd
The Bridge that makes the 2 Manager| 3. Policy -- Broad clinic rules.
goal happened. Engine room! >
Manager| 4. Plans — General strategy for week, month, or more.
M 5, P di -- Routine actions steps, checklist
nd
27 Goal > CEO 6. |Products -- Practical Goals: Outcomes. Quality and Quantity
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| Structure

Function |

Structure supports function. ‘ w

ADIO

Chiropractic model
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Structure

Function |

| Structure Function

LIGHT-FRAME CONSTRUCTION
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Structure Function |

|

practicé
playpook
< 4| lLIlJ)DA\

Policies — Rules People
Procedures — Techniques

Plans — Im provements (Goals Achievement Process - Kaizen)

e Vision (Purpose)
g~ ¢ Policies — General Overall Rules

* Procedures — Techniques
* Plans — Improvements

Outcomes (Products)

27
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Policies — General Overall Rules

Must go to 1st before going to 3rd.
3 strikes = out

Procedures — Techniques
Pitcher: how to throw a curve ball.
Short Stop: how to make a double play.

Plan — Improvements
We are playing the Orioles. Pitcher throws mostly sliders.
Shortstop needs to practice grounders.
More batting practice.
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Employee Handbook

Basic rules and guidelines.
* Vision — Core Values, Purpose, Mission
Complete Outcome
Full Capacity
Hours
Vacations
Dress code
HIPAA
Other

Download on www.PMAmembers.com or on references in
Manager Club site and edit or create your own employee
handbook.

Review and update yearly, as needed.
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Practice Playbook has both
Policies and Procedures

« Employee Handbook — Hours, HIPAA, vacations, general employee rules.

Policies.
Q mcllﬁ' « General Practice Policies. Updated and added practice policies
playbook
« Job Checklists - list of duties (procedures) for each major role in the
= office.
- } [“::1\4 7« Job Manuals — “how to” manual of how to do each duty for a major role
= [{fv} - in the office. Procedures.
4

31
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o
General Policies
Files c/Practice Playbook/Employee Manual You can add po]icies as needed.
Date: March 4, 2024 (last revised July 3, 2024)
) Add to it and update regularly. |
Policy Memo .
Subject: No More Taylor Swift Music Allowed would keep a hard copy with
) ) employee signatures to testify they
Because we have been playing TS music every day
for the last 4 months, it will no longer be allowed had read and understand the
within 1 mile of the clinic. Po"cy.
Signed,
Dr. Brutal Metal
32



practicé
playbook
% Practice Playbook
&: Add to it and update regularly. | would keep a hard copy with employee

signatures to testify they had read and understand the policy.
Keep it simple. Only the VITAL info. (80/20)
Then, refer your people to it.

Keep a digital version that you can easily update.

In the end, no amount of policies will take the place of an understanding,

agreement with, and striving for the GOALS of the practice. This is why
we begin with goals first.
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The Checklist

“What is needed... is discipline.
Discipline is hard — harder than trustworthiness and skill and perhaps
even than selflessness.

CHECKLIST We are by nature flawed and inconstant creatures. We can't even keep
HOW TO GET THINGS RIGHT

from snacking between meals. We are not built for discipline.
We are built for novelty and excitement, not for careful attention to
detail. Discipline is something we have to work at.

Good checklists, on the other hand, are precise. They are efficient, to
the point, and easy to use even in the most difficult situations. They do
not try to spell out everything-a checklist cannot fly a plane.
Instead, they provide reminders of only the most critical and
important steps-the ones that even the highly skilled professional
using them could miss.

Good checklists are, above all, practical.”

-Atul Gawande, M.D., Endocrine Surgeon, Associate Professor at Harvard. (The Checklist
Manifesto)

10/23/2024

The Checklist

A list of procedures.

Procedural Atrophy

Atrophy: A wasting away, deterioration, or
diminution.

35

Checklist of Procedures
p —
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Checklist of Procedures
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On occasion, add a procedure memo, a “How to Do
It” to a manual for your specialized role. For example:

File: c:/Practice Playbook/Team Member Section
Date: March 4, 2024 (last revised July 3, 2024)

Procedure Memo
Subject: How to Smile at or with a Patient

When you see a patient, or talk with one on the
phone, try to recognize what is good about them.

This should make you feel good about them and
evoke a smile on your behalf.

If you can’t do that, put a mirror above your
workstation. Write a small sign or caption
underneath it that says: Show Your Teeth!

Signed,
Ben Casey

)

Job Checklists for Different Positions

* Specialist — Specific roles in the offices. A team
member could have several different roles. Front desk
and backup therapy, for example.

* Team Member — Defined by the mission and core
values of the practice. Takes ownership for the entire
practice by contributing to needed marketing,
leadership and management of the practice. (SEALs —
Jocko Willink, Extreme Ownership)
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Checklist of Procedures

ot o o

somple
Eront Desk Coordinator Job Checklist of Protedures

help i sur their
nelping them keep their schedute.

Goal: Duteomes: al eustomers keeping to their scheciie, the appointment boak i fully
scheduled each day, 8l apgointments kept each day.

Key perfarmance indicatars: % full chedule g/ week, Total Visits, % kept appaintments,
Over the exunter eollections

their 10th
vt

TWas s done —Never (1) Sometimes (3) or Alvavs (| 1[ 2|3 4[5

Taly
T ATvays myeeted the cistomer with 2 sile
—7 Afwzys answered e phons with a smile

Every goal has a role to achieve it.

Some are major, like Patient Accounts, Doctor,
and others are not. “Open office and prepare
office in the morning” is a small but important

role. (Therapist, Front desk.)

End of Year Checklist! (Manager, or Clinic
Director)

Many of these roles are minor and simply added
to existing roles. Still, it is helpful to itemize the

duties because of Procedural Atrophy.
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PEOPLE

Individual Improvement
« Old Model of Practiced Management
« New Model of Practice Management
+ 3 Goals, Self-Determined Theory

 Hiring and Onboarding (The long sell and

onoLoGt inculturating.)

« Training
« Coaching Reviews - Get them on track, then
improve- reaffirm agreements.

41
The Shift
e Changing Demands of the Workforce
FROM GALLUP
g Past ———————— > Future
My Paycheck My Purpose
My Satisfaction My Development
My Boss My Coach
My Annual Review My Ongoing Conversations
My Weaknesses My Strengths
" " My Job My Life
JIM CLIFTON | JIM HARTER
43
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The New Model of Practice Management
Employee as a Goal Driven Expert
* Gallup
* 3 Goals
* Self-Determination Theory

44

Summary of the Old Model of Practice Management
Business owners do not expect employees to become experts or professionals.
Employees do not expect to become experts or professionals.

Little or no training is provided, outside the bare minimum or to keep up with new
regulations. Employees don’t expect to study and train on their own time and they
receive no reward if they do. Employees are not included in management
decisions or are not empowered to create solutions for work issues.

Work is performed with little context for the higher purpose of the business.
Employees aren’t encouraged to incorporate into their work life their own greater
goals that align with those of the company.

Employees aren’t hired, educated, and reviewed based on the core values of the
business and its higher purposes.

Employees are not rewarded but are often criticized.

Motivation is based on avoiding criticism and not getting into trouble.

11



Employee as a Goal Driven Expert
3 Goals and Self-Determination Theory

PATIENT BUSINESS

PROFESSIONAL

GOAL3

GOAL 2

GOAL1

Greater purposes of the business and its people
— happy owner and staff, contributions outside

Wellness of business to community.
A well structured, strong business with systems
Correction and people in alignment with common goals.
n Profit from Production from Marketing  *
Relief

(Business Cycle)

Personal and Family Pursuits
Long range effect on patients and
families

Impact in the community

Expert

Mastered procedures and skills of
professional roles.

Employment security, better
compensation.

Contributing satisfactorily to
get paid and not be fired!

45

10/23/2024

Becoming an expert.
Proficiency

5. Expert.

4. Advanced Intermediated.

3. Intermediate.

2. Advanced Beginner.

1. Beginner.

%) 2015, Edward Petty sm (service mark
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Self-Determination Theory

Inside = Out

These innate drives are: 1) autonomy, 2) competence, and 3)
relatedness—and they correspond with our Three Goals.

It states we all have innate drives and natural needs that propel us to be
more self-determined, as opposed to determined or controlled by outside
forces.

External motivation can only motivate us so far, like the fear of being fired.
Threats, criticism, and negative reinforcement produce short-term action,
but in the end, they demotivate.

46

AUTONOMY

48
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COMPETENCE

49

Individual Improvement

By SINESE Employee Life Cycle

£ 1.Recruiting

2.Hiring

3.0nboarding

4.Engaging

5.Performing (producing)

6.Developing (improving, becoming
expert) and, at a future time,

7.Transitioning off staff.

AW

51

50

Being Part of a Team
Working with others,
being part of something
bigger, not being
excluded.

RELATEDNESS

Purpose
Our Greater Goals

“Autonomous people working toward
mastery perform at very high levels.

But those who do so in the service of
some great objective can achieve even
more. The most deeply motivated
people—not to mention those who are
most productive and satisfied—hitch
their desires to a cause larger than
themselves.” Daniel Pink

52

Before you recruit...

1. Work out what role you need exactly.
2. Work out cost and what you can pay.
3. Are there alternatives?

4. Do you want full time, part time.

5. What strengths you are looking for.
6. What you are willing to offer:

Pay

Benefits
Advancement
Culture

11
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Advertise

Get the word out.
1.Indeed and other Internet platforms.
2.Word of mouth — patients, family, friends.
3.Professional association.
4.Networking.
5.Internships — associates, community colleges
6.Agency.

Prospective Candidates
1.Take in applications and resumes.
2.Review them.
3.Ask to complete short survey.
4.Telephone interview.
5.Personal Interview.
6. 2nd Interview with team.
7.Check references and background.
8. 3rd Interview — Working Interview

(Zappos)

E

55

The 5 C’s in interviewing: What to look for ...

1.Character. Authentic. Honest. On time for meetings. Dressed well

(shows respect). Not a job-hopper. Good references.
2.Career-minded. Not gig-minded. You want at least a two year

commitment. The first 6 months is training and acclimation. (Takes

longer than you might think!)
3.Competent. There are tests on Indeed, for example. Trainable.
4.Chemistry. Are they friendly and do you feel comfortable around them.
5.Core Values. Do their values, from research and interviews, line up with

yours?

Take your time. Don’t comprise.
If unsure, another working interview.

54
H Onboarding
The goal of onboarding is that they are now oriented and educated
as a Team Member of your office.
SEALS
56

1A



10/23/2024

57

Onboarding
Use a checklist of actions for new employees.
Who is their in-office buddy they can ask questions?
Lunch with owner. History of practice, goals, core values, outcomes,
full capacity, expectations, history of profession, why of profession,
social significance, and more.

* The goal of onboarding is that they are now oriented and
educated as a Team Member of your office.

* The specialized training is done on the job, as an apprentice,
supported by training sessions, webinars, classes, seminars,
books, and coaching reviews.

Present and teach at team meeting what they learned. To

In-Office Team and Individual Training

Books

Videos
Webinars
Online courses
Seminars
Coaching

teach is to learn twice!
(Covered in Class 1)

58
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The Coaching Review

Conversation and consultation.
Let the team member know that this is what we do.
The goal is to check-in, see how things are going, and then
see what could be improved.

The One Minute Manager (Ken Blanchard)
1 minute praise
1 minute reprimand
1 minute goal setting

60

The Coaching Review

1. Check-in. How’s it going? How’re things.

2. Something good. Reinforce.

3. Something needs improvement. Plan to fix.
4. Goals.

Refer to something in writing (job checklist, core values, etc.)
Keep basic simple notes.
Bonus — update job checklist.

15
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Individual Development Plan 15t 6 months of 2025

Team Member bitanager/Director

Date:

Tasn Membar:

Date:

Goal Driven Professional Development

Goal Driven Personal Development

The Coaching Revi

1. Be Prepared. Review the team member’s performance over the last period. Note 2-3 activities that they have improved on and 1-2 activities
that need improvement. Base these upon items in their written department or job checklist and or statistics.

2. Schedule 10-30 minutes. for the coaching review with the team member. If they are new and need lots of coaching, 30 minutes weekly. And
if they are doing great and are veterans, 5-10 minutes every month - or take them to lunch as a reward.

3. Go over the procedure with them so that they know What the Heck you are up to - and the purpose. Check-in, feedback, and support.

4. How Are They Doing? Check in on how things have been going, generally. Get personal if appropriate. Be interested in how they are doing —
in life and in the office. Try to understand what is going on from their point of view. Seek to understand.

5. Go Over the Improved Areas. Give feedback and praise - let them know how genuinely pleased you are with their good work. Ask how they
can keep it improving and if they need any help. Give them tips and coach them as appropriate.

6. Go Over Areas for Improvement. Give them feedback and lightly let them know you are unsatisfied with that specific outcome. (Don’t be
mean - a slight disapproval goes a long way.) Refer to written materials like their job checklist and statistics. . May need to set up an
coaching/training time later.

7. Goals. Have them set 1-3 goals for the next time period.

8. Notes. You can have the team member keep notes, and you can as well. This can be useful in the future if you need to document your
meetings.

9. Job Checklist. You can also ask the team member to bring their job checklist and go over any tasks that they think should be improved upon.
Itis their sandbox!
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= | How to Manage Different Roles and Departments
¢ Statistics
* Performance Indicators (Happy patients, attendance, etc.)

7. ¢ Coaching Review
sovb bt | o Training
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Study assignments posted by
tomorrow am — will include

Some reading

2 short videos

Do coaching reviews

Teach your Clinic Director

Make a job checklist using the format we discussed.
Next class, give a report on:

*  How your coaching review went, or

*  Your job checklist!

67
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We are in the improvement business!

We Help Each Other Help Others

Symptomatic
Management

Stunted achievement

Roller Coaster

Personality
Driven
Practice
Dependent
on Provider

Extra Stress This is where we want to go! 2>
Less profit Team Managed
Less fun! Systematized
Goal Driven

Less Stress
More Profit
Better Service
More Fun

Goals for the business

Pe;}]ﬂity ® For the patient.
Practice /\/\/\/\/\N\ And for you!

Goal Driven
Business
Dependent on
Goals

In a Personality Driven Practice, the doctor has a job with part time or full-time assistants. It roller
coasters - goes up and hits barriers and goes back down. Everything is dependent upon the doctor.

66
Goal Driven
Business
I Stage
I Stage Depzn:aelgt on
Personality Stage
Driven Stage
Practice Stage
Stage
Dependent Smaller BIG SHIFTS >
on Provider | m X X X X X ) X X X I X XD XD X X I X 2D
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THE GOAL DRIVEN MANAGER

Goal of Goal Driven Practice Manager
To help the team achieve its goals

every month through a) maintenance and b) improvement

of team and system performance.

10/23/2024
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The future of management and leadership.

THE GOAL DRIVEN MANACER

The future of space travel.

70
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