
Teri Deabler, TMA
Creating and Retaining a High Functioning Team

Teri Deabler, CMPE, COE, is a practice management consultant 
with 25+ years’ experience in healthcare management creating 
high performing teams in private practices across the country. 
Her expertise includes revenue cycle management, practice 
relocations with construction project management, operational 
process improvement and team building. Ms. Deabler is a 
Certified Practice Management Executive through MGMA, as 
well as a Certified Ophthalmic Executive through ASOA. She 
trained at the GE Learning Center on Change Acceleration 
Process and Work-Out.



Creating and Retaining a High- 
Functioning Team

TMA Practice Consulting
Teri Deabler, CMPE, COE

Presenter
Presentation Notes
Hello!  I’m so happy to be here with you today!  I have a very full presentation with lots of tips and I want to be courteous and stay on time, so let’s  leave questions until the end, and I’d be happy to meet you after if we don’t’ get to everyone’s questions.  With the current situation in the workforce and recruiting in general, and especially in health care, we need to be laser focused on retaining our current team and bringing on high functioning people to join the Team.  Two immediate quick tips before we get to the housekeeping:Subscribe to the Harvard Business Review’s – Management Tip of the Day Get yourself a copy of this book – The Customer Comes Second – Put Your People First and Watch’em Kick Butt – seems counter-intuitive, but it works!  When your people know you trust them to do the best job and you have their back, they don’t disappoint.  Now the housekeeping………… Next slide



Notice
The Texas Medical Association (TMA) provides this information with the 
express understanding that (1) no attorney-client relationship exists, (2) 
neither TMA nor its attorneys are engaged in providing legal advice, and 
(3) the information is of a general character. This is not a substitute for the 
advice of an attorney. 
While every effort is made to ensure that content is complete, accurate and 
timely, TMA cannot guarantee the accuracy and totality of the information 
contained in this presentation and assumes no legal responsibility for loss 
or damages resulting from the use of this content. You should not rely on 
this information when dealing with personal legal matters; rather legal 
advice from retained legal counsel should be sought. Any legal forms are 
only provided for the use of physicians in consultation with their attorneys.
The information and opinions presented as part of this presentation should 
not be used or referred to as primary legal sources, nor construed as 
establishing medical standards of care for the purposes of litigation, 
including expert testimony. The standard of care is dependent upon the 
particular facts and circumstances of each individual case, and no 
generalization can be made that would apply to all cases.
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The information and opinions presented as part of this presentation should not be used or referred to as primary legal sources and is not a substitute for the advice of an attorney.



Welcome!

Teri Deabler, CMPE, COE

“A leader’s task is simple: to 
get the job done and 
develop employees. 
Coaching is one process 
with both effects.”

Sir John Whitmore

Presenter
Presentation Notes
I’m Teri Deabler and I have been successful putting together high-functioning teams by taking a coaching leadership style approach.Creating a High Functioning Team doesn’t have to be a challenge, but it does take deliberate action.  It can be so rewarding when it happens organically and you’re working amongst a great Team of professionals.A High Functioning Team environment is rewarding to everyone – you, the clinicians, the staff, and especially the patients who perceive this as the quality of care.In this presentation I’m going to give you tips to get you started.  I realize you have a ton of things on your plate, but you will just keep spinning those plates if you don’t give your culture the time and attention it needs, just as much as you give to the financial performance of the practice.  One will affect the other.  For Practice Administrator talks:  The job description I handed out pretty much sums up your job, doesn’t it?  However, among the many titles, such as CPA, Psychologist, Computer Technician, etc…. there was one key title that was missing and one I believe is one of the most important to retaining a high functioning team – that is COACH!   Aren’t we career coaches, for doctors and the staff?  That’s why I’m going to use Team analogies in my presentation to have you thinking about a management style that unlocks your potential and your team’s potential.  A coaching leadership style is the approach that creates a culture of high performance.  Characteristics of this culture are – collaboration, empowerment, and fulfillment.  This approach is far different than a command-and-control approach, but in today’s job market, we leaders, or coaches, must adjust our leadership style.  



Agenda
• Recruiting, Onboarding, and Training Your Team

• Huddles on Game Day

• Pre - and Post-Game Strategizing 

• Celebrating the Wins and Learning From the 
Losses!

• Re-signing Your Best Players
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Recruiting, Onboarding, and Training Your TeamHuddles on Game DayPre- and Post-Game Strategizing Celebrating the Wins and Learning from the Losses!Re-signing your Best Players



Creating Your Team

Presenter
Presentation Notes
Medicine is a Team SportMany of you came to this education session today to find new ways to create the best team with the players you already have, and many of you are struggling to recruit to fill open positions on the team.  Though we all know it takes a team to get it done, don’t settle for a “warm body” to fill aposition.  Most of the time this continues the cycle of recruiting instead of the intended consequences.  It may even frustrate the high performers you have and send them looking for other opportunities as a “free agent”.  My experience with high performers is that they would rather do the work themselves than to have a poor player on their team.  They are willing to be patient and step up knowing you will take the time to recruit the best person to join the team.  And, that you will consult with them throughout the process to make sure it’s not just a good skills fit, but a good culture fit.



Recruiting Your Team
• Start with the players you already have.

• Assess their skills – make position changes if 
necessary.

• Post the job internally.

• New recruits
• Recruiting bonus – internal referrals
• Make your ad stand out by using questions instead of 

statements.
• Don’t be afraid to use aptitude tests and test for skills.
• Schedule interviews with the whole team. 
• Sell the mission, vision, and values of the practice.  

Make them want to work for  you!
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Presentation Notes
Start with the players you already have.  Evaluate whether you have the right people on the Team.  Too many times I see doctors who reward loyalty over competence.  Though loyalty is important, it is more important that the person has the skills to do the job. Otherwise, they may not be a long term fit for the team.  Assess their skills.  Maybe their skills are more suited for another position on the team. One of those all-important skills is EMOTIONAL INTELLIGENCE. If they do have the right skills, the result of a transfer can be a win-win.  I remember years ago I was recruited by a large group of ortho docs who were investors in a surgery center for which I worked.  They needed a new billing manager.  Their current manager, who I was coming in to replace, was a long-term employee who had been promoted to the management role.  She was rewarded for her loyalty and not necessarily for her management skills.  When I found out she was a great orthopedic coder, I asked her to stay on in that role.  She did, and to this day, twenty years later, we still keep in contact.  Just because we redirected in her role, did not mean an unhappy ending.  The same principle applied to a front office manager who was going through some personal issues and struggling to handle the management role.  Her demotion actually came as a relief to her.  She still works on that Team and in the role which suited her much better.  Post your open position internally first.  Is there someone on the Team who wants to move into a different position?  This lets the team know there are opportunities within the practice, so they don’t have to look elsewhere to make a change if they are looking for one.  This could be stepping up in a role OR stepping down; depending on what stage they are in in their career.  Let’s talk about new recruits.  The best recruits can come from your own team. I’ve paid an incremental recruiting bonus to my team for successful hires.  No one refers someone they wouldn’t put their money behind.  If the referral is from a great staff member, you can probably bet they will refer someone who is also great.  This also signals that your current team member is happy on your team or they wouldn’t refer someone.  Make sure your job posting stands out from the others.  Use real world language and not your typical HR recruiting jargon.  And ask questions – Are you looking for a great place to further your career?  Are you a go-to person who wants to join a team of like-minded professionals? Then let’s talk!......   Be specific about what skills the team player MUST have and what would be a “nice to have” kind of skill or quality.  In healthcare, it’s important to also focus heavily on the “soft skills”.  If they have great customer service experience and skills, this could translate to a great call center team member or front desk.  If they are smart, you can train the hard skills, but soft skills are usually part of their personality.  Don’t focus only on experience.  If you find someone who is smart, you can train for hard skills.  Give information about your benefits and perks.  Post your opening on your website also.  Put team testimonials on the site about why this is a great place to work.  Have your branding on the ad.  Branding is important for your internal and your external customers.  If you use a site like Indeed, use the tools they give you to have the team member answer questions (yes, you can hear their recorded answers) and take skills assessment tests all before you even make contact.Evaluate the resumes for typos and grammar or spelling issues.  These are signs of not having attention to detail and therefore will likely not be high-functioning.Schedule a video chat instead of a telephone screening.  Would you want this person representing your Team?  Have written screening questions prepared and make it a formal document to be used for all candidates.  This way you are comparing apples to apples.  Check out their FaceBook or Instagram page.  Do they seem like someone who will represent you well?Schedule them to test for aptitude and skills.  Don’t be afraid of this.  You want to know if they CAN do the job.  Even if they’ve had years of experience in their role doesn’t mean they are high-performers.  Can they think for themselves?  Can they think outside the box?  Do they think critically?  Although personality tests are nice, they have to have the basics to perform in the role and you want to know this before you get to know them and their personality.  You can use the Wondelic test or Ramsay test or any online aptitude test.  Next is the in-person interview.  Ask the same questions of each candidate but make your in-person interview non-threatening and personable.  Be on time!  Don’t make them wait for you.  Block your schedule in advance.  This is not a place or time to show power.  Now you have 2-3 candidates you are jazzed about.  Now it is time to ask the recruits to meet the team.  These are not working interviews. Texas Workforce Commission requires you to pay them for “working” interviews.   These interviews are an opportunity for the candidate to ask the team questions about the practice, the job, and management.  And for your team to get to know the candidate and decide if this person is a culture fit.  I have found that sometimes one of my team members knew the candidate, maybe from a previous job and they can enlighten you about how the candidate performed there.  Show respect for your team’s time, but let the team know how important their input is to the process.  Request that every team member give you their feedback – good or bad.  At the end of the team interviews, get the candidate’s feedback as well.  What did they learn? Do they have questions or concerns about what they saw or heard while meeting with the team?  Do they think this would be a great place to work?Sell your practice.  Tell them the Mission, Vision and Values of the practice.  Make them want to work with you!



Recruiting Your Team
• New recruits – continued

• Make an offer in writing. Include the job description 
with a place for a signature of acceptance on both the 
offer and the JD.

• Always check references and run background 
checks.  

• Offer a fair wage - check salary surveys for up-to-date 
data

• Spell out the total compensation package in your offer 
letter, e.g. – paid time off, health/dental benefits, 
retirement benefits, continuing education allowances, 
etc.

Presenter
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Make sure the offer letter has language indicating that it is not a contract, and that Texas is an “at will” employment state.  Always include language that the offer letter is contingent on satisfactory results from their reference and background checks.  ALWAYS DO THESE CHECKS! Did you know that background checks cannot be requested until an offer has been extended.  Also, check the OIG exclusions website and any licensing boards for sanctions or exclusions.  Offer them a fair wage.  My husband always says, “a worth of a thing is what it will bring”.  I am not advocating paying a ransom, however.  Keep up with salary surveys so you know you are competitive.  Don’t always go by what the candidate said they were making in their previous position because they may pad that number.  Make sure they know what the entire compensation package includes, not just the base salary.  If you have incentive bonuses, profit sharing or an FSA or a generous allowance for health benefits or generous PTO and/or continuing education allowance put it in the offer letter.  These are all part of the compensation package.  Include the job description with a sign off for both the offer letter and the JD.  



Onboarding Your Team
• Make the best “first-day” impression.

• Have a gift bag ready with branded item(s) like a pen, 
Yeti-type cup, or polo shirt to wear on Fridays.

• Prepare a training binder for the new team member. 
• Place your team’s mission/vision/values statement on the 

first page. 
• Include a “General Information” document for a quick 

reference guide.
• Email orientation schedules with links to training 

documents, websites, and handbooks.
• Assign a “mentor” from the team. 
• Have a mid-morning coffee meet-and-greet or 

afternoon ice cream social for everyone to stop by to 
meet the new team member.

Presenter
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Congratulations!  You have a new team member.  Now how do you get them to perform at a high level, be and stay engaged, and assimilate to the team?  The short answer is “Communicate” often.Make the best “first-day” impressionAnd spend the time preparing yourself for a winning onboarding process for all team members.  The time you will invest in this process will pay off in the end with happy team members.  This is the team member’s first impression of what to expect in their new home away from home.  Send them an email before their first day welcoming them to the Team and giving them a reminder about bringing any necessary documents, such as SS card, driver’s license, etc. Let them know what time to report and where to go on their first day.  Let them know what they should wear.  Give them any necessary parking instructions.  Prepare a training binder with their name and your team branding. The first page should be your Team’s Mission/Vision/Values.  They should know the “purpose”.  Create a general Information document which should have things like the address, phone number, fax numbers, names and specialties of all clinicians, hours of operation, insurances accepted, web address, wifi password, etc.  Not only will it help them, but if they are asked these questions by a patient, they can answer them.  Give them an organizational chart so they know who reports to whom and their names.  Prepare an electronic or digital orientation schedule and email it to them.  Put links in the document which go directly to the training sites or the handbook, etc.  Make sure you have an Employee Handbook.  Handbooks are the “rules” for how you play the game, if you will.  If you don’t have one, TMA members have access to an employee handbook that is free and customizable.  Be prepared to spend the first hour or so with the new team member going over the paperwork and explaining the orientation process and expectations.  I would also let them know that I always kept the chocolate bowl on my desk full and they were always welcome to get their chocolate fix if needed.  I actually enjoyed getting to see them this way!  Let them know they can expect a weekly check-in, for the first couple of weeks, then monthly, then a formal 90-day evaluation. But also let them know you have an open-door policy, and they can come to you at any time for clarification.  Let them know you give praise publicly and constructive criticism in private.  Make sure you do!Assign a mentor.  It doesn’t have to be their trainer.  It just needs to be someone who is willing to touch base every day for a few months with the new hire to answer any questions they might have. Plan a casual-type get together for everyone to meet the new team member – coffee, lunch, afternoon ice cream social, etc.  Turn them over to their trainer or supervisor for their next phase of the onboarding.  



• Complete W4, I-9 direct 
deposit forms

• Sign off on job description
• Distribute log-ins and 

passwords – EHR, email
• Sign off on employee 

handbook completion
• Discuss benefits – eligibility 

and choices
• Distribute list with paydays 

and holidays
• Complete emergency contact 

form
• Distribute mission statement

• Complete HIPAA and OSHA 
training

• Distribute organizational chart
• Distribute general information 

sheet
• Sign off on compliance code of 

conduct
• Distribute emergency plan of 

action
• Discuss peer recognition 

program
• Review parking rules
• Distribute access card and 

review policy
• Complete the “My Favorites” list 

Orientation checklist sample

Onboarding Your Team

Presenter
Presentation Notes
This is a sample of a checklist you can create to make sure you hit on all the first day items in order to make it a smooth process for everyone.  The “My Favorites” list was something I kept in a binder in a common area, filed by first name.  The list was completed by the new team member.  It had things like; my favorite flower, my favorite candy, by favorite color, my favorite restaurants., etc.  Anyone on the team could look there if they wanted to give something special to the Team member for a special occasion.  I even asked them to list any allergies.  You wouldn’t want to give someone a Snickers bar if they had a peanut allergy.  



Onboarding Your Team
• Continue to communicate.

• Follow through on the promise to meet with new team 
members at regular intervals. Get their feedback and 
let them know you value their opinion even though 
they are the “newbie.” 

• Create a 90-day evaluation form with a place for their 
feedback.  

• Don’t be afraid to extend an introductory period.  

Presenter
Presentation Notes
Continue the CommunicationThe more you communicate your appreciation for their feedback, the more willing they are to give it.  That’s a good thing……  They might see something from a different perspective or bring experience and knowledge that is new to the Team. Let them know you value their opinion even though they are the “newbie”.  Let them know that “this is the way we’ve always done it”, will not be spoken here and that you welcome new ideas.Create a 90-day evaluation with a broader structure.  Base it on performance categories instead of specific skills or tasks. An example would be “Work Quality”-what is the quality of work they do within a specified time period? “Work Quantity” – what is the quantity of work they do within a specified time period? “Cooperation” – how well do they work with their team, supervisors, physician, patients, etc.? “Capacity to Develop” – have they demonstrated the ability to see the bigger picture?  “Attendance and Reliability” – did they have any unplanned absences, or do they arrive on time every day?  Use a scoring system that is based on meeting, exceeding or falling below expectations for these categories, for someone in their position and for the experience level they brought to the position.  If you hired a bank teller to work the reception desk with no experience in a medical environment, a rookie you could say - would you have the same expectation of that team member at 90 days as someone who was hired with 10 plus years of experience at the front desk of another medical practice?  The form should have a place to tell them what they are doing GREAT and what are the areas they need to continue to develop.  Have a place for the team member to add their feedback.  Ask them if they have all the tools they need to do their job.  Ask them what their supervisor or manager or you can do to help them develop in their position.  And of course, a place for their signature and date of the evaluation.  Employee’s signature is not an indication of agreement or disagreement with any issues outlined in the document. If they don’t sign, just make a note of it on the document. Make sure to give them a copy.If you have a team member who scores below expectations in one or more categories, you might consider extending their introductory period for another 30 days.  You will meet again to discuss only those categories to confirm there was improvement.  If you’ve been communicating and coaching up to this point, this shouldn’t be a surprise to the new team member.  ****This does not mean you can postpone their eligibility for benefits if they would normally be eligible for these benefits, unless your policy specifically states this.  An extension of a probationary period can sometimes help straighten the path for the team member and set the expectation for what will be necessary to have a place on the team.  



Training Your Team
Invest in their skills and knowledge.

• Online subscriptions can fulfill the required training as 
well as advance their skills.  

• Host monthly “lunch and learns.”  
• Have a formal continuing education policy with a 

stipend amount by position.  
• Create an in-house library of training material.

Presenter
Presentation Notes
Training Your Team – Every Coach Spends Time Training Their TeamInvest in their skills and knowledgeAs you know, some positions will require a defined amount of continuing education in order to keep their license or certification status.  However, you need to make a commitment to continually train ALL team members, whether they are certified or licensed or not.  Patients notice when a team member is competent and confident. When interviewing and onboarding your team members, let them know your organization places importance on training and advancing their knowledge and their career.  Tell them you will invest in them, but also get a commitment from them to obtaining so many hours a year in training.  Have a category for professional development in your evaluations.  Make it an expectation.  This is a win-win proposition.   I will tell you that when we received reviews at one of the practices I managed, the resounding theme from patients was how knowledgeable and professional the Team was.  This was not by accident  I knew the practice had a return on their continuing education investment!Enterprise-wide online subscriptions through companies like MGMA, AAPC, BSM Consulting, and specialty-specific organizations, can make it much more affordable to regularly train your Team.  There are usually regulatory trainings such as the annual HIPAA and OSHA training, as well as role-based skills trainings.  Host monthly Lunch and Learns – they can be specialty specific, IT related, a wellness class such as yoga or nutrition………Open it to team suggestions for topics they would be interested in learning more about.Develop a formal Continuing Ed policy – have dollar amounts by position/license or certification. – e.g. $1200 every three years for technicians, one conference per year for management, etc. – make sure they know there is no cash value to the stipend and can only be applied to continuing their knowledge in their role or a role they want to attain within the organization.Create an in-house library of training materials.Don’t forget to track their attendance and training courses in their personnel file and on a spreadsheet for budget purposes.  When it comes time to do the evaluations, you want to have that information to review and to factor into their overall annual compensation.  



Huddles on Game Day
Reviewing your game plan is strategic.

• Print the day’s schedule and discuss any possible 
deflections that could happen. 

• Work out any problems you foresee and know ahead of 
time what patients are coming in and why.

• Whenever possible, be visible in the clinic.

Presenter
Presentation Notes
Huddles on Game DayHow many of you do this at the start of the day/clinic?  Care to share your successes or failures with us?Doesn’t it always happen that one unforeseen patient request can change the momentum and throw the team into chaos.  Being prepared for what’s to come and how you will handle these requests, can set you up for much smoother days.  If the team meets for 10 minutes before the clinic (whether that’s morning or afternoon) and reviews the schedule there are often times they will know the patients and what could possibly happen with that patient.  You can plan for things like, “if I get behind with Mrs. Smith, Suzie will come in to take over the remainder of the patient education”.  Or, you can see a mistake on the schedule, e.g. – Dr. Smith’s patient is on Dr. Jones’ schedule.  Someone can confirm that this was not intentional and get the patient moved before they come in and are disappointed or angry.  You can also predict who will need what additional testing based on the appointment type or notes. Discuss who will be doing what if roles are not already defined.   All of these actions and preparedness can help mitigate the chaos.  The best defense, is a good offense!When possible, the Administrator or manager, should be visible in the clinic.  The head coach is always right on the sidelines within sight of the players.  Though it won’t always be possible, circulate and be visible to the team.  They will be more loyal to someone they perceive as “in the trenches with them” and not “in an ivory tower” making decisions that will affect them.  



Pre- and Post-Game Strategizing 

• Communicate any changes to the line -up or 
game plan.

• Develop a monthly newsletter that informs everyone 
of big and little events happening at the practice.

• Send email for important, but not crucial, information.  
• Have regular staff meetings. Make them a positive 

experience and not something they dread.
• Involve them in the process.

Presenter
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Pre and Post Game StrategizingCommunicate any changes to the line-up - Although the bigger picture type strategic planning meeting usually only involves upper management and physician leaders, it is important to keep your staff informed of these events.  Outcomes of these events will affect the team and if they know the meetings are happening, they will feel more prepared to make changes should they be necessary.   Develop a newsletter with sections for Latest and Greatest, Getting to Know You, Birthdays and Anniversaries, This and That, etc.  On the next slide is an example of a newsletter I used to put out every month and my team found it very informative…..  Go to slide 14.  Back from Slide 14 - If you don’t have time to do it personally, get your team involved and make it a group effort.Email communications - In the orientation, the new team members can be instructed to check their company email one time in the morning and one time in the afternoon in case there is something you want them to respond to.  Use email sparingly though.  If it takes more than one or two back and forth exchanges, then it’s a conversation and not an email.  And of course, no disciplinary actions should be over email unless a paper trail is crucial to the action.  Disciplinary actions and course corrections should be in person and in private at all times!Staff meetings – Have a monthly physician meeting, a monthly or bi-monthly department meeting – e.g., Reception/Billing, Clinical.  Maybe bi-monthly meeting with your middle managers and supervisors and an Annual All Staff meeting.  The All-Staff meetings would usually be on a day where we could close the office for the afternoon in order to have time for Team building exercises and FUN!  I call that the other “F” word.  Physician and staff meetings should be planned well in advance – e.g., second Tuesday of every or every other month.  Put out the schedule for the year in December or January.  These are less likely to be postponed or rescheduled Meetings should have a formal agenda.  Solicit the agenda items from the team.  Let staff present on a topic if they’d like.  Sometimes a team member needs to come out of their shell, and this is a good way to showcase their knowledge and build their confidence.  Meetings are a time to share information and problem solve.  They are a time to discuss what is working and what isn’t.  These are not gripe sessions.Hold the meetings when it is convenient for the team.  That could be lunchtime, or first thing in the morning by delaying the start of clinic an hour or two.  For the physicians it could be after office hours.  Serve breakfast or lunch and pay staff for their time.  Make the meetings a positive experience.  I used to start my meetings with everyone sharing their “at-a-boys” or kudos to someone on the team.  I used to end my meetings with a raffle for a $5 gift card for coffee, or a Sonic drink. Do quick team-building ice breaker games when you have time at the meetingsMake the meetings interactive, not just you running the show.  I would remind them that I only hire the Best and the Brightest, so I know they have the brains I want to pick  for solutions to everyday operational issues.  I would also say, if you bring me a problem, bring me a possible solution.  I’m not asking them to do my job, but I’m empowering them and what better way to get buy-in when the solution comes from them.  In general – involve them in the process.  Form committees and task forces when something needs attention, or you want to consider a new venture.  Will some see this as more work? – yes, but most will see that you respect and value their opinion and that is usually a driver for retention.  A tip I learned at GE was when you have regular meeting such as you would with a task force or committee, make everyone sit in a different spot each time.  This way they do not get stuck in a rut or collaborate with the same people and they are more likely to bring new ideas to the table. At the end of the meetings, ask for their feedback.  I put a super sized Post-it by the door.  It had a line down the middle of the super sized Post-it. On one side at the top of the page was a plus sign and on the other side of the line at the top of the page was a delta sign.  I had colored post it notes all over the tables or seats, so each person had a stack.  They were required to fill out a post-it with a “plus” for what they liked about the meeting and if they were so inclined, a “delta” for what they would have changed about the meeting.  This is a great way to improve your future meetings and let your team know you are listening.  Go to Slide 15



Pre- and Post-Game Strategizing
• Content

Presenter
Presentation Notes
Notice the practice branding throughout – you can be much more creative than I was, but this is just an example of ways to communicate with your team on a regular basis.  We were at the tail-end of a new clinic construction project and I needed everyone to be prepared and informed on timelines because it would take the whole team to accomplish the goal.  Because we kept everyone constantly informed, we were able to work in one building on Friday, and we opened for business in the new clinic in the afternoon on the following Monday! That took real teamwork!!!Go back to slide 13……



Pre- and Post-Game Strategizing 

Kick-off party 
for EHR transition

Presenter
Presentation Notes
These are photos from our Kick-Off Meeting/Party for our EMR Transition back in 2018.  If any of you have done this before, you know what a monumental project this is and how you need everyone’s help to make it successful.  On this day, everyone was given shirts to wear with the theme “One Team, One Goal. This was the day we made the announcement about the product the Board had chosen, and we prepared the staff for all the milestones we could anticipate so they would be completely prepared for what lay ahead.  They also wore the shirts on our first “go live” day.  The patients found it very entertaining as well.  



Pre- and Post-Game Strategizing
• Hold team activities outside of work.

• Group participation in a 5K charity race
• Christmas adopt-a-family instead of secret Santa 

among the team
• Working at a food pantry or serving meals at a shelter

• Create a Peer Recognition Program. 
• Enlist one person from each department to design the 

program.  

Presenter
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Team activities outside of work5K, Adopt a family, volunteer at a food pantryCreate a Peer Recognition ProgramEnlist your team to come up with the program.  Try something tied to your Mission, Vision and Values.  This will keep them top of mind for the team.



Celebrating the Wins!
• MVPs – also known as Employee of the Month

• Monthly celebrations – Themed potlucks cost the 
least, and everyone loves them.

• Rewarding little victories.
• Reward behavior you want to see more of.  
• Be creative with incentives.

Presenter
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Celebrating the Wins!!!My motto was- find any excuse for a party!  That doesn’t mean I was spending money all the time.  But I did have a budget for team-building functions.  MVP –  Have the team nominate the winners.  It could be something like a designated parking spot.  The MVP’s picture in the lobby with a banner.  A banner they get to where over their uniform. An extra raffle ticket (I’ll explain later).  A paid afternoon off.  A free car wash.  You get the picture.Monthly celebrations – let’s face it, there is usually at least one holiday a month.  For Valentine’s Day I would personally make trays of chocolate covered strawberries.  March, we did March Madness basketball games.  Cinco de Mayo was a Mexican food potluck.  We did tropical/Hawaiian days where we wore tropical attire and put a lei on all the patients as they arrived.  Christmas in July where we wore our ugly Christmas sweaters.  The patients love it too.  At Halloween we did pumpkin carving contests where the patients picked their favorites.  At Thanksgiving I wrote a personal “thank you” note to all my team members.  It was personalized to describe their talent, not just a generic text.  At Christmas we did door decorating contests and also had patients vote for their favorite door. Have a crazy socks day. Though we took our jobs very seriously, we needed to make it a happy environment..  Don’t forget the handwritten “thank you” notes at Thanksgiving.  Make them specific for each team member.  Reward behavior you want to see more of – Try a monthly perfect attendance reward.  Give a small reward each month and a chance to win at the raffle at the end of the year.  The team members were given one raffle ticket for every month they achieved perfect attendance.  We would have an ice cream social on the day we picked the winner.  Whatever the prize, remember it will have to be taxed as income!  If this tip is not acting as a motivator, stop doing it.  Be creative with incentives – give extra PTO in one-hour increments.  Instead of an hourly increase, consider paying their toll charges to and from work.  Have a weekly raffle – just for fun!  I would announce the raffle prize on Monday – it could be a ChickfilA gift card, 1 hr of PTO, 2 movie tickets.  They would take one part of a two part ticket.  On Thursday at 2:55PM I would have a patient pull a ticket.  I walked around the clinic at 3:00PM and asked everyone what their ticket number was.  If they didn’t have the winning number, I would place the L symbol with my fingers on my forehead but also from my heart.  This was something my Team looked forward to every single week.  And I got to check in with them at least once a week too!  Pretty cheap way to improve morale wouldn’t you say????



Learning From the Losses!
Let them know it’s okay to fail learn!

• Create an experience transformer.
• Always de -brief on what went wrong and what you 

learned from it.  
• Admit when YOU get it wrong or tell them about a 

time you really blew it but rallied back and what you 
learned from that mistake.

• Don’t be afraid to do individual performance 
coaching.

Presenter
Presentation Notes
Learning from the Losses!Let them know it’s okay to fail (scratch that) learn!  You either win or you learn.  No one will try something new if they have a fear of failure.  Try something called the Experience Transformer – An organization called “Strategic Coach” taught me this.  After a not-so-great marketing event we attended as a team, we needed to learn from the experience.  Everyone who attended the event was given this form to complete and give their feedback for what worked, what didn’t, and what they would have changed and how.  When you do strategic planning or change management, you should always consider the worst-case scenarios so they’re not entirely surprising.  However, debrief on what went wrong if something does, and what you learned from it.  Be transparent when you fail!  No one gets it right all the time.  Even Tom Brady throws interceptions, right?  High performers take chances.  Don’t stifle their creativity by making it such an awful experience when they fail.Individual Performance Coaching can be very helpful in course correction.  If done properly, the outcome is a win-win and the team member feels like they have restored your faith in them.  This is never done at their annual performance evaluation, which should be a re-cap of the year and not a course correction.  Performance coaching should be in writing describing the behavior or the problem, how it impacts the team, and list measurable goals for improvement.  Schedule a follow up meeting to hopefully celebrate the win!Work together with your team to develop a winning strategy  



Learning From the Losses!

Presenter
Presentation Notes
Read slideThis is a man who learned from his losses!



Re-signing Your Best Players
This is also known as a performance evaluation.

• Don’t avoid doing these because you can’t give a 
salary increase.

• Add behavioral expectations to your job descriptions 
so you can acknowledge them in evaluations.

• Consider one -time bonuses, extra time off, 
reimbursement of tolls, or flexible workday or hours, 
instead of pay raises.

• Don’t limit your one -on-one meetings to annual 
performance evaluations.  

• Be in tune to your team member’s “normal” in order to 
recognize when something is different. Red flag!

Presenter
Presentation Notes
Re-signing your Best Players - Also known as a Performance EvaluationToo many managers avoid the evaluations because the budget is tight or the employee is at the top of their grade level, or there are other more pressing things happening, etc.  This will not go over well with your high-performers.  Let’s talk about creating or designing an Annual Performance evaluation……These evaluations should be objective and based on their actual job tasks and how well they perform those tasks.Use their job description to create these evaluations.  List the tasks and make it a point scoring system – Excellent=5, Very good=4, Satisfactory=3, Needs improvement=1 and Unsatisfactory=0Be sure to have an “NA” in case two people with the same job description don’t do exactly everything listed.  If the team member is doing their job, they are most likely scoring a Satisfactory or 3. , If they consistently show above average effort and work product, they are likely scoring a Very good or 4, and if you have a really high performer who is consistently going beyond expectations, they will score an Excellent or 5.  Add up all their points and divide it by the number of applicable questions to come up with a total score.  This point scoring system can also help if you tie performance evaluations to merit increases or pay raises.  A score of 3.5 could equate to a 3.5% merit increase.  You may have a team member who is already at the top of their grade level/pay range, so you can consider giving a one-time bonus based on their score.  An example would be a medical assistant who is being paid $19 per hour, but you don’t know what you would do without him or her.  If they scored a 4.8 you would calculate what that would have been in an hourly increase – which is $0.91 and multiply that by their full-time hours, say 2080 for a 40 work-week, and they would receive a one time bonus of $1893.00.  Their hourly rate does not increase but you are showing them how much you value their dedication and hard work. If you are going to talk about compensation at the time of the annual evaluation, make sure you do your homework to find out the latest salary ranges for the position in your specific geographic region.  There are several resources for that information online.  MGMA, Indeed, Salary.com, US Department of Labor Statistics, are all good places to gather that information.Now back to the structure of the evaluation;  have a section for the employee to do a self-evaluation which is exactly like the manager evaluation section.  This should be given to them before you or their manager completes their version.  Their scores will not officially count but this is a tell-tale sign to see if you and the team member are on the same page.  When you are more than one or two points different from the team member’s score, this will be a topic that will require discussion and coaching.  Have a section for behavioral expectations, not just skills.  Things like positive image (do they look polished everyday, keep their workstation clean, smile, etc.), respectful treatment, telephone etiquette, email etiquette, language, customer service skills, time and attendance. Have a section where you detail what they do “GREAT”.  This is behavior you want to encourage.  Have a section for areas of improvement. Have a section with goals and objectives.  Complete this section when you meet with the team member, so they are involved in setting the goals.  Make sure the goals are measurable and attainable.  Don’t set them up for failure.  You will review the progress of these goals when you meet again the following year.  Have a section where you ask open-ended, free text questions, such as – where do you see yourself in 1 year, 3 years, 5 years, etc.  You’d be surprised what you will learn about this person.  Ask them what things they love about their jobs and what they would change.  Ask them if there is anything they need from the management to be more successful.  I’ll never forget the time I was a new Administrator at a practice that was in an old building.  When I did the first evaluation of my billing member, she said she has a hard time concentrating because there is no door to the billing department office and every team member has to pass by her open office entry to clock in and out and to get to the breakroom.  She’d worked in these conditions for many years before I came. That was such an easy fix and I told her to never wait for so long to request a change like that. If I hadn’t asked, would she have ever complained?Get input from the physicians and/or other key stakeholders.  This is very often expected and appreciated from the team member being evaluated.  However, you, the coach, make the final decision on scoring.  Most likely you know more of the facts and have the best insight into the team member’s performance.Now it’s time to deliver the evaluation…….. Schedule enough time on your calendar.  Do not try to rush this and do not permit interruptions.  When you deliver the evaluation to the team member, always start off positive and end on a positive note. You don’t want these evaluations to be something they dread.  Go through the entire evaluation together and discuss anything that seems to be an area for improvement.  Again, keep in mind that if you and/or their supervisor/manager are doing their job, nothing here should be a surprise.  Give those pats on the back for how they are hitting it out of the park in certain areas.  Take the time to get to know what motivates them.  Maybe they want an opportunity to attend a conference or seminar, or they would prefer more time off or a more flexible work schedule if that is something the practice is in a position to do.  Sometimes it is an actual assignment you give them, like creating an employee orientation committee for their department; knowing you trust them to deliver the best work product around.  Make the intention of the evaluation a motivator for the team member to continue to be a high-performer and perhaps for them to advance to the next level.  As stated before, this is not time for disciplinary action, and it should end on a high note.  Always thank them for their efforts.Don’t limit your one-on-one meetings to one time a year.  I know how busy you are trying to manage all those things on your own job description, but as the coach, you must prioritize time spent with your team members.  To keep you safe and out of trouble with labor law, we’ve been trained to not get personal.  I worked for over 20 years in management in California.  If you can make it there, you can make it anywhere, so to speak.  The “don’t get personal”  tactic is no longer working with employees.  That doesn’t mean you should go to happy hours together or even have children’s play dates.  It does mean that we are all human and things happen in our lives that affect the way we perform at our jobs.  If a doctor told me someone was falling down on the job and I knew this wasn’t their “normal”, I can almost guarantee that something was going on at home.  In orientations with new recruits, I tell them that we work as a team even when and especially when one is not able to perform.  We all go through cycles in our lives, and we need to know there’s a safe place.  Now, of course if one team member is always having the issues, then that’s a different situation and will be dealt with for the greater good.  This information let the team member realize we would show empathy but also accountability.  Nothing pulls morale down more for a high performer than seeing that the underperformers are not held accountable.  Connect with them and ask them these questions:  What do you want to learn that will excite you and help you grow? This question signals that you care about their development and want to help them achieve their aspirations.What barriers can I remove for you to help you do your job better? Then brainstorm with your team member how you can be most helpful. Ensuring people can do their jobs well is just as important as praise and rewards.



Re-signing Your Best Players
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I’d like to show you a quote that made an impact on me.  In today’s workplace, this couldn’t be truer.  “One doesn’t have to operate with great malice to do great harm.  The absence of empathy and understanding are sufficient.” Make sure you think about this when you are coaching your team.  



Thank You
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I want to thank you for giving me the opportunity to share what I’ve learned and hopefully give you some tips to take back to the office on Monday.  Let me leave you with these tips……………….. 9 Things Great Leaders Say Every DayTHIS IS THE SITUATION……HERE’S WHAT WE’RE DOING…….WHAT DO YOU NEED?TELL ME MORE……REMEMBER OUR VALUESI TRUST YOUYOU CAN COUNT ON MEWE CAN DO BETTERLET’S CELEBRATE!Remember to model the behavior you want to see.  And take time for you.  No one wants to work for and with a “martyr”.  They’d rather see you do what is necessary to function at a high level and that will involve self-care and healthy boundaries.  Always, always, always show your appreciation for your Team. Coach for Greatness.The End…………………..



Questions?
TMA Practice Consulting
(800) 523-8776
practice.consulting@texmed.org
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