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Welcome to the VISX University®
Practice Development Program

This comprehensive program has been developed for you by the leaders in laser
vision correction — the experienced team that brought you VISX University.

The Practice Development Program (ppp) is intended to supplement and support the high

level of service provided by VISX" Business Development Managers (8DMs). In conjunc-

tion with your BDM, the PpP will instruct you in proven principles of effective marketing

and business and will offer specific, actionable advice for building your own practice.

Program structure

The program is focused on three areas crit-
ical to the success of any practice, referred
to in the program as core competencies.
Each core competency is presented as a
series of concise, content-rich learning
modules.

Branding: How to effectively define

your practice in the minds of consumers;
how to plan, budget, and build effective
internal and external marketing programs,
and assess your brand impact in the
marketplace.

Sales cycle: How to improve patient
processing, from the initial patient call
and consultation through post-operative
follow-up; focuses on proven techniques
for handling laser vision correction (Lvc)
phone calls, consultations, patient semi-
nars, and learning from patient input.

Staff training and development: How
to build a strong Lvc team, train your
team to be effective, and keep your team
motivated.

© 2002 VISX, Incorporated  12/02

How to make best use of the
program
+ Work with your VISX BDM to:

— assess your practice’s strengths and
weaknesses by completing the Practice
Assessment

- develop a Procedural Growth Plan
indicating which ppp modules will be
most helpful for your practice

* Read module content carefully and refer
back to it often

* Complete all worksheets

+ Work with your BpDM and your staff to
develop appropriate Action Plans

* Evaluate your progress against your
Action Plan regularly

— update your Action Plans quarterly

- implement corrective action as
necessary to keep the practice on track
toward your established goals

How to reach your VISX BDM

To reach your BpDM by telephone, please call
1-800-246-VISX and ask to be connected to
the extension of the BDM in your region.

VISX, WavePrint, Wavescan WaveFront, and VISX University are registered trademarks of VISX, Incorporated.



responsibilities

Introduction to the module

Overview and goals

Job descriptions, roles, and responsibilities is

the second module in the Staff training

and development core competency and

covers:

» Which staff functions and roles are
important for an Lvc team

* Why job descriptions are important to
staff training and development

* How to write a job description

* How to write a job posting

Upon completion of this module, you

will be able to:

* Describe typical staffing for an rvc
practice

* Define the role and responsibilities
typically performed by the rvc
coordinator

* Develop written job descriptions for key
staff involved in delivering laser vision
correction services

* Document practice workflows
describing how team roles work
together to perform rvc tasks

¢ Create an Action Plan for staffing that
includes writing job descriptions for key
vc staff members

* Measure the impact of your staff
planning efforts through a variety of
evaluation methods

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES

Job descriptions, roles, and

To support these goals, you will also

learn:

* Typical staff roles for an vc team

* Why you need an 1vc coordinator

* Why you should document workflow
processes for your team

* Elements of a job description and why
each is important



Key concepts

¢ The staffing for your rvc practice will
depend on your practice’s situation

* An rvc team should be able to handle
both patient care responsibilities and
sales duties

+ Each position on your vc team should
have a written job description

+ Select people with the right skills and
aptitude for the positions needed on
your team

¢ The wc coordinator is responsible
for examining the vc practice and
its growth from both a strategic and
tactical level

¢ Sharing documented workflow
processes with your team enables staff
members to be aware of the entire
patient management process and their
role in it

* A job description is a written document

describing the responsibilities and
duties of a role and lists the skills
and knowledge a person will need to
perform that role

* Ongoing evaluation tracks the progress
of your training and development
efforts and gives you the information
necessary to make improvements

* Sharing Your Role

* Practice Assessment

* Writing a Job Description
* Writing a Job Posting

* Action Plan

* Evaluating Your Success

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES
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CHAPTER 1

LVC roles and responsibilities

This module focuses on defining job
descriptions, roles, and responsibilities for
your vc team. The first step in determin-
ing roles and responsibilities for your Lvc
team is to understand how an rvc team is
organized. In this chapter, we’ll focus on
what an vc team is and what the typical
LvC team organization and roles look like.

What is an Lvc team

An 1vc team is a group of staff members
dedicated to supporting laser vision cor-
rection services in a practice. Besides
handling traditional patient care responsi-
bilities, this team is organized and trained
to carry out the additional sales duties
required of an Lvc practice.

Unlike traditional medical practices, Lvc
practices need specialized staff members
who can focus on meeting sales and cus-
tomer service goals, and who can coordi-
nate and market Lvc programs.

In an 1vc team, the entire staff is charged
with obtaining 1vc growth results. This
can happen only through the cooperation
of every member of the team. To increase
patient satisfaction and referrals for the
vc business, it is the responsibility of
each team member to ensure that:
* They achieve the highest levels of
performance and quality in their
specific Lvc role

* Each patient contact is managed with
enthusiasm, warmth, kindness, and
respect for the patient’s rights as an
individual

Team roles and
responsibilities

Each person on an vc team should

have a good understanding of their own
role, and the roles and responsibilities

of others on the team. To facilitate this
understanding, every team member
should have a written job description that
clearly defines the responsibilities and
duties of their role. The success of your
team is dependent on each team member
understanding their role and supporting
the other members in delivering a quality
patient experience.

First, we’ll focus on the 1vc coordinator
role, because it is unique to LvC practices
and may be less familiar than other team
roles. Then we will discuss other critical
vc team roles and responsibilities.

Keep in mind that vc team members and
titles will vary depending on your practice
and the individuals on your staff, but the
roles described in this chapter are vital to
the success of your Lvc practice, even if
you don’t have a dedicated employee per-
forming each function separately.

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES



Lvc coordinator

The wc coordinator is a key role that is
unique to the rvc team. It is one of the
most challenging yet fascinating jobs on
the team because of the importance and
broad scope of the role. If you create only
one new role for your Lvc team, that role
should be the vc coordinator.

Typically, the wvc coordinator is the per-
son responsible for examining the Lvc
practice and its growth from both strate-
gic and tactical levels, steering the team’s
overall progress, and helping find and
clear obstacles to success.

This person could be considered the
‘quarterback’ of the vc team, determin-
ing the best ways for the team to work
together, continually improving processes,
and ensuring the delivery of quality ser-
vice and customer care. The Lvc coordina-
tor is also responsible for communicating
the message of the practice to the com-
munity through vc marketing programs
and public outreach.

Why do you need an Lvc coordinator?
With an e coordinator on your team,
you have a person dedicated to looking
out for the interests of the vc practice.
The e coordinator is the ‘go-to’ person
who will respond to customer needs and
issues promptly. They understand the vc
patient and the brand that the practice
represents, and strive to maintain that
image in the eyes of the customer.

The 1vc coordinator is also the team’s
‘cheerleader,” reinforcing the need for
everyone on the team to participate in
the program. They focus on the training
needs of the team and make sure that the
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team can match patient needs and wants
to practice services and support. They
look for ways to encourage and motivate
the team to reach its goals.

In short, it is the vc coordinator’s job to
ensure that the Lvc practice succeeds.

Defining the Lvc coordinator role

The vc coordinator must be versatile,
with the ability to play a number of roles
including planner, patient ambassador,
team motivator, teacher, and facilitator.

A person who would be a good vc coor-

dinator:

« Is enthusiastic and sincere, and loves
working with others and building
relationships

* Understands the practice’s philosophy
and goals and has experience working
in a practice environment

* Empathizes with and advocates for
patients

¢ Believes in the procedure and enjoys
communicating about Lvc

* Is energized, self-motivated, and
resilient

* Has a sales or marketing background

¢ Is a great communicator

Invest an appropriate amount of time in
selecting your vc coordinator to make
sure you choose someone who is right for
your practice —an Lvc coordinator, good
or bad, will make a significant impact on
your team.

Doctor

The key role of the doctor includes
performing medical examinations,
screenings, and procedures. It is their



Common LvC

Doctor or
team roles. Director/Administrator
and reporting
structure
Marketing LVC Refractive Telephone
director coordinator technicians operators

Refractive
counselor

responsibility to effectively communicate
whether or not a prospective patient is

a candidate for rvc. They may also be
responsible for presenting seminars to
prospective patients and other health care
professionals.

A doctor might serve as the director/
administrator in addition to their other
duties.

Director/Administrator

The director or administrator is the prac-
tice manager, and in some practices may
be the doctor. This person is responsible
for ensuring that the practice has the
resources (staff, equipment, space, and
budget) to reach its goals. The director
manages the team on a daily basis, ensur-
ing proper implementation of team roles
and responsibilities.

Marketing director

This role plans, coordinates, and devel-
ops Lvc marketing programs, including
placing advertising, monitoring market-

ing efforts, and organizing seminars

and other programs. A key focus of the
marketing director is on building the
practice’s brand via internal and external
marketing programs.

In smaller practices, these responsibilities
may belong to the Lvc coordinator or
director/administrator until revenue justi-
fies hiring a dedicated marketing profes-
sional. Some practices hire a consultant
or outside service provider to coordinate
these efforts.

Refractive technician

The refractive technician performs screen-
ing evaluations and schedules preop-
erative appointments and surgery dates.
They also answer technical questions and
work with the doctor to determine a pro-
spective patient’s candidacy for vc.

Telephone operator

The telephone operator is the first point
of contact for most prospective patients.
They need to be comfortable answering

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES



Workflow
guidelines help
your staff to
avoid duplication
in their efforts
and minimize
shortcomings.

basic questions and assisting the caller
with determining the most appropriate
next step. These team members receive
call inquiries, schedule contact by
phone, and perform database entry tasks.
Telephone operators may also have some
outbound follow-up duties depending on
the practice.

Refractive counselor/Patient
counselor

Refractive counselors assist the patient
throughout the wvc process. They update
the wvc patient database, discuss financ-
ing options with patients, and meet with
the prospective patient after the medical
evaluation to determine the next step for
that patient. The rvc coordinator may
also perform this role.

Refractive representatives

All practice staff members should be
considered refractive representatives. The
entire team should be able to answer
basic questions and direct interested pros-
pects to the Lvc team.

How do your team roles
fit together?

In order to do their job well, team mem-
bers need to know how and when to
interact with each other. Defining how
your team roles work together is critical
to the smooth functioning of your team.
One of the best ways to educate team
members about how team roles work
together is to create and document dis-
tinct and specific workflow processes for
your practice.
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Workflow analysis

The word workflow refers to the process,
or sequence of tasks, that describes how
something gets done. Your practice has
many distinct workflows. For example,
you have a certain process for scheduling
patients, one for consulting with prospec-
tive patients, one for managing LvC inqui-
ries, etc. In fact, everything your practice
does can be broken down into distinct
processes.

The process of defining workflows for

your team is:

* Identify key processes for your practice

* Describe the component steps of each
process

* Document your workflows

Identify key processes in your practice
Although every aspect of an Lvc practice
can be broken down into distinct
processes, most practices start by
focusing on a few key processes. As

you and your team realize the value of

workflow analysis—increased efficiency

and improved team dynamics—you

can identify and document additional

workflows. Some of the processes you

might want to start with include:

* Initial inquiries —what happens when
prospective patients first contact your
practice?

+ Consultations—what happens when a
patient comes in for a consultation?

* Follow-up to inquiries —what do you do
to follow up with prospective patients?

Other processes that you might want to
define include:

+ Seminar planning

* Marketing materials review



* Maintenance of patient support
materials

* Budgeting

* Tracking and scheduling of continuing
education for doctors and technicians

* Lead tracking management and
reporting

Define the process steps

Each step of a process can be described
simply as who does what, when, and by
what standard. Together, these four aspects
of a step tell you all you need to know
about the work that needs to be done.
(See the sidebar below for an example).

Document your workflows

Workflows can be documented as flow-
charts, as tables, or simply as descriptive
paragraphs. (Examples of each method
are shown on page 6.) When deciding

how to document your workflows, the
most important thing is to arrange the
elements and steps of your process in a
way that will be most easily understood
by your team.

Flowcharts describe a process visually

by arranging steps in boxes and drawing
connections between the steps. A visual
presentation makes it easy to understand
at a glance the various steps of a workflow,
their order, and how they are related to
each other. Many people learn best from

a visual presentation. However, for com-
plex workflows, flowcharts can sometimes
become large and unwieldy.

Tables can be used to describe a workflow
in a consistent and highly structured way.
For instance, a table might have columns

that list ‘who’, ‘what’, ‘when,” and ‘by

U 11

Rely on the
knowledge and
expertise of

your team when
documenting
your practice
workflows. In
many cases, team
members will have
unique insight
into how a given
task can best be
accomplished.

What is a workflow and how do | define one?

A workflow describes the This term Describes

series of steps it takes to Who Team member responsible
accomplish a given task. What Responsibility, task, or duty

Each step of a workflow When Timing, or which part of the process
can be simply described Standard Quality expected

by who does what, when,
and by what standard.

Note that the order When
of the terms is not Who
important —you can use What
whatever order makes

Standard

the most sense to you.

Immediately upon arrival

Jennifer

Here’s an example of one step in the patient arrival workflow:

Welcomes visitors at the reception desk

By smiling and warmly greeting visitors

with our typical practice greeting

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES



Flowchart

Table

Descriptive
paragraph

Different ways to map your workflows

The following are examples of different ways to document workflow processes.
We've used the same workflow, a Patient Arrival Process, to demonstrate how the
different formats can capture different information.

JENNIFER JENNIFER

Greet the Make the Briefly Ask Ask the
patient patient explain the for any patient to
warmly, |, | comfortable, [ J | constultation | _ | questions | _ | complete the
by name orient them process intake form

ROBERT

ROBERT ROBERT

Process begins: Patient arrives
Step | Task description Team member
1 | Greet the patient warmly, by name Jennifer
2 | Make the patient comfortable by orienting them to the prac- | Jennifer
tice environment: restrooms, refreshments, exam rooms.
3 | Briefly explain what to expect from the consultation process: | Robert
length, steps, and purpose of each step.
4 | Ask for any questions the patient may have, explaining Robert
that many in-depth questions will be answered during the
consultation
5 | Ask the patient to complete the intake form Robert

At the front desk, Jennifer greets the patient
warmly by name, introduces herself and says
I'm so glad to meet you. She orients the patient
to the office, showing them the location of
restrooms, refreshments, and exam rooms.
She asks the patient to have a seat in the
reception area and make themselves comfort-
able. Robert introduces himself to the waiting
patient and explains the consultation process,
providing a brief overview of what will hap-
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pen during the consultation, such as how long
the consultation will take, what the steps are,
and why each step is important. He asks the
patient if he can answer any of their questions,
and then asks them to complete the intake
form and return it to person at the front desk.
Finally, Robert thanks the patient for coming

in for a consultation and assures them that the
doctor will be with them shortly.



what standard’, and rows that document
each step. This presentation can be useful
when documenting simple, strictly linear
workflows, or when initially identifying
the various steps of a process. Tables

tend not to be well-suited for Lvc training
purposes since the tabular structure often
makes a process appear more complicated
than it is, and because tables cannot rep-
resent non-linear workflows (e.g., if one
step is followed by two steps, handled by
different people, that occur at the same
time).

Descriptive paragraphs document a
workflow in a straightforward way by
simply telling the story of the process,
usually with each step in a separate para-
graph. This written approach is easy to
understand, both when documenting

a workflow and when educating your
staff. One major disadvantage is that it
is not possible to get information at a
glance —either about the overall flow or
about a single step.

Educate your team

There are several ways to make good use
of your newly defined workflows. You can
keep a binder of your practice workflows
for reference. Review them quarterly at
staff meetings to make sure they are cur-
rent and to come up with improvements.

Another idea is to post workflows in your
practice, perhaps on a bulletin board in
the staff room, so that everyone can see
how their role fits into the overall scheme
of the practice and can learn something
about other team roles. Encourage your
staff to make suggestions about how a

workflow might be improved, or how a
shortcoming can be addressed.

A third option is to have team members
take turns giving a presentation about
their role and what they do. This can

be included in regularly scheduled staff
meetings, or in special weekly or monthly

sessions. (See the exercise Sharing Your
Role, below).

E EXERCISE
Sharing Your Role
Take time to complete the Sharing
Your Role exercise as a group with

your team. This exercise will help
your team members to share their If you have an
roles and responsibilities with the existing Lvc team,
. the Sharing Your
rest of the team and will encourage Role exercise is a
teamwork on your staff. Be sure to great way to start

share and discuss the results of the documenting your
team’s existing

exercise with your sBpMm. (If you did
Y ( Y Lvc workflows.

not receive this worksheet with your
PDP materials, it is available online at
www.visx.com or from your BDM.)

i WORKSHEET
Practice Assessment

If you have not already completed

a Practice Assessment, take time now
to at least complete the Staffing and
Staff skills sections of the assessment.
Share and discuss your completed
Practice Assessment with your BDM.
(If you did not receive this worksheet
with your PDP materials, it is avail-
able online at www.visx.com or from
your BDM.)

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES
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CHAPTER 2

Developing job descriptions

What is a job description?

A job description is a written document
that describes the responsibilities and
duties of a certain role within your prac-
tice and lists the skills and knowledge a
person will need to perform that role.

Job descriptions generally include:

* A clear and proper identification of the
role

¢ An explanation of job responsibilities
and why the job exists

* Duties, or details of the main
responsibilities

* Areas of the practice the job impacts

* Qualifications of the job—necessary
skills, education, and experience,
including specific training or
certification requirements

Job descriptions support a practice’s suc-
cess in several ways. First, they provide
information on the value of a job to

the practice and to the team. They also
serve as an excellent communication tool
between managers and team members

by establishing a clear reference point for
evaluation. Most importantly, job descrip-
tions help each team member understand
their role and responsibilities so that they
can perform in the way that your practice
needs.

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES

How to write a job description

Writing a good job description can mean
the difference between having the right
person on your team and having the
WIONg person on your team.

Job descriptions should define the major
responsibilities and aspects of the job.
When writing the description, keep in
mind that it may serve as the basis for
recruitment and conducting staff evalua-
tions, so be as clear, concise, and accurate
as possible.

Craft your job descriptions so that they
reflect your long-term business plan, and
work to ensure that any positions you
create fit into the framework of your vc
practice. Think through the aspects of
the job and have a clear picture of what it
is you’re looking for. If you don’t craft a
thoughtful definition of the responsibili-
ties and qualifications for each position,
you are not likely to find the right person
for the role.

STEP 1. Choose a job title

Choosing a job title is the first step in
writing a good job description. The title
will be the thing that tells team members,
patients, and candidates just what the
role is, so consider using a job title that is
common in the industry.



Sample job description

Here’s an example of how the various descriptors of a role can be put together
to form a job description:

Job title
and role
this
position
reports to

Brief
summary
of the
role’s
duties

Definition
of work
and hours

Minimum
requirements

Desired
experience

Title: Laser Vision Coordinator
Supervisor’s title: Administrator

Job summary

This individual serves as the coordina-
tor for patient and community infor-
mation regarding Lvc. Responsibilities
include maintaining referral records
and corresponding communication,
managing an inquiry database, and
coordinating the distribution of infor-
mation. This is a full-time position
with required weekend and evening
hours. Most work is performed in the
office; however, local travel may be
necessary.

Job requirements

Education and experience

 High school graduate with
additional formal study

* Minimum 5 years work experience;
retail customer service experience
ideal

Essential skills and abilities

* Excellent communication skills:
superior writing ability and
interpersonal skills, including
telephone technique, are essential

* Computer literate

* Ability to master basic medical and
ophthalmic terminology

* Ability to prioritize and organize;
competent in problem-solving and
decision-making

* Sales-oriented team player

Responsibilities and duties

Laser vision correction inquiries (30%)

* Mail information packets with letter
and requested information

* Handle all questions and call-back
and follow-up responsibilities

» Coordinate scheduling of surgery
patients

Database management of prospective

LVC patients (20%)

* Channel candidates to next action
step; update records and track
activities in database

* Mail merges from database to
prospective candidates to follow
established contact timeline

Staff training (10%)

* Train staff on direct call processing
activities

* Schedule updates, staff seminars,
and Lvc education

Co-management and special projects

(40%)

* Coordinate all co-management
activities

* Manage the vip and other referral
programs

* Provide patient consultations and
assist with patients on procedure
day

* Assist the administrator with
advertising project management

Job
responsibility
with %
indicating
total time
to be spent
on these
duties

Detailed
duties
for each
responsibility

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES 9
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Other action
verbs you may
wish to use to
describe job duties
include: performs,
drives , coaches,
monitors, plans,
inputs, supervises,
recommends,
analyzes, answers,
changes, trains,
verifies, sells,
organizes, files,
and examines.

Keep the job title to the point and accu-
rate in its description of the key role of
the position.

STEP 2. Define the position

What are the needs of the team that this
position will fill? Use these needs to focus
on defining the position. Determine who
this role reports to and exactly where the
role fits into the e team. If applicable,
describe the budget this position adminis-
ters or any roles this position supervises.

Don’t forget to include what environ-
ment the candidate will be working in.
This may include the type of equipment
or software programs they will be using
as well as who they will be working with.
You should also state the hours and the
days they will be expected to work.

Identify whether the job is full- or part-
time, permanent or temporary. Decide
on the salary level you will offer, and
whether it is negotiable. It’s not necessary
to offer salary information within the
written job description.

STEP 3. List job responsibilities and
duties

What are the responsibilities and duties
involved in the job role? What will the
person in the job do on a daily basis?
What is this role expected to accomplish?
Be specific and list the everyday duties
and overall responsibilities for the role.

Responsibilities

A responsibility is an overall area of work
that the position is responsible for— for
instance, tvc candidate database manage-
ment, or staff supervision.

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES

Be specific in listing four to eight overall
responsibilities for the role, and include

the approximate percentage of time that
the person in the role will spend on each
responsibility.

Duties

Duties are the specific actions taken when
performing a responsibility. These should
be actions that someone can see, hear,

or observe. Duties should begin with an
action verb describing the activity.

ExaMPLES
* Update patient database records
o Interview candidates

For each area of responsibility, list the
required duties, noting the frequency

of each (daily, weekly, monthly). Write
no more than six to eight duties per
responsibility, and keep them as simple as
possible.

EXAMPLE

For the inquiry management responsibil-

ity of the c coordinator position, duties

might include:

* Mail information packets with letter
and requested information

* Handle all phone inquiry questions and
follow-ups

* Discuss procedures with candidates at
all screenings and consultations

* Enter follow-up information on
screening and surgery into patient
record

+ Coordinate surgery patients with
business office, clinic, referring doctor’s
office, and laser center



STEP 4. Determine the job
requirements

Job requirements describe the required
education, experience, skills, and abilities
that a staff member must have to perform
the responsibilities and duties of a job. In
other words, someone who does not have
the requirements for a job could not be
expected to perform well.

It is important to be realistic when you
set requirements for your staff positions.
For example, if only a high school edu-
cation is required to do the job, make
this the requirement. If a college degree
is something that you would like the
employee to have, but it is not strictly
necessary, add this as a desirable, but not
required, trait.

ExamPLE
High school diploma or GED required.

College degree in health education
desired.

ExampLE

Ability to manage multiple projects
required. One year of project manage-
ment experience desired.

Education and experience

Add to your list the level of education
and experience you are seeking in the
ideal candidate. Specify any college
degree, credential, or professional
certification needed for the role.

Will experience in a certain field enhance
the ability of a candidate to do the job,
or is experience irrelevant to this role?

If experience is necessary, indicate what

kind and how much this team member

should have.

ExamMpLE
Graduate degree in marketing or business
administration.

Essential skills

Make a simple, accurate list of the skills
that are important and necessary to
perform the job. A skill is something

a person is able to do that helps them
accomplish the duties of their job.

ExaMPLE

* Public speaking

» Word processing

* Effective communication, including
listening and speaking

* Negotiating, such as compromising and
persuading

Other requirements

The personality of the ideal person for
the position is as important as the needed
skills and experience. You need someone
who fits in well with your practice and
shares your team’s philosophy and atti-
tude.

List the kind of personality and attitude
you are looking for in a team member.

ExampLE
Our vc team seeks a positive, motivated
individual who loves working with people.

STEP 5. Write the job summary

The job summary provides a brief job
overview that summarizes the main
points of the job description. Write

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES
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concise statements reflecting the general
nature, purpose, and objective of both ‘ WORKSHEET
the job and the practice. Try to keep the Writing a Job Description

summary to a paragraph.
Take time to complete the worksheet

EXAMPLE for writing a job description for a
The wc coordinator serves as the position in your LvC practice. Be
coordinator for internal patient and sure to share and discuss your work-

external community information, sheet with your BDM. (If you did not

providing information to prospective receive this worksheet with your pop

candidates regarding available refractive materials, it is available online at

services and procedures. Responsibilities www.visx.com or from your BDM.)

include maintaining referral records
and communications, coordinating
educational seminars, managing the
inquiry database, and supervising
information distribution with an
emphasis on permission marketing.

STEP 6. Review and revise the job
description

Have someone else read your finished
job description. If you are writing a job
description for a position that already
exists, have the person in that role review
the job description and offer input.

There are many times when it is appropri-

ate to revise a job description, especially

for newly created roles that may change

in unexpected ways. For example, revise

the description when:

¢ The needs of the practice change and
the position must take on more or
fewer responsibilities

* The applicants who fit the job descrip-
tion are not of the quality you had
hoped for

12 JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES



Advertising for an open position

Creating a job posting, or advertisement,
for a position is mostly a matter of scaling
back a well-written job description to a
few main points.

The amount of space you have to write
about the position will vary depending

on where you place the advertisement,
but generally, job postings should be as
concise as possible. Be specific about your
needs—if you are too vague, the right
people won’t apply.

The posting should tell the reader about
your practice and should make the
position sound like an attractive offer.
Remember that you are selling the job to
potential applicants, so try to inspire and
excite when describing the opportunity.

Once you have finished a draft of the

job posting, have someone else —a staff
member or a colleague —review it to
double-check that you provide enough
information about your practice, the work
environment, and the actual position to
make it sound appealing.

If you'd like applicants to view the entire
job description before applying, try put-
ting the job description on your web site
and offering the Internet address in the
job posting. You might also consider ask-
ing applicants to call your office to have a
complete job description sent to them.

Remember to include information on how
to contact your practice and apply for the
position in your job posting.

Here’s an example of an advertisement
for an Lvc coordinator:

If you are a people person looking for an
exciting opportunity to complement your
clinical expertise, look no further. Laser
Vision Correction offers you an exciting
new challenge! Our practice is looking for
the right person to join our team as an lvc
coordinator. This educational marketing
position offers diversity in settings both in
and out of the office. It requires a profes-
sional demeanor with good organization
and motivational skills. Basic computer
skills are a plus, as are advertising and
sales experience.

We offer competitive benefits and a
supportive work environment in the
beautiful downtown area. Visit onr
web site at www.ourlvcpractice.com to
view the complete Fvc coordinator job
description and find out how to apply,
or call us at (555) 555-5555 for more
information.

i WORKSHEET
Writing a Job Posting

Take time to complete the worksheet
for writing a job posting describing

a position in your LvC practice. Be
sure to share and discuss your work-
sheet with your BDM. (If you did not
receive this worksheet with your

PDP materials, it is available online at
www.visx.com or from your BDM.)

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES
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CHAPTER 3

Putting it all together

Now that you have a good understanding
of the tasks involved in defining your rvc
team and in creating job descriptions for
Lvc team roles and responsibilities, you
can create a plan to apply what you’ve
learned within your own practice.

If you have questions about the material
covered in this module, your BDM can
provide you with additional resources
and guidance. Please don’t hesitate to call
on your BDM for assistance.

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES

)> WORKSHEET

E Action Plan
Working with your BDM, craft an
integrated strategy for developing job
descriptions, roles, and responsibili-
ties for your rvc practice. Review and
update your Action Plan on a regular
basis. (If you did not receive this
worksheet with your PDP materials, it

1s available online at www.visx.com
or from your BDM.)




CHAPTER 4

Evaluate your results

Why is ongoing evaluation
important?

Measuring the results of your staff devel-

opment is important for many reasons:

¢ It’s the way you can determine if the
staff development strategies and tactics
you implement actually bring new
business to your practice

* Evaluating staff against established
goals gives staff members a sense of
accomplishment when they make
progress towards the goals

* Evaluating your results helps you to
revise your staffing plan based on what
is (and what isn’t) working for your
practice

What should you evaluate?

There are many ways to evaluate the

results of your staff planning. Consider

tracking and measuring the following per-

formance indicators:

* Patient satisfaction rate

* Phone conversion rate

* Consultation conversion rate

* Team member performance appraisals
by self, manager, and peers

* wvc goal achievement

How to evaluate the impact
of your efforts

As staffing changes are made to your team,
compare the new team’s performance
against the old team’s performance to
determine the impact of the change. Take
into consideration that after a change,
performance may not increase right away.
Give your new team enough time to work
together before expecting performance
improvement after a change.

It’s a good idea to take the extra time
necessary to track performance indicators
by team member as well as for the entire
team. Tracking individual performance
will give you and the person being evalu-
ated a better overall picture of how your
team performs and where weaknesses and
strengths lie.

Remember to involve your team and indi-
vidual staff members in the evaluation

of their performance. Letting your team
members know that they will be evalu-
ated and what they will be evaluated on
will make receiving feedback on their per-
formance more meaningful and relevant
to them.

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES
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i WORKSHEET
Evaluating Your Success

The Evaluating Your Success worksheet
provides an organized way to evalu-
ate your practice’s progress in relation
to your Action Plan. If you feel you
need a more detailed evaluation, your
BDM can help you develop a process
for ongoing evaluation of your prac-
tice. Be sure to share and discuss the
results of your evaluation with your
BDM. (If you did not receive this
worksheet with your PDP materials, it
is available online at www.visx.com
or from your BDM.)

JOB DESCRIPTIONS, ROLES, AND RESPONSIBILITIES

Using your Action Plan

Another way to determine the progress
and success of your staff planning is to
use your Action Plan as an evaluation tool.
You’ll probably want to review it regularly,
at least quarterly, with your BDM. Review
and revise tactics that have not been
implemented; revisit next steps to meet
your goals. Continually updating your
Action Plan is a great way to fully support
your efforts.



Appendix A: Resources

Berry, Leonard L. Discovering the Soul
of Service, Free Press, 1999.

Blanchard, Ken, Bill Hybels and Phil

Hodges. Leadership by the Book. William

Morrow and Company, Inc., 1999.

Blanchard, Ken, Donald Carew and
Eunice Parisi-Carew. The One Minute
Manager Builds High Performing Teams.
William Morrow and Company, Inc.,
2000.

Blanchard, Ken, Patricia Zigarmi, and
Drea Zigarmi. Leadership and the One
Minute Manager. William Morrow and
Company, Inc., 1985.

Blanchard, Ken and Sheldon Bowles,
Raving Fans. William Morrow and
Company, Inc., 1993.

Buckingham, Marcus and Donald O.
Clifton. Now, Discover Your Strengtbs.
Free Press, 2001.

Collins, Jim. Good to Great. Harper
Business, 2001.

Connellan, Tom. Inside the Magic Kingdom,
Seven Keys to Disney’s Success. Bard Press,
1997.

Covey, Stephen R. Living the 7 Habits, Sto-
ries of Courage and Inspiration. Simon and
Schuster, 1999.

Covey, Stephen R. Principle-Centered
Leadership. Simon and Schuster, 1991.

Gladwell, Malcolm. The Tipping Point.
Little, Brown and Company, 2002.

Johnson, Spencer. Who Moved My Cheese?
G.P. Putnam’s Sons, 1998.

Pacetta, Frank. Don’t Fire Them, Fire Them
Up. Simon & Schuster, 1994.

Pritchett, Price. The Employee Handbook of
New Work Habits for a Radically Changing
World. EPS Solutions, 1999.

Spector, Robert and Patrick D. McCarthy.
The Nordstrom Way. John Wiley & Sons,
Inc., 1995.
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