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By JAY A. SHORR and MARA L. SHORR

As medical practice consultants, we have clients throughout the United States and

Canada whom we assist with their operational, administrative and financial health and

goals. When we first begin working with a client, we have an onboarding conversation and

many times an extensive questionnaire to determine the current status of their practice.

Regardless of why, where and who our clients treat as patients, there is one mandatory

commonality, and that is the ultimate safety, treatment and care of the patient.

Upon performing best medical practices, you can never lose sight of the fact that your

medical practice is indeed a business and must be treated as such. Several common

factors lead to a practice's demise or stagnated growth, and your mission is to reduce or

eliminate what's keeping you from being at the top of your "business" game. How many
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years did you spend in medical school? How many courses did you take to teach you how

to run a business when you decided to go out on your own? For the majority of the

providers we speak with, the answer is shockingly low, if not zero.

What are the top three reasons medical practices fail to reach their goals?

1. Failure to Properly Plan.

You have heard this many times before, but it's true. The failure to properly plan and

forecast your business is like going to an unknown destination without a map or set of

directions. Failure to plan is most certainly planning to fail. This should include a proper

and executable plan, illustrating a financial, administrative, and marketing component.

Your financial plan should incorporate pro forma revenue and expense generation. If you

can't increase your revenue, at least curtail your expenses. Every dollar you save in

expenses is a true net profit dollar, while a revenue dollar possibly generates 15%-35% of

net profit. Once you complete this portion, it must be reviewed, reviewed, and reviewed

again. Your administrative plan should include your policies, procedures, and protocols,

similar to a head coach of a sports team. They call it a playbook, and that's exactly what it

is in your practice. Each facet of your practice must have protocols that everyone must

follow with NO EXCEPTIONS. Administrative plans also include human resources and an

employee handbook, which is probably your most important asset.

Marketing plans allow you to sell yourself to the public, outside of insurance company

referrals. Most importantly though is how you capitalize on your marketing efforts. Don't

spend time or money on marketing if you can't measure its effectiveness. Another cliché is

you can't manage what you can't measure. Determine your ROI (return on investment) to

quickly modify your plan if you find that you do not have a significant return. Realign your

marketing budget on the things that bring in the most margin, making sure to review

options that include, but are not limited to, print, digital media, social media, on-air media,

community outreach, public relations and more. Again, this doesn't mean you have to

include each aspect of those items into your marketing mix, but it does mean you need to

make an educated choice about what you will and won't be including.

2. Failure to Hire Properly.

Human resources are one of your top assets, yet medical practices do not invest enough

in their staff. Consequently, there is always an excessively high turnover which can cost the

practice approximately 25% of a new hire's annual salary. Why are you willing to pay a

higher starting salary to a new employee who has experience instead of a paying your

existing staff member a higher wage? When you pay peanuts... you get monkeys. Your

recruitment, consideration of employment, official hiring, orientation, ongoing training and

incentives must be clear, concise and consistent. Hire from appropriate resources, always

call references and check applicant's social media sites. Many of our clients have us

perform background checks (state laws dictate criteria) but you must have the person's

written permission.

3. Failure to Properly Know Your Fixed and Variable Expenses

When was the last time you really looked at what you were paying for everything in your

practice? Remember, every dollar in expenses is a true profit dollar, so every opportunity

you miss to save money, is an actual lost dollar. Many expenses that can be reduced are

your cost for supplies. Are you enrolled in a buyers group or club? Do you actually take the

early pay discounts? Do you purchase in bulk for a discount or is bulk tying up needed

capital? Many of your long-term agreements can be re-negotiated. These include, but

aren't limited to, maintenance (A/C, electric, plumbing, cleaning services, capital

equipment maintenance agreements, etc.). When was the last time you checked your

biomedical hazardous waste disposal cost? Have you compared it to other licensed

companies? You may not even need the level of service you are being billed for. Review

your additional patient financing options. If you ever need to utilize these type of services,

there are multiple resources that can save you up to 10% of your procedure cost in FREE

patient financing. Make sure you're evaluating the costs associated with potential or

current programs in use for your practice. Did you know that there are hundreds of

merchant processor fees credit card merchants can charge you?

Credit card processing is charged to you by a fee on top of what the credit card company

actually charges, per transaction fees, possible statement fees, compliance fees,

chargeback fees, cancellation fees, etc. It can be complicated if you don't know how to

properly review your statement. They are meant to be confusing so transparency is

difficult, so be sure to closely evaluate your statements or, if needed, request the

assistance of someone who can help you do so. Remember, as Benjamin Franklin said, "A

penny saved, is a penny earned."
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Jay A. Shorr, B.A., MBM-C, CAC I-X, is the founder and managing partner of Shorr

Solutions, assisting medical practices with the operational, financial, and administrative

health of their business. He is also a professional motivational speaker, an advisor to the

Certified Aesthetic Consultant Program, and a certified medical business manager from

Florida Atlantic University. Mara Shorr, B.S., CAC II-X, serves as the vice president of

marketing and business development for Shorr Solutions. She is level II-X certified

aesthetic consultant, utilizing her knowledge and experience to help clients achieve their

potential. She is also a national speaker and writer. Visit www.ShorrSolutions.com

(http://www.ShorrSolutions.com)
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