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B
ringing on a new employee may 
be the best decision you ever 
made or s/he could become 
your biggest cause for reflection. 
If only you’d been more upfront 

about your expectations or had done a 
thorough background check. Modern 
Aesthetics® magazine’s pros offer advice 
on what to do to make sure your next 
hire is a keeper.

PERFECT MATCH

Solo practice is a con-
cept that has a short 
lifespan in the current 
state of medicine in 

general. The costs of running a thriving 
practice are too high to bear the whole 
burden on one physician’s back alone. It 
is not a scalable model anymore when 
a laser can cost $200,000, and you may 
need to build and run your own accred-
ited operating suite. We see more and 
more solo practices across specialties 
selling to or joining group practices, pri-
vate equity-backed chains, or hospitals. 
Group practices are flourishing, and 
more doctors who have been on their 
own are looking to join a group to avoid 
the excruciating overhead. 

Bringing on a new associate can be 
a cause for celebration, or it could 
turn out to be your worst nightmare. 
The secret to success often lies in 
choosing the right culture fit for the 
practice on both sides and then set-
ting honest expectations from the 
outset to avoid misunderstandings. 
This is particularly important when 
the new associate is just starting out 
in practice and has limited experience 
of what a “partnership” will look like. 

It is critical to be direct and candid 
about your expectations from the first 
conversation. Think of this as a busi-
ness relationship as well as a personal 
relationship. You need to trust the 
associate’s medical judgment and skills, 
but you may be spending eight to 10 
hours a day with this person, so it’s also 
important that you like each other. 

Both parties need to do a deep dive 
into the others’ expertise, reputation, 
and skills and check each other out 
with industry colleagues. Make sure 
the candidate has a chance to meet all 
the staff in the practice, too.

The most common complaint I hear 
from senior doctors is that their junior 
associates are not doing enough to 

market themselves, expect the prac-
tice to drive patients to them, and are 
unwilling to go the extra mile, such as 
taking call. These misunderstandings 
can break up the relationship quickly 
and are rooted in poor communica-
tions from the outset. Joining a prac-
tice does not mean that the new asso-
ciate will be handed patients as soon 
as he or she walks in the door. On 
the contrary, most practice manag-
ers or owners have high expectations 
that associates will bring their own 
patients to the practice and be proac-
tive in drawing new patients. 

Starting early, young surgeons and 
dermatologists need to grow their pro-
fessional brand on social media, which 
is the least expensive way to gain an 
audience. Residents know how to use 
Instagram already and are fluent in 
other channels, making this is a natural 
medium to start with. I would also rec-
ommend that they build a website and 
own the URL, such as “JohnJSmithMD.
com” or “JSmithAesthetics.com.” 
Reserving a URL costs pennies. When 
they find a home, they will be able to 
drive some fans and followers to their 
practice. It is their primary responsibil-
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ity to get their name out in the market 
and build their own referral sources. 
Carrying business cards or having a 
digital card on their phone is helpful. 
As they grow with the practice, new 
associates will have opportunities to 
expand their reach as their peers refer 
patients to them as well. 

For well-heeled physicians who are 
joining a group or becoming a partner 
in a solo practice, there are usually 
expectations set for them to bring 
at least some of those patients with 
them to the new practice. One way to 
prepare for this eventuality is to make 
sure your patient database is solid and 
up-to-date. Your email list is gold. 

Finding a viable partnership situa-
tion takes time and investment. It’s 
not like going on Bumble to get a 
match; it’s more akin to the court-
ship leading to marriage. Both par-
ties should spend some time bond-
ing within the practice and seeing 
patients together before anyone signs 
on the dotted line. 
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CONVERSION CASCADE

You finally pulled the trigger and 
hired that new associate that you have 
been thinking of for the past few years. 
Hopefully, you have done your due 
diligence and protected yourself before 
making the offer. You should have 
already sought the advice of a compe-
tent health care attorney for non-com-
pete and non-solicitation clauses.

The onboarding process must be clear, 
concise, and consistent. The official offer 
must include a true job description along 
with a defined compensation plan and 
future training protocol

Your new provider must understand 
the regulations of the state you are 
practicing in because not all states are 
similar. Who can perform which pro-
cedures and where they can perform 
them may vary as well. Always refer to 
your respective state Board of Medicine.

Additionally, it is imperative that 
you have a solid plan to promote 
your new provider whether it is a 
fellow physician, PA/NP, or estheti-
cian. All revenue-producing providers 
must have a detailed plan including 
conversion cascade expectations and 
an understanding of how they’ll be 
reviewed.

Conversion Cascade:

• Marketing spend 
• Marketing efforts that convert to 

making the phone ring 
• Initial calls to scheduling a consult
• Converting the physical consult to 

a revenue producing procedure
• Performance of the actual pro-

cedure that results in revenue 
generation

• Retreatment
• Revenue generated divisible by the 

market spend
Make sure that your new provider’s 

goals and moral compass are at 
least equal to or greater than yours 
and that your expectations are well 
defined right from the very beginning.
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LOOK BEFORE  

YOU LEAP

One of the most sig-
nificant aspects of any 
offer letter is a state-

ment that the offer is contingent on 
a satisfactory licensure, background, 
and criminal check. There are many 
states that prohibit an employer from 
inquiring into a person’s background 
or criminal check during the applica-
tion process. However, once an offer 
is made, states typically permit the 
employer to obtain those investiga-
tions as well as speak with references. 

Make sure the employee knows you 
are doing it, and do it after you have 
made an offer of employment—which 
would be contingent upon the results 
of the background and criminal check.

The Fair Credit Reporting Act 
(FCRA) is the national standard for 
employment background checks. For 
applicants, it guarantees the right to 
obtain a copy of the background check. 
It also allows the applicant to file a dis-
pute if the background check contains 
inaccurate or incomplete information.

FCRA guidelines apply when a hir-
ing company uses background checks 
prepared by third-party providers. In 

(Continued on page 49)



THREE WAYS  �

JANUARY/FEBRUARY 2021  |    49

these cases, the employer must do the following:
• Provide the applicant with written notice that a back-

ground check and report may be required.
• Obtain the applicant’s permission to conduct a back-

ground check via an authorization form.
• Obtain specific permission if the job requires the collec-

tion of medical information.
• Provide notice if the employer intends to use the 

applicant’s neighbors, friends, or associates as character 
references or if the employer will interview these people 
about the applicant’s “character, general reputation, 
personal characteristics, or mode of living.” The FCRA 
calls this process an “investigative consumer report.”

• Notify the applicant if the information contained in a 
background check is used to make an adverse hiring 
decision.

If an employer compiles a background check report on its 
own, FCRA provisions do not apply. However, an applicant 
must still provide approval to have a reference, background, 
and criminal background check performed. n 
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