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ABSTRACT: 

Compensation is 
always a tricky issue 
for medical practices, 
but money might not 
always be the bottom 
line when it comes 
to rewarding your 
staff members. Find 
out what motivates 
them and work to 
make quality-of-life 
changes that may be 
as beneficial to them as 
money, such as making 
their work schedules 
more flexible. The six 
strategies listed in this 
article will help you 
navigate the seas of 
compensation and 
motivation for a happier, 
more driven staff. 

D uring a time when the money tree hasn't been as fruitful as in years 
past, many physicians have asked how to keep their staff members 

happy without breaking the bank. The ambiguity surrounding the dos and 
don'ts for paying personnel continues to make compensation structures 
one of the most challenging aspects of running a practice. After speaking 
with physicians from offices of all shapes and sizes throughout the country, 
the only clear rule is that there is no one clear rule. 

When it comes to paying employees and keeping them happy, you can't 
rely on a one-size-fits-all solution. Each practice and office has different 
strengths, weaknesses and personalities. The best model for success to keep 
your staff in harmony is to create a plan that is tailored to the dynamics of 
your practice. 

Rethink rewards 
The first step to developing a plan is to rethink your rewards system. As 

an employer, it is natural to assume people work solely for money, and if 
you cultivate an environment where they are purely driven by the almighty 
dollar, you will have employees who are only motivated by a paycheck. 
Rethink the idea of compensation, and instead consider quality-of-life 
initiatives you can offer your employees. Explore the following strategies, 
and see if a new idea or concept might help stretch your dollars and keep 
your staff smiling. 

1. Motivation 
Within a medical setting, various job duties generally attract a 

diverse group of personalities who are motivated differently. The first 
step to increasing job satisfaction is to identify what drives each of your 
employees. Typical human motivators can either be classified as intrinsic, 
such as wanting a feeling of satisfaction, desiring success or enjoying 
fulfilling a task; or extrinsic, such as a promotion, verbal praise or even 
punishment. Although some employees may only be motivated by a check, 
others work harder to gain a sense of social belonging, acknowledgment 
from supervisors or leadership opportunities. Some are driven by the 
opportunity to conquer a challenge as opposed to needing a strict incentive 
plan. Once you classify what it is that motivates each employee in your 
office, you can better cater a compensation and bonus structure to align 
with their goals. 

2. Communication 
What is more precious than money? The answer is different for each 

person, and this is a question employers seldom ask. After facilitating an 
employee satisfaction survey for a practice, one doctor was surprised to see 
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You canJt rely on a 
one-size-fits-all solution I 

Monthly Expenses Chart 
Posting a chart of the various supply expenses at your practice can serve as a simple reminder to 
team members that waste is frowned upon. 

all you center 
for cos metic medicine 

Only use what you need! 

MecIIcoI SUpply bp ..... I 0IIIce SUpply 1xpeI_ 

1mL Syringes %40/box Letterhead $180/500 
= 

Ice Packs %30/box Envelopes $245/500 
= 

Disposable Needles %29/box Printer Paper $43/Case 

" Cotton tip Applicators %6/box Tape $25/Dozen 
= 

Tongue Depressors %6/box Post-it Pads $12/Dozen 
;;;;; ~ 

Gloves (Latex and Vinyl) %5/box Pens $4.50/Dozen 
......:: 

Alcohol Prep Pads %4.S/box Staples $3.50/Box 
= 

Medical supply expenses from Henry Schein, office supply expenses from Office Depot. 

that, when asked what would make each employee's job 
more enjoyable, not a single one listed a raise. Each wrote 
something that was personal to them that the physician 
had never considered. One employee explained that her 
start time of 8:30 AM made it challenging to drop offher 
son, and get to work on time. She arrived stressed every 
morning because of the pressure to beat the clock. She 
said if she could start 30 minutes later and stay 30 minutes 
later, it would drastically increase her quality oflife. From 
this exercise, it was discovered how inexpensive it can be 
to enhance an employee's job satisfaction. Institute an 
annual survey asking employees to list three nonfinancial 
items that could increase their job satisfaction, and then 
work to implement reasonable suggestions. 

3. The rich doctor rumor 
If you don't explain to your staff members that the 

$400 a patient pays for a Botox treatment doesn't go 
straight into your wallet, they won't see it any other way. 
Encourage employees to think twice before ordering 
supplies and to be less wasteful by making your expenses 
and overhead visible. Some practices post a chart of 
monthly expenses and others have monthly meetings 
to review overhead. See Monthly Expenses Chart. By 
showing your staff members how the economy and 
overhead affect your business, you can help motivate 
them to keep expenses down and to stop looking to you 
as an endless supply of cash and credit cards. 
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You might be surprised at how little it 
costs to give staff members) jobs a raise, 

Potential Profitability 
A visual reminder of the dollars that can be realized by the practice if certain profitability goals are met can 
help keep your team on track for financial success. 

all you center 
for cosmetic medicine 

Potential Profitability 

Botulinum Toxin 
(Average Profit per Treatment $268) 

Hyaluronic Facial Fillers 
(Average Profit per Treatment $313) 

3 
7 
12 

3 
7 
12 

$804 $1.608 
$1.876 $3.752 
$3.216 $6.432 

$939 $1.878 
$2.191 $4.382 
$3.756 $7.512 

ProfIt Per Month" PIofIt Per Year-

$6.432 $77.184 
$15.008 $180.096 
$25.728 $308.736 

$7.512 $90.144 
$17.528 $210.336 
$30.048 $360.576 

• Numbers are based on two clinic days per week. Treatment profits based on 2008 data from ASAPS. 

4. Pay for performance 
It is imperative to the growth of your practice that 

your staff members know that their daily efforts and 
contributions are directly linked to what they 
take home. Whether by instituting a grading system 
(See Employee Grading Scale) or using a formula, such 
as revenue generated or number of patients converted 
(See Potential Profitability), a great way to keep a 
bounce in your staff members' steps is to track their 
performance and reward them accordingly. 

The best way to implement a pay or bonus system 
based on performance is to clearly explain the criteria 
to employees and hold reviews two to three times a year 
so they have an idea about how they are performing. 
Determining a potential raise or a bonus, no matter how 
small, based on a staff member's performance is a great 
way to ensure everyone is working toward a common 
goal of keeping the practice running smoothly and 
generating revenue. 
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5. Motive + action = motivation 
Setting goals may seem like a rudimentary activity; 

however, this simple task can have a tremendous impact 
on your staff. By setting goals, you are giving a staff 
member something to work toward. Motivation can be 
broken down into finding a motive, and then deciding 
which actions are necessary to achieve the desired 
outcome. The action you want to achieve becomes your 
goal. Have your staff annually submit its short-term and 
long-term goals, and track what is being done to achieve 
them during reviews. 

An effective way to keep your team members on 
track throughout the year is to encourage them to use 
passwords that reinforce their goals, so when they 
start their day by logging into their e-mail, they are 
automatically reminded of what they are working 
toward. For example, a receptionist who has a goal of 
being more approachable with patients might use the 
word "smile" as her password. 



Employee Grading Scale 
In order to keep expectations in front of your team members, 
consider posting an employee grading system in your practice. 

~ re-newcenter 
Jor cosmetlc medicine 

Employee Grading Scale 
--------------~----~ 

~---~ 
IlIIIAItIon 

A Exceeds all objectives 10% of salary 

B Meets a ll objectives 5% of salary 

c Meets most objectives 2.5% of sala ry 

6. Cutting staff vs. salaries 
As many physicians have recently experienced, difficult financial 

times mean you often have to make difficult decisions. The choice to 
downsize staff versus cutting salaries has to be made based upon what 
is right for your practice. Beware of the side effects each decision could 
bring to overall staff productivity and morale. Generally, when you 
ask staff members to continue their jobs for less pay, you are setting 
those employees up for failure because it will become challenging 
for them to stay motivated. Good employees should be thought of 
as investments for the practice, and when times are tough, it might 
prove beneficial to ask a strong employee to take on a few more 
responsibilities rather than taking a pay cut. 

Give your team a "raise" 
Ralph Waldo Emerson once said money often costs too much. 

Creating an atmosphere where your staff is only driven by the dollar 
will make weathering financial storms difficult. Use the recent 
financial climate as an opportunity to restructure your reward and 
motivation efforts. By communicating with your staff members and 
learn ing what motivates them individually, you may be surprised to 
discover how little it costs to give their jobs a "raise." 

• Identify what motivates each employee in your office . 

Tracy Drumm, vice president of 
IF Marketing, specializes in the 
development and execution of 
comprehensive marketing plans 
for medical practices of all sizes. 
Alongside facia l p lastic surgeon 
Steven H. Dayan, MD, FACS, 
Drumm has co-authored two 
books, Thrive: Pearls to Prosper 
in Any Economy (College of 
Cosmetic Medicine Press, 2009) 
and Keys to Success: Marketing & 
Practice Management (Co llege of 
Cosmetic Medicine Press, 2007). 

TAKEAWAYS 

• Ask your employees for three nonfinancial rewards that would make their jobs better . 

• Stop staff members from thinking every treatment they ring up goes straight into your pocket. 

• Paying for performance wi ll help with productivity. 

• Ask the staff to set annual goals. 

• Offices may hurt more from cutting salaries than from cutting employees. 
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