11/20/23

The Staffing Crisis
Series

Dr. Diana Canto-Sims

Hiring, onboarding,
training, and retaining
outstanding staff

Dr. Diana Canto-Sims

Valentine’s Day Feb 14, 2005

Our beginnings...

Challenges
* Embezzled TWICE!
* One labor lawsuit

* Had three staff members quit the
same day with no notice; 33% of
my staff left in one day

* Held on to toxic staff longer than

| should have because "they did
their job"

19 years later...
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Take home one to three golden nuggets

1. Pay well + Perks

2. Hire the right people
and put in the right
seat (job)

3. Empower & Engage
staff

POLL

1. Do you Implement automation in your hiring and onboarding process?
Yes No

2. Do you perform regular performance reviews or check—ins with all of
your staff and associates? Yes N Sometimes

3. How involved are you in the hiring process?
Idoitall | delegate 100% I work with a manager or staff member
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Doubled Practice Revenue 2021-2022
* 2019
Why should | care e e P e oo 2
about hiring the right < 2020
people and putting + 1.9 million seeing patients 30 hours a
R . K 10 staff memb
them in the right seat wee stalmembers
. * 2021/2022
(JOb)? * 2.4 million seeing patients 30 hours a
week 16 staff members
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But Diana...
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Human resources is reported as one of the
TOP challenges in running a practice.

Hurdles are part

Words don’t teach,
life experiences do.

of your journey
in running a
successful
optometry
practice.
13 14
If you're growing, at one point you will fail.
If you don’t fail, you're not growing. It's what you do AFTER failing that
defines you.
A.Successful person B. Everyone else
When things get tough, focus on the
solutions and having a strategy in place
to move forward successfully.
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How can this
work for me?

Our Current State
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Unemployment rate data

Statistics
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The Great Re-Organization o
Where are all the employees? The Great Re-Organization
* 17% didn't return to -41% lack of career
work development or
« 48% changed industry advancement
*35% t.ooka new job in -36% inadequate total
same industry compensation
- d
65% Did NOT return 3 unearine 1
piring leaders
to the same
industry -29% lack of meaningful
work
Globaldata from Mekinsey & Company
21 22
The Great Re-Generation (Z) Quitting & quiet quitting
o Greater emphasis on diversity, equity, and inclusion
e Health and well-being
o Ongoing growth and development
23 24



https://www.bls.gov/lau/
https://www.bls.gov/lau/
https://oui.doleta.gov/unemploy/DataDownloads.asp
https://oui.doleta.gov/unemploy/DataDownloads.asp
https://www.bls.gov/lau/
https://www.bls.gov/lau/
https://oui.doleta.gov/unemploy/DataDownloads.asp
https://oui.doleta.gov/unemploy/DataDownloads.asp
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Experts say: "Hire slow, fire fast."

Hire Slow, Fire Fast

" . LEARERSHIP

Hire Slow, Fire Fast Hire Slow And Fire Fast: Why Leaders by
Should Heed This Advice +

By Eqily :

MWashoovick Apri 1. 2021

Entrepreneur Magazine

Slow to Hire, Quick to Fire: Employment Dynamics
with Asymmetric Responses to News
b e b S E
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How do you avoid the revolving door of
employee turnover?
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® Great compensation $
o Flexibility

o Empowering & engaging
them

Find your
Barbara(s)

Video: Harvard
Business school
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https://hbr.org/search?term=greg%20mckeown
https://www.entrepreneur.com/author/emily-washcovick
https://www.entrepreneur.com/author/emily-washcovick
https://www.forbes.com/leadership
https://www.forbes.com/sites/forbescoachescouncil/people/jennlofgren1/
https://www.forbes.com/sites/forbescoachescouncil/
https://www.nber.org/people/cosmin_ilut
https://www.nber.org/people/matthias_kehrig
https://www.nber.org/people/martin_schneider
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Ikigai

Ikigai is, above all else, a
lifestyle that strives to
balance the spiritual with
the practical.

This balance is found at the
intersection where your
passions and talents
converge with the things
that the world needs and is
willing to pay for.

How can we succeed moving forward?

*Studies show employees seek:

* Great pay with benefits + do what they
love*

« Personal priorities like flexibility & mental
health support

* Empowerment:
Career development, advancement and

EKF(?R"EI\% Iﬁa.ldershlp that leads to

g o side hustlethey love

31
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Surveyed 10 previous staff members and

they said...

“For me, BVO provided me with stability and

EBGRNAERY s krh BEIR BB ARIRH

Secondly,

Working there had
o oy Pt [Eatnos) S word -

I felt ke part of a team that cared for their patients, but that also cared about me and
my personal goals.
Wiy fired work schedule allowed me o g0 to school and plan my school around my

i bt RlapR dsaroin, LhamiRLY Wﬁﬁdmwﬁ@'ﬂ%ﬂﬂﬁm‘%‘”m propel

responsibity, cstomer service, empahy, compassion, perseverance, leadership, and

It was this combination of it all that kept me working at BVO for over ten years!”
-Aide
2 Master degrees

Finding Qualified Staff
. Word-of-mouth

. Patients & referrals
(signage and ask!)

. Impactful job ad

. Social media, LinkediIn,
other
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Always hiring; always looking

Know your labor laws.

35
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Go beyond the boring job ad.

Job Ad
Job Ad #1 Ifthe idea of working at a bilingual eyecare

Optician with or excited,” keep reading.
needed for optometry
office. Great benefits.
Will train the right
person. Apply today.
Please do not apply if
not punctual and

dream job.

best frame style for them and their

skills to propel your career in the process.

clinic and eyeglasses boutique makes you “muy

without experience VS If you have a passion for fashion and all things
*  eyeballs and glasses, you've encountered your

Stylist opticians help our patients discover the

prescription. Optical experience is not required
but is a plus. Schedule your interview today if
you're ready to help our community see better,
reliable. look great i their new specs, and learn new

Go beyond
the resume.
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Hiring

« Hire the right people and put them in the right seat (work area).
« Pay them well, train them well, and keep them engaged.

+ Empower & engage your staff with career development.
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Consistency is Key

Everyone
experiences
the same
process.

5 steps to successfully hire, train, and

retain amazing staff in this new world

+ Step 1: Application & Zoom link for interview (email-automated)
* Step 2: Scheduled behind-the-scenes tour

+ Step 3: Four-hour paid coaching session (four-hour bootcamp)

« Step 4: Four-week implementation coaching (paid)

* Step 5: Discovery session

41
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Step 1

* Application & schedule Zoom interview (email-automated)

- Set it up and let the Al
do the rest

-Templates and videos
attached

-Email and text
reminders for both you
and candidates

Automation is key.
Program sends automated email reminders.

Appointment Intake/Assessments
types forms for hires and
performance reviews

Acuity Scheduling

43 44
Candidate receives email
Candidate chooses
time zone

45 46

Candidate picks day and Your automated form

time that YOU pre-set ﬂ
47 48



11/20/23

Your automated form

- Ask specific
questions that are
important to you.

Automatic emails reminders

- One day before
- Day of
- Two hours prior

Free version does not have reminder emails
“Calendly

49 50
. Step 2 Behind-the-Scenes Tour
What to expect in Step 1 hone interview)
What should candidate expgct’
« Candidates schedule the day and *+To e>t<per\ence aregular day at the
- practice
time they choose hat the dal flow of tlents Iooks ﬁke
* Intake/assessment form questions Xxperience o r comp: C“‘
answered that align with your ethic, and team- player att\tude
practice
* How do they communicate via What should you expect?
Zoom? « Candidate to show up on time (early)
« Ask open-ended questions. . E?aecsntch:?” appearance & demeanor align with your
(What is your passion? What do you value?) « Do they look interested and engaged?
51 52
Step 3 Step 4
Four-hour coaching session (paiq) Four-week implementation coaching (paid)
What to expect?
* Are they capable of doing the job?
* Do they follow procedures and
processes correctly?
* Do they align with your practice
culture?
- How engaged are they?
53 54



11/20/23

Step 5: Discovery Session

« What did they discover?
* What did you discover?
* Employment offer?

Personality testing

Putting the "right people” in the "right seat”

55 56
Retaining staff
Empower your staff Training and career development
* Training (weekly or biweekly) What if | train them
* Education-motivation-inspiration and the Ieave to
« Performance reviews or check-ins Y
(new 3+3+3, established 2x year) work f°_|' my
* Level 10 Meetings competltor?
+ Employee engagement
57 58
| don't have time! Business books
* Empower your staff and create leaders.
59 60
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Questions?

61 62
Where do | find this amazing staff? If time permits talk about:
* Word-of-mouth (reps, fam, & friends) . Labor lawsuit
« Signage or job application box
* When seeing patients . embezzled 2x
* While shopping
« Offering bonus for current staff
* In the office (captured ausience) + Free courses and workshops
* Social media (shareinioca cosed grous)
63 64
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