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About BSM Consulting

Who We Are: Practice Management Consulting specialists in Specialty
Medicine for over 30 years

Our Focus: Medical Aesthetic and Ophthalmology

Stay Connected: Website: www.bsmconsulting.com; Weekly blog:
www.bsmconsulting.com/blog: Connect: Facebook, Twitter, LinkedIn

BSM | Consulting” se—



http://www.bsmconsulting.com/
http://www.bsmconsulting.com/blog

Allergan/BSM Procedure Conversion Study.

Administered the program for the past 2 years

Methodology

Assessment Results
Include

As of September
2018

@ 35 Allergan consultants
gather approximately 100
consultations per practice

@ Conversion of patient
consultations to procedures
@ Consultation “no show” rates

@ 220 participating practices
@ Over 25,000 patient
consultations in database




Patient Conversion

Potential Patients

Conversion of
Leads to
Consultations

Consultations

Conversion of
Consults to
Procedures

Procedures




Procedure Conversion Study.

Patient Conversions

Consults Scheduled Patient No Shows

“No Show” Rates

25,232 2,247 8.9% 2.0%
Consults Conducted Consults Converted

22,985 10,530 45.8% 66.7%

Footnotes:
1) Please note, the 90th percentile or “better performers” have the lowest “no show” rate.



Procedure Conversion Database
Top 5 Procedures - No Show Rates

Consultations No Show Rates
Procedure Scheduled No Shows Median Top 10%

Breast Augmentation 6,498 664 10.2% 4.0%

Tummy Tuck 4,029 441 10.9% 4.4%

Liposuction 3,667 311 8.5% 4.8%

Eyelid Surgery 2,999 143 4.8% 4.0%

Facelift 2,824 147 5.2% 4.7%




Procedure Conversion Database
Top 5 Procedure Conversions

Consultations  Consultations
Conducted

Conversion Rates

Procedure Converted Median Top 10%

5,834 3,004 51.5% 70.9%
3 568 1487 1.4 63,70
3 356 1567 46.7% 73.8%
2,856 1,307 45.8% 69.2%
2,677 1,025 38.3% 65.8%




Patient Conversion

Potential patients
1,000

60% Conversion ‘ 70% Conversion
Before | After

Consultations

. 600 | 700 .
50% Conversion 65% Conversion

Procedures

30% Conversion 46% Conversion




Impact of Achieving Increased Conversion

Value of
Increased
conversions

Incremental Revenue Rate
Patients per Procedure

Example

$93,000




Do top tier practices drive more revenue?

Benchmark Range:
Revenue per FTE Physician $1,000,000 = $1,800,000

$3,000,000

$2,500,000
$2,000,000
$1,500,000
$1,000,000
$500,000
$0

2014 2015 2016

m 90th Percentile = Median

90th Percentile $2,580,154 $2,523,976 $2,574,670




Do top tier practices drive more revenue?

Benchmark Range:
Revenue per FTE Physician Assistant / Nurse $350,000 — $750,000
Practitioner

$1,200,000

$1,000,000

$800,000
$600,000
$400,000
$200,000

$0

2014 2015 2016

m 90th Percentile m® Median

90th Percentile $946,619 $949,444 $1,066,888




Accountability at
all'levels

Track, Measure,
Manage Key.

Performance
Metrics

Culture of: self-
examination,
refining

What do the top tier practices do to get such
outstanding results?
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Top 10% Practice ldeals

Providers and staff are highly productive,
engaged, and feel:

The practice has a Clear Mission and Vision
. for the future and inspires the team to want to

achieve this. Practice Goals align with mission
and Vision

Roles and responsibilities are clear.

Personal accountabillity is a cultural norm,
from top to bottom in the organization.




Shared Core Values

Personal
Accou ntablllty

Transparency




\What do our superstars say Inspires them?

) Mission focused, greater good (not just a warm body)
N Trust and respect (not micro-management, or minimized)
) . Opportunities to grow (and think, and collaborate)

-
» Connectedness

2 ) The ability to contribute

2 Ongoing challenge (no boredom zone)

2 No-drama zone (no victims, bullies, or martyrs)

2 Compassion and kindness




Service Excellence and a Performance Metric

Service excellence Is architected from systems
and processes you control.




In Medical Aesthetics, The TEAM = The Brand

Patients don't distinguish
between staff and provider or
brand. To the customer, your

staff ARE your brand. Your
phones are your brand.




The Top 10% Self-examines

Front Desk Scorecard Example

Look in the mirror. Front Desk / Reception Department Dashboard -
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Scorecard Measures

Common Key Performance Indicators (KPls) — Scorecard Guidaneca

Human Resources

Call Center

KPI

Formula

Incoming calls per FTE staff

Total number of income calls divided by FTE phone staff |

KPI Formula - Qutgoing calls per FTE staff Total number ¢ ..
Turmover Rate Total number of employees terminated (fc programs, ete.  Clinical
year divided by total number of employee Hold time Average time «
Staff Expense Ratio Total salary expense divided by total net i calculate)
FTE staff per FTE MD Full-time equivalent employees divided by Abandonment rate Number of losi KPI Formula
MDs Data Entry error rate Data entry errg - - —
Patient visits per FTE staff Total patient visits divided by FTE staff Patient satisfaction Minimum expe Patients per FTE Total patients per FTE clinical staff
member measures detg A - . .
: . which are cong Patients per hour Total office visits divided by total hours
Overtime hours Total overtime h_ours (.u.sually by departmi Information Capiure ratio Number of nev — — — — —
Revenue per FTE Total net collections divided by FTE staff information ret (Office visits per FTE technician | Total office visits divided total clinical staff hours
Attendance rate Total possibl(_e hours during time_period m insurance type hour
hours used divided by total possible hour Average Call time per FTE staff Total phone m — "
Staff Satisfaction Conduct regular staff satisfaction surveys Recall rate Office specific Tests per FTE technician hour Total number of tech conducted special tests (e.g., VF, FA,
OCT, Ascan) divided by total clinical staff hours
Front Office Accounts Receivable Special test percentage Number of tech required special tests (e.g., VF, FA, OCT,
KPI Formula - — _ _ Ascan) dwlded_ by total office wsrt_s _ _
Check-in: patients per staff hour | Total number of patients seen during time Claims error rate Total number ¢ Timely ratio Number of patients called back within XX minutes of
total hours worked by check-in personnel electronic clair . . . 2 0 ) h
Check-out: patients per staff hour | Total number of patients seen during time errors in data ¢ appﬂlﬂtmem time (mGSt Pfﬂﬂtlﬂe use minutes as the
fotal hours worked by check-out personng . given time per standard) divided by total patients during the measured time
No-Show rate Total number of no shows during time pel Claims per FTE staff Total claims pi .
patient visits during time period _ staff DE'I'IDd
Patient satisfaction Minimum expected rating for front officen | ©°stPer clam dided by o Coding accuracy ratio Number of accurately coded claims divided by total number of
by type of patient satisfaction surveys whi Days outstanding Total net accol . . . .
least 2 times per year after contact] claims (usually determined by an audit of claims)
Information Capture ratio Number of patient records that have the ¢ collections (tof Testing error rate Number of diagnostic tests that have to be repeated due to
requirements captured divided by total m days in the tim .. . .
seen during given time frame Aged Receivable Analysis Place account error divided bjf' total number of dlagnostlc tests
Data Entry error rate Data entry errors dvided by total data ent e Patient satisfaction Minimum expected rating for technician customer service

Rate of readiness

Amount of time from patient check-in unti
next step in exam

Date of service collection ratio

Number of copays, deductibles, refractior
same day items collected day of services
number of items that should have been c¢

Timeliness percentage

Total number of charges posted within 24
appointment time divided by total number
(office visit or surgery)

Recall rate

Office specific — dependent on recall prot

following 0 -30
percentages o
divided by tota
the practice

Patient satisfaction

Minimum expe
measures dete

measures determined by type of patient satisfaction surveys
which are conducted at least 2 times per year

which are conducted at least 2 times per year

Coding accuracy ratio

MNumber of accurately coded claims divided by total number of
claims (usually determined by an audit of claims)

i




The Top 10% Collaborates

Daily Huddle in 5 Steps

v What are the watch-outs on
the schedule today?

v"Where are you stuck? Can we
help?

v" All appointments confirmed?
v" All consults pre-consulted?

v"What's our progress towards
achieving key numbers in our
business?




Consistency and continuity at every touch point

Key Elements: Patient Experience

IS Measure of Our: Top 10%
= Engage, build Listening skills,

connection

= Credential the
practice/provider

Tone of voice, these things at all
Ability to build levels
rapport and

relationships




How Do | Push Re-set?

\ If ’'m caught in a cycle of, catching
\! things done wrong, or double
checking to ensure things are
done the right way....




Key Success Factors

Create Create a Great Culture

a Great
Culture

Establish core values

Build trust and respect among
all employees

Show appreciation

Celebrate success




Key Success Factors

Create
a Great
Culture

Achieve
Employee
Engagement

Achieve Employee
Engagement

= |mplement rigorous
recruitment,
onboarding, and
collaborative training

Cultivate your “stars”

Manage out
‘underperformers”




Key Success Factors

Create Focus on Patient

a Great

Culture  j§ Experience

= Measure key drivers

Achieve = Survey your patients
Employee

Engagement = Act on patient feedback

Focus on
Patient
Experience




Key Success Factors

Create
a Great
Culture

Discipline of
Planning
and
Execution

Focus on
Patient
Experience

Achieve
Employee
Engagement

Commitment to
Business Planning

Annual planning
Engagement of team
Commitment to execution

Focus on a few vs. many




Key Success Factors

Create
a Great
Culture

Discipline of
Planning
and
Execution

Achieve
Leadership Employee
Engagement

Focus on
Patient
Experience

Leadership

Alignment of the ownership
and management

Acting the part
Engage with your team

Share your success




Key Success Factors

Create
a Great
Culture

Discipline of Achieve
Planning and Leadership Employee
Execution Engagement

Focus on
Patient
Experience




Key Questions

Do we create an environment of over-
achievers? Continually raise the bar and
challenge the process of how we do what we do?

Do employees feel valued, and relate hard work
and excellent performance to tangible and
iIntangible rewards?

Do we motivate others to want to struggle to
achieve the practice’s mission and vision?

Do we model the way?



BEGIN with the END in Mind

Culture of accountability
and collaboration

Culture that aspires
to be great
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Glenn Morley

Senior Consultant
gmorley@bsmconsulting.com
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Edward Wynne

Senior Director
ewynne@bsmconsulting.com



