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Planning for Performance  Ð Develop your staff to work 
at their highest level of licensure.  
 
by Ana -Elena Jensen , PhD 
TransforMED Practice Enhancement Facilitator  
 
  
The beginning of a new year is often the time when practice leaders and managers 

consider goals for the coming year. Those goals should then be translated into the 

performance expectations for the staff. If you are transforming your practice to become 

a medical home, the review of the performance plan is a n ideal time to discuss 

development opportunities with your staff members. Medical Home leaders should 

consider three factors in discussions with staff members. These should be focused on 

opportunities that will prepare them to become vital members of the Medical Home.  
 
Discuss Developmental Goals  
 
Review the staff memberÕs development goals. Be sure to consider their current roles and 

responsibilities and identify areas in which additional development will help them grow in 

their current job. Ask about the ir preferences for training and how they can develop their 

health care knowledge and skills. A class at a local community college could fill a gap 

they have in their education, if not in health care, computer skills could be important. 

Alternatively, ask a bout a continuing education class within their licensure that needs to 

than can keep their licensure up to date. No or low cost web -based courses are also 

great tools for development that can be accessed easily online. As a practice leader, 

you will want t o consider how much time you will allow for development. Best practices 

indicate that at least 40 hours per year of development are needed to keep skills, 

knowledge and abilities up to date. From what we know of industry standards most 

organizations allow about $1000 per employee for development or about 2 to 2.25 

percent of payroll (American Society of Training and Development).  

 

Most practices do not have the time to allot or budgets to provide these resources for 

staff development. Yet there are creativ e ways that you can use to fulfill the goal. For 

example, use staff meetings for lunch and learn topics. Topics can vary from local health 



 2 

care concerns, CDC rulings, or health department updates.  Access online webinars for 

staff members to view and discu ss the topics and how they affect patients or the 

practice. Set aside a half -day with the practice once or twice a year for team 

development. Topics could include how roles and responsibilities in the Medical Home 

will engage each staff member as part of t he care team. Have practice members or 

leaders from other practices present on what they have learned in the transformation 

process and how they have measured success. Have your team members discuss how 

these learnings can be employed at your practice.  

 

Identify a target of number of hours of development for the year. Start small, i.e., 10 hours 

for each staff member per year. At the end of the year discuss with staff members what 

they learned and how their development has improved their skills and knowled ge. 

Reinforce their progress with how their skills have contributed to the goals for the practice 

and the Medical Home.  
 
Address Barriers to Performance  
 
Ask the staff member whether he/she is experiencing any obstacles to performance. For 

example, do they  have all the tools and resources necessary to get their jobs done? Do 

the technologies they use (EMR, e -prescribing, etc.) work effectively for them? What 

about their workstations, are there barriers such as space, noise or time to get their work 

done? Wh at suggestions can the person provide that will improve the work 

environment? One practice we observed had a nurseÕs station anchored by a 20 X 20 

building post with no more than 16 square feet for five MAs. They were cramped in a 

space that also had a lot  of patient traffic from reception to the exam rooms. Moving or 

modifying their workspace would go a long way to removing barriers and potential 

inefficiencies in their work. Consider the type of work done for each role. Could some 

work be redirected to ot hers to free up time for work that requires their licensure? Often 

staff members are burdened with ÒadministriviaÓ Ð work that needs to be done, but 

could be completed by others. Short -term solutions such as hiring a temporary worker for 

filing or other ad ministrative tasks can free up licensed staff for patient care work. Longer -

term solutions can be a Ôtemp to hireÕ staff member who can take on administrative roles 

while the practice manager determines whether another FTE is needed for such 

administrative  work.  

 

Provide Opportunities for Staff Members to Be Leaders  
 

Leadership is not just for senior members of the practice team. In fact, all staff members 

have opportunities to become leaders in their own areas of expertise or job roles.  

Is there a leaders hip role in a transformation work group that the staff member could or 

would like to take to implement a PCMH element such as developing the Care 

Management processes and Care coordination for patients?  
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Ask if the staff member would like to be part of a c ross-functional team to build on an 

understanding of how changes affect the practice at different points. Appoint 

representatives from clinical and administrative staff as informal communication 

channels to their peers for day -to -day updates and to provide  feedback to practice 

leadership. One practice that implemented team based care with a member from each 

area of practice was able to improve their response time to patientsÕ calls, thus reducing 

the return call backlog to nearly zero. For those patients wh o needed to leave messages, 

all calls are returned within 5 minutes.  

 

Consider ways that staff members can feel more engaged in the transformation process 

by contributing ideas for the medical home. They can take the lead on developing a 

newsletter for pat ients or a bulletin board to showcase the medical home. They may 

have ideas and suggestions that will improve processes, practice operations or the 

patient experience. Create opportunities in which they can volunteer to lead a change 

team in specific areas  of expertise.  

 

Finally, recognize performance and reward the behaviors you want repeated. An 

excellent resource to use for no or low cost solutions to rewarding the leadership you 

want in staff members is a book entitled 1001 Ways to Reward Employees  (Bob  Nelson, 

Ph.D. 2005). It does take time to invest in employee development. As a practice leader 

by taking the time for this process is an investment in the future of your practice and your 

staff. Often called Talent Management, by incorporating these discu ssions in 

performance reviews you will ensure that you have the right people, with the right skills, in 

the right jobs to develop your Medical Home.  
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