iring quality staff can be
one of the most stressful
tasks for a dentist or

office manager to do. It is often
one of the most repeated topics
during practice management
seminars. There is little doubt
that, if you are successful in this
process, you and your dental
staff will have more pleasant,
rewarding, and productive atti-
tudes. Yet, the secret to hiring the
right individuals still seems to be
a mystery to many clinicians.

It does not have to be. By
following some basic guidelines,
such those advised by manage-
ment consultant and former
VISA International CEO Dee
Hock,' the success rate of hiring
quality staff and retaining them
can be very high. Following
some of Dee Hock’s manage-
ment suggestions will not guar-
antee the perfect result, but you
may begin to recognize some of
your not-so-good choices and
keep those in mind when you
consider an individual for a
position. You can learn a lot and
avoid making that same mistake
again.

Six KEys 1o HIRING LONG-
TERM QUALITY STAFF

There is no concrete, step-by-
step, faultless protocol for hiring

Gail Cummins
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in any industry. Hiring the best
individual for a position can be
time-consuming and costly, but
your approach can be stream-
lined if you have basic guidelines
and a proven philosophy. First
you must hire skillfully. Is there a
magic formula for this? Yes, and
no. Implementing Dee Hock’s
pearls of wisdom, your selection
can be more successful and reli-
able. These include hiring first
on the individual’s integrity; sec-
ond on motivation; third on
capacity; fourth on understand-

evaluate the candidate’s percep-
tions. If he or she speaks nega-
tively about a previous employer,
shares inappropriate personal
information about previous
employers, or criticizes the
employer’s professional skills,
this should be a warning sign
you will want to note. Avoid
judging someone who left a pre-
vious employer because of com-
pensation issues, personal needs,
or changes in the practice. You
will want to hear what that
employee requires.

he employee ability to learn, understand,

and apply their knowledge is far more

important than focusing only on their previous

experience.

ing; fifth on knowledge; and
finally, last on experience.

INTEGRITY

First, look for steadfastness
and a sound ethical code. During
the interview, do you sense the
candidate is being honest and
upfront with you? You can per-
ceive a person’s character by
investing sufficient time in the
interview process. If you have
already spoken to the candidate’s
previous employer(s), verify that
work history (times, dates, and
numbers) is consistent verbally
with what you have in writing.
Ask philosophical questions and

MOoOTIVATION

Motivation can be described
in the following terms: to pro-
vide with an incentive; move to
action; impel. Motivation is a key
element in the hiring process.
Ask candidates what has moti-
vated them to apply for a posi-
tion at your practice and to leave
another. You can accept an indi-
vidual who may not have all the
qualifications that you were
looking for, but if you see that
there has been advancement in
their professional life, this may be
an indication that this person
moves forward and is motivated
to progress. Some motivation

indicators are a variety of certifi-
cations, continuing education,
and pursuit of formal education

. Ronald E. Goldstein,
,6"‘ - DDS
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Boston University, and visiting profes-
sor of oral and maxillofacial imaging
and continuing education at the
University of Southern California
School of Dentistry. Dr. Goldstein is
the author of Change Your Smile and
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or a college degree. If the candi-
date has not pursued continued
education, ask why not. Review
the applicant’s past employment
records and see if he or she pro-
gressed along the way, and if not,
why. An individual may lack
experience, but with the drive to
succeed, can achieve almost any-
thing. Ask yourself the question,
“What motivates this applicant?”
It is very important to know what
motivates your staff. However,
keep in mind that motivation
varies from person to person.

CaPACITY

The candidate’s ability to
receive, hold, and absorb infor-
mation has to be determined.
You should ask yourself, “Is the

April 2002

CONTEMPORARY ESTHETICS AND RESTORATIVE PRACTICE






iring the best individual for a position can

be time-consuming and costly, but your
approach can be streamlined if you have basic
guidelines and a proven philosophy.

he or she diminish it? Is this per-
son trainable and how much can

applicant going to add and sup-
port the staff or practice or will

he/she absorb to become an
asset?” There are many appli-
cants with vast experience, but
not all have the capacity to learn
new tasks or techniques.

UNDERSTANDING

An applicant’s ability to per-
ceive and comprehend informa-
tion is invaluable. Under-

standing will help achieve effec-
tive training and improve com-
munication between patient rela-
tionships and staff relationships.
Comprehension is not only the
ability to follow instructions, but
also involves listening skills that
can either make for a great
employee or hinder the ability to
create a good working relation-
ship. If you employ an individual
who receives the communication
but does not act on it, that
employee will be useless in your
office. Each office requires a dif-
ferent level of communication
and understanding. You must
determine the amount of interac-
tion the employee will face, not
only with the patient and dentist,
but also with the staff and outside
contacts, and assess whether a
candidate seems capable of this.

KNOWLEDGE
Knowledge is power and con-

Lt Without integrity, moti-
vation is dangerous; with-
out motivation,

capacity is impotent;
without capacity, under-
standing is limited,;

without understanding,
knowledge is meaningless;
without knowledge, experi-

ence is blind. 3y
—Dee Hock,
Dee Hock on Management.

fidence. A new employee that
has the ability to come in to an
office and speak accurately to a
patient about dentistry is a time
and energy saver who accelerates
the training curve. The informa-
tion needed by an employee to
interact with a patient is some-
thing that can be learned but
often is difficult to teach.

EXPERIENCE

Experience can be defined as
active participation in events or
activities, leading to the accumu-
lation of knowledge or skill. The
first thing we often look at when
someone applies for a position is
his or her level of experience. We
seem to believe that the “right”
candidate is someone with expe-

4 April 2002

CONTEMPORARY ESTHETICS AND RESTORATIVE PRACTICE






nderstanding will help achieve effective

training and improve communication

between patient relationships and staff relation-

ships.

rience. Employers tend to look
for a certain predetermined num-
ber of years of experience on an
application to solve their
employment problem. However,
if the first thing you look for on
an application is years of experi-
ence, you may be overlooking
other superior candidates.
Experience is a positive benefit,
but should be weighed in degree
of importance depending on the
position’s requirements and the
ability to train in those require-
ments. If you are hiring a prima-
ry position, such as an appoint-
ment coordinator or primary
dental assistant, you should con-
sider experience last. Many prac-
tices have hired inexperienced

personnel for key positions and
have been very successful. The
employee’s ability to learn,
understand, and apply their
knowledge is far more important
than focusing only on their pre-
vious experience. The minimum
experience required for a given
position will depend on your
individual practice and what
your office can training and time
your office can afford to lend a
new employee. An experienced
employee can save time and
aggravation and make a smooth
transition with minimal training.
Remember, your patients are the
first to feel some anxiety when
someone on staff is new and has
to yield to others to fulfill the

patient’s dental care needs.

ConcLusIoN

Before hiring an individual,
employers need to know who
they are and the types of charac-
teristics they possess. You can
succeed, and following these
guidelines can open many
doors—not only to hiring an
ideal employee—but also toward
retaining individuals who fit
these  important  qualities.

Someone who fits these charac-
teristics will have the shine and
luster of a pearl, and you should
value such an employee as a

jewel. O
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