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Employee Hiring, Evaluation and Termination

No oral and maxillofacial
surgeon can go it alone. The
team you build to support

your work will be an invaluable
resource and could be the difference
between success and failure. Yet, if
there is one aspect of running a
business that most doctors are
unprepared for, it is finding, keeping
and terminating employees.

Establishing well-defined policies
early on will help you avoid the
practice disruptions and legal snares
that can result from poor
employment practices. This will serve
you well in assembling your initial
staff. Over the long-term, effective
employment policies will help you
weather the staff resignations and
problem employees that can crop up
at any time.

Hiring Staff
An inept, unmotivated or uncaring
staff person can jeopardize patient
care. Thus, it is both your
professional and legal responsibility
to hire competent and conscientious
staff. A well-planned hiring strategy
consists of these key steps:

1. Tap multiple sources to
find the best candidates

Think broadly in your search for
staff. Classified advertisements in the
newspaper are not your only option.
Local dental and nursing schools,
hospitals, community colleges, church
or community bulletin boards all
represent potential recruiting spots.

State OMS societies and other dental
groups also can be good sources.

Be wary of hiring away another
doctor’s staff member. To avoid
stepping on toes, wait for such
potential candidates to contact you
first to express interest. You also
should think twice before hiring your
own relatives or those of current
staff. Morale problems and even
embezzlement schemes often are
rooted in such nepotism.

2. Pre-screen the applicants
Start by weeding out the resumes of
those who are clearly unqualified. To
narrow the field further, you may
want to consider the quality of the
cover letter and question any
unjustified gaps in employment of
three months or more.

3. Interview
An employment application form and
prepared list of open-ended questions
will help you standardize the
interview process and make
comparisons among applicants easier.
Sample forms are available from a
number of employment law websites.

Remember that all information
sought during the interview should be
job-related. Stay away from questions
about the individual’s religion, age,
marital status, children, ethnicity,
prior workers’ compensation claims
or disabilities. They can put you at
risk for employment discrimination
charges. Questions regarding physical
requirements should focus exclusively

on what is needed to perform the job.
If the candidate has a known
disability, consult with your attorney
to ensure you are in compliance with
the Americans with Disabilities Act.

Offer candidates a chance to ask
questions and to tour the office. This
can provide additional information
about the individual’s demeanor and
familiarity with office equipment.

4. Check references
References’ voice inflection and
overall tone can be as telling as their
answers. Many past employers are
reluctant to provide more than the
dates of employment for fear of being
sued. One key question, though, that
can sum it up: “Would you rehire this
person?” Have prospective employees
sign a written consent for you to
obtain information about their prior
work history.

5. Negotiate the details
and make the offer

Save salary discussions until the end
and make pay negotiable based on
the candidate’s experience level.
Previous pay can serve as a guideline,
and survey data from professional
societies can help you determine the
current going rate.

Determine up front what other
items are negotiable, such as work
hours, job duties and starting date.

Once you and the candidate reach
an agreement, make an offer detailing
the salary and benefit structure as
well as the work schedule and start
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date. Ensure you are in compliance
with required employment documen-
tation, including proof of employment
eligibility, tax withholding forms and
social security identification.

Evaluating Staff
Once you’ve assembled your staff
members, regular employee
evaluations can go a long way toward
helping you keep them. Performance
appraisals help boost productivity
and morale. They provide you with a
tool to teach, support and obtain
desired job performance. Lack of a
formalized appraisal system can cause
stress for both you and your
employees.

It is up to you to decide how
frequently to conduct employee
reviews. Some offices do them
annually, some quarterly. Others may
give them only “as needed.”
Inexperienced employees may need
more frequent discussions. Yet regular
appraisals also serve to keep long-
term employees from becoming
complacent.

Limit the actual discussion to no
more than one hour. In that time,
there are six key things you should
aim to provide:
■ Feedback
■ Recognition
■ Communication
■ Support
■ Disciplinary action if necessary
■ Documentation of performance

In most cases, performance
appraisals are personal time between
you and your employees. But in this
day of litigation, you may want to
have another person as a witness to
take notes and construct the formal
document. You, the employee and the
witness should then sign the
document to make it a valid part of
the employee’s file.

There is much to be gained from
performance reviews if you do them
right. Follow these few do’s and
don’ts to make your appraisals as
productive as possible.

Evaluating Do’s and Don’ts
DO
■ First ask the employee to evaluate

his or her own performance
■ Start and end the discussion by

being positive
■ Focus on actions and behaviors
■ Give specific examples and

suggestions
■ Offer constructive criticism when

necessary

DON’T
■ Compare employees
■ Focus on personal traits
■ Use a patronizing or accusatory

tone
■ Be vague
■ Forget to celebrate

accomplishments

Terminating Staff
Sound hiring practices and regular
reviews can help you run a successful
team and minimize problem
employees. When an employee’s
performance begins to falter, however,
you must take decisive steps.

For employees that can be
salvaged, written warnings and
probationary periods can help get
them back on track. Document
employee shortcomings and any
counseling provided. These steps are
critical in defending wrongful
discharge suits or unemployment
claims in case termination becomes
inevitable.

Once there is no longer hope of
correcting the situation, do not
procrastinate. Many doctors endure
years of unnecessary stress because
they are hesitant to pull the trigger
and fire an employee.

The process need not be
complicated. Choose a private
environment away from other
employees. Have another person in
the room, preferably a senior staff
person or manager, to serve as a
witness and to document the
discussion.

Script exactly what you plan to say
in advance. This is no time to ad lib.
Simply state that the employment
relationship is not working. Do not
insult the employee. Instead,
underscore that the employee is a
“fine person” but not a “good fit”
for the practice. Do not provide
specifics. That only opens the door
for argument or comparisons to other
employees.

TIP: Make a clean break. Avoid
firing an employee with two weeks’
notice. Have a replacement lined up
and ready to step right in. Even if this
seems cold, be sure to collect any
keys, credit cards or other practice
belongings immediately.

In some cases, it may be
appropriate to allow the employee a
choice of resigning with severance
benefits or being terminated without
benefits. You can even enter the
interview with two pre-drafted letters
covering these options.

As long as proper channels are
followed, it is acceptable to have a
manager or attorney do the actual
firing. Certainly have your attorney
present if you suspect a chance of
legal problems or retribution.

Employee Retention
and Motivation
It takes planning and patience to
assemble a high-quality team. It takes
even more to keep it. Ultimately, staff
retention is just as important to the
success of your practice as hiring the
right people in the first place.

Turnover is costly, both financially
and emotionally. Even if you are able
to find suitable replacements, it is
expensive and time-consuming to hire
and train them. In fact, the cost of
replacing a staff member often equals
or even tops that person’s annual
salary.

At the same time, an unstable staff
can undermine your referral
relationships. These relationships
require trust and confidence, which
only can be developed through
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positive experiences over time. That’s
why staff longevity is a prime feature
of the most successful OMS practices.

Attack potential turnover on three
fronts. Understand what truly
motivates your staff. Empower them.
And reward exceptional performance.

Empower Your Team
To allow employees to feel “in” on
things, allow them access to vital
business information. Share
information on such things as
monthly production, collections and
expenses. They need that insight to
help you identify areas that need
improvement and ways to strengthen
the practice.

Certain information, like doctors’
and staff salaries, should remain
private. Yet rolled into total expenses,
such information provides a reference
point to help employees understand
how much it takes each day just to
cover the practice’s overhead.

Team members may need some
coaching to fully understand these
data. Clinical staff, for instance, may
be unfamiliar with profit and loss
statements. Figure out creative and
interesting ways to train staff in
understanding the business side of the
practice.

Once you’ve opened up the books,
work with your staff to set specific
business goals for the practice. This
gives the staff some ownership of the
process—and heightens the likelihood
that the goals will be achieved.

Employees also thrive when they
are given some control over their
specific areas of responsibility.
Allowing them a say in such things as
benefits, dress codes and other office
policies can significantly boost
morale.

Motivate Your Team
Your energetic, enthusiastic leadership
is the first ingredient necessary for
long-term staff retention. Do not
expect your staff to remain excited
about the practice if you’re not.

Nurture both their professional
development and teamwork.
Attendance at an educational seminar
can prove rejuvenating for employees.
It breaks the routine and allows them
to keep up with advances in their
areas of expertise. Special events
away from the office can boost
teamwork. Family picnics, holiday
dinners or outings to sporting events
are all opportunities to strengthen
relationships among your staff.

Do not mistakenly believe your
employees are motivated by money
alone. Surveys show salary actually
rather low on employees’ job “wish
lists.” Four things cited before “good
wages” include: appreciation, feeling
“in” on things, an understanding
attitude and job security.

There is an important message
here. Keeping staff motivated can be
very simple, and inexpensive. A heart-
felt compliment or thank you, for
instance, often goes a lot further than
mere dollars. Employers often
overlook the 99 good things a staff
member accomplishes in a day, while
jumping on that one bad thing.
Instead, express appreciation to your
staff daily.

This issue of Practice Management
Notes was excerpted  from Chapter 3,
Personnel and Office Administration,
of the new AAOMS Practice
Management Manual: A Guide to
Managing the OMS Office. The
manual is available from AAOMS
Publications at 800/366-6725, or
through the AAOMS e-store at
www.aaoms.org
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● Health Insurance Portability and
Accountability Act (HIPAA) Patient
Privacy Plan
Make sure your practice is compliant with the HIPAA patient
privacy and confidentiality regulations. The HIPAA Patient
Privacy Plan identifies the elements your practice should
implement related to patient records and medical claims, 
and provides a basic outline of the necessary policies and
procedures. Personalize your office forms with the disk
included in the manual. Also includes PowerPoint® training
seminar on CD-ROM and a registration postcard to receive free
mailings on changes to applicable regulations.

Member: $285
Nonmember: $570
Institution: $855
Order Code: HIPAA

● Medical Practice Personnel Policy
Manual
Let your employees know exactly where your practice stands
on important workplace issues and what is expected of them
as staff members. The Medical Practice Personnel Policy
Manual provides clear and concise content and a disk, so
material can be adapted for your practice’s manual. Includes a
registration postcard to receive free mailings on changes to
applicable regulations.

Member: $185
Nonmember: $555
Institution: $370
Order Code: MPP

● Model Medical Practice
Medicare/Payor Fraud and Abuse
Compliance Plan
Your practice can’t afford NOT to draw up an effective
compliance plan. Make sure you have all the basics covered
with the Model Medical Practice Medicare/Payor Fraud and
Abuse Compliance Plan, fully customizable to your practice
with the disk included. Also includes a registration postcard to
receive free mailings on changes to applicable regulations.

Member: $320
Nonmember: $960
Institution: $640
Order Code: COMP

● Model Exposure Control Plan – OSHA
Keep your employees safe and informed about exposure 
to medical waste and the proper steps for protection and
disposal. The Model Exposure Control Plan provides a
comprehensive guide to meeting OSHA requirements in an
OMS practice. Includes a registration postcard to receive free
mailings on changes to applicable regulations.

Member: $245
Nonmember: $735
Institution: $490
Order Code: OSHA

TO ORDER, CALL 800/366-6725 OR 770/442-8633 FAX 770/442-9742 OR ORDER ONLINE WWW.AAOMS.ORG

HIPAA and OSHA and Medicare—Oh My!

The AAOMS
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Will Guide You
Down the
Regulatory Road!
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