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INTERACTIVE FORMAT

MORNING

• Review most commonly pitfalls that new dentists encounter with their staff

• Discuss answer/strategies for how to address these issues and chart your own 
path

• Time for Q&A for any specific questions not already discussed
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TOPICS WE WILL COVER…
• Assimilating into an existing practice

• Staffing

• Change Management and Boundaries

• Discipline and Termination

• Your Burning Questions
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ASSIMILATING INTO AN EXISTING 
PRACTICE - OVERVIEW

• Earning the trust and respect of your (new) team

• Learning the current culture

• Transitioning from ‘associate’ to ‘owner’
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EARNING RESPECT 

• What do you respect about those you work with?

– Respect for their position (Positional Authority)

– Respect for them as an individual (Influential Authority)

– Respect for the knowledge and experience they have (Influential Authority)

You have to earn 2 out of the 3!
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BANKING 101 (ALSO CALLED SOCIAL 
CAPITAL)
Trust and respect build slowly over time…like a bank account balance

• DEPOSITS = actions and words align with thoughts and beliefs, open communication

• WITHDRAWALS = inconsistency, lack of transparency

The bigger your bank account balance, the more influence you have, the more people 
will assume positive intent when you do or say something.  FILL THE GAPS WITH 
TRUST.
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GAINING INFLUENCE

• Gain influence through:
– Consistency

– Sharing of information

– Accountability

– Humility

– Addressing issues and problems

– Understanding and using authority appropriately

– Respectful communication
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LEARN ABOUT EMPLOYEES AND THEIR 
JOBS
• One-on-one meetings

– Get to know them as a person

– Get to know their perspective about the work they do (likes, dislikes, rewards, roadblocks, etc.)

– Get to know the office culture from their perspective

– Get to know their strengths, weaknesses and overall personality (review their personnel files)

• Job shadowing

– What systems are currently in place for scheduling, confirmations, check-out/financial arrangements, 
billing, safety, room setup/tear down, etc.

– Who does what

– Which processes are documented and which ones are not
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TRANSITIONING TO OWNER
• PATIENCE…

• You teach people how to treat you

• Give respect if you want to receive it

• Stay true to what you value 

• Be clear about what you want the practice to achieve – what your vision is

• Outline a few key priorities that you want all staff to focus on to start moving you in the 
direction you want to go

• Decide who is ‘on the team’ – Be clear about expectations, pay, benefits, job duties, schedules

– Employee handbook

– New employment application

• Change requires and understanding of peoples’ fears, a willingness to help them work through 
those fears and constant communication so they know what to expect next – all of this takes 
TIME
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STAFFING - OVERVIEW

• Hiring new staff

• Evaluating current staff

• Managing personality and age issues
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STAFFING
• Know what you are hiring for (job duties, personality, reliability, tech-savvy, prior 

experience?)

• Thorough Interviews
– Consider a phone screening first

– THEN onsite interview (with employment application)

– FINALLY a job shadow/working interview if applicable

• Job-related testing
– Skill based

– Drug testing

– Background/reference checks

• Importance of orienting and training employees 

• Need to effectively manage
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INTERVIEW QUESTIONS

• Three types of questions
– Fact specific questions - provide insight into the applicant’s history, 

experience, and skills

– Open-ended questions - determine an applicant’s behavior, personality, and 
work ethic

– Scenario questions - provide insight into the applicant’s problem solving 
skills, thought process, communication skills 
• What would you do? vs. What have you done?  

• More realistic and provides insight to actual events and how they were handled.  
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FACT SPECIFIC QUESTIONS

• Dissecting the candidate
– Have you ever been spoken to or disciplined regarding performance, 

behavior or attendance?

– Do you have reliable transportation?

– Tell me what you know about [insert knowledge-based question here using 
job description as a guide]

– Talk to me about your experience doing [insert essential function of job 
using job description as a guide]
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OPEN-ENDED QUESTIONS

• How do you feel when you make a mistake?

• What do you do when you are not busy?

• What do you expect from your boss?

• What did you dislike about your last job?

• How would your current/previous boss describe your personality?

• What aspect of your personality gets in the way sometimes?
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SCENARIO QUESTIONS

• Describe a situation where you had to deal with an upset patient?

• Describe a situation where you had to work with someone you did 
not like?

– Ask to provide answers in the format of explaining:
• The past task or situation; 

• The actions/steps they specifically took or their role in the situation; and 

• The end result.
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QUESTIONS TO ASK EVERY APPLICANT

• Have you ever been spoken to or disciplined for your performance, behavior 
or attendance?  If yes, tell me about it.

• How do you deal with conflicts you experience with co-workers?

• What are your professional goals?  What is important to you in a job?  Why 
this job?

• What do you do for fun?
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QUESTIONS TO AVOID

Do NOT ask questions that are related to any protected 
classification

– Federal Law – Race, color, sex, religion, national origin, age (over 40), 
pregnancy, veteran status, disability, genetic information

– State Law – Federal Protections + Height, weight, marital status, familial 
status, age (all ages)  
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QUESTIONS TO AVOID

• Age - What year did you graduate?

• Marital Status - What does your husband/wife do?

• Gender - Do you have your child care issues addressed?

• Gender – Being the only man in the office, how would you handle working 
with a group of all women?

• National Origin -You have an interesting accent, where are you from?
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“PRE-EMPLOYMENT INQUIRY GUIDE”

Use the Department of Civil Rights’ “Pre-employment Inquiry Guide” to 
understand illegal questions.  The website is:

• https://www.michigan.gov/documents/mdcr/Preemploymentguide62012_38840
3_7.pdf?20130923084647
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EVALUATING CURRENT STAFF

Ongoing feedback is more important than a formalized performance evaluation

• Monthly or quarterly check-in’s (one-on-one) to discuss issues related to 
performance, behavior and adherence to work rules and policies

– What’s going well?

– Where are you struggling?

– What progress has been made on the things we discussed last time?

– What do I/you want to focus on in the next few months?

– How can I help?
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PERSONALITY TYPES

Different strokes for different folks:

• High Dominance (D): Direct, results-oriented, firm, forceful -
focuses on getting the work done. 

• High Influence (I): Energetic, optimistic, social – focuses on who
they work with and how we feel while we’re getting the work done.

• High Steadiness (S): Stable, accommodating, friendly – focuses on 
the why behind the work getting done . 

• High Conscientiousness (C): Analytical, systematic, accuracy and 
order – focuses on how we get the work done.  
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PERSONALITY MIX KEYS

Every personality type is scared of 
FAILURE at some level:

• High Dominance – fearful of loss of control, appearing vulnerable or 
being taken advantage of 

• High Influence – fearful of social rejection, disapproval or being ignored

• High Steadiness – fearful of loss of stability, change, or offending others

• High Conscientiousness – fearful of criticism or being wrong
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THE AGE-OLD QUESTION

• How do I effectively manage…
– Employees who are significantly older than me?

– Employees with more experience in this office (with these patients) than I 
have?

– Employees who need to retire because they are no longer effective but 
they aren’t ready to go yet?
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CHANGE MANAGEMENT & 
BOUNDARIES - OVERVIEW

• Establishing clear expectations

• Ongoing, transparent communication strategies

• Investing in resources

• Holding staff accountable

• Dealing with ‘nay-sayers’
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VIRTUOUS CIRCLES
Transparency and open 

communication

Reliable facts replace faulty 
assumptions and negative 

perceptions

Employees trust and 
respect their leaders

People are happy and 
emotionally strong at work

Positive people are resilient 
and flexible; making it easier 

for them to adapt to and 
accept change

It is human nature for happy, satisfied people to see the bright side of things.
25

DEVELOP A CLEAR VISION AND 
PRIORITY LIST

• Progress is a strong motivator, so give staff clear and attainable goals to hit and 
celebrate the victories!

• Change is hard, so providing intermittent steps and resources (additional time, 
more training, etc.) will make it less overwhelming

• When possible, invite staff to be a part of the solution…you make the final call 
though
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ACCOUNTABILITY

• Employees need to know what you expect from them (and by when)
– The first time they fail, assume it’s YOU (clarify expectations)

– The second time they fail, assume it’s US (coaching with notes)

– The third time they fail, assume it’s THEM (corrective action with consequences for future 
failure – documented in file)

• It will ALWAYS be your job to follow up and follow through on action items

• REMEMBER – everyone is watching how you handle the situation
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DEALING WITH ‘NAYSAYERS’

• Enemies into Allies – Get the key influencers in your practice on your side BEFORE you roll out a 
new policy, process, etc.  Get their input and feedback FIRST so they can support you when you get 
to implementation.

• Active Listening – Let them ‘get it out’.  Don’t defend.  Don’t problem-solve.  Just LISTEN.

• Seek to Understand – Ask questions to get at why they feel the way they feel.  Is there any validity 
to what they have to say?  

• Solution-Focused - Ask about solutions they are bringing to the table.  Complaining about an issue 
without a solution is not productive.  THEN – offer up your rationale for wanting to make a 
change…what goals are you trying to reach?  What do you want the end result to be?

• Hold Firm – if employees are inappropriately or unprofessionally pushing boundaries then you need 
to be willing to address it in a direct manner and hold them accountable to your expectations.  
REMEMBER – EVERYONE IS WATCHING.
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DISCIPLINE AND TERMINATION

• Performance issues – ability vs. behavior

• Coaching vs. corrective action

• Discipline and documentation

• Termination
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COMMON MANAGEMENT MISTAKES

1. Ignoring unacceptable behavior until it can no longer be ignored

2. Over-reacting

3. Reacting too quickly

4. Reacting too slowly

5. Inconsistent enforcement of rules/policies

6. Treating all employees the same

7. Failing to engage in active listening
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ABILITY VS. BEHAVIOR

ABILITY: Unable to meet performance expectations (Competency)
– Focus on training and development

– Give them more opportunity to improve

BEHAVIOR: Unwilling to meet performance expectations – this is a CHOICE 
(Commitment)

– Focus on consequences

– Give them limited timeframes for improvement
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THE IMPORTANCE OF COACHING
Have a conversation with the employee

– Bring your concern to the employee’s attention.

– Try to get the employee to be accountable for his performance and then responsible
for change.

If met with resistance:

Ask the following three questions (in order) – until you get the right answer:

• What did you gain from this behavior?

• What did you lose from this behavior?

• What do you do now?

• Document these meetings

• Set expectations for future behavior/performance
• Establish timeframes and consequences (that you will realistically implement)
• If this does not work, start the disciplinary process
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DO’S AND DON’TS OF CORRECTIVE 
ACTION

DO

• Be direct and candid

• Focus on the problematic behavior or 
performance

• Document the conversation

• Provide specifics as to the corrective 
action

• LISTEN

• Repeat your talking points

DON’T

• Make it personal

• Avoid the negative

• Make comparisons with other employees

• Equivocate

• Ignore what the employee says

• Review emails, texts, take phone calls
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MANAGING COMMON RESPONSES

DENIAL – “I didn’t do it.”

• Response:  “I saw/heard/it was reported that…The purpose of this meeting is to make 
you aware it is unacceptable and it shouldn’t happen again.”

DEFLECTION – “XX did the same thing last week and nothing happened to her!”

• Response:  “I am talking about your actions right now.  We need to talk about how you 
are behaving and what needs to change.”

AVOIDANCE – “Nobody told me about that rule.”

• Response:  “I understand.  Now that you know, you’ll be expected to follow this rule.”

ACCEPTANCE – “You are right.  I shouldn’t have done that.”

• Response:  “I appreciate your honesty.”
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DOCUMENT, DOCUMENT, DOCUMENT

• Use appropriate language:

• Avoid general terms:

– Bad Attitude

– Poor Work Ethics

– Poor Communication Skills

• Use specific examples that describe the bad attitude, poor work ethics, and 
poor communication skills
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WHEN TO TERMINATE AND HOW

When the decision has been made to terminate, HOW the termination is 
handled is crucial

• Develop a simple document that outlines:
– The problem(s)

– The past attempts to remedy

– The continued failures to improve

– The decision to terminate

• This may be an agenda or it may simply be a document for the file and for your 
reference

• This document is not for the employee
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WHEN TO TERMINATE AND HOW

• Put together a checklist of what needs to be said, done, and collected

• Who will say what? 

• You might address the employee

• Office Manager might address the employee and/or process the 
termination paperwork

– Severance agreements

– Provide benefit information

– Opportunity to vent
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WHEN TO TERMINATE AND HOW

• What has to be done and collected
– Collect keys, credit cards, cell phones, etc.

– Turn off access to computers, change security code

– Clean out desk, locker, etc. – who does this and when?
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WHAT DO I NEED TO DO TO MAKE SURE I 
AM IN COMPLIANCE WITH FEDERAL AND 
STATE REGULATIONS?

• Know the regulations
– Who is your HR expert?

• Stay on top of new regulations
– MDA Journal has monthly HR columns

– Sign up for free e-alerts from SHRM, your attorney or Miller Canfield

• Take the time to ensure implementation
– MDA offers templates for the most-used HR forms, checklists and 

notifications to aid with implementation 39

BACK TO YOU…

Questions from the Audience

40



3/16/2018

21

HOW DO I GET THE ANSWERS TO 
OTHER H.R. QUESTIONS?

Michigan Dental Association provides all members with discounted consultation 
services through HRM Services (1/2 hour FREE/mo.)

Jodi Schafer, SPHR, SHRM-SCP 

517/974-8033 

JodiSchafer@HRMServices.biz
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