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Why the need for change?

- ACA

- Texas currently ranks #1 in number of uninsured residents.

- 33% of Texas adults are uninsured
* 4,886,100
* 17% of children age 0-17 are uninsured
« 1,247,300
« ACA Requires a pediatric comprehensive exam with hardware benefit.

- City of Dallas
+ 389,014 or 33.1% of its residents are uninsured.

- Total of 6,133,400 uninsured people in Texas



-
Profit

- Profit is not a four letter word

- Stop thinking like a doctor and start thinking like a
business person!

- Ways to increase profit
- Increase fees
- See more patients
- Sell more products and services
- Decreased costs
- Decrease mistakes
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Customer Service is Still #

- Make sure that the systems you put in place elevate your
service rather than making the process seem impersonal.

About Photos
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Cargo Eye Care of Las Colinas
Dr. Jonathan Cargo

485 Reviews

© cargoeyecare.com
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The 4 “S” of efficiency and patient flow

- Systems
- Scheduling
- Square footage

- Staffing



Systems

- EHR
oyefity {MCrystal
OfficeMate: Practice Managerment Software

MaximEyes'
Cloud Based Electronic Health Records
and Practice Management Software

compulink

- Clinical protocol

- Inventory management
- Billing/ Recall

- Accounting



-
System: EHR

- Electronic Health Records

- Revenue Cycle Management
- Patient Scheduling and Management

- Optical & Inventory Management



-
System: EHR

- Electronic Health records

- Prescriptions
- 1.0:
+ Writing a patient’s name and hand filling out a prescription on a pad.
+ Asking the patient what medications they are currently taking.
- 2.0: ERx
+ Sends patient information and insurance information electronically to the

pharmacy
 Allows you to access formulary information to avoid call backs

 Allows you to keep a list of favorites
* You can download the patient’s pharmacy history using the insurance on file



-
System: EHR

- Equipment Integration

1.0 2.0




-
System: EHR

- Revenue Cycle management, aka Billing

- 1.0
- Only participated with vision plans and sent claims via their website

- If you had a medical claim you might print off a HCFA and mail it and
cross your fingers?

- 2.0
- You participate with numerous medical, vision and third party payors
and develop systems to bill each

« Keeping an accurate database of fee schedules

+ Electronic billing
+ Clearinghouse scrubs the claims and then sends clean claims to payors.
* You can get same or next day denials to clean the claim

- Electronic remittance reports.
+ Auto posting



-
Systems: EHR

- Patient scheduling

- 1.0:
- Handwritten book at the front desk
- The optometrist sees two patients/ hour
- Patient fills out paperwork upon arrival

- 2.0.

- EHR allows team members to schedule appointments from anywhere in
the office

- Optometrist is optimized to see patients usually 6/ hour

- Patient Fills out paperwork electronically online and it is downloaded
into your EHR software.



Web Registration

Welcome

Welcome to the online registration center for Cargo Eye Care of Las Colinas. Kindly take the time to
complete the information to the best of your ability.

PREFERRED PROVIDER & OFFICE LOCATION

Office Location Cargo Eye Care of Las Colinas -
Preferred Provider No Preference -
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-
Systems: EHR

- Inventory management

- 1.0
+ No merchandising
- Use stickers with prices

- Optical manager makes
purchase based on hunches

+ No computers in optical

2.0: Bar Coded inventory with clear pricing
- Run reports that detail the history of each frame
- Sales
- Stale
- Pricing
- Optical manager can purchase and negotiate with frame suppliers based on data

- Vision web integration
visionj)jweb”

Streamline. Simplify. Succeed.”



Systems: Clinical Protocol

- Delegation
- 1.0

- Staff “works up” the patient by performing auto refraction and the air puff test.
- Seats the patient then heads for the front desk

- 20
- Clinical team members have already huddled with the optometrist for the day and knows how to customize each the
data collection for each patient
- Duties performed prior to the optometrist seeing the patient
* Chief complaint
Visual acuities with and without correction
Stereopsis
Color vision
Lensometry —in the lane
Auto refraction
| Care tonometry
Blood pressure
Height and weight
Topography
Specular Microscopy
Enter auto refraction into the phoropter
Optos
+ Dilation
- Diagnostic procedures will also be preformed as needed
+ Visual fields
* Fundus photography
- OCT
+  Pachymetry




Systems: Clinical Protocol

- Delegation

- 2.0

- Scribes
+ Essential to allow you to focus on the patients complaints

« Extra hands in the exam room
* Helping with children
* Instilling Stains/ drops
* Helps transition each patient to the next team member

» Patients perceive as better care



Systems: Inventory Management

- Contact lenses:

- 1.0
« Purchased inventories of preferred product
- Dispensed from inventory as available
- Held orders until the end of the day to get best shipping prices

- 2.0
+ No inventory necessary
- Supply chain in place to direct ship every patient

- Patient transaction and order occurs before the patient leaves the office
and the patient receives his order in 3 business days

609 ABB) CONCISE

The smart choice.



Systems: Inventory Management

- Lab work

- 1.0
- In office edging — Same day service
- Requires upfront capital and inventory of stock lenses

- Requires staffing to operate equipment
+ Shrinkage

- 2.0
- Lab supplied work
- Remote tracing
- Preservation of capital and staff costs
- Most vision plans now make it difficult for in office work.



Systems: Billing and Recall

- 1.0
- Patient filled out their own recall post card by hand
« Calls made only after they didn’t make their recall date

- Only vision plans are accepted so patients were never billed
+ Or Statements ran at the end of the month and mailed by hand

- 2.0
- Text messing for their pre-appointed visit from the prior year
® A
Websystem3 force Solutionreach.

Patient Messaging
- Electronic file is uploaded and bills are printed and mailed off site

o emdeon:



Systems: Accounting

- 1.0
- Optometrist worked hard and the bills got paid

- 2.0

- Optometrist uses Business and Management Academy Data to
make sure they are hitting their benchmarks.

- http://www.mba-ce.com
- Use EHR reports to set goals and keep the entire team accountable

- What's the most important number in the practice?

*Revue per patient



Systems: Accounting

- 1.0

- Paper checks are received and taken to the bank for deposit
- One credit card terminal at the front desk

- 2.0
- Most payers make reimbursements using Electronic Transfer of
Funds (ETF)
- Web based credit card terminals at every workstation with a swipe
card reader =

- Electronic Deposits

(JRANSACTION
EXFRESS




-
Scheduling

- 1.0

- Slow paced exams that drive optical sales to generate profit

- 2012 MBA median complete exams/ OD hour = 1.10
+ 99 percentile = 2.18

- Office closes for lunch

- 2.0

- Think like an Ophthalmologist

- Your profits are directly tied to how many patients you see.
+ See more patients!

- Most O.D.’s should comfortably be able to see 24 pt/day

- High performance O.D.’s should be able to see 35-40 pts/day
- Most problems occur due to lack of demand

+ Drive demand!



-
Scheduling

- 2.0

Consolidate your schedule

- Until your demand reaches your goals work on consolidating your schedule.

+ Block out time to work on your practice
* Visit PCP’s in the area
+ Create a marketing campaign
* Work on web presence.

Dynamic Scheduling

- Expand and contract your schedule based on demand and staffing
« Part Time help

» High Demand Days
* Pseudo Holidays
» Back to school, End of year benefits, Saturdays

Staggered shifts

- Allows for coverage during the lunch hours
Administrative days

- Make them part of the schedule.



-
Scheduling

- The Golden Hour:

- Patient have an expectation to be finished with their visit in 1 hour
- After about 45 minutes they are already ready to leave.

- If you exceed the Golden Hour then:

- Optical sales down
- 2" pair sales down

- Contact lens sales down
- Referrals reduced
- Multiple family members on the same day
- What is your office “policy” (principle)?
- What about certain insurance?



Square footage

- MBA

- Median practice size 2850 sq/ft
- Median revenue/sqft: $357
- 3.6 refracting lanes- great variation
- Large practices generate more revenue per unit of space by seeing

more patients, earning more from each patient seen, and more
efficient space utilization.

- Patient traffic and revenue are able to grow substantially in many
practices with no addition to office space, yielding large economies
of scale.

- Occupancy cost ratios tend to decline as practice size increases.



1,000

Overall MBA Median:

Gross Revenue per Square Foot
by Practice Size

2.27 Square feet per $1,000 gross revenue
1 Refraction room per 1,000 square feet

|
$356 $581

Office Square Feet

3,000

! 1 1 1 | ]
$698 $823 §947 $1,106 $1,300 §$1,532 $1,852 $2,950

Annual Gross Revenue ($000)




Square footage

- Minimums for efficacy

- Private personal office space for Optometrist
- Allows you to function of the CEO of your business
- Create business plans
- May consider it as a consultation space for venders

- Front desk with separate check in and check out positions
- Back office

- Verification of benefits
- Answering phones / scheduling appointments.

- 2 refracting lanes/ optometrist
- 3 is preferred for optimization of delegation
- Area for pre test/ diagnostic testing
- Optical using 25 -30% of sqft
- Lab for processing jobs
- Break room



-
Staffing

- 1.0

- Staff were responsible for one
position

- Little cross training
- Limited clinical delegation

- 2.0

- Team members responsible
for multiple position

- Cross training across all
departments
« Front Desk
- Clinical
« Optical
- Team members are

responsible for all clinical data
gathering.




-
Staffing

- How much staff do | need

- Mean revue produced per staff hour is $83

- Calculate Take total non OD payroll/ revenue produced

- Another number is to take your gross/$135,000 =1 FTE
- Ex. $600,000/$135,000 = 4.44 FTE

- Generally you should error on being over staffed than understaffed

- When do | need an associate optometrists?
- Generally each full time O.D. should generate ~$650,000



- Get the right people on
the bus and put them
In the right seats.

- Once you have the
right people then you
can know where to
drive the bus.



-
Staffing

- How do you get the right person?

- Hire for personality not position
- Value service skills over technical skills
Hire slowly

- This is a foundation of your company and generally about a $40K/year
expenditure.

« Don’t hire in a crisis.

« Multiple interviews
« Working interviews
* Lunch/dinner meeting with spouse

Invest in your staff

- AOA Certification program
Fire fast!

Exit interviews.



Questions?

Jonathan Cargo, OD
DrCargo@Cargoeyecare.com
Facebook.com/cargoeyecare




