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‘ve often

mentioned
that poor and
marginal em-
ployees are the
single biggest
efficiency
killer in most
medical prac-
tices. And it’s far from a rare problem.

I get a lot of questions about poor em-
ployee performance—what constitutes it,
how to deal with it, the steps one can take
to minimize it. Very often, the best reme-
dy is to prevent it entirely by hiring top-
flight employees to begin with.

Good hiring techniques are yet another
in a long line of basic business skills never
taught to the vast majority of physicians.

Martin Yate, in “Hiring the Best” (Avon,
Mass.: Adams Media Corp., 1997), lists the
common mistakes that often result in a
“bad hire.”

They include poor analysis of job func-
tions, resulting in a cloudy vision of what
the job entails and an incomplete (or
nonexistent)
written job de-
scription; inad-
equate initial
screening  of
prospective em-
ployees; inade-
quate  assess-
ment of the
prospective em-
ployee’s person-
ality, resulting
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about marriage or
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applicant has
ever gone hy
another name for
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skills; poor in-
terviewing technique; superficial (or
nonexistent) checking of references; and
overselling of expectations regarding fi-
nancial compensation and potential career
advancement.

Therefore, Mr. Yate recommends,
when a job vacancy occurs in your office,
first reevaluate your written job descrip-
tion for that position. Does it meet your
office’s needs? Does it describe, accu-
rately and in detail, exactly what you ex-
pect from the employee you will hire to
perform that job? If not, revise it before
you do anything else.

A good job description lists the major
responsibilities of the position, with the
relative importance of each duty and the
critical knowledge, skills, and education
level that are necessary to perform each
function.

Once you have clearly defined the po-
sition you have available, take the time to
find the best possible match for it. My
longtime friend Jim Del Rosso, M.D.,,
speaking at a practice management meet-
ing last month, outlined the most im-
portant considerations (and the most
common mistakes to avoid): Know what
you are looking for, carefully screen your
candidates, and avoid lowering your ex-
pectations—resist the temptation to set-
tle for a marginal candidate or to hire
someone you vaguely “like” and then
try to mold the job to that person.
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Hiring Guidelines

As Jim pointed out, the natural tenden-
cy is to “wing it"—to hire the candidate
you have the “best feeling” about. Don't!

As every physician knows, hunches are
no substitute for hard data. Know your
job description and hiring criteria, care-
fully review resumes, check references,
and conduct thorough but efficient in-
terviews.

Be alert for resume red flags: significant
time gaps between jobs; positions at com-

panies no longer in business, or otherwise
impossible to verify; job titles that don't
make sense, given the applicant’s history
and qualifications.

Background checks are a dicey subject,
but publicly available information can be
found easily on Web sites such as
knowx.com. (As always, I have no finan-
cial interest in any enterprise discussed in
this column.)

Make sure applicants know you will be
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verifying facts in their resumes, and get
their consent to do so.

Too many physicians skip the essential
step of calling references. You'd be amazed
what some old bosses really think of em-
ployees they write of so glowingly in their
letters of recommendation.

Interviews often get short shrift as well.
As Jim Del Rosso said, “The importance
of quality interviewing cannot be overem-
phasized.”

Important Treatment Considerations

The long-term goal is clear

Help your psoriasis patients get there with RAPTIVA

* RAPTIVA is a long-term therapy option with a proven safety profile
A

- » RAPTIVA can provide significant improvement sustained o'\'lem

RAPTIVA® [efalizumabl] is indicated for the treatment of adult patients (18 years or older)
with chronic moderate to severe plaque psoriasis who are candidates for systemic
therapy or phototherapy.

- "‘ . ’,’,’v’

The most serious adverse reactions observed during treatment with RAPTIVA were serious
infections, malignancies, thrombocytopenia, hemolytic anemia, arthritis events, and psoriasis
worsening and variants. Serious infections and immune-mediated thrombocytopenia have
been reported during post-marketing surveillance. Physicians should follow patients for signs
and symptoms of thrombocytopenia; platelet monitoring is recommended. Acellular, live,
and live-attenuated vaccines should not be administered during RAPTIVA treatment.

Female patients should also be advised to notify their physicians if they become
pregnant while taking RAPTIVA (or within 6 weeks of discontinuing RAPTIVA)
and be advised of the existence of and encouraged to enroll in the RAPTIVA
Pregnancy Registry by calling 1-877-RAPTIVA (1-877-727-8482).

Please see accompanying Brief Summary of Prescribing Information.

To start your patients on RAPTIVA, contact your Genentech Field-based

Genentech Clinical Specialist. Or.visit www.raptiva.com, or call 1-877-RAPTIVA.
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“There is no such thing as a casual in-
terview,” he added. “But it should be re-
laxed.”

Most of us tend to talk too much dur-
ing an interview, when it is the candidate
who should be talking. Jim suggests the “2-
to-1 rule”: Listen twice as much as you
talk. “Didn’t your mother tell you,” he
asked, “why we have two ears and only
one mouth?”

Important interview topics include ed-
ucational background, skills, relevant ex-
perience and training, and unrelated job
history.

By law, some questions are forbidden
during an employment interview. You

cannot ask an applicant’s age or date of
birth. You cannot ask about gender,
creed, color, religion, or national origin.

The subject of disabilities is a no-no, as
is marital status, date or type of military
discharge, number of children (or who
cares for them), addiction history, citi-
zenship, arrest record, psychiatric history,
past absenteeism due to illness, or
whether workmen’s compensation has
ever been collected.

There are, however, acceptable alter-
natives to some of these questions. You
can’t ask about marriage or maiden
names, for example, but you can ask if an
applicant has ever gone by another name

for your background review. Instead of
asking about citizenship, ask if applicants
are legally authorized to work in the
United States.

You can’t ask if someone is disabled,
but it is permissible to ask if he or she
will be physically able to perform the
job’s essential functions. Past addictions
are off-limits, but you do have a right to
know about current addictions to illegal
drugs.

Once you have made your decision, Jim
Del Rosso says, practice fairness, not fa-
voritism. Be objective, fair, and consis-
tent.

Reward achievers and challenge slack-
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ers, but once you have made performance
expectations clear, sit back and allow
everyone an equal opportunity to suc-
ceed.

“The best executive,” Theodore Roo-
sevelt once wrote, “is the one who has
sense enough to pick good people to do
what he [or she] wants done, and self-re-
straint enough to keep from meddling
with them while they do it.” ]

DR. EASTERN practices dermatology and
dermatologic surgery in Belleville, N.J. To
respond to this column, write Dr. Eastern at
our editorial offices or e-mail him at
sknews(@elsevier.com.
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