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In this article, Shane Buntman points out that improving practice performance 
is no longer simply a numbers game. Shifting the business focus to people,  
he says, will be more important than ever in a post-COVID world.

Improving practice 
performance:  
numbers vs. people

A
sk most business owners 
about improving performance 
and they’ll often start talking 

numbers: revenue, patient numbers, 
profitability, cancellations. Peter Drucker, 
a business management guru, famously 
said, “If you can’t measure it, you can’t 
improve it.” And while improving these 
measurables remains ever relevant, 
these metrics miss one of the most 
important factors in any business that 
isn’t quite so easy to quantify – people.

Shifting the focus from numbers to 
people in business is a real game changer. 
The current circumstances surrounding 
COVID – rolling lockdowns, constant 
rescheduling and treatments limited to 
urgent patients – have made numbers 
and reporting fairly redundant for many 
businesses, particularly in major cities. 
This makes it the perfect time to think 
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about people so that we can be in a much 
stronger position to rebuild our businesses 
and thrive once things get back to normal.

It is, no doubt, a challenging time 
for small business. But it is worth 
noting that most of the issues we are 
currently faced with are completely 
out of our hands. All we can really do 
right now is play our part in keeping 
people safe, no matter how frustrating 
it may be from a business perspective. 

Changing the mindset from numbers 
to people might require some rewiring, 
particularly if your business brain is used 
to thinking about people as number-
generating machines. Remember that 
all your employees are real people, with 
real emotions, desires and struggles. 
Connecting with your people on this 
level will make a big difference to their 
level of engagement in your business.

 
LAG MEASUREMENTS VS.  
LEAD MEASUREMENTS
Traditional business numbers (revenue, 
patients, cancellations, etc.) are called 
lag measurements. They look back in 
time to see whether an intended result 
was achieved. As we shift our focus 
to people, we’ll need to consider lead 
measurements, which look forward 
at future outcomes and events.

Both of these measurements are useful 
for improving practice performance, 
but this article concentrates on some 
lead measurements that can help 
improve your employee engagement.

INSTIGATING POSITIVE CHANGE
The simplest example of a lag 
measurement from a business point of 
view is revenue. This tells us something Basic process for improving long-term employee retention and engagement 
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“It’s up to the business owner to use 
clever lead measurements to steer the 
business in the right direction so that it 
can achieve healthy lag measurements”

about what has already happened in the 
business over a period of time. In order to 
realise an increase in revenue, we need to 
look for ways to coach our team around a 
lead measurement that serves this goal. 
This might be something like patient 
satisfaction – because satisfied patients are 
more likely to provide the business with 
word-of-mouth referrals that lead to an 
increase in patients and higher revenue. So 
in order to improve the lead measurement 
of patient satisfaction, we might 
coach our team on completing patient 
management plans, delivering patient 
care calls and making return bookings.

It’s up to the business owner to use 
clever lead measurements to steer the 
business in the right direction so that it can 
achieve healthy lag measurements. Getting 
completely lost in lag measurements 
(like profit, revenue, retention, rebooking 
percentage, cancellations, DNAs, 
dollars per hour rate) is like constantly 
looking in the rear-view mirror.

A simple way to start is to identify 
a few key lead measurements, create 
strategies around them, coach your 
team and then monitor these actions. 
This can have a big impact on your 
business performance. A few key lead 
measurements are discussed below.

Patient satisfaction
    Use something like the Net Promoter 

Score (NPS). There are several apps 
that can automatically send this out to 
patients after a consultation; 

    Ideally, a high NPS results in an increase 
in patient visits and potential increase in 
word-of-mouth referrals;

    Key actions your team can take include 
completing new patient management 
plans, delivering new patient care calls, 
making return bookings and performing 
weekly patient follow-ups.

Employee satisfaction
    Use an internal employee survey.  

A more satisfied team leads to increased 
retention, busier patient lists and a host 
of other positive outcomes;

    Ideally, a 70% or more retention over 
two or more years (depending on size 
of team) will result in an increase in 
patient numbers;

    Key actions you can take are regular 
in-house professional development, 
individual coaching, aligning goals to 
future desires, social events, helping 

people feel like they are contributing to 
a greater purpose.

Community engagement
    Community engagement is essential 

for building the brand of your business 
and its people in the industry and 
community. Coach your team and 
measure how often they engage with 
the community, referrers, corporate 
business partners, and so on; 

    Ideally, community engagement should 
result in an increase in new patients 
via multiple referral sources including 
word of mouth, business partner 
referrals and corporate partnerships. 
This will mean you have to rely less on 
things like search engine optimisation 
(SEO) and traditional marketing;

    Key actions your team can take include 
presentations, phone calls, face-to-face 
catch-ups, asking patients to connect 
you with corporate health and wellbeing 
teams, sporting clubs, and so on.

Clinical excellence
    Ideally, your culture will create an 

environment where people naturally 
set high standards for themselves. 
Involve your team in professional 
development and coaching. Set a 
standard for your business in this 
area and then monitor and measure 
it. If done well, striving for clinical 

excellence will lead to better clinical 
outcomes, improve patient retention 
and increase referrals of new patients;

    Ultimately, the aim is to achieve 
better clinical outcomes for patients 
in the long-term, improved patient 
retention, increased new patient 
referrals and improved brand 
awareness in the community;

    Key actions your team can take 
are regular in-house and external 
professional development, individual 
coaching, weekly patient reflection, 
specialising in areas of interest, taking 
a team approach to patients, provide 
more in-house referrals, and build 
an excellent referral network.

SUMMARY
If you can support, coach, guide, challenge 
and grow your people, your business 
will thrive and flourish. While the effect 
that this global pandemic has had on 
small business cannot be overstated, 
it has provided us with a valuable 
opportunity to switch our attention 
from the numbers game to our business’s 
greatest commodity: its people.

By fostering great people with the 
motivation to create long-term success 
for themselves, their teammates 
and the organisation, you will have 
created the ideal environment 
for a successful business.  

Metrics vs. actions – an analogy
Let’s start with the analogy of 
someone trying to lose weight. The 
lag measurement here would be the 
number of kilograms lost, while lead 
measurements might include things 
like the number of times per week 
they exercise, the type of exercise, or 
their diet. We could improve the lead 
measurement by monitoring how often 
they exercise, encouraging a healthy 
diet, and, crucially, identifying any 

roadblocks that might be preventing 
them from exercising or eating well. 
Rather than simply focusing on  
how many kilograms they have lost at 
the end of the month (lag measurement), 
our aim is to target the actions that 
lead to a good outcome for the lag 
measurement. Simply monitoring the 
lag measurement does not provide any 
information about what behaviours 
will lead to the intended outcome.




