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Believe it or not, not all good ideas that have the potential to revolutionize your office are going to come from you. If you think that you have to be the progenitor of every great concept or idea that happens in your office, then you may be fostering an environment of closed mindedness among your staff while creating more stress for yourself.  Being successful in podiatry is all about innovation while at the same time, avoiding stagnation. Success in medicine is about making visions reality, not a figment of passing thought.
Better ideas and more improved way of doing things can be elusive in a busy office.  Although every office manager wants to find a better and more efficient way, sometimes we often simply wait for a bolt of lightening.

Unlike Newton, ideas usually don’t fall from the sky.

Sitting around waiting for an inspired idea to hit us when we’re stuck on a difficult problem usually doesn’t work amid the pace of today’s medical office where there is constant pressure for us to perform and produce more work in less time.

Many businesses today are finally waking up to the importance initiating innovation as a natural part of business operation. Though innovation is usually associated with new products, a number of Fortune 50 firms have implemented corporate-wide initiatives that view innovation as going far beyond just simply new products, but more so new processes and activities through which increased efficiency and revenue can be born. 

With this in mind, something may qualify as innovation if it is “new” for you, even if it is not new for someone else. For example, one office’s adoption of a new process or solution from another medical office would qualify. Innovation then becomes the day-in, day-out attempt to improve performance not only by doing new things, but also by consistently attempting to do existing things better — by doing them differently in an intelligent way.

Igniting innovation in your organization 

Although you may not consider yourself a “manager” in your office, you, as the provider of care, still set the tone for everyone else when it comes to morale, attitude and vision. So as you set out to ignite innovation in your office, it may be helpful to evaluate just what type of manager you have you your office.  A referee boss or effective coach?  To find out, answer true or false to the comments below:

My employees learn more from navigating a task by themselves, so I stay out of their way. 

There is no time to meet with people before every task, so I wait for them to come to me for help. 

I always assign people tasks that I know they can handle without my assistance. 

I meet with people once, tell them how they should handle the task, and then let them handle it. They’ll come see me if they need more information. 

It’s better to let people make a mistake—they’ll never make the same one twice. 

I seldom solicit the thoughts and opinions of other staff. They were not hired to think, but to work.

If you marked “true” to any of these you are at risk of becoming — or may already be — a referee boss. You can become a more effective coach by proactively working with members of your team to identify challenging new tasks and helping them create a plan that will lead to a successful end result.

Sparking Innovation Requires a good “Coach”, and not a “Referee”

A Classic “Referee” Boss

I don’t watch the “The Apprentice” at all, but unless you live under a rock, you have certainly heard about Donald Trump’s popular show on television or at least seen the commercials. One of the things that I have noticed is that “the Donald”, aside from being rich, successful and obnoxious, is a classic “referee boss”.  

Every week in front of millions of people, Trump sits there in front of all these formerly successful businesswoman or businessman and belittles them for doing the slightest thing wrong, telling them “you’re fired!” Ouch.
According to a recent survey, more than half of the employees surveyed said their bosses are referees instead of coaches. Coaches help employees avoid mistakes and achieve success, whereas referee bosses wait for the mistakes to tell the employees what they should have done differently, thereby stifling innovation and 

The good news is that many leaders are waking up to the importance of being good coaches in order to achieve higher moral and better productivity through innovation.  So, how long will your staff survive “The Donald” as opposed to the coaching boss? This isn’t a trivial question. The most talented and capable people will choose a coach over a referee boss. Why? The saying “people don’t leave a job, they leave a boss” continues to be substantiated by research.

So, do have an open-door policy for open-mindedness? How are fledging ideas fostered? How are creative staff rewarded? If your office team isn’t currently utilizing its own creative potential how can you ignite innovation?

Just as constant creative practice is necessary for individuals to become higher quality thinkers, a working environment that supports and encourages innovation every day is necessary for realizing your organization’s creative potential. Here are several ideas you can use to begin.

Coaching for Employee Engagement

The value of effective coaching and leadership goes well beyond retention of talented employees; it also increases staff engagement and innovation. Engaged employees try harder, contribute more, speak positively about the organization, and stay longer. A growing body of research shows the impact of high levels of engagement on organizational performance.

High levels of employee engagement drive business performance. Unfortunately, many leaders don’t know how to increase engagement, something the results from numerous studies make clear. Here’s a sampling of what employees are saying:

· Sixty-six percent of employees feel they are not getting fair and accurate feedback. 

· Less than 50 percent of employees feel they have clear goals or direction. 

· Sixty-five percent of employees reported they received NO recognition in 2003. 

These results show the impact of referee bosses. They create an environment where people are discouraged from taking chances or initiative, innovating, or assuming accountability, which decreases the potential and performance of the organization.

Is being a referee boss really that bad? After all, isn’t it the job of managers to correct mistakes and provide guidance to get people on track? The answer is yes, but managers who spend most of their time doing reactive coaching — that is, coaching for improvement after an employee makes a mistake or comes up short of expectations — are demoralizing workers and inhibiting performance.

Leaders can’t ignore mistakes or poor performance and must effectively provide feedback and guidance to help people improve. The issue is proportion. Effective leaders do significantly more coaching for success — that is, providing guidance and advice before employees undertake a task, assignment, or problem — to give them the best chance to be successful from the start.

Even the best proactive coaches will have to do some coaching for improvement, especially if they are empowering leaders who set high expectations and challenge people with stretch assignments and development opportunities. However, these leaders recognize two critical advantages of coaching for success:

· The highest levels of performance are achieved when people are successful the first time and 

· People learn better from success than from failure. 

So, now that you know how to engage and ignite innovation through effective coaching, think about some ways that you can apply this to your own office.

Brain Bulletin Board

Create a bulletin board in an area where your staff or nurses tend to congregate. Ask each person to add their thoughts to the bulletin board. These could be anything from interesting articles they’ve read and ideas about what other doctor offices are doing that they liked or disliked, to photos from a recent trip they took and favorite quotes they’ve gathered. The result will not only be a public forum for self-expression, it will be a catalyst for conversation and new ideas.

Real Life Example: Dr. Jones has just purchased an ultrasound for his office, yet during his busy day, he has difficulty finding the time to use the machine. Every time he does finally get to use the machine, he gets behind. He has tried rescheduling patients, moving the machine from room to room, but nothing seemed to work to maximize efficiency and utilization so Dr. Jones decided to invite his hard working nursing staff to offer suggestions with the goal of finding the solution. A “brainstorming” session was set up and a solution was found in a matter of minutes.  The solution? Dr. Jones would review the schedule before the clinic day started with his nursing staff in order to identify those who may benefit from an ultrasound. Those patients would be directed into the ultrasound room when they were brought back and the nursing staff would prepare the machine and enter all of the patient data so that Dr. Jones would be able to move more quickly.

What can be achieved by inviting innovation from your staff?

· Improved productivity from a staff that feels like you listen to their ideas, thoughts and opinions.

· Improved efficiency from a staff that is allowed to be free thinking and innovative, not micromanaged.

· Great ideas to help improve customer service from your staff as they feel “ownership” in your practice.

Loyalty will be achieved when staff feels like they are rewarded through their hard work and innovation by improving efficiency.

Invite Innovators

Invite alternative thinkers into your practice to help spark innovation and efficiency. These people are sometimes those who choose not to conform to society’s norm, but they can also be people “not like you”, individuals who can shake your office free from staleness and challenge people to look at life from a different perspective. Innovative office managers and staff can help uncover dormant ideas, inefficiencies, and make your office run more smoothly.

Reward Those Who Find Better Ways

Success is often reached after many unsuccessful attempts. As a result, many people elect to give up early in the process. Both creativity and innovation take time. Reward and praise those who help make change happen.  It’s easy to identify problems in the busy medical practice, but it’s much harder to find solutions and even harder to find someone to take the lead to ignite the change.

Reward those who find ways to making things run more efficiently.  They will help you and your office to chart a bright new pathway to the future.

Real Life Example: Keeping inventory and reordering needed durable medical equipment was becoming disorganized in Dr. Smith’s office, but despite having too much of one thing and never enough of the other, Dr. Smith was always too busy to sit down and figure the problem out and develop a system. So, he decided to approach the one person who was the most intimately familiar with the process and delegate them the job to streamline the process and oversee it.  Dr. Smith’s nurse went to work and in two short weeks she had devised an impressive computer based system that was easy to pick up and easy to monitor.  After seeing the incredible amount of time and money that was being saved by the system his nurse had set up, Dr. Smith rewarded his nurse with a generous bonus and offered to allow her and her family to use his time share for an upcoming weekend.  

Set Aside Time for Staff to Focus and Unwind

Set aside a time for focused discussion to take place in an environment where the typical distractions of the office are absent. Devise an agenda for the meeting that focuses on specific problem areas or congestions in the office and with each topic, allow staff to discuss the problem areas and offer ideas and thoughts as to how to improve. Break the meeting up with a meal or some other non-business activity. 

What will result from such a meeting is a productive, stress-free, meeting that should stir innovative thinking while also building moral and improving communication.

If people enjoy what they are doing, they are more likely to commit their entire selves to their work. A busy podiatric medical office constantly has things that need work. From the outside look of the building, to the lobby set up, to the flow of the front and back office. 

Finding out what your staff’s strengths and interest are, can help you as a manger, delegate jobs to those who enjoy that activity.

Most importantly, allow staff the opportunity to tell you what they think could make them more efficient.  What ever it is, allow them to demonstrate that it can make your office function better. If it succeeds, great. If it doesn’t, don’t discourage staff from continuing to make suggestions and think innovatively.

Lastly, never forget that any new process, product or process requires a good coach, not a referee. 

Real Life Example: If you think innovative meetings as described above are for the birds, tell that to DuPont, who holds creativity sessions regularly that target specific challenges within the organization. The Oz Creative Thinking Network, which involves a group of employees trained in “creative thinking techniques,” was designed to assist DuPont employees in finding creative solutions to difficult problems.  Needless to say, DuPont knows what works. Challenging employees to solve problems will pay dividends in your medical practice and it will build moral.  

Remember, the path toward innovative thinking requires both patience and practice. Learn how to ignite innovation in yourself and your organization and you’ll soon be able to harness the power of creative potential to make it work for you.

