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In this session, Jeffrey Bowling will delve into strategies and considerations
involved in scaling and preparing your company for growth in the locum
tenens workforce. As locums continues to become a vital component of the
healthcare industry, Jeff will provide valuable insights for scalability, collaboration
and partnerships, preparing for challenges, quality assurance, and legal and
regulatory considerations. By the end of this session, attendees will be equipped with
the knowledge and tools needed to strategically scale and prepare for the growth of
locum tenens services, contributing to the overall success and resilience of their
locum tenens agencies.
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SCALING: The Quantity of Producers

STRATEGY
Set by:
Revenue $1,000,000 1. Market by modality
2. Sales ability
COS ($700,000)
Gross Profit $300,000 30%
G&A ($200,000) Your Recipe for Success

EBITDA  $100,000 10%

The primary scoreboard
for operators
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STRATEGY

Revenue $1,000,000

COS ($700,000)
Gross Profit  $300,000 30%

G&A ($200,000)
EBITDA  $100,000 10%

Compensation
Client Marketing
Candidate Sourcing
Rent

Legal

Training

Member Engagement

40%
4%
6%
3%
2%
3%
2%



Your Recipe for Success
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Compensation
Client Marketing
Candidate Sourcing
Rent

Legal

Training

Member Engagement
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SCALING: The Quantity of Producers

STRATEGY
Revenue $1,000,000 Revenue $1,200,000
COS ($700,000) COS ($700,000)
Gross Profit $300,000 30% Gross Profit $360,000 39%
G&A ($200,000) G&A ($200,000)

EBITDA  $100,000 10% EBITDA  $160,000 13%
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STRATEGY

Whatever the level of resources you control, getting the most out
of those resources is THE measure of your ability as a leader.

Revenue $1,000,000
COS ($700,000)

Gross Profit  $300,000 0%
Your Team Comp  4($120,000) 7~ 40%9 WIN-WIN
G&A ($80,000)  20%

EBITDA $100,000 10%
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STRATEGY

Business Mix

G Sur Ctr Other X
14% Hosp Gov 4% 9%
6% 14%

S
FP
26%
ORS
16%

NY
12%

v 9 :
16%
IM Clinic Direc
43% 43% 59% 31%

Your business mix cannot be by default.
Strategy is what you say no to.
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STRATEGY

The relentless pursuit of low-hanging fruit.

If you're trying to be everything to everybody,
you will only compete on price.
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STRATEGY

Focus

The Benefits of Focus:
» Subject Matter Experts

* Marketing advantage
(candidates & clients)

» Better sourcing ROI

+ Salesmanship catalyst
(can’t accept ‘no’ as easy)
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HIRING

Economic Model

Monthly Headcount Ramp

* Don'’t be opportunistic

 Stick to your plan

30,000
15,000
15,000
30,000

30,000

30,000

16,000
16,000

12
39,000
9
25,500
6
12,000
3

Month Recruiter Monthly GP January [T August September October November
Month 1 0% $ -

Month 2 0% $ - John $ 30000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $
Month 3 e $ 56250 | George $ 5000 $ 7,500 $ 10,000 $ 12,500 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $
Month 4 10 $ 1.875.00 | Tristan $ 5000 $ 7,500 $ 10,000 $ 12,500 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $ 15000 $
Month 5 2% $ 3,937.50 [ | pawn $ 30,000 $ 30000 $ 30000 $ 30,000 $ 30,000 $ 30,000 $ 30000 $ 30,000 $ 30,000 $ 30,000 30,000 $
Month 6 27% $ 506250 | | Larry $ 30,000 $ 30,000

Month 7 34% $ 6,375.00 Angela $ 30,000 _$ 30000 < 20 000 & -

Month 8 41% $ 687 50 = LY

' ired profitability with de

Month 10 _Balanc‘rﬁ es‘re p ; >—Svo—S 30,000 § 30,000 $ 30,000 $ 30,000
Month11 | | zs;o00—S— 24,500 § 26000 $ 27,500 $ 29,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $ 30,000 $
Month 12 g § 1218750 [ [ Margie $ 4,000 $ 5500 $ 7,000 $ 8,500 $ 1,000 $ 11,500 $ 13,000

Month 13 69% $ 1293750 | Lex $ 1,000 $ 2,500 $ 4,000 $ 5,500 $ 7,000 $ 8,500 $ 1,000 $ 11,500 $ 13,000 $ 14,500 $
Month 14 72% $ 1350000 | [Andy $ 1,000 $ 2,500 $ 4,000 $ 5500 $ 7,000 $ 8,500 $ 1,000 $ 11,500 $ 13,000 $§ 14,500 $
Month 15 75% s 1406250 | | chris $ 1,000 $ 2,500 $ 4,000 $ 5,500 $ 7,000 $ 8,500 $ 1,000 $ 11,500 $ 13,000

Month 16 75% $ 1406250 | [Jan New Hire $ 1 s 2 3§ 4 s 5 S 6 $ 7 s 8 S 9 s 0 $ 1 $
Month 17 79% § 1481250 | | Jan New Hire $ $ $ 3,000 7,500 B 12,000 B 16,500 P& 21,000 P 25500 5 30,000 & 345500 P
Month 18 82% $ 1537500 | | April New Hire 18 2 3 4 5% 6 $ 7% 8 $
Month 19 86% $ 16,125.00 April New Hire $ $ $ 3,000 P 7,500 P 12,000 P 16,500 P 21,000 7%
Month 20 89% $ 16,687.50 July New Hire 18 2 S 3 S 4 S 5 S
Month 21 93% §  17,437.50 July New Hire $ 3,000 P 7,500 P&
Month 22 94% $  17,625.00 | | OctNew Hire 18 2 s
Month 23 96% $  18,000.00 | | OctNew Hire -8 R
Month 24 100% $  18750.00

Avg monthly GP of fully ramped rect $ 18,750.00
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HIRING
* Don’t be opportunistic

 Stick to your plan

 Stick to your IMP
Ideal Member Profile
1. HUMILITY  Create questions that best reveal the IMP
2. DRIVE * Create scorecard
3. GRIT * Multiple members rate
4. SMART « Make a subjective decision as algorithmic as possible

5. ACCOMPLISHED » Alignment to the chosen IMP will trump experience
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HIRING

* Don'’t be opportunistic
 Stick to your plan
 Stick to your IMP

* Play the odds

No ‘I feel like...” allowed!
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HIRING

Don’t be opportunistic
 Stick to your plan
 Stick to your IMP

Play the odds

Referral bonuses suck;
invest in the culture

Pay internal recruiter(s)
like a top producer
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In this session, Jeffrey Bowling will delve into strategies and considerations
involved in scaling and preparing your company for growth in the locum tenens
workforce. As locums continues to become a vital component of the healthcare
industry, Jeff will provide valuable insights for scalability, collaboration and
partnerships, preparing for challenges, quality assurance, and legal and
regulatory considerations. By the end of this session, attendees will be equipped
with the knowledge and tools needed to strategically scale and prepare for the
growth of locum tenens services, contributing to the overall success and
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PREPARING FOR CHALLENGES

* Hire gritty people!
* How gritty are you? How gritty are the leaders?
» Do you praise and reward people for grit?

—
Carol Dweck
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PREPARING FOR CHALLENGES

* Hire gritty people!

* How gritty are you? How gritty are the leaders?

» Do you praise and reward people for grit?

* Do you freak out when $#IT hits the fan?

 During adversity, do you still expect goals to be hit?

* You MUST keep your commitments: excuses compound
» Do you create pressure (not stress) from time to time?

« Making an overly comfortable environment is dangerous
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Why are most firms here?
. Owners want to stay smaller \

SCALING: The Quantity of Producers ¢

LEADERSHIP

Stuck in lifestyle mode

Prefer being in charge of everyone
Leaders can'’t stay in their lane
Short-term minded

Too loyal, to the loyal

DEVELOPMENT

US STAFFING FIRMS BY REVENUE SIZE
Figure 1.1
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Why are most firms here?

MmO O w»

Owners want to stay smaller
Stuck in lifestyle mode

Prefer being in charge of everyone
Leaders can’t stay in their lane
Short-term minded

Too loyal, to the loyal

LEADERSHIP DEVELOPMENT

US STAFFING FIRMS BY REVENUE SIZE

Figure 1.1

FIRMS 100M+
140
<1%
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TH % H

Leadershy, p.. .
= ship Disciplines Sfrom

FIRMS 50M - 100M
158
<1%

FIRMS 25M - 50M
\sz
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""""""""""

FIRMS -25M
974
5%

FIRMS 5 - 10M
1,428
7%

FIRMS 1M - 5M
5,534
29%

| B
.

FIRMS <1M
10,815
56%

FIRMS OPERATED FULL YEAR
19,408
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LEADERSHIP DEVELOPMENT
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LEADERSHIP DEVELOPMENT

® Exec

Meddling/Overstepping

Eliminates accountability BLL
*Two leaders = confusing

*Frustrates

Demotivates

FLL

/

Producer
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LEADERSHIP DEVELOPMENT

‘Grandparent’ Concept w Exec

O
* No tasks, assignments, deadlines, etc. 'I' /
* Only broad (for will) coaching BLL
 If this is happening: C\
FLL

* Trust

* Ego
« Wrong FLL /

Producer
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LEADERSHIP DEVELOPMENT

. I e
/

Player-Coach Model Inl
BLL

» Unethical - conflict of interest
* Only ‘a means to an end’ O
* 10 people X 10% more GP$

Producer
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LEADERSHIP DEVELOPMENT

There is a new sKkill set

required at each level. 'Il
“Hey, con , how just BLL
show the at you did”

Instruction, directions,

TRAI N I NG Producer

are required!
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LEADERSHIP DEVELOPMENT

() 'I' Exec

w72

The largest constraint to growth o

IS tied directly to this position.

Producer
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LEADERSHIP DEVELOPMENT

* Four Pillars
« 13-16 wk series
« 3 of 4 Fridays
« Small groups (~8)
« Two outside coaches
* Facilitate small groups
* One-on-one’s
* PIA - "pillars in action’
« Confidential
* Pre-work
» Real-world problem solving

1
2
3
4
)
6
4
8

Trust 101
Small Group
off
Trust 201
Small Group
~ PA
off
Trust 301

9 Small Group

10 ETRIATE
11 off

12 Trust 401

13  Small Group

14 [ PIATI

15 off

16 SeriesWrap
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REVENUE

GROW THE GROW THE
QUALITY OF QUANTITY OF
PRODUCERS PRODUCERS




SCALING
REVENUE

In this context, quality is
tangible; not subjective.

GROW THE
QUALITY OF
PRODUCERS




SCALING

REVENUE

1. Technology
GROW THE 2. Systems/Processes

QUALITY OF . 3. Motivation

PRODUCERS
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TECHNOLOGY

Staffing & recruiting

firms are not tech
companies.

o

Hey, Friend

ORDER NOW

Chalupa Cravings Box Challenge is only available from 12/21-12/22
and redeemable only via the Taco Bell mobile app, at participating
U.S. Taco Bell® locations, while supplies last. Must be a registered
user in the Taco Bell app in order to redeem. Contact local
restaurant for hours and participation, which vary. Drinks exclude
Freezes. Additional terms and conditions apply https://
www.tacobell.com/legal-notices/terms-of-use.

Selected Location:

© 228 E Seventh, Long Beach, CA
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TECHNOLOGY

How do you know when you have
reached tech-enabled status?

Tech / SaaS <75% GM
(100% ARR)

Superior:
« GP$% / Producer
« EBITDA/FTM

Tech-Enabled Services

Professional Services >30% GM
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TECHNOLOGY

Working on the wrong end of the
problem - worried about being
considered a tech company.

Focus on improving efficiency/efficacy.
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TECHNOLOGY

* No line item for software

— SCAl IV~ —
« IT might have a gen _ _,
cloud, email, securltj Punchhne

» Decide where the big

ntity of Producers

EGY

Compensation

Client Marketing

Candidate Sourcing

to increase GP/PRO
* The biggest conbeeenrre Tl < ‘(M.
* The most friction AN A AR
* Where is minimal ROI? -

Rent
Legal
Training

Member Engagement

e |s there tech that will solve?
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TECHNOLOGY

TALENT ACQUISITION
Whoever owns that line item, »
has the responsibility to: ’ “ . oy :

CCCCCCCCC
5
o!

\\\\

* Identify the tech that solj

* Make sure it is optimize§
(best practices are reali

- Measure & report result§
» Realize a ROI

* Or go put it in the market
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TECHNOLOGY

When GP / PRO increases, you need less
people to produce more revenue.

* Less friction for customers
* More enjoyable work = retention
« Commissions increase = retention

« EBITDA increases

* Valuation increases




SCALING: The Quality of Producers




SCALING: The Quality of Producers

SYSTEMS/PROCESS

The Baseline of Scaling

Work Flow / Process

position

Alarm indicates . Sensorchecksfor

y . .
NewDie? ~ —NO—»  motors  ——> Homemotors ——» MOWOSINI Ty iion o
............... - :
are not homed points on die

aaaaaaaaaaaaaaaa

YES
¢ ’
e pocumented compass
P = S Correct die? Pop-up confirms User selects die
Input spects into die selectio type
xternal file

* No exceptions for brilliant jerks

ssssssssss

| |° * | struggled here

eeeeeeeeeee

eeeeeeeeee

X-direction
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SYSTEMS/PROCESS

The Highest Degree of Scaling

Put a process in place that:
1. Removes the need for someone to
provide instruction (manage)

2. Isn’'t dependent on others to follow
those instructions
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SYSTEMS/PROCESS

PLEASE DO NOT DISCARD PLASTIC BASKETS




SCALING: The Quality of Producers
SYSTEMS/PROCESS




SCALING: The Quality of Producers

SYSTEMS/PROCESS

SURG/SUBS HOSP BASED

‘Getting imller to Geii
REC AM n
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SYSTEMS/PROCESS
‘Getting Smaller to Get Bigger’

IM - HOSP - FP SURG/SUBS HOSP BASED

Segmentation Systematically creates: i i
« Focused communication E E a n

. iti REC REC
Competition AM gp REC AM gp AM Bp
« Motivation
. Revenue $1,000,000 Revenue $1,000,000 Revenue $1,000,000
« Ownershi oo oo o
O e S p COSs ($700,000) COSs ($700,000) COs ($700,000)
° LeSS excuses Gross Profit ~ $300,000 30% Gross Profit ~ $300,000 30% Gross Profit ~ $300,000 30%
Comp ($120,000) 40% Comp ($120,000) 40% Comp ($120,000) 40%
G&A ($80,000) 20% G&A ($80,000) 20% G&A ($80,000) 20%

EBITDA $100,000 10% EBITDA $100,000 10% EBITDA $100,000 10%
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SYSTEMS/PROCESS

« Segmentation
* Collections before commissions are paid
* Monthly v. T13

S M F S
3 4 < Hangover -10% ]
5 6 7 10 1
12 13 14 17 18 Mediocre 15-20% per week
19 20 24 25
26

27 31 <l Shark Week 60% ]




Week

Actual
Goal
%

T13 Actual 7
T13 Goal
% of Goal

13

14

SCALING: The Quality of Producers
SYSTEMS/PROCESS

* Collections before commissions are paid
* Monthly v. T13

15 16 17 18 19 20 21 22 23 24 25 26
8,798 9,821 9,422 11,098 8,112 8,121 9,812 11,231 12,176 9,549 11,203 8,971 9,801 | 11,202
8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654 8,654
102% 113% 109% 128% 94% 94% 113% 130% 141% 110% 129% 104% 114% 129%
97604 7 1007827 1025507 107,994 " 108,208 " 107540”7 109698 " 114808 " 1194527 120234 " 123538 " 125965 ' 130,609 7
112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500 112,500
87% 90% 91% 96% 96% 96% 98% 102% 106% 107% 110% 112% 114% 116%

27

7,677
8,654
89%

128,465 7
112,500
114%

28

5,434
8,654
63%

124,477 7
112,500
111%

29

6,545
8,654
76%

119,924 '
112,500
107%
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SYSTEMS/PROCESS

-,
Topgrading: Eﬁs

ENTREPRENEURIAL

EEEEEEEEEEEEEEEE

SANDL=R




SCALING: The Quality of Producers

SYSTEMS/PROCESS

Every system is
perfectly designed to
get the results it gets.

Ed Deming
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MOTIVATION

‘It's Lonely at the Top’

VISTAGE

better leaders « decisions « results
é The World’s Leading CEO
wdPcer Advisory Membership Organization
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MOTIVATION

Believe
10.0%

Hire self-motivated/driven people.
Then, just don’t demotivate them.

Clarity,
19.59
Hiring
51.0%

Coach fo
19.5%
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MOTIVATION

» How are WE doing? = progress

* How am | doing? = progress
‘ * How do you win? Who is winning?
« Change management
* Do the leaders model the values?
 Clear compensation plan
» Reason/purpose on processes
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MOTIVATION

» How are WE doing? = progress

* How am | doing? = progress

NG: The Quality of Producers

 How do you win? Who is winning?
SYSTEMS/PROCESS y d

« Change management
* Do the leaders model the values?

.Cant scale without it

O T | Repeatal Eifée‘?!?ffl’l“ « Clear compensation plan
T & ey — «McDonalds g
e o o exceptions for riiant 11 « Reason/purpose on processes

* Clear & followed job descriptions

Your actions in response to wins and to
failures says so much more than words.
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MOTIVATION
* How are WE doing? = progress
“Communicate everything you * How am | doing? = progress
can to your associates. « How do you win? Who is winning?

« Change management

The more they know, the more * Do the leaders model the values?

they'll care. _

 Clear compensation plan
Once they care, there’s no « Reason/purpose on processes
stopping them.” « Clear & followed job descriptions

* Be uncomfortably transparent
Sam Walton, Walmart founder
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MOTIVATION

Belief Starts with You

* ‘The fish rots from the head’
 Believe most people, are mostly good

* Believe people are capable of even more
than they know (required to stretch)

» Don'’t stop believing when they prove to be
human (not perfect cogs)

» Don’t stop believing in the masses, due to
the stupid actions of the vast minority



T

NAP R The National Association of
Organizations

THANK YOU

Jeff Bowling

jbowling@four-piers.com
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