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FFeeaattuurreedd  PPrraaccttiiccee  
JJaammeess  DDaawweess  aanndd  tthhee    
CCEENNTTEERR  FFOORR  SSIIGGHHTT  

 
UNDERSTANDING THE KEY 
COMPONENTS TO A THRIVING 
PRACTICE IS WHAT MAKES THESE 
TOP LEADERS IN THEIR FIELD GREAT 
EXAMPLES FOR ACHIEVING SUCCESS 

 
          By Christine Lapointe, Contributing Editor & Advisor, 
               & Laura Jackson, Aesthetics 360° 

“gold standard” in patient care. James has been 
with Center for Sight for seven years, each year 
bringing an increase in premium elective services to 
the current patient base while at the same time 
structuring the business to become less dependent 
upon Medicare and third party insurance. Center 
for Sight has grown from a practice which was 11% 
cash based versus insurance based to a practice now 
over 50% patient pay.   Their goal is to achieve 75% 
patient pay. So how is this done? 

“We have made great progress moving 
business to elective. The challenge lies in the 
change in the culture of the staff/physicians. We 
need to be more focused on bringing a high end 
product.” 

The idea of becoming more dependent 
upon patient pay and elective services is most likely 
the vision for many practices, but is it a realistic 
vision?  Many practices are of the opinion, while 

www.aesthetictrends.com  |  september ● october 2010          1

 

 

Creating Success from an 
Administrator’s View 

 

PRACTICE In 

For this issue of In Practice, Aesthetic Trends is 
thrilled to bring an administrative perspective to its 
readers and share “best practices” of a very unique 
and progressive Chief Administrator from a multi-
specialty practice in Florida. James Dawes, Chief 
Administrative Officer at Center for Sight, offered a 
candid perspective for our readers. We believe 
administrators and physicians who are ready to 
accept responsibility for their business will find this 
article refreshing and intuitive. Most importantly, 
we want to help everyone take “Steps in the right 
direction.” 

Center for Sight is a premier, multi-
physician vision, hearing, cosmetic, and skin care 
practice.  James is responsible for the operational 
management and corporate administration of the 
organization and affiliated companies. Center for 
Sight is a multi-physician practice, servicing over 
eight locations in the Sarasota area providing the 



, 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

elective services bring in cash, they are working in a 
“down economy” in which patients have become 
much more price sensitive. While one generation 
thrived on “instant gratification,” we seem to have 
circled back to a nation striving to be debt free. So 
we asked James for the recipe for his success. 
Could he share with us the best practices he has set 
in motion which have so clearly brought this 
medical practice to a new level of “patient loyalty?” 
 
CHANGING THE CULTURE 

To James, while the answer is rather simple, 
the implementation becomes the challenge:  
Change the Culture. “Change the culture through 
staff education, patient experience, and physician 
dedication.” The task of changing the culture can 
be overwhelming. It is not a simple job.  If it were 
easy, we would be reading about many more 
successes. Changing culture requires a commitment  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
from management and the physician owners. With 
that commitment comes creative thought, out-of-
the-box thinking, and dedication to the plan.  

Change is always a challenge; and most 
practices, try as they may, fall back into the circle of 
“we tried that but it didn’t work.” It is almost as if 
they have become used to operating at less than 
optimum performance levels and expect only 

“At the Center for Sight we have a huge 
commitment to patient satisfaction and 
customer service. This begins with staff.” 
– James Dawes 
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adequate productivity from staff. Expectations of 
patient loyalty have decreased as well. How has 
James escaped this spiral? 
 
START WHERE IT IS EASIEST: THE STAFF 

James said he started with the staff. That 
challenge was easier to tackle.  “At Center for Sight 
we have a strong commitment to patient satisfaction 
and customer service. This begins with the staff.” 
James and his management team work together to 
create ongoing extensive service training 
companywide each quarter. All staff is required to 
attend.  

With multiple locations and shared staff, 
training requires a well thought-out plan and good 
use of time. James expects a clear outline from his 
team on the content of the training and the 
expectation of the impact the training will have on 
the practice.  

Metrics are always in place and can be used 
when outlining future training needs.  Staff 
education is not limited to information on services 
provided, but is provided on the ongoing list of new 
products and services regularly being added to the 
practice. Successful integration of a product, 
service, or new advanced technology begins with 
education and guidance to all staff members prior 
to their arrival. 

•  A large focus is placed on finding new ways 
of enhancing the customer experience. 
 
 
 
 
 
 
 
 
 
 
 

• Training includes reviewing performance 
metrics and working backwards from these 
numbers on ways to achieve new goals.  

• Performance metrics are used to measure 
failures and successes. They should provide 
information that can help to design and 
implement long-term systematic solutions to 
problem areas. 
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• Review Performance Metrics 
• Modify the structure according to the 

performance metrics 
• Monitor results and institute systematic 

solutions to problems 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

OFFER WHAT THEY NEED 
Providing services is a portion of where Center for 
Sight has increased its cash flow. Supplying the 
proper retail merchandise mix of optical, skin care, 
and hearing products consistent with the patient 
population in each of the eight locations generates 
an additional $4.5 million in revenue alone. This 
does not include injectables.  
 
 
 

• Staff education includes areas such as 
emphasis on phone skills, written follow-up 
communications, professional presentation, 
dealing with financial objections, retail sales 
training, and creating loyal patient 
ambassadors for life. 

 

DO NOT LIMIT THE AUDIENCE: 
THE PHYSICIANS 

Training is not limited to staff. At Center for 
Sight there are currently 22 doctors providing 
services. Every three months a performance 
meeting is held with the doctors. Attendance is 
mandatory.  Discussions include volumes, growth, 
new products, and talking points. “Communication 
is key. Meetings are how we help the physicians to 
think about what we need to do from a business 
standpoint to secure their future.  All physician 
compensation is based on productivity. The more 
they do, the more they make; and I want to help 
them make as much as possible.” 
 

MODIFY THE ORGANIZATION STRUCTURE: 
MEASURE AND CHANGE 

What worked yesterday may or may not 
work today. Reviewing performance metrics, 
maintaining quarterly meetings, and listening to the 
patient’s needs play a large role in the modification 
of the organizational structure. Center for Sight has 
personalized the capture of “patient statistics” with 
an improved survey process.  

The result: “better data sooner.” One 
change has brought back the return of their “in 
house” call center. A program which was once 
outsourced is now back in the practice’s hands. 
However, with the added staff dedicated to the 
phones comes responsibility to oversee and 
monitor results.  “All telephones are handled 
through the call center which is managed by a call 
center manager. With this comes the responsibility 
of providing a better job of tracking and reporting 
the performance. This process has improved our 
call wait times and call backs with clinical 
questions.” 

A new position was recently created 
specifically to handle clinical question/clinical calls 
– “The clinical concierge.” This person is a 
registered nurse trained in all the services provided 

“All telephones are handled through the 
call center which is managed by a call 
center manager. With this comes the 
responsibility of providing a better job of 
tracking and reporting performance. This 
process has improved our call wait times 
and call backs with clinical questions.”   
- James Dawes 
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UNDERSTAND THE FINANCIAL 
CHALLENGE 

While times are economically challenging, 
patients will still spend money if they perceive a 
“value” for a service. It is not a simple matter of 
offering financing. Educating the staff to talk about 
price in terms of monthly payments and using 
comparisons to other household expenditures is 
key in moving the patient forward to a place where 
everything becomes affordable in the patient’s 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

mind. Financing is not simply about offering the 
best payment options; it is about working through 
patient objections and helping the patient realize a 
better quality of life.  Center for Sight’s focus is not 
to simply sell products and services, but to help 
patients achieve an improved quality of life through 
better vision, better hearing, improved appearances, 
and healthy skin.   
 
SPEND MONEY TO MAKE MONEY 

Center for Sight has taken advantage of a 
“down economy” by investing in construction and 
facility improvements to make all of their locations 
have a consistent look and feel. “We invest in the 
physical environment - construction costs are 35% 
less than two years ago, so we are refinishing our 
locations, even in a down economy at a better cost. 
Center for Sight is currently replacing 53 thousand 
square feet of carpet.”  

The carpet is not the only real estate which 
is being modified. Center for Sight takes advantage 
of the real estate on the walls. It is not just art, but 
relevant messages for attractive, tasteful marketing 
and patient education information on the walls. 
There are patient testimonials and glass framed 
posters. One example uses art to demonstrate the 
types of services provided and their relations to 
each other; “Sight and Sound” and “Sight and Skin 
(we treat them both) are messages used in all 
locations. 
 
WORK TOGETHER, DELEGATE,  
AND DEVELOP 

Practices that have traditionally offered no 
“elective” services will need to start from scratch, 
but it can be done.  It requires finding the right 
people, trust, and the ability to take chances.  
“Because of our founding physician’s commitment 
to customer service and patient satisfaction, we did 
not have a big way to go to make these changes; and 
we are a practice that sees over 100,000 patient 
visits per year,” commented James. 

“Our practice is somewhat unique. Dr. 
Shoemaker, the founder of Center for Sight, has a 
level of commitment to the experience of the 
customer not found in most physicians.”  Together, 
James and Dr. Shoemaker manage and handle the 
business. “Together you develop the vision and the  
 

 

“We invest in the physical environment 
– construction costs are 36% less than 
two years ago, so we are refinishing our 
locations, even in a down economy at a 
better cost. Center for Sight is currently 
replacing 53 thousand square feet of 
carpet.” – James Dawes 
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administrator implements the necessary steps to 
make that vision a reality.” 

Currently Center for Sight is benefitting 
from $¾ million a year in retail product-hearing 
aids. Premium lens options with cataract surgery 
(presbyopia correction intraocular lenses) have 
been a significant part of the growth of elective 
services and have helped to increase cash flow while 
LASIK, cosmetic, and Dermatology revenues have 
doubled; and as a result the practice has expanded 
the aesthetician business. Next, the practice will be 
looking at adding advanced technology for laser 
cataract surgery. Dr. Shoemaker and James remain 
100% committed to increasing the elective side of 
the business. 
 
IN SUMMARY 
 Aesthetics 360° has seen very few practices 
capture the “essence” of what James Dawes and his 
physicians have so successfully committed to 
achieving. For some it is the mere challenge of 
understanding the sales process in the midst of a 
medical based practice; for others it is the fear of 
failure. But Center for Sight has been lucky enough 
to employ people who are ready to take ownership.  
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Dr. William J. Lahners with Patient 

PATIENT TESTIMONIAL 

"I have been a patient at Center for Sight for many years and 
suffer from “dry eye syndrome” along with being far-sighted. I 
wore contact lenses for many years, but eventually found that 
the constant moisturizing methods were just not working any 
more and reading without my contacts was impossible. By the 
same token, I was starting to have trouble driving at night.  
 
“After an extremely thorough examination by Dr. Shoemaker 
and his professional staff, it was determined that I should think 
about having cataract surgery. After careful consideration of 
my options, I chose the premium lens, ReStor. This has turned 
out to be one of the best decisions of my life, as I can now 
read without the aid of contacts or glasses. In fact, I can read 
print as small as the telephone book! 
 
“The day of the surgery I received the finest and most 
professional care that one could ask for. Everyone on the staff 
treats the patient with great care and respect. Dr. Shoemaker’s 
skill and ability is unsurpassed. 
 
“I will always be eternally grateful to Dr. David Shoemaker for 
giving me the gift of a child’s sight with the ReStor lens. It is 
well worth the choice." - Patricia Zwick, Patient 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

industry organizations such as the American 
Academy of Ophthalmology, America Society for 
Cataract and Refractive Surgery, American Society 
of Ophthalmic Administrators, and the Medical 
Group Management Association.  Mr. Dawes 
serves as an Editorial Advisor of Cataract and 
Refractive Surgery, Today’s Monthly Premium 
Practice section, and was a contributing author of 
the textbook "Mastering Refractive IOL's - the art 
and science." 

Mr. Dawes and his wife Jennifer reside in 
Osprey with their three sons, Jake, Greyson, and 
Chase. They enjoy travel and active family 
adventures. Mr. Dawes also enjoys running and 
cycling and is a passionate motorcycle enthusiast. 
 
 
 
 
 
 
 
 
 
 
 
 
     Christine Lapointe                   Laura Jackson 
 
 
About the Authors 
Aesthetics 360° was founded and is owned and 
operated by Christine Lapointe and Laura Jackson.  
Together, they bring their clients over 40 years of 
Business Development and Sales and Marketing 
Experience from the elective surgery industry 
nationally and internationally.  Their mission is to 
provide a comprehensive range of services vital to 
the support of Technology Leaders and Physician-
owned practices on their journey to success. 
Aesthetics 360° provides the systems and hands-on 
guidance necessary for practices to effectively 
measure results and target key areas for revenue 
growth from initial contact with a potential patient 
through long-term patient retention. Aesthetics 360° 
is the solution for technology leaders and practices 
that are committed to making business better. 
Contact them at 877.849.8216 or visit their website 
on the worldwide web: www.aesthetics360.com. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
They take “educating, selling, servicing” to a 

premiere level.  At Center for Sight the vision 
expands well beyond “the pathology of the eye.” 
The culture has evolved to address almost every 
patient need from head to toe for the patient and 
their family member.  It is not just about what they 
can do for a patient “that day;” it is about what they 
can do for the patient “for life.”  

“We have the most experienced physicians 
and staff to provide the highest quality of care to 
our patients in a professional and relaxing 
environment. We are committed to excellence and 
bringing new life-changing technology and 
treatments for our patients; we consider it an honor 
and privilege to be entrusted with their care.”  
 
To learn more about James Dawes and Center for 
Sight visit www.centerforsight.net or contact James at 
JDawes@centerforsight.net.  
 
About James Dawes 

Mr. Dawes holds a Bachelor degree in 
Economics and Bachelor degree in Physiology, 
both from Oklahoma State University. He is Board 
Certified by the American College of Medical 
Practice Executives and holds a Masters Degree in 
Health Care Administration from the University of 
Missouri-Columbia. He has also achieved the status 
of Certified Ophthalmic Executive (COE) by the 
American Society of Ophthalmic Administrators.  

Mr. Dawes is a frequent contributor to 
several national industry periodicals and speaker for 
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David W. Shoemaker, M.D. 
 
Award Winner of the  
Castle Connolly’s  
New York Times 
“Top Doctors” 
 
America’s trusted source  
for identifying top doctors. 

 




