INVISION’s master list
of the most important
skills, resources, tools
and facts no eyecare pro
should be without.

BY INVISION STAFF

2024 MARKS INVISION’s 10th year covering this
complex and dynamic industry, and it has been our
privilege over the course of that decade to tap the
experiences, advice and insights of some of the best
minds and most successful businesses in this field. It
seemed an appropriate time to take stock and distill
some of that wisdom. Below is INVISION’s list of
the 100 things we think every eyecare professional
should know. Road-tested, practical, generous, savvy,
occasionally counterintuitive and often wise, we hope
it does what everything in this magazine strives to
do — make you abetter ECP.
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= The first thing every - It’s easier to bestow
ECP should know, says autonomy than itis to
Angel Miller at Cyn- take it away. So, clearly
thiana Vision Center state directions, expec-
in Cynthiana, KY —as tations and oversight
well as more than afew when employees are
other of our Brain Squad new. Then, let them
members — is simple: earn autonomy and flex-
“How to repair glasses. ibility, says Bob Nelson
So many patients are in 365 Ways to Manage
on tight budgets/fixed Better.
incomes. They deserve
our help and compas- @
sion, too, even without a
chance of transaction.” - Limit in-store promo-
tions to one a quarter,
@ @ says Porte Marketing
Group. “Too many pro-
- To Google, you are motions can drain your
what you “eat,” says sales staff and take away
StrategyWerx. Your some of their punch.”
website ranking re-
flects your Expertise,
Authoritativeness and e
Trustworthiness. Start - When it comes to
with a Q&A page about more expensive frames,
what you do, keep your remember that custom-
“About” page current ers are often looking
and ensure basic details for permission to buy.
are precisely the same “Providing good service
throughout. means giving it to them
mnvisionmag.com

by asking for the sale,”
says Kate Peterson of
retail consultancy Per-
formance Concepts.

©

- Searching for a bill-
board location? Re-
member, a major artery
used twice amonth

by alarge population
may notbe asgood as a
smaller route used by
the same people twice
every day of their lives,
says “Wizard of Ads”
Roy Williams.

®0

= You are legally obliged
to pay an overtime pre-
mium, usually 50%, be
itin dollars or minutes
but you can usually offer
four 10-hour shifts in
aweek and not break
the 40-hour threshold.
Check dol.gov and your
state labor office.

oD

= Online clinical and
coding references
abound: “I use Eyedock
daily. Itis a great re-
source for medications,
coding, and contact lens
calculations/param-
eters,” says Dr. Angie
Patteson at Sunset Eye
Care in Johnson City,
TN. (See also Opticam-
pus, icd10data.com, and
the ICD 9-10 app.)

©

- “Everyone should take
at least a basic account-
ing class,” says owner
Mitch Peterson at Seek
Eye Care, Victoria, MN.

@0

Scarcity is a central concept in economics ... and
retailing. “Don’t display multiple of the same
items. Only put one on display at a time; keep the
‘Urgency to buy it before it’s gone’ feeling,” says
sales pro John Nicolosi.

al2)

- There are only two
customer feedback
questions that matter,
says Buzzmarketing:

1.) “How did you hear
about us?” (tracks word-
of-mouth and market-
ing effectiveness) and
2.) “Would you go out of
your way to recommend
our product to a friend?”
(measures “buzz.”)

0006

- Bad breath is a stone-
cold sales killer. The
offending salesperson
must be told. Do it

in private, use gentle
but accurate language
(“You’re probably una-
ware but your breath is
rather sharp.”), and offer
paid time off to go see a
dentist or doctor.

©00

- Always respond to
crazy online complaints,
and do it with patience
and respect, says small-
biz consultant Andrea
Hill. Like so: “I'm so sor-

ry. We weren’t actually
open last night when
you were disrespected,
but how can we help
you?” Remember, you're
doing it for prospective
(sane) clients.

©0

= No, the Small Business
Administration doesn’t
offerloans, it guarantees
them. And they aren’t
Just for startups and
don’t require collateral
or guarantees. Visit sba.
gov.

®

- When setting growth
goals don’tjust pluck
adollar figure out of

the air. Pick a “forward
indicator.” It could be
the number of follow-up
phone calls staff make

— anything that expe-
rience shows will boost
sales.

S0

= The hidden cost of lab
re-dos has been put at
$10,000 (in labor costs)
for the typical U.S. prac-
tice. Get your checklists
in place and your home-
work done on every
patient, every time.
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- “Being able to transi-
tion from one situation
to another quickly with-
out carrying the emo-
tions from one to the
other,” was singled out
as the essential skill for
an ECP by Amie Robin-
son, optical manager at
Spring Hill Eyecare in
Spring Hill, TN.

®

= Elder employees are
often more respon-
sible, call in sick less,
work harder, don’t get
involved in office poli-
tics, and have good life
skills. But at the end of
the day, make sure your
staff reflects your demo-
graphics.

o®e

< When is it time to stop
adding on (treatments,
second pairs, accesso-
ries, etc.)? When they
stop buying. Ask with
grace and genuine in-
terest in the customer’s
well-being and you will
leave only a favorable
impression.

0O

= As amarketing tool,
email continues to boast
higher open rates than
social media posts, as
well as high ROL. Social
media, of course has
massive reach and is
inexpensive. Maximize
both.

=)

= “Every ECP should
know how much vision
plans are charging for
product versus what
they can negotiate pri-
vately. Because math,”
says Nikki Griffin at
EyeStyles Optical and
Boutique in Oakdale,
MN.

Shoplifting red flag:
A customer who asks
to see or tries on
numerous frames and
then folds them as he
puts them backon a
countertop should be
viewed with suspi-
cion, a security agent
told a reporter from
the New Yorker.

QO

= Inthe eraof Yelp and
Google reviews, word
of mouth has taken on
awhole new meaning.
Online reputation man-
agement platforms like
Weave, Podium, Yotpo
and Grade.us can help.

- Save window cleaning
for a cloudy day — the
sun’s rays cause streak-
ing — and start indoors.
Spray the panes with
water and a few drops
of dishwashing liquid
and wipe clean with a
microfiber cloth. No
squeegee, N0 newspaper
to dry the panes.

@0

- The single biggest
trigger of IRS em-
ployer audits is when
anon-employee you
were paying in cash is

let go or gets sick and
files for unemployment
or disability insurance.
You'll need to show they
were an “independent
contractor” with a Form
‘W9 and maybe even a
contract.

QO

< March is agreat
month for a trunk show,
says Paula Hornbeck,
owner of Eye Candy

& Eye Candy Kids in
Delafield, WI. “People
are ready to freshen up
theirlook but it’s too
early for spring cloth-
ing...” ...but just right
for some stylish new
glasses.

©0

= Your employee man-
ual should, for starters,
tackle all the stuff that
could get you (the own-
er) in trouble (think
harassment, discrimina-

tion, HIPAA, etc.), deal
with full and part timers
in separate sections, and
cover overtime, time off
and benefits, at a mini-
mum.

QO

- Bought email lists and
automated address-har-
vesting programs are
costly and punished by
Google. Better to build a
quality list of subscrib-
ers who have opted in.

o0

= Lack of assertiveness
in emails can make it
hard to set a profes-
sional tone. Just Not
Sorry (invisionmag.
com/062105), a free
Gmail plug-in, identifies
qualifying words and
phrases like “I think,”
“just,” “I'm no expert,”
and “sorry” so you can
rework them.

(2]

“Do not live in fear
of bad reviews,”
counsels Dorothy
Reynolds at Eyes on

| Fairfield, Fairfield CT.
| “Stick up for your

staff. Do not give in
to unreasonable re-
uests/demands.”

- Tax advice should be
industry-specific: Con-
sult regularly with a tax
pro who knows where
the savings peculiar to
the eyecare industry lie,
say Nathan Taylor and
‘Wade Weisz, OD of For
Eyes Bookkeeping.

- Show restraint with
vendor-provided dis-
plays, says merchandis-
ing expert Larry John-
son, pointing to prob-
lems like mismatching
colors, overbearing log-
os and “displays that are
too big for the amount
of business you expect
them to generate.”

®

- Press some flesh oc-
casionally: “There are
groups in my town that
only allow one person
per business-type that
have over 50 members
and no vision pro. Find

alarge group of this type
and join fast,” says sales
trainer Christopher
Mee.

@18

= No, aretailer can’t

say they’re selling at
‘wholesale’ prices ...
unless they really are.
Many states have strict
laws prohibiting the use
of the word “wholesale”
in retail advertisements.
In some states, thisisa
criminal offense.

&)

- When you're deliver-
ing good and bad news
to staff, give the bad
news first, says Daniel
Pink, author of When:
The Scientific Secrets Of
Perfect Timing. “Given
the choice, human be-
ings prefer endings that
elevate.”

&)

= Ifthe time has truly
come that you must

invisionmag.com

fire a customer, have a
favorite, polite-but-firm
phrase at the ready, like:
“We want our patients
happy. We can’t seem to
help you anymore. 'm

sorry.”

®

= Dreaming of trading
your high-traffic city
location for a low-rent
spot in a picturesque
coastal town? Any time
you surrender location
you're taking a big, big
risk in retail. It’s unlike-
ly your existing custom-
ers will follow you.

QO

= 50% of all searches are
made by voice. I's Siri
aware of your business?
Here are some resourc-
es for listing: PageCafe,
Enests and SiriUser-
Guide.com.

o)

- Consider adding alab
if: You're sending $3,000

00

“The use of humor in everyday activities,”

says Mark Perry OD, at Vision Health Institute
in Orlando, FL, is the first thing an ECP needs
to master. “l have found that keeping the staff,
fellow doctors and externs laughing during

the workday can make the day, not only pass
quickly, but also makes it enjoyable to come to
work each day. As they say — “life is too short”
so you might as well make it entertaining!”

worth of private-pay
work to alab each
month; staff are willing;
your store has room

for it; and you have es-
tablished Rx volume in
place, says Jaysun Barr,
senior consultant at
Santinelli International.

QO

= Google domain names
startat $12 ayear for
those with generic
extensions like .com,
.org, and .net. (They also
offer a vision extension
for $30.) A small price
to pay to be viewed as
professional and trust-
worthy.

(&)

- The magic words for
an annual review: “I'm
giving you these com-
ments because I have
very high expectations
and I know that you can
reach them.” Why? Ac-
cording to performance
consultant Daniel
Coyle, it builds trust.

)

= Stay on top of insur-
ance billing and follow
up onrejected claims,
advises Susan Kantor at
Central Phoenix Eye-
care, Phoenix, AZ. “A
critical revenue stream
not to be missed!”

00

= Ifyou use any of these
passwords — X, Zz, St@
rt123,1, P@sswOrd,

bl4ck4ndwhite, admin,
alex, ......., administrator
— you've basically left
the keyin the door. Ac-
cording to ayear-long,
119-country study by
information security
firm Rapid7, they’re
the top 10 hackers try
first. “.......” Try harder
people.

(> ] %)

- “Use QuickBooks

to run your office. It
gives you the pulse of
your practice,” says Dr.
Robert M. Easton Jr.
in Oakland Park, FL.
Other accounting soft-
ware packages suitable
for small businesses:
Xero, FreshBooks, Sage
50cloud.

00

- Always be cheering:

A University of Texas
study found that once
they stopped getting
inspirational messages,
“On average, a sales
worker pulled 3.5 fewer
potential new customer
profiles from the com-
pany database and made
8.4 fewer phone calls
perday.”

@0

- If asked for arefer-
ence for an employee
you fired, you can be
less than glowing, but
don’t fire off abunch of
explicit claims you can’t
back up with document-
ed evidence. Lawsuits
are possible.
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“If the circus is coming to town and you paint

a sign saying, ‘Circus is coming to Fairgrounds
Sunday, that’s advertising. If you put the sign on
the back of an elephant and walk him through
town, that’s a promotion. If the elephant walks
through the mayor’s flower bed, that’s publicity.
If you can get the mayor to laugh about it, that’s
public relations. And, if you planned the whole
thing, that’s marketing!” You’re welcome.

QO

- Arecent survey of
over 1,300 U.S. consum-
ers found that 58% have
decided not to do busi-
ness with a company
based solely on the busi-
ness’ website. People are
judging your book by its
online cover.

QO

= Micro-influencers
can give your holiday
season marketing a

late boost in your local
market. According to
FORBES (invisionmag.
com/112205 ), they work
fast, can target a niche
audience, and are “often
considered more relia-
ble by their followers.”

@

- To getbetter phone
service from big ven-
dors, advises Kate Pe-
terson at business con-
sultancy Performance
Concept, befriend the
person on the line with
some friendly chat

and ask for their direct
extension. Next time,
“You'll be amazed at
how quickly that person
can get things done for
you!” she says.

= Never light frames
from the back, says
LensCrafters founder
Edward Dean Butler.
Light them from the
front using a tungsten
filament color. Use pro-

fessional lighting colors
(e.g. salmon pink, not
high kelvin/blue-white.
‘Warm white is OK.); and
never use bright lights.
“Surface imperfections
and dust show up and
turn off customers,” he
says.

O®en

- The legal landscape
has shifted in the last
decade and most juris-
dictions now have “apol-
ogy laws” that prohibit
certain statements of re-
morse from being used
in a lawsuit. But check
your state’s laws to be on
the safe side.

©

= There is a perfect
length for marketing
messages and that
length is 17 words, says
the very sure of himself
Rudolf Flesch in The Art
Of Plain Talk. Keep it
simple, stupid.

©0

- Up your phone game:
According to John D.
Marvin, president of
Texas State Optical,
practices can boost
annual revenue by
$72,000 for every 10%
increase in new patients
who schedule an ap-
pointment, and 95% of
appointment enquiries
are still done over the
phone. Does your phone
staff’s training reflect
this?

o)

= “Always make sure
aframe is adjusted
properly before taking
measurements,” is the
first piece of advice
Adam Doyle, manag-
er at Pearle Vision in
Madison, AL, has for
prospective ECPs.

©

- POS = Smoother cash
flow. If you're off by
more than 5% of your
receivables each month
when projecting cash-
flow needs, you've got a
problem. Your POS sys-
tems should be helping
you with this. If not, find
atutor — quickly!

®

= “In order to find good
staff,” Dr. Ben Thayil at
Lifetime Vision and Eye
Care in Miami, FL, tells
us, “you have to realize
good staff members
aren’t found. Good staff
members are made.
Making a good team is
all about culture and
leadership.”

®e0

= Optical pays the bills:
“We implemented a
serious inventory and
pricing strategy which
proved wildly successful
in just two weeks. We
should have started
with [it],” says Dr. Larah
Alami, owner of Hudson
River Eye Care in Tarry-
town and White Plains,
NY.

$)

- When asked, “How
much?” get straight

to the number. If you
start with a sales line
like, “Madam, you have
excellent taste,” you've
lost them. Start with the
price, followed immedi-
ately by the features; the
things you list will make
the price seem cheaper
and cheaper.

QO

- Can’t figure out where
to start with blogging?
Business blogger Mar-
cus Sheridan says: “Start
with the questions you
get every day. Take those

100 questions and turn
them into 100 blog posts
with those questions
transformed into the
titles.”

®)

= Ifyou're looking for
resources within a
particular community,
the Native American
Business Association,
Latinos En Optometry
(co-founded by long-
time Brain Squad mem-
ber Diana Canto Sims),
Black Eyecare Perspec-
tive and Asian-Ameri-
can Optometric Society
are just a few places to
start.

QO

= The best format for
customer testimonials?
“Video is active, alive
and believable. Video

is power,” says sales
trainer Jeffrey Gitomer.
Get them on your
website and in-store
screens. Here’s how

it’s done: invisionmag.
com/022401 (via Berke-
ley Eye Center).

invisionmag.com
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- We nearly all use
them, but to-do lists
don’thave a great re-
cord. Studies show the
vast majority of items
never get done. If you
must, here’s a flowchart
tool to make it more
productive: invisionmag.
com/022402.

- Music streaming
services for retailers are
getting sophisticated
with platforms like
Soundtrack Your Brand,
Pandora for Business
and Rockbot able to
target demographics
and correlate sales data
with what is played.

o

= Subjects restricted

to six hours of sleep a
day in a U Penn study
showed steadily deteri-
orating performances
in cognitive tests, and
by the tenth day were
doing as poorly as those
limited to four hours’
sleep or less.

©

- Make financial hay
while the sun shines:
Management guru Pe-
ter Drucker told INC.
com, “I saved more new
enterprises than I can
remember by simply
telling the founder who
showed me how beauti-
fully things were going,
that now is the time to
provide for your next
financing,... You'll get it
and at favorable terms.”

$)

- If working out per-
centages, such as a 4%
discounton a $75 item,
trips you up, keep this
hack in mind: It’s often

easier to flip the sum, i.e.

75% of 4 (for which the

answer is — and even we
got this — 3!) 18% of 50,
14% of $300 (50% of 18,
300% of14) ... 1 know,

right?

©

= Humor us on this one:
Stare at your business’s
logo for a few minutes.
OK, now go to our
website’s Brand Portfo-
lio section (invisionmag.
com/brandportfolio) and
look at the logos there.
You can thank us later.

&)

= Yes, hiring trainers is
worth it — provided the
focusis on hard skills
(vs. motivation) and you
follow up by personally
buying into their lessons
and providing ongoing
training and reviews.

©

- A detailed list of less
commonly used meds
saves time. Dr. Douglas
Holle of Sunset Eye
Care in San Angelo, TX,

keeps one handy. “It
helps me get answers
fast when I have a chal-
lenging case.”

QO

= Adjust your website
SEO terms so anyone in
your area needing “ad-
justments,” “repairs,”
“emergency services”
and even upgrades

for their “Ray-Ban” or
“Maui Jim” find a warm
welcome — and maybe a
new ECP.

®

= Raising prices? Bite
the bullet. The best way
to raise fees so as not to
drive customers away is
tojustdoit, says small
business strategist An-
drea Hill. “Don’t make
an announcement or
excuses.”

>

= Three words for
CL users who balk at
the first fitting: “feel,”
“felt” and “found.” In

=)

When dealing with an
implacably disgrun-
tled customer, says
business coach Can-
dace D’Agnolo, the
best approach is to
ask them straight out
what it is they want
rather than offering
up your own solution.
“Listen, empathize,
then ask, ‘How can |
make this right?’”

his book 201 Secrets Of
A High-Performance
Optometric Practice,
Bob Levoy suggests say-
ing: “Mr./Mrs. Smith,

I know how you feel.
Many patients have felt
exactly the same way.
But, after alittle prac-
tice, they found that the
process was far simpler
and easier to do than
they initially thought.
Youwill, too.”

o)

- “Bless and Release”

is aconcept Dr. Angie
Patteson finds works for
her at Sunset Eye Care.
“When a patient blows
up...let it go. Don’t mull
the situation over and
over in your mind. Deal
with it calmly, then re-
lease the patient from
your care.”

®

- Have you ever end-
ed along email with
“Thoughts?” Bad idea
says email app maker
Sanebox. Be specific.
Say “Do you think we
shoulddo X, Y or Z?” to
save time.

©

- Location = advertis-
ing. Ad guru Roy Wil-
liams suggests thinking
in terms of “total cost of
exposure” being equal to
your “cost of occupan-

cy” (usually rent) plus
your ad budget. Saving
money by investing in
aweak location means
you have to spend more
on marketing.

©

= Your marketing
should offer a certain
number of “ways,”
“keys,” “secrets” or “ide-
as” to solve a problem,
says marketing com-
pany Prime Concepts.
(“Three keys to protect-
ing your vision,” “Five
reasons now is the time
to come in for a check-
up,” etc.)

($)

- The answer to the
question: “Will you
match this online
price?” is.... Aloyalty
program. It allows you
to quickly explain how
your prices are about
the same, or even lower,
if they join your pro-
gram.

©

- Need afont for a
logo, sign or sandwich
board? You need
letterheadfonts.com.

‘w.

< One more

thing you're do-

ing wrong: Coffee.

In When: The Scientif-
ic Secrets Of Perfect Tim-
ing, Dan Pink says don’t
reach for it when you
wake up. “Wait 60 to 90
minutes, which is when
your cortisol levels start
to decline,” he says.

invisionmag.com

~or all-around performance

and protection, we've
giot yallicoveea,
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= On your walls, use
paint. It doesn’t stand
up as long as wall cover-
ingbut it is less expen-
sive and it allows you to
change the character of
the interior more often.
One of the walls should
be an accent color,
everything else neutral.
Change the accent color
as often as you've got the
budget for it.

®

- Help with rostering
is athand. Focus Eye
Care in Hackensack,
NJ, recommends the
WhenIWork app. “This
tool lets us post staff
schedules right to their
phones,” says co-owner
Vlad Cordero. See also
Homebase, Deputy and
Buddy Punch.

©

= Open slots in your ap-
pointment book should
be shared on Facebook.
Sample message from
the gang at Park Slope
Eye in Brooklyn, NY:

“We are back in the
office today with a few
appointments left! Click
the ‘Book Now’ link to
set one up now!”

QO

- Email messages that
have an “exclusive” offer
in the subject line, such
as “Private event” or
“For select customers
only,” can generate an
additional 24% open
rate, says Constant
Contact.

©

- Hesitant to ask for
referrals? Get overit.
Optometry practice
consultant Bob Levoy
offers this approach:
“We need and appre-
ciate your referral of
friends to our office.”
That’ll do — insistent
yet dignified.

©

= A shamefully over-
looked low-cost mar-
keting device: the black-
board. Get one made
with your biz name and
logo and feature specials
and new product in
colorful chalk. (Warn-
ing: Gateway drug to the
intoxicating world of
sandwich boards.)

<)

= Public radio
canbe agood
way to reach
presbyopes

— the median
age for NPR
listeners is 54
— via ‘sponsorship an-
nouncements.’ Seattle,
WA-based 4 Your Eyes
Only uses NPR affiliate
KUOW to reach its up-
scale clientele.

2]

- Youneed a will. With-
out one, state law — they
vary significantly — usu-
ally decides who gets
what from your estate.
Get writing!

®

= You're probably on the
lookout for staff right
now. If you're on the
fence about someone,
keep in mind this simple
reminder from Jim Col-
lins, author of Good To
Great: “When in doubt,
keep looking.”

= Trying to calm down
during an anxiety attack
isfutile. Instead, try say-
ing: “I am excited.” Anx-
iety and excitement are
both arousal emotions,
soit’s easier to get from
one to the other than

to shift gears, Harvard
researchers say.

- The best way to boost
impulse purchases?
Putyour staff in your
frames!

@0

- Online communities
beckon: “Our doctor

has an email group that
she goes to regularly to
ask questions and share
knowledge,” says Lisa
Smith at Precision Eye
Care in Vancouver, WA.
Facebook alone has doz-
ens of ODs and opticians
groups.

o)

- Jen Heller, office
manager at Pend Oreille
Vision Care in Sand-
point, ID, asks that we
reconsider reframing
this list slightly. 100
things to “know”? she
asks. “How about do?
Know how to live with
compassion. Let’s clarify
that to be true compas-
sion, rooted in integrity
and kindness. You can
learn any skill, build any
cheat sheet, compile any
number of checklists.
Butifyoudon’t have the

skill of empathy ... your
patients might show up
at our clinic for a second
opinion, no matter how
high quality the care you
rendered.” To which we
say: “Hear, hear!”

©

= Taglines should un-
derscore your creden-
tials or offer some sort
of social endorsement
(“Where Townsville
Shops for Eyewear”).
Stay away from “one-
stop shop,” say market-
ing experts Dr. Jennifer
Lyerly and Dr. Darryl
Glover.

®

- Customer surveys
work best as multiple
choice, sentoutona
weekday (but not a
busy time of year) with
an incentive (a coffee

or adiscount). Online
options abound: Survey-
Monkey, Zoho Survey,
SurveySparrow, etc.

= As outdoor temper-
atures rise and fall,
getting your indoor level
justright can be sur-
prisingly tricky. Retail
environment experts
recommend raising
your thermostat to
around 74 or 76 degrees
in summer and lowering
it to between 68 and 70
in winter.

ALL: We’ll leave you with this, the tip to end all tips,
the ultimate ‘thing an ECP needs to know’, from Dr.
Cynthia Sayers, owner of EyeShop Optical Centerin
Lewis Center, OH. We're not entirely sure it’s pos-
sible, but we admire the old-fashioned gumption.
“Know how to do everything in your business,” she
says. “l can run all of the equipment, know how
to fix it, check out a patient, put through orders.
1 don’t have to but | know how.” Love that spirit!

#100: Visit at least once a day!
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