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BOR 2025:
Organizational Structure, KPIs, JDs

Tushar Ranchod, MD

Guide Yourself with a Map

Where do KPIs and JDs come from?

• Key performance indicators are metrics that represent 
performance of a business or its parts

• Job descriptions are descriptions of responsibilities and 
authorities that pertain to a business or its parts

• How well do you know the parts of your business on which 
these KPIs and JDs are based?

• Is each part of your business somebody’s responsibility?
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Mapping a retina practice
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Owner: Solo MD

Practice Admin

Who’s responsible? 
Solo Practice

8

Two MD Owners

MD Partner A

MD Partner B

Biller

Practice Admin

JD: Practice Administrator

Required experience:
• Clinical & Non-clinical operations
• Human Resources

Responsibilities:
• Clinical & Non-clinical operations
• Human Resources

Performance evaluated based on:
• Clinical & Non-clinical operations KPIs
• Human Resources KPIs

Who’s responsible? 
2 doc practice

JD: Biller

Required experience:
• Revenue Cycle

Responsibilities:
• Revenue Cycle

Performance evaluated based on:
• Revenue Cycle KPIs
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Who’s responsible?
4 doc practice

Four MD PracticeMD Partner A

Bookkeeper

Billing Manager Operations Manager
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Who’s responsible?
10 doc practice

10 MD Practice

HR Administrator

Research Manager

Director of Operations

Controller

Director of RCM

Marketing Manager
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Call Center Lead

Surgery Lead

IT Lead + External IT Firm

Director of Operations

Who’s responsible?

Performance evaluated based on:
• KPIs

What are KPIs based on?

• Almost every part of your organization has KPIs, whether 
you recognize them or not.

• Things you can measure versus things that actually matter.

• Identify all possible KPIs in a portion of your business, then 
identify the ones that matter.

• As you go up the organizational hierarchy, 
select KPIs from the level below and 
add higher level KPIs if appropriate. 
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Key performance indicators

• Par levels, ordering
• Inventory/utilization checks

• Insurance entered accurately
• Patient satisfaction

• Patients per hr per position
• Patient satisfaction

• Current with all compliance requirements

• Patients consistently scheduled quickly near home
• Referral information collected, entered correctly

• Patient NPS
• Employee NPS
• Max comfortable patient volume

• Minimal downtime of key equipment • Minimal system downtime
• Issues addressed timely

What’s in the Job Description?

• Experience required
• What type of experience is required? Optional?

• Educational requirements usually secondary to actual experience

• Responsibilities:
• Tasks or processes to oversee

• People to manage

• How performance will be measured 
• Not always included in the JD but should be well defined internally 

before posting the job
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Call Center Lead

Surgery Lead

IT Lead + External IT Firm

Director of Operations

Who’s responsible?

JD: Director of Operations

Required experience:
• Health Care Operational Compliance
• Facilities
• CapEx oversight
• IT oversight
• Preferred: Scribes, Call center

Responsibilities:
• Compliance including OSHA and MIPS
• Facilities including comms, janitorial/building
• Capital Equipment ordering, maintenance
• IT oversight, internal lead and external vendor
• Scribe program oversight
• Oversight of Call Center, Surgery Scheduling

Performance evaluated based on KPIs:
• Patient Satisfaction
• Operations Employee NPS
• Current with compliance requirements
• Accuracy of front desk insurance entry
• Daily drug inventory available and accurate
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Who’s responsible?
Owner: Solo MD

Practice Admin JD: Practice Administrator

Required experience:
• Finance
• Revenue Cycle
• Marketing
• Clinical & Non-clinical operations
• Human Resources

Responsibilities:
• Finance (processes and people)
• Revenue Cycle (processes and people)
• Marketing (processes and people)
• Operations (processes and people)
• Human Resources (processes and people)

Performance evaluated based on:
• Finance KPIs (Timely close and reporting)
• Revenue Cycle KPIs (Days in AR, Clean Claims)
• Marketing KPIs (Maintain CRM, Organize events)
• Operations KPIs (Patient NPS, days to avail appt)
• Human Resources KPIs (Employee NPS)
• Proxy for company profit (Increase in MD pay)

Summary of what we learned
• Any business can be described as a map

• There are many formats/approaches you can use – just pick one!

• The map can be used to identify KPIs at any level of the 
company.

• The map can be used to ensure each JD includes the 
appropriate experience and responsibilities.

• The map can be used to ensure each part of the business is 
included in somebody’s JD 

• No part of the business is unassigned
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What can I do when I get home?

• Make a map of your practice

• If you find something that’s unassigned, assign it to 
somebody! 

• Update job descriptions to include all assigned pieces

• Identify KPIs for each piece of your map. 
• Use those KPIs for accountability at every level
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Thank you!
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