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10 Marketing & Outreach Design  

The Model Radically Changes How & What You 
Sell! 
 
When you “do the Model,” it inherently and radically changes how and what you market. I am 
not surprised in the least when a Hospice’s census is up 100% a year after a Model Workshop 
(The most growth I have seen is 500% in a single year after the workshop.). Why is this? It is 
because the organization has fundamentally CHANGED your products and services by 
bringing an entirely new level of predictability to the experience! Yes, you have something new 
and exciting as well as something that has legs that extend as far as you can see into the 
future! And what are you selling? Your People Development System!!! It is from your People 
Development System that ALL quality comes, no more, no less. Now you have to learn to sell 
it! 
 
It does not take long for a referral source or other “business” or the public at large to link the 
“cause and effect” relationship between an uncommon attention to developing and training 
employees to the resulting jaw-dropping quality. In fact, if I have any part in helping to design a 
Hospice’s administrative buildings or IPUs, I place the formal training space as well as the 
synthetic labs within view of the receptionist’s desk! With a one-way mirror looking into both 
training spaces, the phrase “Our quality is no more or less than the quality of our people” is the 
main thing you see in the reception area... not a “quilt” or some other nice but lower-value 
thing. Now I have an IQ of 65 and am trying to improve it every day, but even I would get that!  
 
Management involves the continual “selling of ideas.” Making ideas compelling, appealing, 
undeniable and something that makes you want to run out and do it immediately, with passion, 
is what you want! You are selling mindsets… the mindset of winners, anelevated 
consciousness. A Manager is Teaching. Teaching is selling. So as a Marketer…You are a 
Teacher… Not even a normal Teacher, but a Master Teacher!!! 
 

Marketers must be Master Teachers. 
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Marketers must understand the Model and the details of your Hospice’s People Development 
System on an exceptionally deep level. You must know these details to teach your accounts 
HOW TO BE BETTER BUSINESSES!  

Your Hospice needs to be respected as a business… a well-run 
business… a business that is managed so extraordinarily well that other businesses want to 
partner with you! Why do other businesses want to be “near” you? Because your Hospice goes 
MONTHS without service failures, documentation is at 100% on a day-to-day basis and you 
have gone YEARS without the phone ringing more than 3 rings before it is answered by a 
warm, highly-trained, competent person. You are bringing VALUE to their business as they 
LEARN from you! Therefore,  
 

A Marketer becomes a “business consultant” 
helping partners become better run businesses! 

 
Most of our referral sources are businesses, whether For-Profit, Not-For-Profit, Civic, 
Religious, etc. All are a type of business, and most human organizations are average by 
definition. What you have and are willing to share are practices that are NOT average, but 
rather they are practices used by elite organizations (the 90th percentile) operating in the 
higher realms of service and performance! 
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Get Beyond “Glittering Generalities” 
 
Most Hospices sell “glittering generalities” and stereotypes that do not take much imagination 
or horsepower to create. I have dissected and trained hundreds of Hospice Marketers, 
sometimes doing some crazy things to find out what they are really communicating to referral 
sources. Based on hundreds of “pitches,” here is what I usually get!  
 

 “We the Bestest!” 
 “We Care Mo!” 
 “We Not-Fo-Profit!” 
 “We the Oldest!” 
 “We the Largest!” 
 “We have Mo Stuff than any other Hos-spice!” 

 
Give me a break…  These are so meaningless to the average person who is continually being 
bombed with “glittering generalities” through intrusive phone calls, visits from low-value 
marketers, internet “pop-ups,” emails, direct mail, TV/Radio ads, billboards, etc.  
 
What you are selling is RELIEF, TIME… and the need for CERTAINTY. You are selling a 
better way of living! By helping make a business run better, you are giving some of the most 
valuable things possible to a person. You are giving them LIFE back. You can tell the person 
you are “teaching” that he or she can take off their asbestos pumps or loafers. They will not be 
needed anymore as so many of the “service failures” that consume their liveswill be drastically 
decreased.   
 
I would LIST the VALUE that working with your Hospice provides: 
 

 How to answer the phone 
 How to design visits 
 How to make sure that all work is done to Standard on a day-to-day basis 
 How to manage well 
 How to run meetings 
 How rooms should be setup 
 How to reduce turnover to less than 5% 
 How to get rid of budgets 
 How to get rid of so many reports, replaced by a few sheets a paper 
 How to pay people better than any other employer in your area 
 How to provide a “life-style” and a “life-changing” experience for people 
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 How to develop people!  
  
These are very tangible and practical things for a business!  
 

Predictability 
 
Predictability is what causes people to hit the “buy” button. Predictability is what you are 
selling. “Something” inside of us wants to be sure. We want something we can count on. We 
want to be CERTAIN. Predictability is what comes from a system. Predictability produces a 
FEELING… and FEELINGS are the primary drivers of decisions, including purchase decisions.  
 
Once an expectation is established, “anything” less than that expectation leads to 
disappointment. In fact, it is a violation of trust. It is a lie. It is a deception. It is in short, BAD. 
Any service failure is a violation of trust.   
 
“Something iinside me changed and I decided not to go back.” This is what happens when 
predictability is violated. Often these subtle changes in our FEELINGS towards something are 
on an unconscious level. Example: After explaining “why” things are done a certain way… and 
the customer finds it not done this particular way on the next visit… there is letdown. When a 
clinical visit is not done to Standard, there is a violation of the experience they wanted… that 
they were expecting… that they were counting on… Therein lies the opportunity!!! 
 

In a healthcare world that is falling apart, there 
is one thing that is working… and that is  

Sunny Day Hospice! 
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People Judge a Book by its Cover 
 
Most people are quite superficial and are impressed with production, glitz and portrayal. They 
do not see the “essence” or meaning of things. Realize that I am not putting people down here, 
but the truth is that most people do not do a great deal of deep contemplation of things. If they 
did, there would be a great deal more sensitivity and consideration regarding how we interact 
with each other as individuals and corporately.  
 
What I am saying is that people naturally judge others. It is a survival and instinctual thing. 
There is no point in trying to demonize it or make it wrong. It is just the way it is!  We judge in 
SECONDS! Appearance, voice, smell, context and setting… ALL play into the impressions that 
are created.  
 
All top Marketers understand the utter importance of first impressions. Put it this way… A BAD 
first impression is difficult to overcome and will require vastly more Energy than an 
unoffensive, average or spectacular impression!  
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What we are really trying to do is REMOVE any barriers of judgement. Therefore, you want to 
consider a Marketer’s: 
 

 Appearance 
 Dress/Uniform 
 Voice 
 Language (every word and phrase) 
 Education 
 Energy – Physical and Spiritual 
 Smell 
 Emotional State 
 Spirituality/Integrity 

 
All of these factors come into play. In fact, the entire section in this manual on Intelligence, 
Energy and Integrity… culminating in Self-Control, is what you want in a Marketer too!  
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What we want referral sources to perceive (FEEL) is that we have meticulously thought 
through the experience. That we have “cared and loved enough” to be this considerate of their 
experience.  
 
The word “experience” can also be communicated as FEELINGS. The Model is based on the 
premise that people are essentially FEELINGS… and that our organization has simplified the 
business of Hospice to “We are to simply help people FEEL better!”  
 
 

The Experience 
 
 

 
 
 
It is the details that you share with referral sources that will make them interested. You will 
share things like: 
 

 System7 
 Your Model (Your proprietary name) 
 Your meeting times (1:14, 8:38, 4:36 etc.) 
 How you run meetings 
 Visit design 
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 Phone interaction design 
 How nothing falls through the cracks (on a day-to-day basis) 
 The use of IRMs 

 
When I share these things with business people, they normally listen… It is not because I am a 
great orator, though I have practiced via just doing my job over the years. I think it is because 
what I speak about is (1) true to the best of my knowledge, (2) there are credibility and facts 
(numbers/results) behind it, (3) I am very confident in what I present, (4) I put a great amount 
of unpretentiousness in what I present as I practice it myself and in the companies I own and 
(5) I try to be “interesting!”   

What is the Primary Quality You Want in a 
Marketer? 
 
What is the primary quality you want in a Marketer? They must be interesting!!!  The Marketer 
has to attract and hold a Student’s (Referral Source) attention! Boring or average does not 
work. Looks are not the big deal. It is about being an interesting person! You have to be 
interesting enough to “hold” the Student’s attention for as long as is needed, whether it is 8 
hours, 2 days, 1 hour, or 5 minutes for a phone call!  
 

Interesting!!! 
 
Isn’t that interesting!  
 
Intertwined with this interest is “something to be gained” by the Student (Referral Source). 
They are willing to go out of their way to speak with you because you have something of 
VALUE to offer. You somehow make them FEEL better via the interaction/relationship.   
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What Are You Selling? 
This may seem like such a basic question. But is it? If it is so basic, then why don’t Marketers 
articulate it when asked? 
 

 
 
 
The answer… 
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Yes! You are selling a “near-flawless” system of care on a day-to-day basis (see section on 
Standards for explanation of what day-to-day means)! That system of care is rooted in People 
Development! Something that people count on, something in which they place trust! To satisfy 
their need for CERTAINTY. 
 
As I stated earlier, what do most Hospice Marketers sell? I have interviewed and asked 
hundreds of Hospice Marketers to “lay their pitch” on me, and this is what I get. We are the  
 

 Oldest 
 Largest 
 Not-For-Profit 
 We care more 
 We love more 
 We have “lots” of stuff 

 
This is all worn-out stuff. It takes no imagination to use these as pitch points.  
 

 
 
 
 
The point is that in Hospice, you can have a Cadillac or a Pinto experience for the same price! 
There is no variation in price or what the customer is charged for the experience.  
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Here is how I use it. 
 

“Doctor, do you realize what you have done by 
referring to X Hospice? If the family ever discovers 
that you referred their Mom to the “second string,” 

“bottom-feeder” Hospice, there will be such a 
violation of trust that they will NEVER forgive you!” 

 
Yes, there is an element of karma involved here. A black spot on the soul. However, with this 
said, it is up to the Marketer to make the Student (Referral Source) AWARE of the difference in 
quality. And where does all quality come from? People Development! This is why the Marketer 
must know the details of how and why we develop people the way we do. In fact, People 
Development is your Hospice’s core competence!  
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What is the #1 Factor in Selling? 

 
 
It is CONFIDENCE!  
 

 
 
I have seen Hospices increase ADC by 100% in months when the Marketing staff have 
extreme confidence in the Hospice’s promises (Standards). I have also witnessed Marketing 



Model Workshop Workbook   
 

________________________________________________________________ 
Multi-View Incorporated Systems 

PO Box 2327 
Hendersonville, NC  28793 

828-698-5885 or multiviewinc.com 
 

©Copyright 2018 Multi-View Incorporated Systems:  45th Edition      PROOFING FOR SPELLING/GRAMMAR IN PROCESS                                                                             Page 381 of 526 

 

 

reps just fall to pieces when they are asked to tell me their level of confidence in the products 
and services of their Hospice.  
 
 
 

Confidence is energetic. It is a self-assessed FEELING. It 
is a belief. Confidence is emulated and is FELT by others. 

 
This brings us to the question of how much confidence do you have in your Hospice’s 
promises? The organizational Standards are your promises and vows to the customer, 
referrals sources and, of course, your fellow associates. They are vows to yourself as well. 
 

 
 
 
Again, I have personally witnessed Hospice Marketing reps “fall to pieces” when asked this, as 
service failures are so common that they are normal and, in fact, expected!  
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If service failures are 
considered OK or normal and 

are justified as “a learning 
experience,” I would have to 
say that your Standards are 
quite low.  Yes, it is true that 

we learn from our mistakes, but 
don’t make them a habit! 

 
Most service failures (broken promises) come from problems or shortcomings in the People 
system which includes the (1) People Attraction Process, (2) People Selection Process, (3) 
People Development Process and the (4) People Retention Process.  
 
Confidence is “shored up” by the belief in the People System! Knowing it inside and out! 
Knowing the details of how and why it actually works! And by NOT experiencing or FEELING 
the pain of service failures!   
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This is what happens when a Hospice fails in fulfilling a promise… 
 

 
 

 
 
 
When a service failure occurs, most Hospices run to the damaged referral source and try to 
“fix” the referral source, “Becoming stronger in the broken places” and all the slogans around 
that idea. One can rationalize about how failures make an organization stronger, and perhaps 
you do indeed succeed in turning the referral source around to where they see the 
organization favorable again. If this happens, the Hospice folks (which may include the 
Marketer as well) pat themselves on the back thinking that all has been resolved. But has it? If 
you could see the aura of the Marketer, what would you see? You would see a maimed and 
disfigured person, damaged with shame and guilt, who is now unable to make promises with 
the same level of confidence.   
 
So how do you help a Marketer regain their confidence in the organization after a service 
failure? Do we have “Rehab” for these Marketers to help them regain their confidence in the 
“system?” Yes, we need to go to the referral source immediately and attempt to right the 
wrong. Then, we have to do internal work to fix the source of the problem. And finally, we have 
to somehow convince the Marketer that this will not happen again. It is a great idea to have the 
Marketer directly involved with the process solution. After all, they have a big stake in its 
success… and they will FEEL that they process has indeed been corrected.  
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It is imperative that in each case of a service failure, the Marketer is shown that the “problem” 
area or “cause” has been addressed. It has been fixed. This “fix” must be believed! If a 
Marketer does not believe that the issues has been addressed, the Marketer’s persuasive 
powers will be diminished.  
 
Marketing is the selling of ideas. It is making promises. It is about his or her personal Integrity 
as well as the Integrity of the products and services. Therefore, when a service failure occurs, 
the Marketer takes a personal “karmic hit.”  
 

The Marketer’s personal reputation is on 
the line when a promise is made! 

 
The Marketing person with a high degree of Integrity FEELS great pain when something he or 
she indicated would or wouldn’t happen, in fact, did or does… There is a degree of guilt and 
shame involved, two of the most destructive human emotions. Long-term shame can result in 
suicide. Even if the service failure is non-intentional, it is never-the-less a broken promises and 
a weakened bond in the relationship. 
 

The 3 Things You Do When Service Failures 
Happen 
 
What are the 3 things you do in the Model when a service failure happens?   
 

1. “I’m Sorry!!!” – A “heartfelt” I’m sorry!  
2. “Thank you for sharing this Gift!” – It takes courage to share a complaint or point out a 

problem for most people. They are making us AWARE or conscious of something that 
we might be blind to… 

3. “We are going to take this Gift and improve our processes so that this NEVER happens 
to another person! You have made the world better by sharing this with us! Thank you 
so much!” – We are people of process. We are devoted to People Development. We will 
go to the ROOT of the problem, with humility, and fix it to the best of our abilities.  
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Paying Marketers 
 
 

 
 

The compensation of marketing or sales representatives in Hospiceland plays a huge role in 
growth as well as the ability to sustain census over extended periods of time. People behave 
the way they are paid. Therefore, the following statement sums up the situation for marketing. 
 

When a sales team is not paid like a sales 
team, why should anyone to expect it to act like 

a sales team? 
 
Similar to hiring Management or management positions, I would not hire a Marketer that is not 
willing to bet on themselves and the organization with a sizable portion of their compensation 
staked upon performance. I would never hire anyone in marketing who is uneasy about 
working for performance compensation. It speaks to their belief in their abilities and level of 
self-confidence. Compensation is a tool that can be used to increase Accountability 
structurally. In fact, with marketing positions, I will even make the compensation a bit 
“disproportional!”  
 



Model Workshop Workbook   
 

________________________________________________________________ 
Multi-View Incorporated Systems 

PO Box 2327 
Hendersonville, NC  28793 

828-698-5885 or multiviewinc.com 
 

©Copyright 2018 Multi-View Incorporated Systems:  45th Edition      PROOFING FOR SPELLING/GRAMMAR IN PROCESS                                                                             Page 386 of 526 

 

 

Sales and Marketing are measured and compensated based on the number of WEEKLY 
admissions (not referrals) and their Position Pay and their Individual Pay according to their 
performance. Territories, accounts and routes are assigned. These accounts could be medical 
groups, hospitals, nursing homes, civic clubs, beauty shops, churches, etc. Representatives 
are expected to bring in at least 5 admissions a week to keep their position. The admissions 
must come from their territories/accounts. Marketing Reps are credited with ALL admissions 
from their accounts/territories regardless of whether or not they are directly involved. I also 
give the best reps the best accounts. Rookies get the “dog” accounts until they prove their 
abilities. Pay is not based on a per-referral, admission, LOS or ADC basis as this has gotten 
Hospices into trouble. It is based on a percentage of salary. Of course, all admissions must be 
done ethically and patients must meet eligibility criteria for Hospice services.  
 
The best programs keep it as simple as possible, paying a modest salary. It might be $30,000 
or $40,000. It may be half of what they are currently paid.  
 

If you want to kill motivation of sales people, provide a 
comfortable salary. NEVER pay a comfortable salary to 

marketing people! 
 
I don’t recommend capitating sales people. So what if they are being paid $250,000 but are 
loading you up with patients? Pay them!  If you FEEL you absolutely need to cap their pay, the 
least I would advise is 30% of base salary. Here is a nice and simple structure:   
 
 

 
 
5-NO Performance Pay  
8-20%  
10-40% 
12-60% 
14-80% 
16-100% (and continue in increments of 20% for each 2 additional admissions) 
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Of course, you can change the incremental levels or percentages as needed.     
 
 
The upside must be substantial. Accounting must determine what amounts make sense given 
your Medicare CBSA rates and wage levels in your area. I think that if the Marketer gets the 
first day of a Routine Rate that is a good place to start formulating your system conceptually.  
 
Again, it is the structure that is important and that it is based on a percentage of salary. If your 
reps are already achieving these targets, you might consider increasing them. If you are 
satisfied with the results you are already getting, then lock in compensation at levels that they 
are making now, which includes the performance pay. This way they will be less inclined to 
slide backwards over time. Again, give your best routes/territories/accounts to your best 
reps.  
 
The more difficult thing is setting the levels of Admissions. Regarding the Admissions levels, it 
all depends upon what census you want. If we are already getting XX Admissions a month, 
then the number would have to be increased. I would LOCK IN what you are achieving 
currently and anything below this, the Marketer would receive 10% less (Standards Pay)! The 
Standard should be at least equal to what you are achieving now.  
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Playing Tough in the Nursing Homes and Other 
Concentrations of Patients 
 
Hospices need to play tough in places where there are large concentrations of patients. There 
are 3 main reasons for this: 
 

1. Mission Fulfillment (People are dying badly in many facilities) 
2. Great Economics (there is efficiency in serving patients within close proximity of each 

other) 
3. Barrier of Entry (have such high quality that it is extremely difficult for competitors to 

enter your market) 
 
These are all excellent reasons to service nursing homes, ALFs and other facilities well. 
However, when a competitor comes into town, usually the first place they go is to the nursing 
homes and assisted living communities. If your Hospice is QUALITY and serves with an 
uncommon level of excellence, to the point where it is a “no-brainer” to use your Hospice, it will 
be incredibly difficult for a competitor to successfully enter your market.  
 
To break into nursing homes and assisted living communities, you need a system. It might look 
like this: 
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Let us break this down: 
 

1. Phone Interaction – You want to get the referral source (nursing home, ALF) to call 
your Hospice, even if it just a return call so that they can “experience” a spectacular, 
jaw-dropping handling of the phone. This is IMPRESSIVE in a world that is utterly horrid 
on the phones. This is where Phone Interaction design pays off big time!  

 
Do you know you can win over a referral source, by simply getting them to 
return a phone call? The bar is SO LOW in terms of quality on the phones, 
that people are blown away from the sheer attention a Hospice doing the 

Model gives it! They FEEL it and something inside them shifts! 
 

2. Uniform/Appearance/Look – People judge a book by its cover, right? Then you have 
to “look” like an Intelligent, Energetic and Integrous person! You must give off LIFE 
energetically! You are also signaling by your “look” that you are part of the team, part of 
the system of care! And that there is no ambiguity about that! You are proud of the 
company you represent! You look sharp and organized!  

3. Show an “Exacting” Process/System – This is where you show that the organization 
has been meticulous in its consideration and planning of the care experience. And that it 
is not only about the Hospice’s way of doing things, but it also integrates the practices of 
the facility! “We want to customize what we do, so that it is a natural fit for you! We 
want to be highly sensitive and considerate as any high-value partner would be!”  
This sends a message that delights those unaccustomed to such service! 

4. “Test our system” – “Give us your most problematic patients and see how we do!” 
“We don’t even want an exclusive contract as those are for companies that don’t have a 
great deal of confidence in their promises. In fact, we want you to occasionally use other 
Hospices so that you can compare our services! Now we feel bad for those that this 
happens to, but we wantyou to know why you are using us. Of course, if it is unbearable 
or you can’t refer to another Hospice in good conscience, we understand.”  

5. “I am your Personal Representative” - “I personally stand behind our promises – I am 
responsible! Here is my cell number! Call me anytime if you ever have a concern or an 
idea how to make our services better! I don’t care if you call me at 3:00am on Sunday 
morning! Call me if you need to!” This is a form of personal Accountability. One single 
person to call. This is simplification of a process so the issue or concern can be 
addressed with the least effort for the client.  

6. WOW! In-services by WOW! Teachers! – “Our Hospice’s core competence is that of a 
teaching organization, first and foremost. It is what we do best! We have a list of in-
services on high-value topics that attendees love! Just try one and see what happens!” 
When one of your WOW Teachers hits the stage, the facility will instantly get the quality 
of the Hospice. They will think “If that is the quality of their training, no wonder they are 
so good at what they do!” This WOW Teacher is also part of the “business consulting” 
value of a partnership with your Hospice. When teaching “wound care” or addressing 
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“breakthrough pain,” the value of the business increases by virtue of the increase in the 
capabilities of its employees. It is great for the facility administrator to get to know the 
WOW Teachers as they will be periodically invited back! The use of WOW Teachers 
(which can be your regular Hospice faculty) cements the quality of your Hospice in the 
minds of ALL STAFF at a facility! The WOW Teacher does not have to do a “big 
marketing pitch” about the Hospice. People see their “look” or “uniform” and know 
where they are from!  

 

Do You Really Need a Big Researched Marketing Plan? 
 
Some companies may… Apple, the most valuable company on the planet for a time, with 
Steve Jobs, didn’t. Sam Walton, another mildly successful person didn’t either. They did not 
hang on focus groups… they just perceived VALUE… They wanted to make something great! 
Not to make money, but to make something of quality and highly-valued.  
 

 
 
I see a lot of Hospices spend a lot of money on “marketing” research. There is a place for this. 
However, it all really comes back to understanding human behavior and the needs or 
frustrations of customers. Being successful at marketing does not have to involve “research or 
focus groups.” A talented Marketer would already be continually seeking a deeper and more 
complete understanding of “best known practices” and knowledge as they evolve. Look at 
Steve Jobs, he just knew intuitively what would sell! And he built the most valuable company in 
the world!    
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3 Census Killing Positions 
 
Of course, you have to be providing quality care. Of course, all things link back to the CEO 
(who is the real Chief Teaching Officer), but there are several “positions” at a Hospice that 
greatly impact census levels.  
 
I have seen on many occasions how the move of a single personality caused a 100% or even 
a 200% increase in a Hospice’s ADC! Dramatic increases! I have more often seen dramatic 
decreases with the move of a single person! Each individual carries beliefs or attitudes and 
certainly an Energy with them. These all impact the atmosphere and the people within those 
atmospheres! Let us explore a few of these “Census Killing Positions” positions! 
 
The Low Energy Admissions Manager 
 
The head or Manager of Admissions or Intake must have “abnormal” Energy levels. This 
abnormal Energy should not come from drinking 5-Hour energy drinks or caffeine. It should be 
a natural energetic state for the person. Some people are just born with more Energy than 
others and there is nothing wrong with nor better than that state! All types of Energy levels are 
needed on this planet, as all are essential! However, the Admissions Manager must have a 
sense of urgency about getting patients in the program. The person must be a bit obsessive, to 
the point where the list of prospective patients is “cleared” every night and all reasons to delay 
an informational or admission visit are fought through (of course, for the right reasons). “The 
first Hospice on the scene wins” is the mantra of a top rung Admissions Manager and 
department! SPEED MATTERS! Speed is what counts! The first Hospice I witnessed 
implement this “change of one personality” and subsequently get a 100% increase in ADC 
floored me. We just “repurposed” (because no one gets fired at so many Hospices, right!?) the 
slow and intellectually-oriented Intake Manager to another department. Then we put the most 
neurotic and energetic RN we could find into that position. What happened? The ADC went 
from 200 to 400 in about 4 months! WHAM! The Hospice hated me for destroying their “nice 
and neat” Hospice, as they could not hire and train people to keep up with the growth (this 
highlights an entirely different issue that shows a problem in their People Development System 
which the Model now solves)! 
 
The Limited Paradigm (Fearful) Physician 
 
Physicians can be deal-killers. You have to really watch out for what they are exposed to as 
they can go off to a CMS meeting and come back and start discharging hundreds of patients 
without even telling the CEO! I’m not making this up! They can get scared, bring back a “fear 
bug” and infect your entire team! This will not only tank your census now, but you may not 
recover from it for YEARS! Referral sources just don’t forget when they refer a patient that they 
have personal experience with, know that there is something major going on with the patient, 
and then have someone that lacks that insight and say “No.” Any time you say “No” to a 
referral source or patient, you had better handle it with EXTREME CARE… kid gloves if you 
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will! Delicate, delicate, delicate! Otherwise you risk SCARING the referral source. There is 
some bizarre psychological aspect of this “non-forgiveness” that happens when Hospice 
patients are turned away after being referred, but it is real nevertheless.  
 
The fact is we don’t know why a large percentage of people die. Over a third of all coroners 
can’t give a specific reason for death even after a person has died! Yet, Hospices are held to a 
higher standard and are somehow expected to know this BEFORE a person dies! A Hospice 
Physician needs to have an expanded paradigm of what a Hospice patient looks like. It is NOT 
someone on the brink of death. Brink of death care is NOT quality Hospice care. 50% of all 
death prognostications are off with regards to time! If you are told you will die in 6 months, then 
you will probably die in 3! A wise Hospice CEO told me “If you wouldn’t be surprised if a 
person would die in a year, sign them on!” She was conscious of this fact… 
 
The Non-Interesting Non-Incentivized Marketer 
 
What is the primary quality you want in a Marketer? Interesting!!!  It is the same trait you want 
in the Manager of People Development! The Marketer has to attract and hold a Student’s 
(Referral Source’s) attention! Boring or average does not work. Looks are not the big deal 
(though they help with shallow people). It is about being an interesting person! It is about being 
or becoming someone that people “want” to take the time out of their day to be in the presence 
of or interact with. Someone that is extremely POSITIVE and that has VALUE!  
 
Entwined in this quality of “interesting” is “something to be gained” by the Student (Referral 
Source). They are willing to go out of their way to speak with the interesting Marketer because 
he or she has VALUE. They are looking for a payoff as all forms of protoplasm will do. The 
payoff will be in multiple forms, but the insightful Marketer knows that most people make 
purchase decisions on an emotional level first and then justify those decisions with intellect. So 
both emotional as well as intellectual components are needed, but the sequence is (1) emotion 
followed by (2) intellect. The Talented Marketer somehow makes the referral source FEEL 
better or even good via the interaction/relationship. Hey, doing the “right” thing makes a person 
FEEL wonderful!  
 
Of course, how you pay Marketers makes a world of difference too (just like any position)! And 
of course, it can be structured so you don’t get in trouble, but compensation should be used (at 
least it is by most of the 90th percentile Hospices). I use compensation to “smoke out” 
weaklings in Marketing especially. Hey, if they don’t have the confidence in themselves and 
are not willing to bet on the organization as well for most of their pay, I don’t need them. A top 
Marketer would laugh at a straight salary! Top Marketers are used to eating what they kill! That 
sentence may be a bit morbid but if it sticks in your mind, I have taught well!      
 
So there you have it! 3 Census Killers that could be on the loose in your Hospice! As a CEO, 
Chief Manager and Sheriff, as you approach your desk, it might be a great use of your time to 
look at the specific people you have in these positions. It could be a huge deal to your 
Hospice!  
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Growing a Hospice   
 
  

Growing a Hospice is always a concern as it impacts everything. There are a lot of formulas 
and recipes. However, in my mind, the major things that need to happen are clear, at least for 
now…they have changed over the years. There are tons of specific practices to embellish 
each major point, but let’s focus on the big guys. If we were to categorize these points, they 
might be classified as internal and external…both of which are impacted by what WE DO or 
DON’T DO. You will note in the following list that most things pertaining to a Hospice’s growth 
are INTERNAL, not EXTERNAL.  
 
At present, many Hospices are complaining about shortened lengths of stay and census 
issues. They are blaming it on referral sources and the “external world.” This is what most of 
humankind does because it is easy. However, the more evolved understand that it is in the 
“internal world” where most of the real issues lie. The problem is us! Has fear caused your 
Hospice to become more conservative? By becoming more conservative in your admissions 
and discharge process have you send “unintended messages” to your referral sources and 
community that you only take certain types of patients. Have you made your Hospice Box 
smaller? I can say with utter certainty that a Hospices census is tied directly to the Hospice’s 
beliefs about what a patient looks like…its Box. So, the key is to expand the paradigm and 
your Hospice will increase census. If discharges are more than a few percent 2-5%, then I’d 
have to say that your Hospice is TOO conservative. Are your clinicians documenting to decline 
on a long-term view or short-term as so many patients “plateau” for weeks or months? Can you 
say that a patient has declined from one month to another? Far too many clinicians document 
what they have “done” and not to this longer-term view. AND then these patients get 
discharged…referral sources are puzzled…and are census decreases…and we BLAME the 
external world.     
 
Most Hospice’s self-regulate census. This happens in virtually all situations where Hospice 
staff members do NOT have “skin in the game” or a vested interest in census. Why would you 
ever expect staff to enthusiastically drive higher census without skin in the game? All Hospice 
team members need to feel the impact of higher and lower census as quickly as possible…in 
every paycheck. To believe that people will be as motived without performance compensation 
approaches might seem “noble” to the naïve. However, an insightful professional Manager, will 
use compensation, in all of its forms, as a tool of management…where people understand the 
linkage to census to organizational health.   
 
Here are the major points for growing a Hospice: 
 
 

1. INTERNAL Increase LOS – LOS is self-determined by a Hospice. It is a product of a 
mindset that has been created by our behavior. We have trained referral sources and 
the community over years by the patients we have admitted or have not admitted. All 
Hospices’ can intentionally increase LOS. The complaint in Hospice for so many years 
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was “if only we can get patients sooner”. While this is true in many cases, it points to 
the external world as the problem rather than pointing to ourselves. “How” to measure 
LOS is a big question. I think you need to measure it based on Average LOS for 
Terminated patients AND Median LOS for Living Patients. Both are required as ALSO 
(Terminated) can lead a Hospice into Hospice Hell (CAP problems) and MLOS (Living) 
will keep a Hospice out of the netherworld. I have not found a single measure of central 
tendency that will do the job…yet! Look at your UR process? What is your goals for 
Patient Mix > 365 Days? Of course, your documentation needs to substantiate the 
patient’s continuance in the program, but isn’t it better to have patients longer and not 
be providing ‘brink of death” Hospice?    

2. INTERNAL The Manager of Admissions – The profile of top Admissions Managers 
are characterized by high Energy, can-do attitudes, admissions boards cleared daily, 
might drive a red sports car… you get the idea. These are clearly “sparkplug” 
personalities. You want this type of individual because their example will be transferred 
to the entire Admissions team. I call this the Principle of Replication. Managers can only 
reproduce what they are. A slow, low-Energy Manager will reproduce a slow, low-
Energy team. In Admissions, we want a sense of urgency! Speed is the name of the 
game in a competitive Hospice environment. Understand that the speed of the Manager 
is the speed of the team. Evaluate the person running Admissions. We have seen 
Hospice’s double census with this one move.   

3. INTERNAL Develop Phone Skills & “Digging” – How do we handle calls at our 
Hospice? Does everyone that could use our services get in? It is estimated that most 
Hospice miss 10-15% of potential patients through misinterpreted phone calls. That is, 
a typical Hospice could increase its census IF it learned to “dig” into calls. Nobody calls 
Hospice without a reason. People call Hospice because there is a need. In the Model 
workbooks, this area is covered. It is a mistake to assume that people are just “good” 
on the phones. This is an area that needs special attention. The tone of voice, 
message, training at meeting the unspoken needs (digging), and even the hold music 
or message needs careful evaluation. You Hospice could have its own “play list”!   

4. INTERNAL Your VALUE Proposition – This is normally known as the “pitch”. What is 
being said? What image is being communicated? Have your marketing staff give their 
pitch – cold. Don’t give them time to prepare. Have them come into your office 
individually…then sit and listen. Don’t critique. Don’t comment on the performance. 
After you have heard all of the Marketers, evaluate. Would you choose this Hospice? Is 
it really any different than other Hospices? If the message is “we are the oldest and the 
largest” or “we care more” or you find some other worn-out, value-devoid message, its 
time work on your message. Perhaps you need to work on your Hospice! In my mind, 
since so many Hospices “do it the same” it is relatively easy to differentiate in a market. 
It is not always about doing more. Perhaps it is about doing less, but doing less 
extraordinarily well…so that Marketers have CONFIDENCE in what they promise. The 
Value must be rich. People want to know that their loved ones got the Cadillac Hospice 
service. People are very upset when they realize that they chose the “2nd string” 
Hospice. Is there ‘evidence” behind your claims? Benchmarking will clearly help in this 
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area as you develop your message. Message the data points where your Hospice 
excels. Such as having high visits per patient or low indirect costs. 

5. EXTERNAL Paper Routes and Feet on the Street – This is where most Hospices 
start when trying to grow. But it is the wrong place. There should be defined territories, 
accounts, and frequencies of message. We need to have all of these things worked out 
so that the crafted, value-rich message is communicated. But this is really the last 
factor. Even with a well-crafted message, marketing initiatives will fail without a 
trustworthy Marketer. Choosing a good Marketer is probably more art than science. I do 
know that the best Marketers have absolute belief in what they are selling and there is 
a high Integrity factor that is palpable. Trust is the basis or all great relationships.     

6. EXTERNAL CENSUS is NOT about Big Media Campaigns - These do not work or 
everyone would be doing them!     

 
 
All Hospices should be growing.  Growth is a sign of life and of advancement.  The Hospice 
that is not growing has problems.  Its mission is not about patients.  It is more about 
themselves.  Here are some points about the concept of growing a Hospice.  
 
Is the census your job as the Hospice Manager?  Well, technically no, but it IS!!!  If you are a 
Manager who is worth his or her salt, you are concerned with growth.  You ARE a factor.  Use 
your personality, wit, personal magnetism to influence a growth mindset.  
 

“High water covers a lot of stumps.” Norman McRae 

 
 
 
Three Important Marketing Points: 
 

 Do they know you exist? 
 Have a fast message. 
 Have a value-rich message. 

 
 
 
 
 
 
 
 
 
 
 
 
 


