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CHAPTER ONE:
THE PEOPLE FIRST PATH
WHERE ARE YOU ON THE PATH?
Self-awareness is required for growth. Each worksheet in this tool kit was
developed from the self-check experiments in the People First book. To start, take
time for reflection and an assessment of where you are in your journey.

If you don't know where you are, you won't
know what steps to take or which direction to
go in order to reach your destination.
WHERE ARE YOU ALONG YOUR OWN PATH TO BECOMING A
PEOPLE FIRST ORGANIZATION?

Patient
First

People
First

Journal

1. What has brought you this far on the path?

2. What prevents you from moving fully to a People First organization?
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HOW FAR ALONG THE PATH ARE YOU TOWARD
PEOPLE FIRST LEADERSHIP?

Patient First
Cliniclan / Manager

People First
Leader

Journal

1. What has brought you this far on the path?

2. What prevents you from moving fully to People First leadership?
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LEADERSHIP
TEAM
ACTIVITY

CHAPTER TWO:
THE FOUNDATIONAL ROCK
OF ORGANIZATIONAL DESIGN
INTENTIONS IN ACTION

This Self-Check offers a chance to articulate your intentions behind different activities
and confirm that others understand it the same way. The goal here is alignment. Our
intentions are the overarching aims that set the course for our actions. Because
intentions shape our words (SAY) and our actions (DO), it's important to be crystal clear
for your intentions for specific activities.
1. Develop the list below of activities your organization practices, such as Onboarding,
Corrective Action, Dress Code, Absentee Policy, and state the intentions behind
them. Don’t stop with these examples; build your own complete list. THINK carefully
about the intention of each and record your answers.
2. Have the entire leadership team repeat the exercise. This will help you clearly see
where there is agreement on and/or confusion about intentions, and it highlights
where communication needs to be improved.
NAME:
ACTIVITY / PROCESS /
PROCEDURE

INTENTION
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LEADERSHIP
TEAM
ACTIVITY

INTENTIONS IN ACTION

ACTIVITY / PROCESS /
PROCEDURE

INTENTION
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INTENTIONS IN ACTION
Once everything is out on the table, true dialogue can begin. Make sure the intentions are
clearly understood, and adjust words and actions as needed. Sometimes, the act of
stating your intentions provides enough of a backstory to clear up any confusion. This list
of activities and their intentions plays a crucial role in what we SAY and DO, the next two
rocks in the People First cairn.
You need more than knowing what everyone thinks the intentions are.
ensure agreement on what and why.

You need to

List examples where different people had different intentions for the same activity. What
causes the differences? How can you resolve them.

This week, one thing I can do to improve the alignment around the intention for
is to:
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CHAPTER THREE:
THE THINK LEADERSHIP FACTOR
WHAT'S YOUR MINDSET?

You have choices. The ability to choose comes after awareness of your current state of
mind. Once you understand that, you can decide what to focus on next.
1. Start with a self-check on your default mindset. Remember, we don’t control that first
unconscious thought, so don’t try to ignore or change that. Recognize your default,
and if not People First, make a conscious choice to shift your mindset. The three
common default mindsets are: Patients, People and Finance.
What is your default mindset? What triggers your default mindset?

This week, one thing I can do to shift my default mindset to People First is:
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WHAT'S YOUR MINDSET?
2. Once you are clear on your mindset, take a look at the other aspects of a People First
leader’s mind. Over the course of a day or week, track the percent of time you maintain
these different aspects. Then consider ways to increase your focus and skill at shifting
your thinking. The percent of time doesn't need to add up to 100%. In fact, you want
the individual mindsets to be as high as possible throughout the day.
PEOPLE FIRST
LEADER'S MINDSETS:

PERCENTAGE
OF TIME

WAYS TO INCREASE
THE PERCENT

THE CURIOUS MIND

THE GRATEFUL MIND

THE HUMBLE MIND

THE WILLING MIND

THE PILOT'S MIND

THE COACH'S MIND
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WHAT'S YOUR MINDSET?
General Mindset Observations:

What makes it easier to be in each mindset?

What makes it more difficult to shift to curious, grateful, etc?

Who can help you get or stay in the mindset you intend?

This week, one action I can take that will help me stay in
more often, is to:

mindset
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LEADERSHIP
TEAM
ACTIVITY

CHAPTER FOUR:
THE WEIGHT OF WORDS
CALL IT WHAT IT IS

Healthcare is littered with jargon and abbreviations, which often distracts from the true
meaning of the words associated with specific activities. For this exercise, use the full
name for different activities within your practice as opposed to shorthand or acronyms.
1. Look at all the job titles in your organization plus your activities and intentions list
from Chapter 3.
2. Ask yourself, and your team, if the name of the role and/or the activity is aligned with
the intention.
3. If your intentions don’t match the name, what might be more suitable?
CURRENT JOB TITLE,
ACTIVITY, PROCESS,
PROCCEDURE

INTENTION

UPDATED JOB TITLE,
ACTIVITY, PROCESS,
PROCCEDURE
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LEADERSHIP
TEAM
ACTIVITY

CHAPTER FIVE:
SYSTEMS FOR COMMUNICATION
AND CONNECTION
REDESIGN YOUR MEETING STRUCTURE

By reviewing your current meeting structure, intentions, and success level, you can begin
to redesign your organization’s communication strategy and structure. Assess your
meeting structure to ensure that your organization’s needs are being addressed. This
should be done annually or anytime you notice decreased engagement in the meeting.
This activity is designed to increase efficiency and effectiveness by streamlining the when,
why, and how you meet.
1. Use the grid to list every single meeting within your organization.
2. Ask each person on your team to complete this grid so you can get a handle on
people’s perceptions, compare notes, and identify inconsistencies or areas of
confusion.
NAME OF
MEETING

GOALS/INTENTION
OF THE MEETING

WHO
ATTENDS

LENGTH
(MINS)

FREQUENCY

RATE THE
EFFECTIVENESS 0-5

5

5
5
5
5
5

5

5
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DIG
DEEPER

TEAM
ACTIVITY

MEETING:

INPUT FROM:

INTENTION OF
THE MEETING:

EFFECTIVENESS:
0 IS NOT EFFECTIVE.
5 IS FULLY EFFECTIVE.

5

WHETHER THE MEETING WAS A 0 OR 5, DIG DEEPER.
WHAT ARE THE REASONS FOR THE SCORES?
WAS THE MEETING THE RIGHT LENGTH OF TIME? TOO LONG? TOO SHORT?

WAS THE INTENT OF THE MEETING EFFECTIVELY COMMUNICATED AND
CLEAR TO THOSE IN THE ROOM?

WERE THE RIGHT PEOPLE (AND ONLY THE RIGHT PEOPLE) IN ATTENDANCE?

WERE THE MEETING LEADERS PREPARED?

WOULD YOU RECOMMEND THIS MEETING TO OTHERS?
WHAT IS YOUR REASON FOR YOUR ANSWER?

THEPEOPLEFIRSTBOOK.COM | © 2021 AMY LAFKO | 11

REDESIGN YOUR
MEETING STRUCTURE
What meetings do you need to change?

How do you want to change it? (agenda, length, attendees, etc.)

Who can assist in making those changes?
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CHAPTER SIX:
THE SAY LEADERSHIP FACTOR
YOU SAID WHAT?

Words truly do matter, yet we so often don’t even realize the words or phrases we are
using over and over again.
Over the next few days, jot down words that you say often. Ask colleagues and trusted
peers what your “catchphrases” are. Also pay attention to your overall communication
style.
Journal

1.

What words and phrases do you regularly use?

2.

Do they align with your People First mindset and intentions?

3.

What could you replace them with to better reflect People First?
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4.

How often do you start talking before the other person is finished?

5.

Can you add a pause before jumping into a conversation?

6. How often are you listening at Level 2 or 3? What distracts from deeper
listening?

7. Do your questions tend to include the answer you’ve already determined
to be true?

8.

This week, one action I can take for better communication is to:
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CHAPTER SEVEN:

THE PEOPLE FIRST APPROACH TO
ONBOARDING AND ORIENTATION
ALIGN AND INSPIRE
Ask yourself: What message does your onboarding convey? Does it say, “I need you to
get to patients as quickly as possible, so check this list and get going!” Or does it say,
“We want to make sure you have everything you need to succeed here!”

Think about how the person will feel after their first day with your organization given the
two different approaches. In addition to asking your managers and team members, be
sure to ask your most recent hires for their input.
When you answer yes, explain what's working well with it. For each "no" or "sort of",
what is working with your approach? What could you improve?
1. Have you provided training for your coaches so they can foster self-reliance in
the new team member?
YES
NO
SORT OF

2. Have you customized a coaching plan based on your new hire’s strengths
and the gaps identified during selection?
YES
NO
SORT OF

3. Have you created opportunities for connection beyond just name and face
recognition?
YES
NO
SORT OF
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4. Can the entire team speak to the mission, vision, and values of the
company as well as how their role contributes to each?
YES
NO
SORT OF

5. Do you have regularly scheduled check-ins with the new team member?
Start with weekly, then monthly, before moving to the quarterly and annual
meeting structure.
YES
NO
SORT OF

6. Do you have a feedback tool for new team members to provide input on the
organization’s success with the orientation process?
YES
NO
SORT OF

7. This week, one thing we can do to improve the onboarding experience is to:
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CHAPTER EIGHT:
THE PEOPLE FIRST
APPROACH TO RETENTION
ENGAGE AND EMPOWER

As multiple studies show, employee engagement (or lack thereof) is a key factor for your
organization’s success. If people are rushing for the door or actively disengaged on the job,
you’ll never achieve operational sustainability, let alone growth. Turnover sows discord,
strains the remaining staff, and sucks time, money, and energy from the whole
organization.
Take a close look at your processes, using these questions:
1. Have you mapped out a key accountabilities matrix for each position that
includes desired activities, priority level, amount of time to be spent, and the
determining success factors? More importantly, have you met with everyone
individually to discuss their matrix?
YES
NO
SORT OF

2. Do you offer training beyond the technical skills of the job?

YES
NO
SORT OF

3. If you administer engagement surveys, do you do so in a consistent and
timely manner? Do you have a clear strategy for actions to sustain or improve
your baseline?

YES
NO
SORT OF
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4. Does each team member have a professional learning and development
plan that includes a career rock wall?
YES
NO
SORT OF

5. Are your quarterly meetings building engagement and connection to show
how you support your people?

YES
NO
SORT OF

6. This week, one action I can take to increase engagement and
empowerment is to:
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CHAPTER NINE:
THE PEOPLE FIRST APPROACH
TO RECRUITING AND HIRING
ATTRACT AND SELECT

Attracting and selecting the best people is mostly a by-product of the other DO functions
within the employee lifecycle. Without alignment, inspiration, engagement, and
empowerment, attracting and selecting ideal candidates could be an obstacle.
Before we turn our attention to the leadership DO factor, conduct a self-check on
your attraction and selection processes to ensure you’re poised for success.
1. Are you recruiting or attracting top-tier talent to your organization?
YES
NO
SORT OF

2. Is your brand’s reputation both internally and externally favorable?
YES
NO
SORT OF

3. If you suffer from high turnover, have you calculated the costs in both time
and money?
YES
NO
SORT OF
GET TURNOVER
CALCULATOR
HERE
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4. Do you craft job postings with the same attention you would a piece of
marketing literature? Do you highlight the benefits people will experience
working for a People First organization?
YES
NO
SORT OF

5. Do you make decisions based on internal unconscious biases? (Hint: the
answer is yes. So, what can you do about it?)
YES
NO
SORT OF

6. Do you use any tools to improve objectivity and decrease biased hiring decisions?
YES
NO
SORT OF

7. Do you have a system for interview questions that go beyond surface level
behavioral questions?
YES
NO
SORT OF

8. This week, one step I can take to improve attracting and selecting the best
people is to:
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CHAPTER TEN:
THE DO LEADERSHIP FACTOR
SCHEDULING TIME FOR PEOPLE FIRST

As a practice owner or leader, you have a million things on your schedule and that
doesn’t even include all of the things that pop up each day. So how do you have time to
be a People First leader? It comes down to scheduling.
Look at your calendar and conduct a self-check on where you are spending your
time.
1. Are you scheduling time to fill your own cup?
YES
NO
SORT OF

2. Have you added quarterlies, rounding, and huddles as a way to connect with
the team?
YES
NO
SORT OF

3. Does your schedule include time with each location or area of the practice?
YES
NO
SORT OF
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4. Have you scheduled time for your own professional development?
YES
NO
SORT OF

5. Do you have blocks of time to work on the business so that when you are in
the business, you can focus on your team and their needs?
YES
NO
SORT OF

6. Does your team know that when you block time to work on the business,
they should only interrupt if it is an urgent situation?
YES
NO
SORT OF

7. This week, one thing I can change in my schedule is:
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CHAPTER ELEVEN:
PLAN, EXECUTE & LEARN
THE STOP / START / CONTINUE METHOD

There are times when we do such an excellent job of planning and executing that
we just keep those processes going forever. Eventually, there isn’t enough time in
the day for all of these great activities, and we need to decide what to eliminate so
we can make room for what our practice needs today. A simple and effective way
to make this decision is with the “stop/start/continue” method.

STOP

START

What isn’t working anymore?
What things are impractical
or impede other work?
What isn’t delivering the
right impact?
What is a duplicate of
another process?

What things need to be done
that aren’t currently being
done?
What is worth trying or
experimenting with for
better results?
Will it reduce waste?
Will it add value?

CONTINUE

What's working well?
What needs more time to
start working?
Do we like it or need it?
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TEAM
ACTIVITY

Now ask the team the same questions:

STOP

START

CONTINUE

This week, I commit to do this from the list:
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CHAPTER TWELVE:
CHANGE IS THE ONLY CONSTANT
CHANGE READINESS

The Greek philosopher Heraclitus was eons ahead of his time when he famously said,
“The only constant is change.” His observation speaks to the infallible and
undeniable force of change. It’s always there, and it’s always coming.

One change we are currently (or in the next 6 months) facing is:

VISION
What is the vision / the WHY for the change?

How does it align with the organization’s high-level vision?
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SKILLS
For each role involved with the change, what skills will they need?

INCENTIVES
What's in it for the team? Why should they want to make this change?

RESOURCES
What resources are needed to execute the change?

I think we need this much time:
(Now, double that!)
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ACTION PLAN
Celebration schedule & activities:

After Action Review date to promote learning:

Weekly "Punch List" Meetings scheduled:

What are you doing to avoid false starts and ensure team buy-in?

THEPEOPLEFIRSTBOOK.COM | © 2021 AMY LAFKO | 27

CHAPTER THIRTEEN:
THE 7 STAGES OF GROWTH
IDENTIFY YOUR CURRENT CHALLENGES

James Fischer’s 7 Stages of Growth™ model is one of the most useful and effective tools
to use to get ahead of your growth curve. By knowing what’s coming, leaders are better
able to plan and manage the turbulence associated with change.
Review the list of the twenty-seven challenges all businesses face as they move through
the 7 Stage Stages of Growth™. Select five that you think are applicable to what your
organization is facing right now.
1) Profits are inadequate to grow the
company
2) Need for an improved profit design
3) Customers are migrating away from
your products/services
4) Continual cash flow challenges
5) Limited capital available to grow
6) Employee turnover
7) Hiring quality staff
8) Staff morale and voltage challenges
9) Need for a flexible planning model
10) Need to have better staff buy-in
11) Project management and resource
coordination challenges
12) Communication gap between
leadership and staff
13) New staff orientation
14) Staff training
15) Unclear values throughout the
organization
16) Dealing with the cost of lost
expertise or knowledge when
employees leave
17) Chaotic periods destabilizing the
company

18) Organization needs to understand
how the company will grow in the
future, not just the leadership
19) Organization needs to better
understand the impact staff
satisfaction has on the company’s
profitability
20) Company culture is generally
resistant to change
21) The marketplace and your
customers change too quickly
22) Difficulty forecasting problem
areas before they surface
23) Difficulty diagnosing the real
problems or obstacles to growth
24) Too slow getting new
products/services to market
25) Not able to quickly get systems
and procedures in place as the
company is growing
26) Weak product/service
development and differentiation in
market
27) Challenge expanding sales
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Get Your 7 Stages of Growth Report Here!

Research of over 650 businesses shows the top five challenges at each
stage:

Stage
1

Stage
2

Stage
3

Cash
Flow

Hiring
Quality
People

Staff
Buy-In

Destabilized
by
Chaos

Improve
Sales

Slow Product
Development
and Getting to
Market

Stage
4

Stage
5

Stage
6

Management

Improve
Sales

Staff
Buy-In

Leadership/
Staff Gap

Difficulty
Diagnosing
Problems

Difficulty
Forecasting
Problems

Staff
Satisfaction /
Profit
Relationship
Not Seen

Inadequate
Profits

Cash
Flow

Weak
Business
Design

Employee
Turnover

Cost of Lost
Expertise

New
Staff
Orientation

Slow
Getting
Offering to
Market

Limited
Capital to
Grow

Leadership/
Staff Gap

Core
Value
Unclear

Weak
Business
Design

Weak
Business
Design

Weak
Business
Design

Improve
Sales

Limited
Capital to
Grow

Culture
Resistant
to Change

Staff
Training

Hiring
Quality
People

Marketplace
Changes Too
Quickly

Weak
Project

Not Getting
Systems in
Place

Organization
Uninformed
about
Company
Growth

Stage
7
Products
Not

Differentiated

Where do you identify different challenges?

What is the reason for the difference? Blindspot? Ahead of your stage?
Missed something from a previous stage?
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CHAPTER FOURTEEN:
THE GROW LEADERSHIP FACTOR
BUILDING YOUR OWN CAREER ROCK WALL
In order to grow, you need to know where you already have skills and what skills you need to
develop. Building your own career rock wall first means an honest look at your current strengths
and limitations. In this moment, you have soft skills that are well developed and some that need
to improve. Think about where the practice is going: What skills will you need for the future?
You don’t need all twenty-five for any role. Consider this list and determine the top seven soft
skills needed for leadership success in your practice. Next, consider how well developed your
skills currently are: Are they developed or moderately developed, or do they need development?
Put an asterisk beside the ones you want to focus on improving. Then seek out training,
coaching, and peer support. Be honest with yourself, nobody is perfect.
1
Appreciating
others:
Identifying with
and caring about
others

2
Conceptual thinking:
Analyzing hypothetical
situations, patterns,
and/or abstract
concepts to formulate
connections and new
insights

6

7

Customer focus:
Anticipating,
meeting, and/or
exceeding
customer needs,
wants and
expectations

Decision making:
Analyzing all
aspects of a
situation to make
consistently sound
and timely
decisions

11

12
Goal orientation:
Setting, pursuing,
and attaining
goals, regardless of
obstacles or
circumstances

Futuristic thinking:
Imagining,
envisioning,
projecting, and/or
creating what has
not yet been
actualized

16
Negotiation:
Listening to many
points of view and
facilitating
agreements
between two or
more parties

17
Personal
accountability:
Being responsible
for personal
actions

21
Resiliency:
Quickly recovering
from adversity

22
Self-starting:
Demonstrating
initiative and
willingness to
begin working

3
Conflict
Management:
Understanding,
addressing, and
resolving conflict
constructively
8
Diplomacy:
Effectively and
tactfully handling
difficult or sensitive
issues

13
Influencing others:
Personally
affecting others’
actions, decisions,
opinions, or
thinking
18
Planning and
organizing:
Establishing courses
of action to ensure
that work is
completed
effectively

23
Teamwork:
Cooperating with
others to meet
objectives

4
Continuous
Learning: Taking
initiative to
regularly learn new
concepts,
technologies,
and/or methods

5
Creativity and
innovation: Creating
new approaches,
designs, processes,
technologies, and/or
systems to achieve
the desired results

9

10

Employee
development/coach
ing: Facilitating,
supporting, and
contributing to the
professional growth
of others

Flexibility: Readily
modifying,
responding, and
adapting to change
with minimal
resistance

14

15

Interpersonal Skills:
Effectively
communicating,
building rapport,
and relating well to
all kinds of people

Leaders: Organizing
and influencing
people to believe in
a vision while
creating a sense of
purpose and
direction

19
Problem solving:
Defining, analyzing,
and diagnosing key
components of a
problem to
formulate a
solution
24
Time and priority
management:
Prioritizing and
completing tasks in
order to deliver
desired outcomes
within allotted time
frames

20
Project
management:
Identifying and
overseeing all
resources, tasks,
systems, and people
to obtain results

25
Understanding
others:
Understanding the
uniqueness and
contributions of
others
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Next, consider how well developed your skills currently are: Are they developed or
moderately developed, or do they need development? List the ones you want to focus
on improving. Then seek out training, coaching, and peer support. Remember, nobody is
perfect, so be honest. Brainstorm your plan below.

TOP SEVEN SOFT SKILLS FOR MY ROLE:
1-

2-

3-

4-

5-

6-

7MY TOP SEVEN SOFT SKILLS TODAY:
1-

2-

3-

4-

5-

6-

7What gaps are there?

One area I want to focus on right now:

One step I want to take is:

If you havent already taken your complimentary behavioral
styles and soft skills assessment, access the questionnaire in the
button below. You'll receive your concise report immediately.

COMPLIMENTARY
ASSESSMENT

PURCHASE A
FULL REPORT
+ 60 MINUTE DEBRIEF

JOIN OUR WAITLIST
FOR THE NEXT
PEOPLE FIRST
LEADERSHIP TRAINING
PROGRAM
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Visit thepeoplefirstbook.com

