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Objectives

• Identify reasons to restructure.

• Discuss program assessment and 
improvement process.

• Identify the positive and negative driving 
forces that influence change and the team 
building process.

Objectives

• Recognize benefits of using a consultant team for 
the process.

• Identify ways to use a consultant most effectively.

• Discuss additional benefits and uses of an outside 
consultant team.

• Identify Industry Resources.

The Way We Were

• December 1, 1994
• Nurse Physician team
• Billing
• Culture
• Why did we finally call?

– Operational questions
– Financial questions
– Change in Management
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Midwest Medflight Key Issues

• Consortium hospitals departed
• Volume in a competitive environment
• Financial pressures due to mounting losses
• Annual decision to maintain the program
• Merger discussions every 3 – 4 years
• Accidents with loss of life, serious injuries
• Negative employees using the media

Midwest Medflight Key 
Opportunities

• Strong physician leadership at the 
governing board level

• No vacancy—but building an ICU Tower
• Understanding the linkage of the helicopter 

and patient access

The First Step:  Program Audit

• Identify areas for greater review (jointly)
• Program assessment using defined criteria
• IDR—qualitative and quantitative trending
• Meaningful focus for findings, 

recommendations
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Post Audit

• Program assessment provided the blue print
• Established credibility with the Board of 

Directors
• Energizing from the “top” and the “field”
• Mapping the course, with buy in throughout

Management Implements 
the Blueprint

• Typically:  On-site leadership moves the 
agenda

• Interim management services
– Borrowed established competencies and skills
– Senior management team/resources 
– Clear expectations, milestones

Management’s Objectives

• Deploy resources to efficiently convert key 
performance issues/barriers

• Energize local resources, champions
• Collaborate to a common goal, with specific 

target end points 
• Transition leadership, experience
• Continue to strengthen relationships
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Operate/Manage System

• Deploying firm’s resources as needed
– Aircraft, aviation
– Billing and collections
– Communications center
– On site leadership 

Focus on the Cornerstones

• Organizational Structure
• Safety Culture
• Team Culture/Configuration
• Strengthen leadership—board and program 

level

Requirements for Success

• Build consensus, commitment for the 
“blueprint” changes

• Gaining governing board support
• Bringing the staff on board
• Recognize the difficulties with change
• Infuse confidence, pride
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Management Implements 
the Blueprint

• Accentuate the positive
• Implement changes to improve short term, 

“feel the success”
• Operate/manage through the change process
• Develop program leadership, and team
• Planned transition management 

Fundamentals/Basic Needs

• Confidence in safety 
• Control/reduce the expenses
• Improve cash flow
• Quality—push to the next level

• Results

Fundamentals/Basic Needs

• Establish achievable financial targets
• Accept the uncontrollable factors
• Quantify indirect ROI

• Results
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Implementing the “Blueprint”

• Aircraft and aviation issues
– Air operator contract change
– Match aircraft to support clinical mission 
– Grass roots change in safety culture
– Developing a “team” culture 

• Results

Implementing the “Blueprint”

• Billing and Collections
– Systems, procedures, processes
– Decrease denials, ALJ hearings
– Increased cash flow through improved 

collections

• Results

Build Local Leadership, Team

• Injecting confidence, a mentorship “net”
• Focus on staff relationships, behavior—

converting to a supportive team culture
• Mutually defining program success path
• Our team takes the hard knocks
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Transition Management

• Handing over the reigns
• Intentional process, with key “unusual”

projects completed by the consultants
• Changing roles:  from leader to coach—

from second seat to full responsibility

Post Engagement

• Significance of emotional ties to success
• Resources continue to be accessed
• Informational updates, exchanges
• Relationships continue to evolve

Benefits of Using a Consultant 
Team

• In his book, “The Dilbert Principle,” Scott Adams 
provides a view of consultants from the office 
cubicle:
– “Consultants have credibility because they are not 

dumb enough to be regular employees of your 
company.”

– “Consultants eventually leave,
which makes them scapegoats.
for major management blunders.”
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Benefits of Using a Consultant 
Team

– “Consultants can schedule time on the boss’s 
calendar because they don’t have your 
reputation as a whiney little troublemaker who 
constantly brings up unsolvable issues.”

– “Consultants will return your.
boss’s calls because it’s all.
billable time.”

Benefits of Using a 
Consultant Team

– “Consultants work preposterously long hours, thus 
making the regular employees feel like worthless toads 
for working only 60 hours a week.”

– “And finally, “Consultants will.
rarely deal with the root cause.
of your company’s problems,
since it’s probably the person.
that hired them.”

Benefits of Using a 
Consultant Team

• An independent viewpoint

• Special qualifications
– Industry-specific skills
– Issue-specific skills

• Temporary professional services
– Interim management

• Change Management 
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Getting the Most 
Out of Consultants

• The Right Chemistry
• Analyze the issue
• Define the Objectives
• Define the Parameters of the Consultation

Getting the Most 
Out of Consultants

• Commit to Implementation of the 
Recommendations

• Agree to Disagree on Occasion
• Commit to the Agenda
• Communicate

Use of Consultants in the 
Air Medical Community

• An independent viewpoint
– Objective outside pair of eyes for Safety 

analyses in the aviation area
– OSHA compliance
– Air medical and ground EMS safety



Energizing Leadership, Team, and 
Program Success

AMTC
October 2006

Christine M. Zalar, Fitch & Associates
Judy Kettenstock, Midwest Medflight Page 11

Use of Consultants in the 
Air Medical Community

• Special qualifications industry-specific or 
issue-specific:

• Aircraft Acquisition
• Aircraft Evaluation
• Risk Management
• Completions
• Air Medical Program Management
• Marketing
• Financial and Reimbursement Services

Use of Consultants in the 
Air Medical Community

• Temporary professional services
– Interim management

Use of Consultants in the 
Air Medical Community

• Change Management
– Integration of air and ground medical 

transportation services
– Design, implementation and management of 

joint venture projects
– Mergers and acquisitions
– New program development and feasibility 

studies
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Industry Resources

• Association of Air 
Medical Services 
Resource Guide

Fitch and Associates, LLC

Fitch & Associates, LLC
303 Marshall Road Box 170
Platte City, Missouri 64079

816-431-2600
Fax 816-431-2653

www.fitchassoc.com

Aeromedical Collection Services

Dan E. Newman
411 Ashley Ridge

Shreveport, LA 71106
(318) 747-9977

www.acs-ems.com

• Billing Services
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Convergent Knowledge Solutions

Tony Kern.
3100 Paddock Road.
Fort Lauderdale, FL 33331.
(540) 497-1363.

• Specializes in improving human performance in 
high-risk, error-intolerant industries through a 
comprehensive program of consulting, training 
and assessment.

Dodd & Associates, LLC

Robert Dodd.
2008 Grandview Ave Suite 201.

Gambrills, MD  21054.
(410) 923-6086.

www.doddgroup.org.
• Full service safety and engineering consultation 

firm specifically handling aviation safety audits, 
ground vehicle safety audits, injury prevention 
research, OSHA compliance, aircraft cost 
assessments and engineering assessments.

Sierra Health Group

William M. Bryant II, MPA, EMT-P
13237 Montfort Drive Suite 323

Dallas, TX 75240
(972)466-5691

• Consulting services; finance & reimbursement, 
consortium development, Medicare appeals, new 
program start –ups, contract negotiations, 
marketing programs
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ThinkThroughTools

Richard M. Obertots, MBA, NREMT-P
261 Talsman Drive, Unit 4

Canfield, OH  44406
(412) 670-9906

www.ThinkThroughTools.com

ThinkThroughTools
• Performance-Centric professional services for Air 

Medical Transport.  These include Marketing / 
Outreach Operating Systems, AOLS (Advance 
Outreach Life Support) certification course and 
materials, Outreach / Marketing Management 
software as well as comprehensive Outreach / 
Marketing analysis, planning and management 
services.

AAM Consulting

Randy J. Africano
3821 North Bigelow Street

Peoria, IL  61614
(309) 681-9700

• Aviation Asset Management
• Improvement of cost effectiveness of parts and 

aircraft
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AAM Consulting

• Aircraft Evaluation
• Risk Management
• Aircraft Acquisition
• Completions
• Program Management

– Own Part 135
– Safety
– Contract oversight

• Aircraft Brokering & Disposition

AEROSAFE Risk Management

Kimberly Turner
Suite 5, Level 1, 40 Lord Street

Botany, NSW 2019
Australia

+61 283 363 700
www.aerosafe.com.au

AEROSAFE Risk Management

• Aerosafe Risk Management specializes in 
the provision of safety and risk management 
services to  the Aviation industry and 
beyond.  They assist both Australian and 
international clients to develop, implement 
or enhance safety and risk management 
processes in order to minimize risk and to 
maximize opportunity.
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Administrative Services, LLC

Ralph Q. Mitchell, Jr.
510 Rockridge Avenue.

Trussville, AL  35173-1031.
(205) 229-1021.

Aviation Safety Consultant, LLC
John L. Hancock

Aviation Safety Consultant, LLC
822 Del Oro St.

Woodland, CA 95695
(530) 662-8877

www.flightaudit.com
• Former FAA Inspector

providing regulatory compliance
and safety consulting services
to the aviation industry

Commission on Accreditation of 
Medical Transport Systems

Eileen Frazer, RN
PO Box 130

Sandy Springs, SC 29677
(864) 287-4177
www.camts.org
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Commission on Accreditation of 
Medical Transport Systems

• Assist in measuring the quality of the service 
provided in comparison to the criteria listed in the 
CAMTS accreditation standards.

• Can give specific assistance in preparing for an 
accreditation site visit through a review of 
Documentation; policies and materials requested 
for
accreditation.

What Ever Your Needs Are or 
Your Objectives Lets All 

Strive For:


