FIVE STEPS
T0 A WEBSITE

Occasional tweaks no longer working for you? Maybe it's time to start from scratch.

BY CYNTHIA MATOSSIAN, MD, FACS; AND KAREN DOBKOWSKI

t Matossian Eye
Associates, a multi-
site, multisubspecialty
ophthalmic practice
in New Jersey and
Pennsylvania, we have for years main-
tained a website to serve our patients
and promote our offerings. Until
recently, we kept it up to date as best
we could with occasional tweaking,
adding new information and features
from time to time. But the online
world has been changing rapidly in
the past few years, and there came a
point when we realized that the exist-
ing structure of our website was past
the point of tweaking.

We wanted to incorporate new fea-
tures, but we kept coming up against
barriers because these new website
technologies would not fit into our
old site’s antiquated structure. Plus, we
needed to come to terms with one of
the biggest changes in online behavior:
Today, most of our patients and pro-
spective patients access the internet
on their phones, not on some old
desktop computer. To present to our
visitors a modern, responsive website
that looked contemporary and was

Figure. The designs of Matossian Eye Associates’ old and new websites.

fully mobile-friendly, we realized that
we would need a complete overhaul.
When | started gathering notes to
write this article, our overhaul was
still under construction, but now the
new site is live, and you can visit it at
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www.matossianeye.com. Screen cap-
tures from our old site and the new
one are presented in the Figure above.
Look at the difference!

Our overhaul process fell roughly
into five steps, and this article outlines



those steps and recounts how we
made our journey from the old site

to the new one. Along the way, Karen
Dobkowski, chief operating officer at
Glacial Multimedia, who worked with
us on the overhaul, adds some insights
in the boxes labeled Expert Tip.

As | mentioned at the outset, we had
been tweaking our web design peri-
odically for many years, but the pace
of change recently seemed to reach a
crucial point. Perhaps most influential
in our decision was the shift to mobile
web access that has rapidly become the
norm, not only for young people but
for folks in the cataract demographic
and beyond. Website design now
must take into account the reality that
visitors to a site will be looking at an
image only a few square inches in size.
We need to present the most impor-
tant information as clearly and cleanly
as possible, or we are likely to lose the
visitor to one of our competitors.

But that was not the only reason to
change. We also wanted new function-
alities that simply could not be sup-
ported with our old site’s architecture.
We already had a live chat feature, but
it was limited. Because of our outdated
structure, only one employee at a time,
at a single terminal, could respond to
visitors. We wanted other staffers to be
able to jump in and answer questions,
perhaps at five or six stations instead
of just one.

We also wanted the site to be more
responsive. For example, we wanted
the way for patients to contact us to
appear on every page, not just buried
on a “Contact Us” page. And of course,
because visitors are looking at our site
on their phones, we needed a button
that would allow them to call us right
from the page, without having to back
out to use some other app.

None of this could be done with
our old structure. We knew we had to
start over from scratch.

EXPERT TIP -

+ Dr. Matossian is correct that web 5
1 users today want to visit mobile- i
+friendly sites where they can do :
+everything they need from their 5
+ phones—call, link to social media
' posts, use interactive features. |
+ If a site is not 100% responsive, |
1 visitors are likely to go elsewhere, 5
© Unfortunately, some of the tools and ;
plug-ins used in modern web design E
+ Just do not look right or function :
v well on older websites, and it is
1 necessary to upgrade to a newer ;
+ platform. Also, the look and feel of ;
1 websites have changed over time. 5
+ There comes a point at which you're E
©only reworking or reorganizing !
! parts of a site, not making it more 5
functional, and to get what you
1 want you really have to start fresh, |

Creating a completely
new website requires a major com-
mitment of time and resources. As
with any large-scale project, once the
go decision is made, the practice must
undertake due diligence to find the
right vendor to deliver the product
desired. This requires soliciting bids
from multiple website developers and
holding discussions with project man-
agers or customer service representa-
tives to see what they have to offer.
What will the timeline be? What kind
of financial outlay will be required to
get the functionalities we want? There
are many questions to be answered
before a decision is made. (Part of due
diligence, it's worth mentioning, is
thinking beforehand about what these
questions are, so that you know what
to ask when you are sitting across the
table from a potential vendor.)

Some of the most important ques-
tions involve how well the personalities
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of the practice and the vendor mesh.
How do they work with clients? Who
will be our point of contact, and how
often will we meet? How will we let each
other know what each party needs or let
the other know when something is lack-
ing? How detail-oriented is each party?

Once you have obtained the
answers to these questions from sev-
eral vendors, you must weigh the pros
and cons. When the choice becomes
clear, you will be ready to explore mak-
ing a commitment.

EXPERT TIP -

Itis easy to see when doing

a simple search for website
development companies that there
is an overwhelming number of
options. Some companies have
specializations and specific areas
of expertise, while others do a bit
of everything. Glacial Multimedia

is one of only a few web design
and internet marketing companies
that specialize primarily in
ophthalmology. When selecting the
website vendor that is best for you,
| recommend selecting the one that
best understands your practice's
needs and expectations and will

be there for you for the long haul.

| would second what Dr. Matossian
says, that the working relationship
between the practice and the
vendor must be smooth and easy,
and the parties must be compatible.
Do you feel a connection to the
vendor you're talking to? You

are going to be working closely
with these people, so that is an
important factor for success.

To introduce any
new service, product, or process
to a practice, it is key to have an
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integration plan. The integration plan
starts with a team meeting about

the project, at which a project lead is
identified. This individual will com-
mit to seeing the project fulfilled.
Depending on the size of the project,
leadership for various subcategories
can also be assigned. A timeline is
agreed upon, and, as the work pro-
ceeds, the team checks in at regular
intervals to make sure things are pro-
gressing as planned.

Because this was such an important
project, | took the project lead for this
effort myself. This website is our face
in the digital world, and | wanted to
make sure that everything reflected
Matossian Eye Associates the way |
envisioned it.

Some tasks were delegated to other
physicians in each of our centers of
excellence, such as cataract, glaucoma,
retina, cornea, LASIK, and oculoplas-
tics. Each doctor was responsible for
reviewing the content within that
subspecialty or area, updating it,
and making sure it is current. | also
assigned tasks to my administrative
assistant. For example, we have an
entire page featuring eye-related apps,
and we wanted to make sure that they
were accurate and still operational. So
we asked for commitments on many
levels, even down to the staff level, for
completion of some tasks.

We also, of course, made a com-
mitment to the vendor we chose, and
they made a commitment to us. In the
course of our discussions, we reached
agreement on what was expected of
each party and how we would get
there. We settled with them on a time-
line and questions of compensation,
and then we all set to work.

Once we had thoroughly
reviewed and updated the content
from our old website, we knew what
information was going to go on the
new site. But this was only the begin-
ning. We wanted the designers at

Glacial to include features to make
our website pop, to make it unique.
Anyone can provide information.
When visitors come to our site, we
want them to stay on it because
they find that it is giving them the
response and interactivity they need.
So, based on our research back in the
due-diligence phase, we made up a
must-have list.

| already mentioned one item on
our list, which is the expanded live
chat capability. We also wanted our
interface with Google Maps to be flaw-
less so that patients can find any of our
three offices.

We wanted clarity, so we asked
that fonts should be large. Many of

EPERT TIP R

Having a practice-side project team with a plan in place helps the website development
process go smoothly. At Glacial Multimedia, we handle projects from both sides of the
spectrum and all areas in between, from having a full team on board to assist in the website
development, to working with a single doctor or administrator, It goes without saying that the
team approach is beneficial, but not all practices are able to put together a team. We work

to help every practice regardless of their preparedness for the project. When Dr. Matossian
and team came ready with their must-have list, their expectations, and their requirements,
that was greatly helpful to our team. We could consult the list as we progressed through the
design and programming processes to ensure we met expectations. A nonexhaustive list of
must-haves for any ophthalmology website practice is shown here.

Value Proposition
Intuitive Navigation
Responsive Design

Easy Ways to Contact You
Links to Maps/Directions
Mobile Friendly

Clickable Phone Number;
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our patients are dealing with poor
or restricted vision, so we wanted to
acknowledge that and make using our
site as easy as possible for them. In the
same vein, we wanted high-contrast
colors, not the soft beige or grey
shades that seem to be fashionable on
many websites recently. All of this is
in service to readability and therefore
accessibility.

And access was key. We wanted
to see CONTACT US in big letters on
every page and a button that allows
visitors to call right from the website.
Glacial also provided several other
ways for patients to access our ser-
vices from the site. The “Book Now”
button allows established patients to

Successful Ophthalmology Websites Must Haves

Clean Look and Feel

Use of Custom Images / Video

Quick Load Time
Blog

SSL / Website Security Package

Custom Content
Beview/Generator




book a visit online, without having to
call and potentially be placed on hold.
Patients can also order contact lenses
online, and there are interactive self-
tests for cataract and LASIK for visi-
tors curious about their visual status.

We also wanted a prominent display
of links to all of our social media pages
and to our weekly blogs, which allow
us to regularly add fresh content to
the site.

In short, if patients or prospective
patients get to our site, we wanted
there to be no shortage of ways to
contact us and avail themselves of
our services. (By the way: Our web
designers hit all the marks on our
must-have list.)

STEP NO. 5: BEGINNING THE

FEEDBACK LOOP

Feedback can help to refine

a product over time. It is useful to main-
tain a feedback loop to allow continual
improvement of the product—in this
case, our practice’s website. We have a
feedback loop that runs between the
practice (essentially, me, as the project
lead) and the web design vendor, but
we also have one that runs between me
and the other physicians and staff mem-
bers of the practice.

These loops began running almost
immediately when we began working
with Glacial. Because we had done
our homework, and because Glacial
provided many examples of website
designs to help us narrow our focus,
we quickly had a good idea of what
we wanted. As we saw mockups, | was
able to provide feedback to tweak
an idea, sometimes only slightly.
Revisions were quickly accomplished.

At the same time, | kept my ears and
mind open to ideas from the staff, the
front desk receptionists, the ophthal-
mic technicians, and others. After all,
each of them is an expert in his or her
area of the practice. Who better to
provide insights to help improve the
product? For example, the contact lens
department suggested certain changes
to make the online ordering of lenses

more efficient. | was able to collect all
of these ideas and funnel them to our
contacts at the vendor.

Because these were loops, they
operated continuously from the time
we started putting ideas together
until the site redesign was finished
and the new site was live. This
feedback loop will remain ongoing,
because a website needs constant
attention to stay fresh and to meet
the ever-changing needs of our
patients. The result is the website you
now see in the Figure, which satisfied
all of our needs and wants.

EXPERTTIP  [RES

1 Atthe beginning of a new design 5
1 project, we provide many website :
+examples so that the new client can :
+ see the different types of websites :
+ we have developed. This process :
©also allows us to get a feel for the
1 practice’s preferences—to see

what kinds of designs it gravitates

1 toward. Every site that we develop
©i5100% custom, but this is a

© starting point that lets us put the

+ client with the best designer. In this
©case, Dr, Matossian and her team

©had already talked about the design |
 direction and had done their own :
1 research about how patients use
+ websites, With that background, :
+and through the conversations we :
+had together, our team came up :
© with a design that their team liked 5
t right off the bat. This was largely
because the practice had done so ;
+ much of the legwork before the |
+ design process even started. ;

______________________________________

We started working with Glacial
in January, and, as | write this in mid-
August, the site just went live 2 weeks
ago. Understand, therefore, that a

SEPTEMBER 2018 | CATARACT & REFRACTIVE SURGERY TODAY EUROPE 63

GET NOTICED <«

“A WEBSITE
NEEDS CONSTANT
ATTENTION TO
STAY FRESH AND
TO MEET THE
EVER-CHANGING
NEEDS OF OUR
PATIENTS."

website overhaul is a long and involved
process, and the decision to undertake
one should not be made lightly. That
being said, we are tremendously satis-
fied with the new, clean, interactive
design. And the feedback we have
received from patients (another feed-
back loop!) has been highly positive

to date. We are glad to have brought
our site up to contemporary, mobile-
friendly standards, and we look for-
ward to a long and productive life for
the new design. m
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