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But that doesn’t mean you can afford to hunker down and wait for the “all clear signal.” Far from 
it. You still have monthly overhead that’s not going away. You must still find a way to adapt and 
keep going forward... or risk bankruptcy. 

When you look around, nearly every business in town chooses to “hunker down” and react to 
events. But that kind of reactive mindset puts you on defensive -- not where you want to be.

Early on in 2020, we began helping our TTI members with a tool we call The Recovery Matrix. The 
most important element in the Matrix is Leadership. During any crisis, people gravitate towards 
a strong leader – someone others follow because they want to go where that person is headed. 
Now, how this relates to high-performing dental teams in the wake of COVID-19?

Well, if you find yourself dealing with:

 team drama

 a range of employee personalities (and work ethics!)

 a struggle to find good talent

 difficulty training new people ...
 
... this Special Report is for you.

Because the 3 secrets you’re about to discover... based on our 40+ years of collective experience 
counseling thousands of dentists... will help you hire and lead a high-performing dental team.

Not to mention, we literally wrote the book on this subject: Insiders Secrets to Hiring a World-Class 
Dental Team.

Why is this so important right now?

Because the current economic crisis is putting extreme pressure on any underlying, “hidden” 
cracks in your practice. Whether it’s a lack of systems, a weak culture, team members who don’t 
quite fit your long-term plans, etc., those cracks could quickly grow to the point that they split 
open and cause your practice to sink. 

But a strong company culture, made manifest by the strong teams you build and lead, can act 
like “super glue” to seal cracks in your foundation before they turn serious (more on that in a 
moment). And strong teams will give you a competitive edge in 2021 – and beyond.

Let’s get started with...

From: John Meis, DDS and Wendy Briggs, RDH
The Team Training Institute

Warren Buffett has shared the following nugget of wisdom more than once with Berkshire 
Hathaway investors: “You only find out who is swimming naked when the tide goes out. 

As COVID-19 spread across the globe in 2020, the tide went out. In dentistry, you found out “who 
was swimming naked” -- which practices had solid foundations and which did not. 

Why did some practices rebound quickly in 2020? And why did so 
many fail? 

One reason: Divisions between clinical staff and business staff -- especially between hygienists 
and everyone else -- really came to the forefront. Left unresolved, these differences eroded team 
unity, production and a practice’s chances for survival.

Whatever the reason, you’ve probably missing staff right now who aren’t coming back. 
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SECRET 1: BUILD ON A STRONG CULTURE

You’ve heard the Biblical advice that it’s better to build a house on rock than sand. That wisdom 
has never been more important than today, when so many businesses are being buffeted by 
economic storms that threaten to wash away their life’s work. 

In our experience, the most important part of any business foundation is culture. So, you want 
to make it strong and rock-solid. 

What do I mean by culture? It has three main elements.

First, a strong culture starts with a Mission. This is clearly stating 
why we exist. It’s usually a very short statement. For reference, 
here’s the mission of Merck, which has been around since 1668: To 
discover, develop and provide innovative products and services that 
save and improve lives around the world. (You’ll notice there’s no 
mention of profits or revenue. Yet Merck has been churning along 
for over 350 years. Coincidence?)

Second are Values, which are the character traits that we care 
about most. To illustrate, the values for Merck, taken from their 
mission statement, are courage, achievement, responsibility, respect, 
integrity and transparency. Values are critical to define, because they 
shape your actions and interactions at work each day. 

Third comes Vision. This is where we’re going. How will we look in 
2025 or 2030 that’s different from how we look now? 

Culture encompasses all three of those elements. Culture = MVV.

Culture really describes how we do things. What are the behaviors that align with our mission, 
our vision, our values? That’s culture. 

Now, with our Culture defined, we can consider Strategy, which is the step-by-step plan we’ll 
follow to reach our Vision. We will follow that strategy and reach our vision – or fail! – through 
the behaviors dictated by our culture.

Culture is the key competitive advantage in this new economy in which we find ourselves. 

Why? One reason is that culture works like a dual-action glue. 

First, a strong culture can seal the cracks in 
your practice that are under intense 
pressure due to COVID-19. Without culture 
as a “sealant,” those cracks could suddenly 
split wide open and sink your ship -- when 
staff stays home or rebels in the office, for 
example. 

Second, a strong culture can cause 
employees to stick like glue to your practice, 
even in tough times like these. You’ll see an 
incredible example of that from Manhattan, 
later in this report. 

Why does this relate to hiring? It actually 
drives your hiring process. People want to 
work for practice who are going somewhere, 
want something bigger than a job – you 
want to find people who are “culturally” a 
good fit – meaning their behaviors align with 
your M/V/V. 

So, how do you feel you’re doing with your practice culture? 

To give you a clear look at how your practice is doing, take the  
culture quiz on the following page. For each question, choose the 
answer that best applies to your practice. Then you’ll see how to 
interpret your answers at the end of the quiz.
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SECRET 1: BUILD ON A STRONG CULTURE CONTD.

Question #1: How would you describe your 
recruiting process? 

A. We hire anybody who walks through the door
B. We try to do our due diligence, but sometimes, 
     you’ve got to hire the best from what what’s 
     available 
C. Hiring is serious business, and we take special care 
     to find people that are aligned with our company 
     values

Question #2: How do you communicate your 
vision, values and goals? 

A. Nobody knows what our vision, values or goals are
B. The doctor knows, but the team doesn’t
C. Every team member can recite the vision, values 
     and goals when asked 

Question #3: Do employees understand how they 
contribute to your practice goals? 

A. As long as they’re doing their job, who cares? 
B. If they got the job, they must have read the job 
     description. Isn’t that enough? 
C. We could never reach our goals without 
     contributions from every employee, and we make 
     sure they know it

Question #4: Does your practice offer learning and 
development opportunities? 

A. No, they have to do that on their own time
B. If employees want to take a course here and there, 
     we’ll support it
C. Yes, in house or out of house, we encourage and 
     support employees’ growth, both professionally 
     and personally

Question #5: How do you manage people? 

A. The underlings can't be trusted to do things on 
     their own, so I keep a close eye on them
B. We try to leave people alone to do their jobs, but 
     we do step in and check their work
C. We believe in situational leadership. Our 
     employees are skilled and we trust them to 
     manage themselves. But we’re always here to help 
     if they need it
 

Question #6: How do you resolve conflict as a 
leader? 

A. I ignore it because I hate conflict 
B. I deal with it because resolving conflict is a 
     necessary evil 
C. Who said conflict has to be a bad thing? I take it as 
     an opportunity to learn, so I tackle it head-on

Question #7: Do people tend to stay with your 
practice for a long time? 

A. No. I don’t even bother learning people’s names 
     anymore
B. They usually stick it out for a year or two, but then 
     most people move on
C. Many of our employees have been with us for 3 to 
     10 years, and they’ve worked their way up to a 
     management level. Once people join our family, it’s 
     hard to say goodbye

Question #8: How would you describe the energy 
in your office? 

A. Dull. We’re just here for the paycheck
B. Focused. We have goal and work hard to meet 
     them
C. Collaborative. We share in our passion to smash 
     our goals, and we’re stoked to work hard as a team

Now, how did you score 
yourself?
As you probably realized:
• A answers are signs of a weak culture
• B answers are in between
• C answers are signs of a strong culture

You may have been tempted to select what seemed 
to be the best answer, rather than the accurate 
answer for your practice. But if you were honest with 
yourself, you uncovered some painful truths. And 
that’s good, because now you have valuable new 
insights and areas to improve. 

Now, with that in mind, let’s move on to the next 
secret ...
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SECRET 2: BUILD A HIGH-PERFORMANCE CULTURE

Team members (and associates) want to work for a practice that is high performance. Where 
you find it easier and more natural to bring your “A” game every day because you see others 
around you doing the same. This provides opportunities for growth, both personally and finan-
cially. 

However, too many dentists aren’t doing the right things. Instead of intentionally building a 
high-performance culture, they are hoping for one to develop on its own. 

News flash: Hoping is not working. Not in 2021 or any other year. 

So, how do you do build this culture of high performance? You focus on the right things in the 
right order – in a way that is methodical and makes sense for the team and your patient base. 

One proven method is to identify the 12 profit choke points in every dental practice. Then focus 
on “clearing” those chokepoints where you can make the most progress in the least amount of 
time with the least amount of work. After that, keep going until you have optimized all 12.

First, let’s make something clear. 

We talk about profit and money because they’re an important part of business. But it's not about 
the money. In fact, it can’t be! Because if your motivation is purely for profit... your team can tell. 
Your patients can tell. They can almost smell it. And you will lose them. 

What we've learned is that doing the right thing for the patient, at the right time every time, is 
the only way that we end up driving up profits. Higher profits are a byproduct that come when 
you provide patients with higher care. That's the only lasting and sure path to take.

So, yes, we're going to talk about money here, but don't think 
that the focus is on money. Instead, focus on, “How do we 
serve our patients at a higher level?” That's how we 
reach higher profitability and, eventually, 
hyper profitability. 



SECRET 2: BUILD A HIGH-PERFORMANCE CULTURE CONTD.

Now, to get you started intentionally building a culture of high performance, here are 8 of the 12 
chokepoints to measure and improve in your practice: 

1 How well are we capturing incoming calls, texts, emails, chat? 
Are we getting all of it? Half of it? Most practices don't know. Most practices 
think they're capturing all of it, but I can promise you they aren't. 

Once we have contacts, how well are we converting them to an 
appointment? 
What is that conversion percentage? If they call and we lose them without an 
appointment, how often does that happen?  

Once they have an appointment, what percentage shows up? 
This, of course, has been a bit of a struggle with COVID-19. We've had more 
cancels and fails from patients than typical. 

Are we diagnosing all needed and wanted treatments?
Are we showing them everything that is possible, everything that might be 
helpful to them so that they can choose? 

When we have treatment discussions, how much do they 
choose? 
Do they choose some of it or all of it? Why or why not? 

The next choke point is payment. Is payment understood and 
arranged for?
If not, we may end up doing patient care for free without knowing ahead of time 

How efficient is our treatment?
Are hygienists taking two hours to do an adult prophy patient? Or are they 
working more efficiently?

Are all patients leaving with an appointment?
Most dentists think so, but the reality is far different. 

2

3

4

5

6

7

8

7
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SECRET 2: BUILD A HIGH-PERFORMANCE CULTURE CONTD.

So, there you have 8 of the 12 profit chokepoints. Every one of them matters. Yet most practices 
measure only a few, if any. 

Now here’s something interesting. For those who do measure their chokepoints, their challenge 
is one of perspective. Because it’s hard to know what’s possible for you tomorrow if you can only 
compare yourself to what was possible yesterday. Your horizons are limited. 

By contrast, when our coaches work with clients, we show them a much bigger future. We know 
how much is possible for you because we’ve been inside hundreds of the best practices on three 
continents. We can compare your data to those benchmarks. We can identify exactly where to 
can make the most progress in the least amount of time, with the least amount of work. Which is 
pretty exciting. 

One last observation about building a high-performance culture. It’s important to realize that 
doctors can’t do this alone. Dentistry is a team sport. 

When your team becomes your partners, case acceptance, patient satisfaction, and team 
engagement all increase. Sometimes dramatically. And that’s the definition of high-performance, 
isn’t it?



9

SECRET 3: LET RIGHT VALUES BE YOUR GUIDE 

Here’s the third and final secret. 

For each value you want your team to embody, you want to create a behavior guide, which is five 
or six actions that demonstrate what it looks like to live that value in your practice. 

Does that sound a little too warm and fuzzy? Flaky perhaps?

No. 

Values have very real consequences for your production in the wake of COVID-19.

Here’s a story to illustrate how essential it is to have values, to talk about values, and to make 
decisions based on your values. 

One of our clients has a practice in Manhattan. When COVID-19 happened, as most of you know, 
New York City was hit hard. The city shut down, including dental practices, except for emergency 
care.

When the city opened up a bit and dental practices could start seeing patients, a problem arose. 
Before the Lockdown, this practice had been open 7 days a week, and from 8:00 AM to 8:00 PM 
most days. A lot of hours each week. And that was their main patient attraction method. They 
were incredibly convenient and incredibly nice when you got there. 
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SECRET 3: LET RIGHT VALUES BE YOUR GUIDE CONTD. 

But they couldn't fill all those hours when they first re-opened because patients still didn’t want 
to go out. There wasn’t enough work to do. So, they shortened their hours to be more like every 
other practice, 9:00 to 5:00 most days. 

And that’s what led to the problem.

When New York City started to open up more and there was more patient demand, the dentist 
wanted go back to the longer hours they had always had. But guess what? The team said, “Woah, 
this is great. I like working these bankers’ hours. This is so much better.” 

There could have been a rebellion at that point. But he led the 
team in an exercise to remind them of their core values.

One of their core values is to, “Be Monster.” By that, they mean, 
“Be the ones who are willing to do what other practices aren’t 
willing to do, in order to serve our patients at a higher level.” Part 
of that “Be Monster” value is to offer hours that are convenient for 
patients, and to be open at the times patients want to come. 

After leading his team through the exercise and reconfirming that 
core value, they all decided, “Okay. We’re going to do this. We’re 
going to open up the full hours.” The employees all got the 
schedules redone. Everything worked out great. 

Key: If that dentist had not laid that cultural foundation, by 
continually emphasizing how important the practice values are, he would have never had that 
cooperative response from his team. That’s why choosing the right values – and letting them be 
your guide – are so important. 

But what if, in addition to leading a team, you’re struggling to build a team in the wake of staff 
departures due to COVID-19?

How do you attract and hire the best talent to live your values and do great work? 

You start by interviewing candidates using your values.

For example, if one of your values is positivity, the question to the candidate is, “Tell me about a 
time where you were challenged to bring positivity to a team where it did not exist.”

And I can tell you – having done lots and lots of interviews – that if positivity is important to 
them, they’ll answer you in a flash. But if it’s not one of their values, they’ll have trouble coming 
up with an answer, if they can answer at all. And you’ll be able to quickly determine who is and 
how is not a potential fit for your practice culture. 
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SECRET 3: LET RIGHT VALUES BE YOUR GUIDE CONTD. 

What about correcting bad behavior after an employee is hired? How do you do 
that?

You have what we call a Corrective Behavior Conversation.

For example, let’s say your value is teamwork. But you have a problem with behavior. You have a 
team member who doesn’t jump in and help when needed. They say, “That’s not my job.” Which 
can drive you and everyone absolutely bonkers. 

So, in a Corrective Behavior Conversation, we can say, “Well, it is your job because you are part 
of a team and we’re all responsible for everything. So, you need to jump in and help. If you don’t, 
that shows us that you don’t share the value of teamwork that’s so important to our practice.”

See how that works? The Corrective Behavior Conversation always leads back to a value. 

11
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SECRET 3: LET RIGHT VALUES BE YOUR GUIDE CONTD. 

What about emphasizing ideal behavior, so you can get more of it? How do you do 
that?

Here’s a simple, clever method I saw in a very sophisticated and successful practice. In their 
huddle room, they had cards hanging on the wall. On each card was written an ideal behavior, 
based on their values. In every morning huddle, they would pick a card, read the behavior, then 
pass it around the room. Each person had to point out someone who demonstrated that behav-
ior well. So, they were constantly reinforcing their ideal behaviors, every single day.

Not surprisingly, they had a strong, high-performance culture, with tremendous operational 
excellence. In fact, that practice was doing $60,000 per op, per month, in net production and 
collections. 

So, think about that. 

The way to a high-performance practice is to build a high-performance culture. You do that 
by hiring and leading teams who share the right values, which leads to the right behaviors. 

One final thought ... 

A strong culture, like a good system, will produce the right results predictably. A strong culture 
helps you hire the best talent ... train them faster ... retain them longer ... and inspire them work 
with a minimum of management ... so your practice can scale and grow. 

Now, isn’t that something worth intentionally building? 

One last thing ...
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WHY IS CULTURE SO IMPORTANT?

Because up to 80% of your practice assets walk out the door every night – your team.

With the economy so unpredictable and competitors sniffing around to poach your star 
employees... you MUST make sure your team comes back tomorrow and gives you their best.

And all the days after that.

That’s what a strong culture does for you.

Instead of building your practice on sand (which puts you at risk for sudden, catastrophic 
failure), you're putting a rock-sold cultural foundation under your practice. 

As a result, you're able to navigate today's turbulent economy and future-proof your income.

Click below to watch a quick video from Dr. John and learn more now...

Or, for even greater clarity and confidence …

https://brilliance.infusionsoft.app/app/orderForms/Culture-Crisis---Black-Friday?cookieUUID=23df89b3-5113-4d3f-bc5f-384a6a87aeac
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CLAIM YOUR FREE PRACTICE ANALYSIS TODAY

Get the facts about how The Team Training Institute can help dramatically increase your profits, 
while delivering better care to your patients. 

You’ll speak with a Production Specialist, who will analyze your current practice and provide you 
with a simple Roadmap that shows you, at a glance, how to double your production without 
spending a nickel more on advertising or hiring staff.

The conversation… the customized solutions… and the Roadmap are FREE. But the 
practice-building secrets you’ll discover may be priceless. 

Wendy Briggs and Dr. John Meis, 
Co-Founders of The Team Training Institute

Call our office today at 877-732-2124

Or visit our website at DoubleYourProductionRoadmap.com

www.HowToDoubleProduction.com/freegift


HERE ARE MORE WAYS WE CAN 
HELP GROW YOUR DENTAL PRACTICE:

Our YouTube Channel.
With new videos added every week, you can 
watch, learn and grow your practice anytime, 
day or night. Click right to subscribe now.

1

Or click here: https://www.youtube.com/c/TheTeamTrainingInstitute 

Our Podcast.
Grow your practice by following in the footsteps of 
those who have done it. With weekly tips from Dr. John 
and Wendy. Click right to listen and subscribe now:

2

Or click here: https://theteamtraininginstitute.com/podcast/  

Our Blog.
Discover what’s working right now in practices across 
North America. With tips to boost your production 
while helping patients in every post. Click right to 
read now:

3

Or click here: https://theteamtraininginstitute.com/blog/   

Visit: TheTeamTrainingInstitute.com Call: 877-732-2124

https://www.youtube.com/c/TheTeamTrainingInstitute
https://www.youtube.com/c/TheTeamTrainingInstitute
https://theteamtraininginstitute.com/podcast/
https://theteamtraininginstitute.com/podcast/
https://theteamtraininginstitute.com/blog/
https://theteamtraininginstitute.com/blog/
www.theteamtraininginstitute.com



