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Dear Doctor,

What will you get by investing a few minutes to read this report?

Briefly, you will discover how to become the dentist you need to be, in order to build the practice you want to have. 

Because, after nearly 50 years of combined dental experience, Dr. John Meis and Wendy Briggs, founders of The Team 
Training Institute, found that you must first grow as a person before you can grow as a practice owner. 

More specifically...

If you want to get ahead faster, 
you must learn from those 
who are ahead of you now

This simple idea was the “master key” secret that unlocked Dr. John’s own leap forward as a dentist, many years ago. He 
modeled the thoughts and actions of the most successful dentists in America, who were members of coaching programs 
he followed. 

By meeting regularly with successful dentists to ask questions and soak up their wisdom, he shaved years, decades perhaps,  
from his learning curve. 

That’s one reason why he and Wendy Briggs founded The Team Training Institute.

But, first ...

An Open Letter To Doctors 
With A Growth Mindset
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Who Are Dr. John Meis and Wendy Briggs? 
And Why Listen To Them?

John Meis, DDS, is Co-Founder of The Team Training Institute.

Like you, perhaps, he struggled in the early years of his practice. The long hours, the headaches, 
the missed meals at home. He bought every training available, tried every consultant, but still felt 
hopeless ... trapped in his practice, struggling to pay the bills. Overhead ate up everything. His 
staff sabotaged me. His schedule fell apart on a daily basis. He dreaded going into work. (Sound 
familiar?)

Then one morning, he woke up with chest pains. A healthy 28-year-old, he thought he was having 
a heart attack. He ended up at the University of Iowa Hospital, talking to a transplant specialist. 

Thankfully, his diagnosis was cardiomyopathy, which eventually disappeared. But as he pondered his 
mortality … and the future of his wife and children if he suddenly exited the scene, leaving them 

with nothing but a pile of bills, he decided … ENOUGH. He got serious about building a practice that ran on systems and 
teams – not on his own manual labor. 

After 11 years of trial and error, he created what he calls the “Double Your Production System.” It took him to over 
$225,000/month in personal production, created a thriving 21-op, $6-million practice … yet he always made it home for 
dinner. 

He started sharing his system with others, then formed a new corporation and grew his one practice to 12. He then joined 
the executive team and helped grow that group practice from 50 locations to 120, doing nearly $190 million in revenue. 

Today, he’s the author of three books on dental practice growth, including 11 Habits of Highly Successful Dentists. His 
“Double Your Production System” has quickly doubled and even tripled production in any dental practice he walks into. 
And since 2005, he’s advised more than 4,439 dentists and staff in 12 countries.

Wendy Briggs, RDH, is Co-Founder of The Team Training Institute

She has been a practicing hygienist, strategic advisor, speaker, trainer, consultant and coach for 
over 25 years.

But one experience years ago was a turning point in her career.

A consultant her doctor was using suggested that, to increase production, they should shorten 
the hygiene appointment time to 30 minutes. That way they could see more patients and increase 
production. It turned out this consultant was actually an accountant who focused on numbers 
and had never even practiced dentistry! Everything he was saying went against everything she had 
been taught clinically. In order to shorten visits, she would have to cut corners – and she wasn’t 
willing to do that. She was unwilling to compromise her integrity and treat patients any differently 

than she would her own family, which she couldn’t do that if she shortened appointment times. So, with a husband in 
school and babies at home, she made the difficult decision to leave that practice.

Fast forward to her next practice. They said they treated patients like family, yet she wasn’t fulfilled. She was doing prophy, 
exam, bite wings ... prophy, exam, bite wings … day in and day out. Deep down she knew there had to be a better way.

She started looking for mentors. She found plenty of people who could tell her what to do, but almost nobody could show 
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her how. How could she manage her time effectively, stay on schedule and still treat patients like family? 

She started studying “outlier” practices – practices that were far above average. She looked for what they were doing 
differently and she began to learn their secrets.

Her interest in improving oral health became an obsession. She tracked her numbers religiously. How many patients did she 
talk to about fluoride – and how many moved forward? How many patients did she talk to about sealants – and how many 
got it done?

She tried new ways to talk to patients about preventative services. She listened carefully for the cues patient gave about 
their frustrations… and she gained their confidence when offering solutions. She tested new ways to help patients 
understand what was really happening in their mouths. She tried new analogies to simplify the complex concepts that we 
healthcare professionals know and take for granted.

As her patient started excepting more care, friends began to ask, “How do you do it?” So she shared what she had 
discovered. When they implemented her methods, they quickly doubled and even tripled their hygiene production. More 
importantly, they provided better care for their patients. It really was a win-win-win for all involved; patient, practice, and 
hygienist.

She also realized while more people were shouting about getting more production from patients, no one was talking about 
giving better care to those patients. Yet the hygienist following her system were the highest producing hygienists, with the 
highest case acceptance, and the highest patient satisfaction scores in their practices. BINGO! 

Wendy had cracked the code and proven if you take better care of patients, production will naturally follow! She offered to 
teach her “Hygiene Explosion” system to others beyond her circle of friends – and it took off like wildfire.

Today, she has the longest proven track record of helping dentists and hygienists double their hygiene production, having 
directly influenced more than 3,718 dental practices in 12 countries.

She has consulted and worked with some of the largest and fastest growing private dental practices, as well as some of the 
largest DSO organizations, including Heartland Dental, Breakaway Practice, Mortenson Dental, and Dental Corp. She is 
also the recommended hygiene consultant for Henry Schein Dental.

The Team Training Institute shows dental practices a 5-step process that has the team working together to drive the 
practice, so the doctor no longer feels like they are pushing that proverbial rock up the hill. 

Instead, all cylinders are working together to provide a world-class experience for the patient, which results in high 
production, high retention, and high case acceptance for you.

Ready to dive in?

Let’s get started ...
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“I was done. I was not happy. I was frustrated. I hated the business 
part of dentistry and was ready to sell.”

That’s how Dr. Jesse Chai, owner of Bradford Family Dentistry in 
Bradford, Ontario, described how he felt two years ago. He was on the 
verge of quitting dentistry – something he loved – forever. 

Unable to find a buyer, he went back to the drawing board. One of 
his best first steps was joining the Team Training Institute (TTI) Blue 
Diamonds program in January 2020. 

Today, Dr. Chai is not only more profitable, he’s serving patients at a 
higher level – and he’s having fun again! In spite of being shut down 
for two months due to COVID, his revenue and net profits both surged 
in 2020. Before The Team Training Institute, his best production month 
was $180, 000. Since The Team Training Institute, he’s never done 
anything less than $200,000 per month.

His personal life has improved, too. “My stress level is way down 
because working with The Team Training Institute has given me a lot of 
confidence in how to navigate the process and reinvent my business,” 
Dr. Chai said. “I’m more motivated and energized. And I feel that I’m 
a better husband. I’m a better father. I’m a better leader to my team, 
a better business owner, and just a better person in general because 
was able to figure that out and be true to myself versus trying to 
appease others.”

Here are just 5 of the life-changing gains he’s made in just over one 
year: 

1. He solved his staffing headaches. Before The Team Training 
Institute, Dr. Chai hired 5 associates, but none of them worked 
out. He expanded his staff to 14 people, but was actually 
netting less profit. Since The Team Training Institute Dr. Chai 
hired 4 new people and trimmed his staff to 9, plus himself. 
“The Team Training Institute helped me in a way that others 
had not been able to,” he said.

2. His team experienced a big win fast. Dr. Chai brought in 
The Team Training Institute to do their first Hygiene Explosion 
Training on January 3, 2020. In February, production increased 
by more than $100, 000. “I had a TTI coach come because I 
wanted to start the year out right,” Dr. Chai said. “We had our 

best month ever, by a significant amount. We did $283,000. We 
had record hygiene production and record doctor production.” 

3. Hired smarter and better. “Before The Team Training Institute, 
we were like a typical dental practice. We’d bring on a new hire, 
they’d shadow a little bit and learn on the fly. Now we have the 
manual and we learned about the ‘3-3-3 onboarding system.’” 
One hygienist hired on March 13 was sent home the very next 
day when everything shut down. “We brought her back on May 
9 to fully train her. She’s fresh out of school too. In June, her 
first full month as a dental hygienist, she produced $30,000,” 
said Dr. Chai. Not only is she continuing to produce at that 
pace, she is also training to help with orthodontics.

4. Expanded same-day dentistry. Dr. Chai had practiced this 
since 2010, but his staff wasn’t fully committed to same-day 
dentistry until after the TTI training. “Before they always found 
excuses. They said they were too busy. But after the training 
in January, same-day dentistry improved,” he said. Production 
continued to increase. He did $209,000 in June, $220,000 in 
July, and $252,000 in August (his second-best month ever).

5. Watched his net profits soar. To incentivize employees to 
reach the revenue goals, Dr. Chai put bonus systems in place. 
If they hit the daily target, team members draw from a reward 
bag. He also does monthly and quarterly bonuses based on 
profitability. “The #1 thing The Team Training Institute has 
helped me with is profitability. Profitability at the office is quite 
high, a lot better than it was prior to joining TTI,” said Dr. Chai. “

Dr. Chai now has the support to achieve his big goals. He’s in a better 
place with systems documented, a more efficient team, and he’s 
consistently producing at a higher level. Overall patient experience 
improved, and his hygienists have more confidence.

“The Team Training Institute allowed me to accelerate the process to make the practice the way I want,” said Dr. Chai. “They gave me the 
tools to figure out what to do if I don’t hit my targets instead of guessing. By doing what they suggest, you’re doing more good in the 
world. It makes you feel good about yourself and at the end of the day, it makes your employees feel good. The whole vibe in the office 
is a lot better than it was 11 months ago because we’re all energized. We’re a lot more profitable and I’m having a lot more fun than I ever 
had practicing in my life.”

From hating his practice to 
“I’m having more fun than I 

ever had in my life!”
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Success Secret #1:
Know what real profits are 

Profits in dentistry can be hard to track and easy to underestimate!

Let us explain.

At one time, I used to think that if you improved your profits in your practice, the value of your practice would grow about the same. 
But that’s not what happens. 

What happens is that, for every $1 in profits you add, the value of your practice goes up by $4. So, when you increase your profits 
just a little, you increase the value of the practice a lot. Which is great news for anyone who’s behind on their retirement plan, right? 
Because we can improve your net worth by improving the value of your practice. 

And all we have to do is increase profitability. It’s not hard, IF you know what you’re looking for. We’ll show you how. There’s a simple 
formula for profitability, and here it is:

Visits  X  Production per visit  X  Collection percentage – Overhead
= PROFITS

Translated: That’s number of patient visits, times production per visit, times collection percentage, minus overhead, equals profits.

Unfortunately, many dentists get profits wrong, because they’re tracking the wrong numbers. 

Perhaps the worst way to figure profits is to look at your bank account each week and see how much money is there. No! Money in 
the bank is a lagging indicator. By the time those dollars appear, it’s too late to do anything. 

Another mistake we see in search of profits is trying to drive down overhead. Think about it. What can we control in our overhead? 
Well, we can change how much we pay our people. But we have to have enough people to do the work done consistently, at a high 
level. And supply and demand mean that we’re probably going to pay more for fewer people working in dentistry right now. So that 
one’s tough to move.

The next overhead number that attracts our attention is supply costs. Well, supply costs in most practices are maybe 6% or 7% of 
revenue. So if you reduced your supply costs by 20%, that only leads to a profit increase of 1.2%. And we can tell you getting your 
supply costs down by 20% is hard work. 

So when people are looking at the wrong numbers, they’re often looking at overhead. It’s both the hardest one to improve and it has 
the smallest impact. 

By contrast, the numbers that are easy to improve for profitability are visits, production per visit, and collection percentage. 

Let’s take a typical $1-million practice. It looks something like this:

• 4,400 visits
• $246 production per visit (net)
• 96% collection rate
• 73% overhead (the ADA’s average figure)

So that practice will have profits of about $280,558. 

But let’s make just two small tweaks and see what happens.

Let’s say we increase visits by 10%. And we increase production per visit by 25%. 

What happens? Well, when we increase the number of visits (not the number of patients, just visits) and production per visit, we also 
increase revenue. 



6     8 Secrets Of Their Success 

But our overhead – fixed expenses – stays the same. Which means we are more profitable. And the value of our practice goes up by 
$4 for every $1 in profits that we add. All from increasing just two numbers: visits and production per visit. 

How much more profitable are we? Take a look:

• 4,840 visits (10% gain)
• $270 production per visit (10% gain)
• 96% collection rate
• 73% overhead 

Our practice now has profits of about $338,722. 

That $58,164 in new profits is a gain of over 20% in profitability. And the good news is that there are about a dozen different ways that 
we can impact the production per visit and another handful of ways that we can increase the number of visits. 

When you multiply those new profits by our “value indicator” of 4, we’ve just added $232,656 in value to our practice. 
Multiply that number by just a few years ... and your net worth can increase dramatically.

And it all starts when you understand what profit is and how to increase it. 

*** We believe STRONGLY that when you do the right thing every time, for every patient, your production will naturally increase. 
There is no need to worry about unnecessary dentistry when you are consistently doing the right thing for your patients. 

Success Secret #2:
Provide patients with what they want

We’ve seen it countless times. A mismatch between what the patient wants and what the dentist wants. And it almost always ends in 
frustration for everyone. 

It looks like this: The dentist walks into the room, there’s small talk, the dentist does an exam, the dentist tells the patient what they 
need, dentist leaves the room, and suddenly it’s the financial coordinator’s job to try to get this patient to accept care that they really 
don’t want. 

The dentist never really waited, listened, or found out what the patient wanted. We see it all the time.

There’s a better way, based on a guiding principle we have at the Team Training Institute: always do the right for the patient, at the right 
time, every time. 

What does that look like?

It starts with providing world-class care to every patient. 

Hygiene is evolving rapidly. It used to be narrowly defined as simply cleaning teeth so they could be restored. 

But today, to do the right thing for patients – by providing exceptional protection and service – there are 3 roles that a hygienist must 
fill: 

1. Preventive Therapist: As the “preventive therapist” the hygienist becomes the source of information regarding the menu of 
preventive services. When we offer a full menu of preventative services (regardless of age and insurance) we are in fact providing 
a much higher level of patient care – one that our patients want and need.

2. Periodontal Therapist: It’s not just about saving teeth any more, it’s now about saving lives. Patients are at much greater risk 
of serious medical disorders if we fail to address their periodontal health – and it starts in the hygiene chair.

3. Patient Treatment Advocate: This role is responsible for moving restorative dentistry onto the doctor’s side. When we 
maximize this role, we see case acceptance skyrocket.
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When Dr. Michael Kirchner of Jeffersonville, IN, bought his first 
practice in 2010, he struggled. 

The practice was supposedly doing nearly $500,000, but 30-33% of 
his business vanished when he stopped receiving implant referrals. He 
knew the fastest way to success was to get help, so he tried different 
consultants. Within 7 years, he grew to $1.2 million and was operating 
the biggest single doctor practice in Clark County Indiana. 

He hit a plateau. “I’d outgrown my consultant,” said Dr. Kirchner. “I’d 
always wanted to grow to multiple practices, but I never found anyone 
to address that and didn’t know how.” 

Yet, he knew it was more important than ever to expand. “As I listened 
to podcasts and leaders in the community, I realized corporate 
dentistry was here to stay,” Dr. Kirchner said. “The single doctor 
practice is no longer going to be feasible in the next 5 to 10 years. Not 
that they wouldn’t exist, but it would be much more difficult. I began 
noticing how I didn’t have time for vacations or anything else. I was 
working like a dog and I knew that had to change.”

After expressing frustration at a dental conference, a fellow doctor 
raved about his experience with the Team Training Institute’s Hygiene 
Explosion Program. He admits he was skeptical. “I was suspicious 
because of the high promises The Team Training Institute made,” Dr. 
Kirchner said. “I’ve been burned a lot in business by people over the 
years. When my Team Training Institute Coach told me she could 
increase my practice by $100,000 by the end of the year, I laughed at 
her.”

However, his production increased by $100,000 in 3 months and 
$600,000 by the end of the year. In his first full year with The Team 
Training Institute, he hit over $2 million in revenue. 

After joining the Blue Diamond Coaching Program, he quickly he 
ascended to the CEO Mastermind Group in 2019. “What intrigued me 
about Wendy and Dr. Meis is that they worked in the dental field,” Dr. 
Kirchner said. “It wasn’t like the other consultants ... most of whom 
didn’t know what it was like to work in an operatory. When I heard that 
Dr. Meis had grown Mortenson Family Dental Practice to 125 offices, 
that excited me. I felt like this was the missing piece. I hadn’t met 
anyone who had done it until The Team Training Institute.” 

In 2019, with one office, he reached $2.4 million. In 2020, he 
purchased his second and third offices, topping $3 million.

Here are 5 key strategies Dr. Kirchner used to make the leap:

1. Trust the process. Like most dentists, Dr. Kirchner struggled a 
bit with giving up control. But he didn’t let that stop him. “I had 
the mindset that I was paying good money to get this advice,” Dr. 
Kirchner said. “And if I didn’t listen to TTI, then it was pointless. 
I put my faith in what they told me to do, even though I was 

very scared. 
Because they 
had been there and 
done that, I trusted that it would 
work out. After the first training, I knew they 
knew what they were doing.”

2. Set a higher standard in patient care. Dr. Kirchner and his 
team are taking better care of patients since joining The Team 
Training Institute, and the difference is significant. “Before TTI, 
we weren’t doing any of the stuff they teach,” he said. “We were 
doing a little fluoride and perio was okay, but since TTI, we have 
added $20,000 to $30,000 a month in teeth protection services. 
When patients walk out the door, they feel like they’ve received a 
higher level of care and feel they’re more valued than before.”

3. Put systems in place. “Refining the first office and getting the 
systems down made the second office pretty easy,” Dr. Kirchner 
said. “There were hiccups, but it has not been very stressful. 
For example, I was in my second office last Friday to do some 
administrative stuff, but I hadn’t been in there in 5 weeks. It 
takes very little time for me now. My office manager just follows 
the systems that The Team Training Institute gives her and she 
makes it run.”

4. Get the right people on the bus. “I had one person who had 
been here for probably 30 years,” Dr. Kirchner said. “I told her to 
get on board or go work somewhere else. She left, and we got 
someone else. Once I got rid of that person, the practice went 
up a couple hundred thousand dollars a year without changing 
anything else.”

5. Tiger-Proof Your PracticeTM. When he started with The Team 
Training Institute, Dr. Kirchner worked 5 days a week in dentistry. 
He discovered that he was a chokepoint on his growth – he had 
run out of doctor capacity. Plus, it put his practice at great risk. If 
he was out for any reason, dentistry would grind to a halt. After 
hiring his first associate (following our systems), he cut his work 
to four days a week. He’s currently hiring a third doctor, to get 
down to three days a week. “At some point, I’d like to get down 
to two days and then just do administrative stuff, because I really 
enjoy the business side.”

“Since joining The Team Training Institute, I’m much more 
profitable,” Dr. Kirchner said. “We’ve increased profitability 
by 10% _ the only reason we haven’t done more is because 
we are in a high growth mode. Without TTI, I’d have a lot 
more stress. I’d still be plateauing and have a ‘Chicken Little’ 
mentality. Now, I’m working less and enjoying life more.”

“He laughed at The Team 
Training Institute, but then 
he topped $3 million!”



8     8 Secrets Of Their Success 

Dr. Lisa Mullis Williams, owner of 
Creekside Dental in Greenville, SC, was 
thrilled to buy her own practice after 
working as a dentist for 14 years. But she 
didn’t foresee all the pitfalls. 

There were unexpected holes in 
her schedule. Her overhead surged 
unexpectedly because the prior doctor’s 
wife did work that wasn’t on the payroll. 
There was the added stress of staff 
and patients depending on her. Not to 
mention staffing headaches and horrible 
profits.

“You’re buying an entity with its own 
personality,” said Dr. Williams. “When a 
new doctor comes in and wants to change 
that, it’s like throwing a wrench into the 
cogs. Things happened that didn’t even cross my mind. You name it, 
and I have probably been through it.”

The business side of the practice was taking a toll, as she struggled to 
balance being a mom with owning a practice. “I was working so hard, 
but I felt like a failure,” Dr. Williams said. “I felt like I was a steamboat 
captain who is manning the ship to make sure we’re heading in the 
right direction, but without the right people in place, I’m also the one in 
the furnace room shoveling the hot coals. The amount of stress was 
unbelievable.”

After struggling for a year, a dental rep recommended she look into 
The Team Training Institute. Dr. Williams was hesitant, but she agreed 
anyway. “I bought in and have never regretted it. I only wish I would 
have signed up the minute I bought the practice,” she said. “It was a 
turning point for us. To have the business acumen available to us at 
a moment’s notice … they know how to answer all our questions and 
keep us informed.”

Today, revenue is way up. When she bought the practice, she was 
doing $55,000 a month. Now she is over $100,000 per month and 
profits are nearly doubled. 

“Patients are getting the world-class care I’d envisioned. My 
confidence level and our ability to get the practice where I want it to be 
are much better,” Dr. Williams said. “We make it fun. Staff and patients 

alike say they love the energy level and 
positivity.”

“The Team Training Institute is my secret weapon. 
Had I not found them, I would have gone under!”

What’s the bottom line? “The Team Training Institute is my secret weapon,” said Dr. Williams. “Had I not found them, I would have gone 
under. I probably would have sold out to one of those bigger places like Heartland and be working for ‘the man.’ The amazing resources 
from TTI helped us with our verbiage, our tribal language, and organization – things that we were 100% lacking. TTI helped me get new 
hygienists that are top-notch. It’s a completely different experience. When I look at what we were producing before TTI and what we 
produce now, the difference is astronomical. TTI knows what they are talking about and helped me to succeed.”

Here are just 3 of the rapid gains she’s 
made in just over one year: 

1. Hygiene increased 30% in 30 
days. “The very first training with 
our hygiene coach gave us the 
protocols and verbiage. Now, 
‘Come visit us’ is replaced with 
language such as ‘We are your oral 
healthcare providers’ and ‘This is 
the standard of care in dentistry,” 
said Dr. Williams. “Our hygiene 
numbers went up 30% after the 
first visit. I’m talking thousands and 
thousands of dollars of increased 

1. production merely by changing our verbiage. We are providing 
more excellent care [that] pays for the TTI fee alone and that’s 
without the benefit of diagnosing the extra decay. The training 
was so informative and that was just the first month.”

2. Leveraged numbers guidance “worth its weight in gold.”  
Dr. Williams credits the accountability she receives from her 
TTI coach for the impressive progress she’s made. “We look at 
numbers every single month,” she said. “Coach Sherri shows 
me where we need to bring our numbers up to reach our goals. 
I would never sit down and look at those numbers without TTI. 
That guidance is worth its weight in gold because you can only 
improve on the things you are measuring.” Dr. Williams predicts 
her practice will continue its growth and soon double in value.

3. Added $40,000 a month with a new front-desk person. 
Her business coach in the Blue Diamonds program told her to 
replace the front desk person. “I was stubborn and wouldn’t 
listen at first,” Dr. Williams said. “I’m a big softie and I didn’t 
want to let her go. But it was a HUGE issue. Before, there 
were always holes in the schedule. Now I have an extremely 
aggressive front desk scheduler named Alicia. She’s the best 
thing that’s happened to me. If that schedule isn’t full, Alicia is 
going to make it full. She started on a Monday and three days 
later I had her on a plane to TTI training. Alicia’s been killing 
it since then. We are already producing $40,000 more per 
month.”
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In addition to providing world-class Hygiene, we must be able to do same-day dentistry (which is defined as production that was 
not on the schedule at the beginning of the day.) Because the reality of our post-COVID world is that patients are busier and more 
economically stressed than at any time in memory. The easier and more convenient we make it for them to get procedures the same 
day, the fewer cancellations we see and the more our production increases.

The logistics of same-day dentistry become much easier when you remove capacity blockages, which is explained later in this report. 
But for now, know that it’s a win-win for all involved. 

Success Secret #3:
Know your vision 

Practices that are doing extremely well have a clear vision for themselves and their team. 

They can articulate their vision and can recite their main goals without notes. For some, their vision may have something to do with 
their business model. For instance, one elite mastermind member’s office had two operatories. His vision was to do comprehensive 
restored dentistry on every patient. That’s it. He can say it very succinctly, and you know immediately what he is saying. He has a very 
clear vision.

When you have a clear vision, you know what you spend your time developing. You know what to spend your time learning, and you 
know what’s more important than anything else. You also know what not to spend time doing. Which is why the clarity of vision is 
critically important. 

Here are three ways to check if you have a clear vision.

#1 Can you articulate your vision well?

Realistically, pretty much every dentist we talk to can give us some idea of what their vision is. We’re involved in a lot of dental mergers 
and acquisitions, which gives us the opportunity to talk to people who are purchasing practices. We often ask them to describe their 
vision. Their response goes something like this: “Uh ...” then long pause, followed by stumbling over words. That’s what NOT having a 
vision sounds like. 

To be effective, your vision must be so clear that you can describe it quickly and without notes, as if you’re describing the house you 
grew up in. Anyone you share your vision with should understand who you are and what you want from your practice. 

#2 Does your team understand your vision?

When we go into a practice to assess a team and their leader, we use what we call the Jay Leno test. Those of you who watched 
the Jay Leno Tonight Show may remember that he used to go out on the street in Los Angeles and ask people random questions. 
Questions like, “Who is the vice president of the United States?” The questions were usually ridiculously easy, yet it was amazing how 
often people had no idea what the answers were. 

Our version of the Jay Leno test includes asking leaders of a dental practice questions like: “Where is the practice headed? Where do 
you see this practice in five years?” 

On a well-led team, they can say exactly where they’re going because they know the vision and how to describe it to people. 

But ... that’s extremely rare in dentistry. Most practice leaders and team members, when asked about vision, can only reply with a blank 
stare. No one has ever explained it to them or helped share it with other people. 

Thus, being able to share your vision with your team, so clearly that they can share it with others, is absolutely worth your time and 
effort.

#3 Can the “uninformed” identify your vision?

The next way to test your vision is this: If you knew nothing about the practice or the people, and you heard the vision, would you 
understand what it meant? 
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The easiest way to do this is to visit somebody’s website. Can you tell what their vision is? Can you tell where that practice is heading? 
Can you tell what to expect when you get there? If you can’t, it does not pass the uninformed test. 

To pass the uninformed test, have a clear vision, be able to articulate it, train your team to understand it and share it with others. Word 
in such a way that the “uninformed” public will understand who you are and where you’re going.

Think of vision as a force multiplier – something that makes everything else you do more effective, because you know what to do and 
what not to do. 

You know what to spend your time learning and building ... what shiny objects to avoid ... and everything else you need to succeed. 
Because you know what’s important, you can prioritize and achieve maximum productivity in the same hours you used to waste playing 
a smaller game.

If you haven’t defined your vision yet, carve out time to do so. When you do, it will make it much faster and easier to build the practice 
of your dreams, where, like Dr. Jesse Chai on page 4, you get to have more fun practicing than you ever have in your life.

Success Secret # 4:
Create systems 

You know all about stress and chaos; coming into the practice each day not knowing what to expect, fearful of the unknown, worried 
that the schedule will fall apart. 

With systems, every team member knows their role. They have tools and measurements for success, which alleviate 99% of the stress 
you’re otherwise feeling. 

You finally feel in control because you know what to expect. 

You can come in and simply practice dentistry

Now, most practices think they have systems. But a system is defined as having four components:

1. Commanders’ Intent: why is this important and what is the purpose of this system 
2. Flow Chart: showing the different steps of the system and who is responsible for each step. 
3. Scripts: define the communication expected, examples of any media that might help 
4. Follow-up Mechanism: to create checks and balances and ensure that the system is implemented. These need to be part of the 

daily /weekly /monthly routine. 

What should you have systems for?

Operations:

Clinical Procedures:

• Effective meetings 
• Morning Huddles 
• Internal Marketing Strategies 
• External Marketing 
• Patient Attraction 
• Emotionally Connected New 

Patient Exam
• New Patient Experience 
• Confident Case Presentation 

• Perio-Case Acceptance 
• Tribal Language 
• Patient Friendly Financials 
• Scheduling for Success 
• Recall, Recovery, Reactivation, 

Retention and Referrals 
• Insurance Billing 
• Room Set Up 
• Same-Day Dentistry 

• Children’s Programs 
• Home Products 
• Cancellations 
• Monthly Financials 
• Accounts Receivable 
• Front Desk Check-in 
• Seamless Handoffs 
• System Sterilization

• Perio-Health Maintenance
• 6-Point Probing
• Hygiene Services: Fluoride, Sealant, 

De-sensitizing Treatment, and 
Radiograph Protocols 

• Crown and Bridge Protocol

• Sedation Protocol 
• Root Canal Protocol 
• Caries Detection Protocol
• Risk Assessment Protocol
• Intraoral Camera Protocol
• Diagnostic code 

• Clinical Note & Charting and 
Documentation Protocol 

• Cavity Detecting Laser Protocol 
• Oral Cancer Screening Protocol 
• World-Class Exam Protocol
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Twelve months into opening his second practice in Laredo, TX, Dr. 
Dick Davenport was struggling. “The new patient flow was lower 
than we expected because it’s such a prime location,” Dr. Davenport 
said. Even more concerning was that patients were not scheduling 
procedures. “That’s what led us to suspect that something was 
wrong.”

This prompted him to attend The Team Training Institute’s Annual 
Summit in New Orleans, in 2018. Dr. Davenport discovered two of 
his long-term employees had been sabotaging his second office. “We 
had some significant issues that we weren’t aware of.”

Just 12 months after joining The Team Training Institute, his revenue 
increased by $1.1 million. He’s also increased profit by 50% and the 
value of his business more than 50%. 

Plus, Dr. Davenport cut his hours in half, has less stress, and is 
having more fun. “We’ve achieved what we set out to achieve in less 
than two years,” he said. “And we achieved it much, much quicker 
than we thought we would.” 

He’s also experiencing more time freedom since joining TTI, taking 
off two consecutive weeks for the first time in his life. “It was a nice 
feeling to know I have that freedom to leave.” 

Here are 4 breakthroughs Dr. Davenport has enjoyed: 

1. Increased production 50%. Following The Team Training 
Institute’s Hygiene Explosion training, production went up 50% 
per hygienist. “Morale is a lot better. Satisfaction in the quality 
of treatment they provide people is totally different,” said Dr. 
Davenport. Doctor production has surged as well. “My long-
term associate is excited about dentistry for the first time in 16 
or 17 years. His production went from $50,000 to $60,000 a 
month to $90,000 to $100,000 a month. Our new associate is at 
$75,000 a month.” 

2. Removed capacity roadblocks. Before The Team Training 
Institute, Dr. Davenport believed the number or quality of new 
patients was the key to success. But after TTI pointed out 
the hidden blockages in his capacity and adding same day 

dentistry, he found an easier path to success. “Through Dr. 
John we found we already have the patients we needed to be 
successful,” Dr. Davenport said. “For me it’s all tied together 
and now this is truly a team-driven practice. None of this would 
be possible without TTI and we would not be at this level with 
one person trying to do it by himself.”

3. Surrounded himself with like-minded dentists. “One of 
the beauties of interacting with The Team Training Institute is 
everyone goes through the same problems,” Dr. Davenport 
said. “There are people all over the country talking about the 

same issues and we’re all trying to help each other. In the CEO 
Mastermind, I interact with some really intelligent people, which 
has been eye opening. Some amazing things happen in that 
room.”.”

4. Replaced salary with profits. By joining the CEO Mastermind, 
Dr. Davenport discovered how to reliably increase his practice 
profitability by generating more value. “I’m not sure I would 
have ever been aware of this had I not been in the Dental 
CEO Mastermind. I’ve learned I’m doing what Dr. John calls 
replacing salary with profits.” In other words, part of Dr. 
Davenport’s income is generated from his staff’s efforts. This 
lets him maintain a comfortable lifestyle without working as 
hard or negatively impacting anyone else’s income.

Today, The Team Training Institute is helping Dr. Davenport lay the 
groundwork for expansion and transition, without financing. While his 
son will be the key leader in the practice, his associates will have the 
opportunity to buy in. “It’s allowed us to envision a path of how I can 
transition out and my son can transition in,” he said.

“If I hadn’t found The Team Training Institute, we’d still be 
struggling. It takes leadership to run a practice. That’s what 
sets TTI apart from everyone else,” said Dr. Davenport. “They 
are teaching the techniques that we need, and they work for 
us beautifully. There are a lot of positives that came out of 
TTI, financially, emotionally, and everything else. It’s been an 
outstanding experience for us.”

“$1.1 Million increase 
in 12 months and a 
path to expansion 
without financing.”
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Dr. Milton Cook, of Smithfield, VA (population 8,500), bought his 
practice in 2003. “This practice started in 1897,” he said. “When I 
bought it, it was one dentist, a part-time hygienist, one receptionist and 
one assistant.” 

Working hard, Dr. Cook quickly built his practice to include one full-
time dentist, a part-time associate, three hygienists, three front desk 
staff, and three assistants. 

But then he hit a plateau. “It was stressful personally trying to keep 
everything straight from staff to overhead to patients to patient 
satisfaction to cash flow,” Dr. Cook said. “I was trying to manage it all. I 
was spinning my wheels. I’d never worked for anybody else or had any 
specific training in management.” 

Seeking answers, Dr. Cook signed up for our Hygiene Diamonds 
training on the recommendation of his Henry Schein representative. 
After attending the training in September 2019, Dr. Cook didn’t hesitate 
to join The Team Training Institute. “I was looking for help on the 
business side as far as how to set up systems, how to define roles, 
how to define job descriptions,” he said. “I knew I really needed that 
help.”  

Within 30 days, production increased from $100,000 per month to 
$126,000. By February 2020, production had jumped to $185,000. His 
office was on track to double production, when COVID-19 forced Dr. 
Cook to shut down on March 17, 2020. Despite losing half of March, 
they produced $114,000. After reopening on May 1, 2020, production 
reached $228,000 – a 128% gain in just 6 months. 

Here are 4 ways the Team Training Institute has helped Dr. Cook 
transform his practice:

1. Begin with an open mind. Michelle Keckler, his lead hygienist, 
had concerns before attending the Hygiene Diamonds training. 
“Whenever they talk about consultants coming in, I immediately 
would put up a wall,” Michelle confessed. “I’d think, all they’re 
going to do is tell me, ‘You’re doing this wrong, you’re doing that 
wrong. You’ve got to see more patients – shorter appointment 

times.’ That was always my fear,” she said. But coaching from 
the Team Training Institute was different. “The surprise to me 
was that there were so many small things we could focus on,” 
Michelle said. “We left that day with a lot of aha moments ... and 
we were all ready to jump right in as soon as we got back to 
work.” 

2. Remove capacity roadblocks. While others were cutting 
back during the COVID shutdown, Dr. Cook looked for ways he 
could expand his practice. “We have literally doubled since The 
Team Training Institute,” he said. “During March and April when 
we were shut down, I added two new operatories, and I hired 
another hygienist. I knew I was out of capacity as far as doctor 
chairs and doctor time availability. I think the expansion has a lot 
to do with my increased production. And that’s what Dr. John told 
me at the coaching retreat. He said, ‘You have a doctor capacity 
issue, you just can’t get them in.’”

3. Offer sealants and fluoride to all patients. “We are doing a 
whole lot of sealants now because we really never offered it to 
adults at all before,” Dr. Cook said. “When we started offering 
sealants to adults, we started seeing a lot of acceptance from 
adults on that. A couple of hygienists will do 20 to 25 in a day.” 
Success has come despite some initial reservations. “There 
was a concern by hygienists when we first started,” Dr. Cook 
said. “Like, ‘I’m not going to have time to do four sealants on 
somebody.’ They’re doing 20 now. It’s interesting to see that 
when you get them emotionally involved in the process, they 
really take it to heart.”

4. Add same-day dentistry. Before the Team Training Institute, 
Dr. Cook only did same-day dentistry in emergency situations. 
The simple change of allowing patients the option to take care 
of problems immediately made a big impact. Cancellations 
decreased, and production increased. “Same day dentistry is 
what really drives our practice,” Dr. Cook said. “Hygiene, now 
that it’s profitable, is a big component. It makes up anywhere 
from 30% to 50% of our production on any given day. And then 
our same-day treatment is another 30% of our production.”

From “Spinning my wheels” to 
doubled production in 6 months.

Today, Dr. Cook is no longer stuck in a rut. “Without The Team Training Institute, we would still be doing the same we always did _ 
spinning our wheels and not growing,” Dr. Cook said. “For me personally, it’s rescued me from getting burned out from dealing with 
everything. I did not need to reinvent the wheel to make a successful practice. The TTI systems are proven to work and can show you how 
to do that. You just have to believe in the process.”
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Human Resources:

Unfortunately, no practice has 100% of team members who stay forever. 

For example, we knew a practice with a very talented person doing their financial arrangements. We used to joke that she could get 
homeless people to buy expensive dentistry. 

She was extremely talented ... but there were no systems to capture her knowledge. The practice relied on her talent alone. Then 
she left. The practice began to struggle. It took several years to get back to where they were. They had to start all over by creating a 
system. 

The thing to remember is, great systems endure, but talented people don’t always. That’s why you must create systems that let you 
plug a new team member in and quickly become productive.

Success Secret #5:
Become team oriented 

All successful practices are team-oriented, without exception. As a wise man once said, “If you want to go fast, go alone, but if you 
want to go far, go together.”

Building and leading teams is greatly simplified when you have the right systems in place, as described previously. And while 10,000 
books have been written about teams, there are two concepts we’d like to share that have proven incredibly valuable for doctors we’ve 
worked with.

1) Don’t Micromanage Teams

As the leader, identify what results you want. Then let your team determine how to achieve them. It’s as simple as asking:

• What do you guys think?
• How are we going to do this?

Then stay quiet. If they figure out how to do it, now they’re invested. Now they have ownership in that project. They have ownership in 
its success. And if it fails, they’re a part of that, too.

You either get the result you want or your team teaches themselves how to be more effective by learning through the failure. In the 
long run, your practice will grow either way.

2) Beware of “Best Is Your Worst” Syndrome

Your very best person can often can be the person who’s holding you back from growth. They don’t know it, and you don’t know it. 
You only know that you are stuck, but you don’t know why.

Here’s how it happens. 

Often, that person who is the super doer, who takes everything on, who gets everything done, who’s very consistent, very high energy, 
they’ll take everything on ... until they are 100% full. 

Once that “best” person gets full, your practice is stuck. It can’t grow because the obstacle to doing more is that otherwise-valuable 
person. 

At one of our Blue Diamond retreats (with our high-level coaching clients), we experienced this firsthand with a practice who couldn’t 
figure why they had stopped growing. 

They were stuck because of “Best is Your Worst” syndrome.

• Hiring
• Firing
• Payroll

• 3/3/3 Training
• Personal Development Interviews
• Performance Reviews

• Bonus Systems
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Ultimately, it came down to the fact that they had a great team leader who was willing to work hard, willing to do everything, but she 
was full. She had never trained anybody to do what she does, never delegated. She never let people try and fail. She never let them 
have that authority AND responsibility of doing their jobs on their own. 

She was the blockage. 

She was bright; she was hardworking, she was passionate; she was super. She was also the worst thing happening in their practice 
because she was holding it back. So, watch out for this phenomenon – it can sneak up on anyone.

The bottom line when building your teams is this: Don’t expect perfection. 

People are going to make mistakes. You are after progress. Because the only way that you can max out as a dentist is by doing only 
those things that dentist can do. Without building teams and letting your people grow – including tolerating mistakes, so long as they’re 
not repeated – you can never get there.

Success Secret #6:
Remove capacity roadblocks 

Most people believe that if you want your practice to grow, you just do more marketing. 

That’s not quite true.

If you don’t deliver a good patient experience or you’re out of capacity, more marketing will have the opposite effect. More people will 
leave negative reviews online about the crappy experience they had. Or, worse, more people will call your practice, only find out that 
they can’t get an appointment. 

Bottom line: Marketing will speed up your growth or your decline, but it won’t change the road you’re on. Before you get on the road 
to growth, you must remove capacity roadblocks.

What is capacity?

It’s more than just ops. Some of the elements that contribute to your capacity are:

• Treatment rooms
• Equipment
• Supplies
• Number of employees
• Number of parking spots
• Systems
• Team member engagement
• Doctor’s level of engagement

If you don’t have these in the right ratios, your capacity will be blocked.

Here’s our personal experience with a capacity blockage ...

A consultant came into Dr. John’s office. He looked around and said, “You’re out of treatment rooms. You need more ops.”

Dr. John looked around. There were three empty ops. He said, “You’ve got to be kidding me.”

From his perspective, all he saw were three empty ops. What he didn’t see was the schedule getting booked further and further out in 
the future. Dr. John had blinders on.

The two argued for a while, and finally, the consultant said, “How much are you collecting? How many ops do you have?” 

Dr. John told him. The consultant did the math and said, “Okay. You’re doing $20,000 per op per month, so you need three more ops.”
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Dr. Marcel Lambrechts, Jr. was worried. The owner of Seven Pines 
Dental Group in Sandston, VA he felt his hygiene department was 
falling short compared to other dental practices. “For me, the hygiene 
department was kind of a sore subject,” he said. “I had tried several 
times to bolster the efforts and was frustrated by no improvement. I felt 
I needed to make the practice better for our patients.” 

Referred to the Team Training Institute (TTI) in 2017, Dr. Lambrechts 
heard about an “amazing system disrupting hygiene departments that 
gets them going and doing things the right way for patients,” he said. “I 
am super skeptical ... but we decided to take the entire practice to the 
Hygiene Diamonds course.” 

His production surged after the training. So, he asked Wendy to 
come train his team in their office – twice. “Wendy’s enthusiasm and 
excitement about dentistry were infectious,” Dr. Lambrechts said. “I 
think every time she came in, our numbers went up the next day.” 

Taking the fast track, he joined Blue Diamond Coaching. “It was one of 
the best things I did,” he said. A year later, when the opportunity to join 
the Dental CEO Mastermind came up, Dr. Lambrechts didn’t hesitate. 
“Once I saw what we were doing, I was like why would we want to stop 
here?” 

Since joining TTI, Dr. Lambrechts has seen record growth. “Our 
numbers are ridiculous,” Dr. Lambrechts said. “In the latter half of 
2017, when we joined TTI, we went up 13% ($300,000). The next year 
we went up 17% – about $500,000. This past year [2019], we went up 
22% ($800,000) which was crazy. Now we’re a machine, every month 
is a record month.”

All that, without increasing his workload. “We’re working with the same 
patient load that we had,” he said. “We’re just treating them better.” 

Here are 4 strategies Dr. Lambrechts uses: 

1. Put systems in place. “We use TTI’s systems,” said Kathy 
Muse, his lead hygienist. “Since joining TTI, I see fewer patients 
and we produce better care and more production. Offer your 
patients better care, better treatment, and the money follows just 
like they say.” 

2. Take fast action. Immediately after attending TTI meetings, 
Dr. Lambrechts and his team use their travel time to create an 
action plan. “On the way home, we discuss ‘What did we learn? 
What do we want to implement? How do we want to make this 
happen?’” said Kathy. “Then on Monday we put it in place and 

have a meeting to discuss with the staff. We tell them this is 
what we’re doing, so we can get it in place before we forget.” 

3. Develop protocols. “TTI assisted us in developing protocols,” 
Dr. Lambrechts said. “Now when we onboard new employees, 
it’ll be a lot easier for them to integrate into the office.”

4. Replace doctor’s income with profits. Dr. Lambrechts is 
purchasing a second practice, with plans for more. Being a 
member of the Dental CEO Mastermind has been instrumental. 
“Dr. John is excellent,” Dr. Lambrechts said. “It’s nice to have 
a guy that has many practice opportunities under his belt that 
I can trust and ask without the fear of sounding stupid.” He’s 
also developed a network of peers through quarterly meetings 
and the CEO mastermind who openly share information. “Most 
people are very private about their numbers, their job, what 
they do and how they do it. With TTI, it’s a lot easier to talk to 
somebody because I’m not a competitor.”

From worried and frustrated 
to $1.6 million more revenue. 

“Now every month is a 
record month.”

Dr. Lambrechts stresses if he can do it, anyone can. “I’m just an ordinary guy,” he said. “I do work hard, but had we not 
found The Team Training Institute, my practice would still look like it did in 2016 with 68 fluorides and 3% growth. Now 
every month is a record month and the nice thing is we’re providing better services for our patients. We’ve done a lot 
because of the growth we’ve had. If you stick with it TTI will work for you.”
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“I’d always wanted to grow and expand into another location,” says 
Dr. Matthew Aldridge, of Vancouver, WA. But before joining the Team 
Training Institute, that dream was so far out of reach, he thought of 
quitting. “I’d work, work, work, and I then I worked some more after 
seeing patients. I felt like I’d be better off just going and working for 
somebody else.”

He always understood that hygiene is the “engine that drives the 
practice,” but he didn’t know what to do next. “Hygiene was affecting 
profitability,” Dr. Aldridge said. “It was impacting everything in the 
practice, from case acceptance to the patient experience.”

So, when he heard Wendy Briggs speak about hygiene at a seminar, 
Dr. Aldridge was intrigued. “What really appealed to me was the 
‘double your hygiene or you’ll get your money-back’ guarantee. I 
had not heard anyone willing to make that kind of guarantee. My 
first thought was, ‘Are you really serious?’ After peppering them with 
questions, I felt they conveyed confidence in what they were doing and 
could help us achieve our goals.”

Dr. Aldridge didn’t double his production ... he TRIPLED it. Since 
joining The Team Training Institute (TTI), his revenue has grown 100% 
and he’s doubled the value of his practice. Which helped him achieve 
an even bigger goal. “I always wanted to grow and expand into another 
location,” he said. “Eight months ago, I opened my second location. 
Mission accomplished.”

Here are 5 strategies that helped Dr. Aldridge grow.

1. Grow faster with live training. Dr. Aldridge wasn’t the only one 
skeptical about TTI. His hygienists were, too. “There were doubts 
about these outsiders coming in and trying to teach us a different 
way of doing things,” Dr. Aldridge said. “It’s hard to make changes 
when you’ve been doing things a certain way for so long. It took 
TTI working with us to overcome that. Our TTI trainer, Bert, won 
them over. She is excellent and has an extremely down-to-earth 
way of teaching. She resolved their concerns and did an excellent 
job of conveying the value for the patients first and foremost, but 
also for the practice.” In addition to seeing a significant jump in 
hygiene production, Dr. Aldridge says his hygienists now look at 
other options for patients that they didn’t before, such as sealants 
and fluoride. “Hygiene isn’t just a necessary part of doing dentistry. 
It can be a really positive experience for patients, giving them great 
care in a way that is profitable for the practice while giving patients 
what they want.”

2. Remove capacity roadblocks. After optimizing production, Dr. 
Aldridge added same-day treatment and staff. “It took some work 
to make sure that all our operatories are equipped so that we 
can do hygiene or restorative treatment, but it was a real positive 
change.” As a result, he tripled production and gave himself a 
competitive edge. “More and more, giving patients what they want 
is what you need to do to set yourself apart,” he said. “If you’re not 
providing the care they want and need, they will go somewhere 

else. We cater to them in 
terms of the hours they 
want to be seen and 
the convenience they’re 
looking for. Patients love the same-day treatment option, especially 
right now with COVID because people don’t want to take time off.”

3. Reduce your risk by letting go of the reins. Since joining TTI, 
Dr. Aldridge added a second associate. “I’ve read what Dr. Meis 
teaches about tiger-proofing” he said. “Your strongest can be your 
weakest and if everything relies on you, everything can fall apart. 
If you can’t be there, if you get sick or injured … it’s riskier without 
associates.” Dr. Aldridge’s advice on hiring an associate is to do 
your homework, be extremely clear on expectations, and then just 
do it. “There are no guarantees when you are making decisions on 
people. There is no way you can tiger-proof your practice unless 
you take the leap of faith. You have to let go of the reins and trust 
other people to do some of the work for you.”

4. Replace your salary with profits. Nine months into owning his 
second practice, Dr. Aldridge can already tell it’s going to be an 
extremely strong location. Like any new business, it’s a process. 
“I’m in transition, taking myself off of the payroll for one office and 
becoming an associate at the other one,” he said. “I’m paying 
myself like an associate and then replacing the other income with 
profits from both practices.” 

5. Surround yourself with successful doctors. In 2020, Dr. 
Aldridge moved up to the Dental CEO mastermind group, which 
greatly expanded his perspective. “The CEO group has been an 
incredible experience. We meet quarterly and talk throughout the 
year. It’s extremely positive to connect with and bounce ideas off 
other like-minded doctors who are trying to grow their practices. 
We dive into the numbers and challenges that they face in their 
practices and then we talk through those and learn from each 
other.” He is much clearer on how to grow his practice and increase 
profitability. He’s also more confident. “It’s been transformational 
for me to have a different perspective and different skills that I’ve 
learned through TTI and their methods,” he said. “Before, I could 
see problems in the practice. I could see the numbers and data, 
but I didn’t know how to make decisions that would introduce 
change. Working with TTI, I now feel confident that if I see data, 
I know how to approach the problem to make the change and 
help grow the practice. I feel confident now that when we have 
challenges, we have the team and the skills to handle them. And 
with what I’ve learned from Dr. Meis, I can make decisions that will 
have a positive impact.”

Bottom line? “I have more flexibility right now than I’ve ever had. 
It’s more sustainable and I can grow the practice.” His patients 
express that they are getting the best treatment. Hygienists’ 
reactions are extremely positive, too. “They have more confidence 
in talking to patients about their hygiene needs and overall care. 
And they feel we provide a higher standard of care now.”

“Mission accomplished! Tripled 
production while working less.”
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Dr. John argued with him again. 

Finally, the consultant said it differently: “$60,000 a month, $720,000 a year – that’s what you’re losing right now.”

Before the consultant was even out the door, Dr. John was on the phone to a contractor and an architect. 

He added three more ops.

Within four months, he was up by $60,000 a month.

Dr. John’s capacity was blocked, and he couldn’t see it. He didn’t know what to look for. 

Moral: When you learn to see and calculate your true capacity, it can change everything. 

Success Secret #7:
Become a leader 

Success leaves clues. 

When you look at the most successful businesses in general, and dental practices in particular, you will always find a strong leader. 

Like it or not, you are the leader of your practice. Your practice is following your lead – in what you do and fail to do – every day. 

You can lead strategically. Or, you can abdicate and someone else will fill the void for you. 

If you want to increase your production, decrease your stress and frustrations, and provide the best care for your patients, it all starts 
with you. 

What should your role be as a leader? It includes the following: 

• Set the vision, mission and values for your practice 
• Ensure that everyone in the practice can clearly recite the vision 
• Set clear goals for what you want to achieve in 3 and 5 years ... all the way to your exit strategy 
• Draw up the plans to reach those goals
• Get buy-in from the team, then ensure accountability in pursuit of goals

Let’s talk about two items from the list above: setting the vision and the goals.

When we’re talking to a team about their vision, we’ll ask the question: “Where do you see this practice headed in 5 years?”

With a well-led team, they can tell you exactly where it’s going because they know the vision and they know how to describe it to 
people.

Finding a dental team who can provide a clear answer to this vision question is rare. 

Most of the time, when asked that question, the person will give you a blank stare. Because they won’t have any idea how to answer 
that question. No one has ever explained it to them or helped them learn how to say it to other people. 

Communicating your vision to your team is easy to do and worth the effort. It’s one of the keys to practice success.

Now, for an example goal, taken from our Dental CEO group:

Dr. X (we’re keeping his name confidential to respect what we discuss behind closed doors), had a goal to maximize his income.

He started with a very clear vision, then he got clear on his goals, with very specific numbers. 

His team had goals for every part of the practice. Their break room had whiteboards covering every wall. All the whiteboards had goals 
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written on them; the numbers, the progress towards those goals, and stated clearly who was responsible for the goal.

What happened?

He reached the highest personal production of a single doctor in a single month of which we’re aware. This doctor did $345,0000 in 
production in one month... just him, not the whole practice. 

There were associates and there was hygiene, but that $345,000 in personal monthly production was just him.

That’s the power of leading your team to carry out your goals to reach your vision.

Success Secret #8:
Replace salary with profits 

Question: How do you currently pay yourself?

Are you paid as a provider in your practice? Or do you wait until the end of the month after you pay all the bills, pay all the staff 
salaries, and then anything left over is your pay for that month?

When you wait to pay yourself at the end of the month, hoping there’s enough money left over, you’re really not running a practice. 
You’re working in a job.

But when you start to run your practice differently – like a business – you start to think differently about your compensation. 

You’ve heard before that the only way to true wealth is to pay yourself first, right? It’s part of the reason why 401(k)s were created – to 
help people who work as employees pay themselves first.

How much more important is it, then, for you – the employer – to pay yourself first! Given the disproportionally higher risks and 
responsibilities you take every day as a business owner, you really must take advantage of every opportunity to pay yourself first. 

That means, the first thing you must do each month is to pay yourself a salary as a provider in your practice. If your associate is being 
paid a salary plus a percentage of collections, you should enjoy that same structure yourself. 

Everything that’s left over at the end of the month is true profit for the business. 

Now, here’s where it gets really fun ...

As the owner doctor, those business profits each month are a second stream of income for you. As your practice’s production grows, 
your salary can grow, and your business profits – your second stream of income – can grow along with it. 

As you add more providers ... and their production grows ... the cycle continues. Over time, you can produce less. But as long as the 
practice maintains the same level of production, you can enjoy a growing income from profits that replaces your income from salary. 

Key: While there’s a limit to how much salary you can take home as a dentist, there’s no real limit to how much profits you can take 
home as a business owner.

What’s Next?
From: Dr. John Meis and Wendy Briggs, RDH
The Team Training Institute
Fountain Hills, Arizona

If you recall the beginning of this report, it said: If you want to get ahead faster, you must learn from those who are ahead of you now.

Today, in our post-Covid world, with more economic uncertainty and threats from DSOs and falling reimbursements than ever before 
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“I didn’t know what to 
do” to $1 million and 

working less.
In 2013, Dr. Ian Fontenot of Carencro, LA opened his own practice in a new 
retail center. With one front desk and an assistant in the back, Dr. Fontenot 
performed hygiene services himself. By month five, he could no longer handle all 
the business coming in and hired his first full-time hygienist. 

Growing 30% annually over three years was “insane,” Dr. Fontenot said. “I didn’t 
know what to do. I was working over 40 hours a week. When everyone would 
leave on Fridays, I’d keep one assistant with me just to keep up.”

Searching for answers, he met Wendy Briggs at a seminar. “What struck me was 
when Wendy said, ‘You can make your practice whatever you want, and you 
DO NOT have to stop taking insurance.’ This was different,” Dr. Fontenot said. 
“Previously, every consultant told me the only way they could fix my problem was 
to charge more for my services and get off insurance.”

The Team Training Institute seemed like a great fit for Dr. Fontenot. “I did a 
hygiene training with them and we just clicked,” he said. “They weren’t telling 
people to get off of insurance. That was extremely appealing to me. I felt that 
what consultants push you to do is naive. They push you to do the opposite of 
what the patient wants. The patient wants fast, easy, reproducible, and cost-
effective care. And every other business is going that way, except dentistry.”

When his hygiene production doubled after The Team Training Institute training, 
Dr. Fontenot signed up for Blue Diamond Coaching. “I didn’t know how I was 
going to pay for it,” Dr. Fontenot said. “But then again I don’t know anything 
that I’ve ever invested in that doubled my money within six weeks, the way the 
hygiene training had.”

His first year with The Team Training Institute, Dr. Fontenot topped $1 million in 
revenue for the first time, while cutting the number of patients he saw in half. His 
second year, he nearly doubled revenue again, while reducing his clinical hours 
from 40 a week to 26. All while the patient experience improved. “I have multiple 
patients who work in management in organizations where customer service is 
big,” said Dr. Fontenot. “They tell me things like, ‘I’ve been going to the dentist 
for 50 years and I’ve NEVER received customer service like this.”

His practice now has more online reviews than anyone in town, include big 
practices like Heartland. “Before TTI, I had 4 Google Reviews,” Dr. Fontenot 
said. “Now I have 268 Google Reviews with a 4.9-star rating, and over 800 
reviews on the internet.”

Here are 5 ways Dr. Fontenot has grown with The Team Training Institute:

1. Solving the problem with profitability and hygiene. Prior to The Team 
Training Institute, hygiene was producing less than half of what it should 
have for Dr. Fontenot – and losing money. To cover the cost and pay his 

hygienists, he was overproducing on restorative. “I wanted a hygiene-
centered practice and to have preventative be a big part, but it wasn’t 
happening,” he said. “It wasn’t the hygienist’s fault. It was mine for not 
knowing what a hygienist should be doing. It’s something you aren’t taught 
in dental school. They don’t teach you anything about profitability, much 
less what a hygienist should do to deliver a high level of care beyond just 
cleaning.” Within 30 days of doing in-office training with the Team Training 
Institute, hygiene production more than doubled. “Coach Bert transformed 
my whole hygiene program within a month and showed me how to be 
profitable on insurance with my hygiene,” said Dr. Fontenot.

2. Grow with teams and systems. Since starting with The Team Training 
Institute, Dr. Fontenot has built a team to help manage the practice. He 
added a new operatory, another dentist, a hygienist, two assistants, and one 
more key position. “I now have a full-time office manager, 100% focused 
on managing. This has allowed me to totally clear my plate. Before, people 
were coming in while I was doing a procedure to ask for time off and all 
kinds of things,” he said. Spending only $500 a month on marketing and 
not taking Medicaid, he still sees 70 to 80 new patients a month. With 
the systems and a management team in place, he can focus on scaling 
production. “My production jumped. Now I focus where my time is more 
valuable. For example, by having time to work with my other dentist, he’s 
tripled his production.”

3. Specialize for more referrals. There are approximately 100 dentists in 
the area, yet Dr. Fontenot is one of only 5 who do IV-sedation. “IV-sedation 
exploded my practice. Most specialties don’t sedate, we end up doing all of 
the work ourselves rather than referring out to other dentists,” he said. The 
challenges are real, but so are the rewards. “The patients are hard because 
they’re coming in tremendously emotional, so you have to learn how to deal 
with that,” he said. “Because you can’t refer out, as a dentist you have to 
step outside of what your bread and butter is and learn to do a lot of different 
types of dentistry. It’s extremely rewarding, though. Plus, once you help a 
patient with fear like that, they will refer you to five or six patients. Money 
isn’t an issue to them either, especially because it is difficult to find someone 
who does sedation and does it well.”

4. Create more free time with expanded hours. “I do split shifts and keep the 
office open from 8 AM to 7 PM two days a week. This allows my staff more 
time off,” said Dr. Fontenot. It was hard to sell the change at first, but the 
benefits now sell themselves. “One of my assistants gets to enjoy drinking 
coffee and spending time with her husband in the morning, something she 
didn’t get to do previously. I spend afternoons and time off with my kids, 8 
and 4 years old. I’m spending 30% more time with my kids than before.” In 
addition, his hygienists aren’t under high pressure at work anymore. “One 
of my hygienists came from a corporate practice, and we run the hygiene 
department exactly opposite of the way they run it,” said Dr. Fontenot. “She 
sees half the patients, she produces the same amount of money, and my 
profitability is still there.”

5. “TTI is teaching me how to run a business.” What does The Team 
Training Institute do differently? “They are teaching me how to run and scale 
a business,” said Dr. Fontenot. “How to actually systematize. In other dental 
practices, I feel the dentist is crazy integral, and while I still feel integral, it’s 
not in the same way as I was before.” What’s his biggest discovery since 
joining TTI “Growth doesn’t have to mean less quality and care. Our quality 
of care increased, and we’ve seen it get better while we’re continuously 
growing.”

Today, life is better. “Before The Team Training Institute, all I had time for 
was to work on the business,” Dr. Fontenot said. “If you asked me a couple 
of years ago if I thought that at year six in a startup practice ... that I’d be 
able to take off 10 hours a week during normal clinical practicing hours, I 
would have said that you were insane. But because of The Team Training 
Institute, the value of my practice has doubled, profitability has gone way 
up AND I’m working fewer hours. I can do things. I feel like my life doesn’t 
revolve around me being a dentist and owning a business.”
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... can you afford to learn as you go along ... from painful trial and error ... how to build and protect your practice? 

We think you know the answer to that.

It’s not just a good idea to learn from others who are ahead of you – it’s a law of success. You might call it...

The Final Secret in this Report

As you look around at your competitors and the current state of dentistry … at all the changes you must make in order to build the 
practice of your dreams … the same two questions will likely keep popping up:

“What’s next? What do I do now?”

Of course, you could keep looking for more information – the Internet is full of options! You could buy another book, advertise for 
new patients on Facebook, pay for more CE, click and watch another video on YouTube ... 

... and it all sounds promising … until you start to dig into it all … and find yourself more confused than before. No matter how good 
the information is, if you can’t implement it in your practice, it is worthless to you. 

Think Again: What do you need most right now?

Do you need more information ... or do you need more implementation?

Do you need to chase more shiny objects ... or do you need one specific task you can accomplish in the next hour, one that predictably 
moves you forward along the right path? It’s the same path followed by each of the 7 and 8-figure dentists in this report.

We think you know the answer to that, too.

Only when the first task is done do you start on the next one. With each completed task, your practice is getting stronger, faster. Your 
confidence is growing because you’re seeing progress in the direction of your dreams... progress that yields results you can see and feel. 

When you think about it, this is the same process your patients go through when they come to you. With every visit they experience a 
small personal victory. 

With every visit, your patients grow healthier, both physically and emotionally.

With every visit they get better and more certain of their desired outcome. 

This is how both patients and practices evolve – faster!

After working with hundreds of dental professionals over the past three decades, a small number of whom you’ve seen in this report, 
we have developed a proven process for doctors like you. This process takes you from where you are now to where you want to be – 
faster than anything else you could ever do.

It is so clear, so thorough, so customized, so systematic ... that it will revolutionize your practice.

If you can set aside just a few hours each week to complete one clearly defined task, so you can see the immediate results and impact 
it has to move you forward.

We can put you on this proven profit path for an investment so small, you won’t even notice, because it is more than paying for itself. 

This path is absolutely within the reach of any dentist, regardless of your current financial situation. We know. No matter where you 
are now on your journey, we’ve been there ... we’ve walked in your shoes… and we know this can work for you.

To find out more, you are invited to explore further and …
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Claim Your Free Practice Roadmap Call Today

We say today because time is of the essence.

You see, if you’re like nearly every dentist we’ve met who took the time to read this far in search of answers, your capacity is blocked – 
mentally. 

No, you’re not crazy or lacking in vision!

When we say your capacity is blocked mentally, it means that you can’t see a proven way forward towards growth and security, because 
you don’t know what to look for.

It’s not your fault. If you knew exactly what to do and when ... to build the practice of your dreams ... you would already be there now.

The good news is that we can promise you that there is a way forward and we can unblock your capacity mentally, during your 
“Practice Roadmap Call.”

And the better news is that, once your capacity is unblocked mentally, it’s a simple matter to unblock capacity physically – in your 
practice.

The bad news is just as clear. Every day that you don’t implement new, proven systems ... you’re losing out on tens or hundreds of 
thousands of dollars in annual production ... because you’re still doing what you’ve been doing. 

Just as Dr. John lost out on $720,000 in annual production simply because he hadn’t yet added 3 new ops to his practice (see page 2). 
Once his capacity blockage was pointed out to him ... and he made the change ... his production soared, more than paying for the new 
ops. 

Get the facts about how The Team Training Institute can help you enjoy a similar increase in production. By removing your blockages – 
mental and physical – and 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 www.howtodoubleproduction.com/freegift
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