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“We were flying by the seat of our pants,” he
said.
“Everybody was running around like chickens
with their heads cut off. Everyone was
asking me about everything. And it was the
same conversations about: How do we deal
with patients? How do we get a good Perio
program growing? How do we talk about case
presentation? How do we ask for money? It
made for a very frustrating day. I don’t consider
just getting through the day a definition of
success, and I knew that wasn’t going to get us
where we wanted to go long term. I needed to
know how we could take care of patients and
all the issues that come up in a systematic way.”
Serving middle-class, working patients in Long
Island, New York, Dr. Morris also struggled
with money. “I was nervous because I had a
cash flow issue,” Dr. Morris said. “I needed to
do something so that I could enjoy going to
work and know that everything was going to
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person and she’s going to give you what you
need and help you get there.”
Later, when Dr. John Meis (a.k.a. Dr. John) and
Wendy Briggs joined forces, Dr. Morris joined
the newly formed TTI as a Blue Diamond
Member.
“Everything is better because of TTI,” Dr.
Morris said. “A good example is that we were
out almost three months in 2020 because
of COVID, and we did better than in 2019.
These kinds of processes keep us moving while
keeping the focus on serving the patients.”
Dr. Morris saw an increase in 2020 and based
on projections for 2021, he predicts they will
be up another 30% to 40% this year.
“When we came out of the COVID shutdown,
the months after have been the best months
of my career,” Dr. Morris said. “In 2020, we
surpassed the production of 2019–and that
was working only three quarters of a year. I
credit TTI for a lot of that if not all of it.”
Frustration has decreased significantly too. In
the past, when his staff didn’t do something
perfectly, Dr. Morris would get upset and think,
“Why don’t they know his?” Today he views
situations as an opportunity for team members
to grow. “We have high expectations and are
still working towards our goals,” Dr. Morris
said. “However, I don’t really have frustration
anymore. When something happens now, I see
that it’s giving me the opportunity to teach and
to grow people. I’m happy about that.”

Hygienists Robin and Danielle showing
their monthly production results.

Patients are getting better preventative care
and comment on their experience too. “We

2 . 877-732-2124

didn’t do adult fluoride and adult
sealants before,” Dr. Morris said.
“When patients come in, they say,
‘Wow, you guys really know your
stuff and that makes me feel good.’”
Here are the key strategies that
helped Dr. Morris achieve success:

SOLVE THE NUMBER
ONE CHALLENGE.
Now that Dr. Morris has systems in
place, his practice runs smoother,
he’s eliminated frustrations, and
is more profitable. “Everything
comes from systems,” Dr. Morris
said. “TTI has helped every aspect
of my practice with systems for
everything from asking for referrals
to how to greet patients to how to
ask for money to how do I become
more productive each day. They’ve
helped me with marketing, our
social media, and how to keep our
patients happy. The fact they helped
me and continue to guide me with
systems is the key.”

A Hygienist from Davenport Dental taking her
standard of patient care to higher levels with a
$2,558.04 day in production.

TAP INTO THE POWER OF ONE
PLUS ONE EQUALS THREE.
When Wendy and Dr. John combined forces
and TTI was formed, they created an even
more powerful route to a profitable and
growing practice. “Dr. John is impressive,”
Dr. Morris said. “He brings such a unique
perspective—it’s almost like pre-science. He
can see things that other people don’t see.
Between Dr. John and Wendy, you really pay
attention. It’s like if you decide you are going
to buy a blue Volkswagen, suddenly you see
blue Volkswagens where you never saw them
before.”
When Dr. Morris initially joined the new TTI,
it was the same-day treatment that made the
biggest impact on his practice. “If you don’t
know to look for things, you’re not going to
see them,” Dr. Morris said. “Learning how to
look at same-day treatment and what it’s going
to take to do that made a huge difference. For
instance, having a system set up so if we’re
going to do a crown on same-day treatment,
my team is ready to go for that and establishing
capacity for that too.”

UNDERSTAND WHAT YOUR
NUMBERS REALLY MEAN.
When TTI taught Dr. Morris how to look
at the numbers and what questions to ask

because of them, he eliminated most of his
money frustrations. He says paying close
attention to them also gives him a constructive
way to help his team perform at a higher level.
“I’ve discovered that numbers impact your
bottom line, not just because of the number,
but by what questions they make you ask,” Dr.
Morris said. “If you see something changing
in the number, it may not impact your bottom
line today, or tomorrow, but it may impact
you six months or a year from now. Or it may
show you that one of your team members isn’t
on top of the game in a complete way which
can impact their opportunity to grow. TTI has
helped me to understand that I need to take
time to look at the numbers and given me a
process to do that.”
Putting systems in place and looking at the
numbers has also given Dr. Morris additional
financial freedom. “In the old days, we had to
hold on ordering,” Dr. Morris said. “I don’t
have to do that now. If we need something, we
can get it. It’s nice to have a buffer in the bank
and be able to plan financially.
When you’re freer from a money point of
view, you can save better, you can enjoy time
off a little more frequently…I’m planning on
tiger proofing and renovating the practice to
increase capacity.
So, if I want to sell the practice or want to

sell the building, it has increased value. This
change has given me the opportunity to
personally, and from a practice point of
view, do things that I might not have been
able to do before.”

DON’T SETTLE: GET THE RIGHT
PEOPLE IN PLACE.

SURROUND YOURSELF WITH
SUCCESSFUL PEOPLE.

also extends your network, so you never feel
alone while running your business.

Dr. Morris had dropped out of TTI for a while
and rejoined prior to COVID. He found that
interacting with TTI coaches and like-minded
members not only provides solutions, but it

“Any success that I have comes from engaging
with people,” Dr. Morris said. “It’s about a
mastermind. It’s about surrounding yourself
with the right people that will give you
strength, specialized knowledge, and guidance.
The best decision I made was joining TTI
because they’re all about this and more. Had I
not rejoined TTI, I would not be smiling right
now.

Dr. Morris found two components crucial
to successful management. First was that the
people he placed in a leadership role needed
to be 100% on board. Second, he found he
needed to be extremely clear with them about
expectations.
“There’s not a lot of people on my management
team because we are a small office,” Dr. Morris
said. “There were problems with the first
two people I hired because they weren’t very
receptive. They just thought it was Dr. Morris
with some of his wacky things. They paid lip
service, but they wouldn’t engage. Now my
practice manager, Tina, is awesome. She really
embraced the TTI way. I’ve also found that my
current team cares and wants to do the right
thing. They just need me to be extremely clear
with them and continue to guide them on
what I want them to do.”

COVID was a challenge for many of us in
the dental field. I don’t think I would have
bounced back as well. I might not have been
able to reopen or I’d be struggling to make
ends meet, which I’m not. It is nice to have
support on both a personal level and from that
systematic point of view.

Wendy Briggs did a Hygiene Explosion
training with Pepper Pointe’s hygiene
team and they are already seeing the
results, $1874 in production in 1 day!

Dr. John and Wendy give us information on
what is going on with things such as Personal
Protective Equipment (PPE) and the Paycheck
Protection Program (PPP) and how to handle
everything on a management level. From
the personal aspect, it helps to know I have
somebody there.” n

WHAT YOU NEED TO DO TO DOUBLE
YOUR OWN PRACTICE PRODUCTION
We know that every practice is different and that a “Cookie-Cutter” solution will never work for
you! That’s why we’ve set aside some time to design a custom roadmap for you, at no cost for you.
Your next step is to schedule a 45-minute call with one of our Practice Production Advisors, where
they will design a custom roadmap specific to your practice’s challenges. Once it’s laid out, you will
be able to work on doubling your own production and enhancing patient care.

How It Works
During this 45-minute planning session, your Practice Production Advisor will help uncover 3-4 areas
of your practice where you can quickly increase your production by a minimum
of 10-20%.
Our Practice Production Advisors have helped practices explode their production of all different
shapes and sizes. In fact, we are willing to guarantee that this one phone call will be worth your time.
Since I know the value of your time, I’m also willing to give you $200 bucks if you tell us that we
have wasted your time during our call.

How To Apply For Your Complimentary Strategy Session
All you need to do is either:
visit doubleyourproductionroadmap.com
and scroll to the bottom to schedule.

or text roadmap to (470) 297-6755.
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The Numbers You Must Watch In Your Dental Practice
To See How Good (Or Bad) You’re REALLY Doing
BY DR. JOHN MEIS
In this month’s spotlight, Dr. Morris talked about
how understanding the numbers in his practice
helped him to grow. Looking at your numbers
and understanding them are not only helpful in
measuring how well you are doing, they also help
you make better decisions. This includes current
numbers, past numbers, the trends they make, and
ratios.
I met with a practice manager responsible for
managing multiple, relatively big practices.
However, the owner of the practices wouldn’t let the
manager see the practices’ financial information.
The manager had no idea whether she was running
a profitable business or a non-profitable one. It was
impossible for her to run the practice effectively
because she had no way to know if she was making
good decisions. Every well-run hyper-productive
practice is following their statistics.
Here are some of the numbers I like to look at:

1) YOUR PRACTICE’S
PROFITABILITY.
It’s possible to bring in a lot of money and not be
profitable. Case in point, a practice I was looking
to acquire was doing about $5 million in revenue.
Sounds like a great practice, right? However, when
I asked how profitable they were, I discovered that
this practice was losing money, which is why they
wanted to sell the practice. So, while they were
bringing in a lot of money, they were spending even
more—a great example of why your profitability is
an extremely important number to follow.

2) INTERNAL REFERRALS.
This will tell you how well your patients like the
experience they are receiving in your practice. If
they’re happy with what happens in your office,
they’re going to be glad to tell their friends and
family. If they aren’t happy with the experience,
then your referral number will be low. If your
service is worsening or is not keeping up with your
competitors, your referrals will shrink and shrink.

3) PRODUCTION AND
COLLECTIONS.
If you look at production this year versus last year,
you can see the trend. The same goes for collections.
Next, compare collections to production to find out
your ratio and get your collection’s percentage.

4) EXPENSES.
Ideally, you have your expenses broken down into
different categories so you can see how you’re doing.
You may have budgeted 25% of revenue to pay for
salaries, not including doctors. Comparing what
you actually spent to what you planned to spend is
helpful.
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5) NEW PATIENTS.
Look at this number and what the trend is,
however, understand that a declining number
of new patients isn’t necessarily a bad thing. If
the trend of new patients is going down, you can
still grow your practice by improving your case
acceptance and doing more work on existing
patients and any new patients you do bring in.

6) ACCOUNTS RECEIVABLE.
You MUST pay attention to your accounts
receivable. I had a client that we worked with that
had raised their productivity by a million dollars
in one year. They almost doubled their production
in one year. The doctor called and said, “Well, this
really stinks because I’m not making any more
money.” I said, “It would be impossible to double
your production and not make a whole lot more
money.” As it turned out, not only were they NOT
collecting any of it, but they also weren’t even trying
to collect it. Their accounts receivable had grown
dramatically, and he had no idea because he wasn’t
watching the production/collection ratio and he
wasn’t watching his accounts receivable number.
By the time I figured this out for him, he was fairly
far down the road. Some of these account balances
were so old, he was never going to collect them.

7) INSURANCE ACCOUNTS
RECEIVABLE.
What do you have out in insurance claims? If you’re
taking insurance, watch what they are paying, when
they are paying, and how long it’s taking.

8) HYGIENE NUMBERS.

To go up 25% in production is good work. You
must make significant changes to achieve that,
not to mention in an established mature practice,
change is hard. So that 25% is a big gain! In his
case, his team discontinued following the practice’s
financial arrangement process which means they
weren’t collecting any of the gains. So, watching the
accounts receivable is extremely important.
In tracking these numbers, keep it simple. I have
seen practices that create a report every month
and print it out. It’s a thick document. There was
a lot of great information in there, but it was so
much that nobody read it and, more importantly,
nobody could follow it. Therefore, it was not a
useful tool for driving change. Focused information
is more powerful. If you’re trying to create change,
focus the numbers you are reporting to just a few,
including numbers that relate to the change you
are trying to create. For example, with our client
whose production went up, but collections did
not, we recommended he retrain on the financial
arrangement process that had been successful in
the past. Next, we focused on the numbers that
were reported daily at their morning huddle.
We chose one number to report: the percentage
of daily production that was collected over the
counter. This number went from 7% to 40% in just
a few weeks. Productivity suffered slightly, but total
collections improved, and profitability soared. To
be an effective manager, you need to analyze your
performance. Next, identify where you need to
improve. Determine the data that will allow you
to measure short-term and long-term progress.
Report the results to the team so they can feel their
progress. If they are not making progress, there is
likely a problem with either the process (95% of the
time) or the people (5%). n

There are a few things from Hygiene that you need
to monitor. These include 1) Case acceptance from
Hygiene 2) Perio as a percentage of Hygiene and a
percentage of your total practice.
If I only had two numbers I could track in an office
to make decisions about what to do, the first one
would be profitability and the second would be
internal referrals. However, depending on what you
want to improve, other numbers are more useful.
Based on these numbers, you can compare numbers
using ratios. For example, Case Average is a ratio
between collections and new patients. It’s important
to compare numbers to get a full picture of what is
happening in your practice. We were tracking one
of our client’s numbers and noticed a huge gain in
productivity. During his yearly review with his Team
Training Institute admin coach, he said, “We’re so
much more productive. I’m so proud. We’re up 25%,
but I’m a little disappointed that we didn’t make any
more money.” Huh? How do you produce 25% more
and not end up with any more profit? There are two
ways: 1. You spent too much; 2. You were producing
it but not collecting it.

One of the hygienists showing her
results, 1 day after TTI Coach Bert’s
Hygiene Explosion training.

