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Module #6: Measuring & Tracking 

 

So far we've covered a lot of preventive strategies.  

I don't know if you've been keeping a running total as we go, but the average 

practice, with everything we've talked about so far, it's roughly about $344,000 

impact per hygienist that we've talked about.  

Now granted that's with five treatment rooms, with 

10 PAs per day added to that number.  

What is your number? Again, production's not the 

goal, but it is the result of doing the right thing 

and taking really great care of our patients.  

Impact of Services   

I'm often asked, "How much of an impact can it really have," and I'm going to 

share with you a couple of case studies that can show you what kind of an impact 

some of these services can have.  

Then we're going to talk about how to fit it into your schedule; how we fit these 

things into the schedule so that we can stay on time and get everything done. 

I want to share with you a practice that had three hygienists and they were 

averaging about $88 a visit.  

This was quite a struggle for 

the doctor because the doctor 

was trying to be profitable.  

He had a very high level of 

insurance proliferation, a lot of PPOs in his market.  

When we spent time going through all of the things that we've shared with you so 

far in this training, the hygienists were able to immediately powerfully see an 

impact.  

Production's not the goal, 

but it is the result of 

doing the right thing. 
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You can see that the first month after this training with their team, the lowest 

number was $181 a visit, $210 a visit, and $212 per visit… up from $88.  

These strategies can have a powerful impact right 

away on practice growth. We've seen that time and 

time and time again.  

Celebration and Performance 

When we see that level of impact in the practice 

productivity and profitability, it's time to celebrate. 

This is also why we have you tracking and measuring so that we can celebrate 

your successes as you go along this journey.  

Hygiene team, when you have a 100% acceptance day for fluoride for example, we 

want to be seeing the happy dance! We love it. Celebrate your accomplishments.  

That's why measuring and monitoring is so critical. We've got to see where we are 

performing.  

That's why, as each session has happened, we keep adding more and more to your 

trackers.  

We'll tell you that tracking is a short-term strategy. It's not something you'll need 

to do forever, but we found it to be very helpful as you're trying to embrace and 

implement some of these initiatives to track and 

measure and see how you're doing day-to-day so 

that we can help celebrate together.  

A diamond is just a piece of charcoal that handled 

stress, and I might add pressure, exceptionally well. 

Often I'm stunned by how much you really do to 

take care of your patients and grow your practice.  

It never fails. I'll have hygienists say, "Wendy, you know you just recognized a 

hygienist that had a $3,000 day. I could never do that. Our practice is different. 

Our patients are different."  
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Then give that hygiene provider the tools, the resources they need and a few 

months later we're celebrating you for having a $3,000 day. It's really an exciting 

place to be.  

Real quick I want to share with you the impact. Again, case studies are great. 

Videos are great. Just so you can see what's possible especially with multiple 

providers, multiple locations, here's some comments from Dr. Jim Nasim and he 

will tell you what impact it had on his practice.   

“Hello. I'm Jim Nasim. I'm the CEO of Carolina Dental Alliance. We have 12 

dental practices in South Carolina. We incorporated the program that 

Wendy's worked with us about three months ago. We are pushing over 

$200,000 in additional revenues.  

More importantly we are offering a significant improvement in the care of our 

patients and the hygiene programs and so forth. We have a motivated team 

and all I see is bright skies and additional improvement and growth in our 

company.” 

I'm often asked, "How is this possible? Is it an assisted model? Is it not assisted?"  

Teamwork   

I'm going to talk about that in just a moment, but I will tell you explosive hygiene 

is not possible without teamwork. Everyone on the team needs to be willing to 

work together and contribute.  

We all bring something different to the equation, 

but there's absolutely no way we can have world 

class hygiene without a solid support team on the 

administrative side keeping patients in the 

schedule.  

There is no way we can do 12 sealants today 

without the help of the assistants stepping up and maybe taking x-rays on our 

next patient or stepping in so we can do four-handed dentistry to get these 

sealants done in the most efficient way possible.  

Explosive hygiene is not 

possible without 

teamwork. 
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We've got to have teamwork. In the practice, we're not all producers. We may not 

be producing the hygiene, but we all support.  

We all have to work together to get the job done when it comes to world class 

hygiene.  

One of the other things that I recognized is sometimes there's a line, an imaginary 

line that separates the hygiene team from the rest of the team.  

This doesn't exist in any practice, but I'm sure you can probably think back to a 

time where maybe you experienced this first hand.  

Sometimes we have a real disconnect between the hygienists and the rest of the 

team. Sometimes we have some resentment and jealousies from one way to the 

other that can make practicing and working together very difficult.  

What I can say is if you find yourself in that experience, what goes around comes 

around. The fastest way to abolish the line is to crossover it. You've got to step 

over it yourself.  

Find opportunities where you can pitch in and chip in and help break rooms down 

or do instruments for the restorative side.  

Because if you do that for them, they're going to be far more willing to help you 

when you're in crisis and when you need the help.  

Now granted many of the practices we work with have a great spirit of teamwork 

and cooperation and we don't find much of an issue, but we have been in 

practices where that line is very apparent and it's a challenge to overcome.  

With explosive hygiene productivity, we have to have a high level of teamwork. We 

have to abolish the line.  

Time Management   

I'm often asked, "How do you fit it all in? How can we get everything done? How do 

you break down the anatomy of an appointment?"  
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I want to talk a little bit about time management here for a minute because I 

recognize that if you're tracking fluoride and sealants and Seal & Protect and 

whitening and oral cancer screening and radiographs, there's a lot of new things 

happening on your side during patient care that could have an impact on your 

time.  

I'm often asked, "How do you manage it? How do you fit it all in?" I think that's a 

valid question. I can tell you that for practices that are looking to increase hygiene 

revenue, we really have two options.  

• We could increase the number of patient encounters  

Or  

• We could increase the production per encounter.  

Increasing Patient Encounters   

Let's talk about increasing the number of patient encounters for a minute. I 

mentioned earlier that there's a very well respected consulting group across the 

country that has just changed their timeframe recommendation.  

They now recommend that all adult hygiene visits be scheduled for only 30 

minutes. I honestly think that this is because they don't know how to increase 

production per encounter, so their only choice is to increase the number of 

encounters.  

When you do this, when you increase patient encounters, my experience is if we 

shorten hygiene appointment times, you certainly will see an artificially inflated 

increase to production.  

I call it artificially inflated because I don't feel this increase is sustainable over 

time.  

When we increase patient encounters by shortening hygiene visits by getting more 

in to the schedule, getting more patients, running them in and running them out, 

I feel it does the opposite of what we really want in your practice for growth.  
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When we increase the number of hygiene encounters, we often call that 

accelerated hygiene.  

It's an adaptive strategy. We don't know how else to increase hygiene production. 

We may have a high number of cancellations and no shows and patients just 

falling out of the schedule.  

That's the only way we know to stay profitable and keep our head above water is 

to just shove more patients in. That way if lose a few here or there, it's not as 

painful. This is designed to increase revenue by artificially increasing volume.  

Many sadly are falsely led to believe that this is the best most efficient way to 

increase hygiene revenue. We haven't seen it that way. We don't believe that this is 

a win-win strategy. I've seen hygiene appointments being slashed though to 40 

minutes, 45 minutes, 30 minutes.  

This is really problematic for us as 

hygiene providers because we have an 

ethical obligation to our patients. We can't 

feel like we're shorting them on valued 

care and still feel good about ourselves, 

but we're being asked to do that in many 

circumstances. It's really a shame.  

This certainly does increase revenue in a short-term. Obviously if you add more 

patients to the day, you're going to have increased productivity.  

In the long-term, we see a negative trend 

to revenue. When we look at what's 

happening, again in the long run, we don't 

see a sustainable outcome.  

With accelerated hygiene, what we've seen 

is it reduces our ability to provide world 

class experiences due to less opportunity 

for patient education.  
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Patient education's important because we've got to build value and provide same 

day services. If we have shorter appointment times, we're not able to do that.  

There is less opportunity for building value and providing same day services which 

leads to increased chance of errors and missteps, which can lead to unhappy 

patients, which can increase cancellations and no shows and reduce direct 

referrals.  

Over the long run we see the opposite happening. We see the practice shrinking 

over time instead of growing over time. 

Again, it may seem like a good plan in the short-term, but we've seen long-term 

disastrous consequences from an accelerated hygiene model.  

Increasing Production Per Encounter   

There are two options if we're looking to increase hygiene revenue. The first one 

was to increase the number of patient encounters and the second was to increase 

the production per encounter.  

We've talked so far in this training about a 

lot of different ways we can increase the 

production per encounter.  

That's certainly the way we go about it 

more often than not.  

In some situations, it is possible and 

appropriate to look at increasing the 

number of patient encounters with an assisted hygiene model.  

In my world, assisted hygiene is very different than accelerated hygiene. If this is 

done right, this enables us to have the best of both strategies.  

Let's talk about assisted hygiene for a minute. We're able to increase the number 

of patient encounters and increase the production per encounter.  
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I want to talk about what that looks like and what assisted hygiene is as well as 

some common mistakes that we see when practices have tried assisted hygiene 

and they have failed.  

Role of Hygiene Assistant  

The most common reason for failed assisted hygiene model is who we have serving 

in the role of the hygiene assistant.  

Almost always we assume that the hygiene assistant can be the least qualified, the 

least trained team member on the assisting team.  

We actually need to see your best assist the hygienist. The reason for that is 65% 

of your restorative production comes from hygiene. Who do you want driving that? 

Your best or your least experienced, least developed, least qualified?  

When we look at qualities for a dynamic 

hygiene assistant, we want a friendly 

personality, a self-starter; someone who 

takes the initiative, a motivated person.  

We want a problem solver. We want a 

hard worker because it's hard managing 

everything that's happening in hygiene.  

We want them knowledgeable about 

dentistry and able to have high level conversations with patients about why they 

should do the care that we've discussed. We need someone who's dependable and 

who has a positive attitude.  

Dealing with hygienists, dealing with other assistants, it's not always an easy 

thing to do, especially if we've got multiple personalities that we're dealing with.  

The hygiene assistant needs to be able to navigate the personality of the hygienist, 

the doctor, all the other assistants and the admin team.  

We really need someone who's got a positive attitude, who really engages well with 

patients and the team alike.  
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If we look at what's happening during the hygiene appointment, there's a lot of 

tasks that happen throughout every single hygiene appointment that can be 

delegated to an assistant if we have the assisted hygiene model in place.  

Now granted the assisted hygiene model is not for everyone. If you're out of doctor 

capacity and you're already running short on doctor time, assisted hygiene is the 

last strategy you want to embrace.  

If you're in an area where you have 

additional treatment rooms and it's 

difficult for you to retain or hire a 

hygienist, it maybe something for you to 

look at.  

Again, we can walk you through all of 

these circumstances where assisted 

hygiene would be appropriate.  

In fact, we have a separate training called The Assisted Hygiene Academy that 

walks you through all of the nuances of developing an assisted hygiene program.  

I thought it was appropriate to talk about it here because we're talking about 

managing the schedule.  

I know some practices, even startup 

practices, begin with an assisted hygiene 

model in today's world because it's 

necessary to remain competitive.  

If you look at all of the tasks on that list 

that can be delegated, the goal of a 

hygiene assistant is really to free up the 

hygienist from doing unlicensed tasks.  

We want the hygiene provider doing all things hygiene, that need to have an RDH 

after the name if we really want to maximize the impact of this strategy.  
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What we have seen is when this is done well, when this is done right, every patient 

is still scheduled for 60 minutes.  

Instead of just one person serving that patient, we now have two. The hygienist 

works with their assistant much like the doctor works with their assistant.  

What we've seen is this improves the level of service to the patient. Patients are 

served at a higher level because we've got two people taking care of them.  

We also see it improves teamwork. It enables a higher level of cooperation amongst 

the team.  

This can free up hygiene providers for 

anesthetic for the doctors, higher level 

conversations with patients, and again 

we're able to increase production without 

sacrificing patient experience.  

That is the key point behind that strategy.  

The hygienist should at all times focus on completing productive tasks that 

require a hygiene license.  

Hygiene assistants, their role is to free up the hygienist so that more of these 

licensed tasks can be done.  

If the hygienist is not needed in hygiene, the next priority is to relieve stress from 

the restorative team, which is why we talk about an assisted hygiene model 

enabling us to do anesthetic for the doctor and other things that we may not be 

otherwise able to do from a time standpoint if we don't have a dedicated assistant.  

That's another thing that I really need to point out. A true assisted hygiene model 

is one hygienist working out of two chairs with a dedicated assistant… not a 

floater, not someone who assist hygienists when they have time, but a dedicated 

assistant so that we don't sacrifice or compromise patient care.  

Otherwise the strategy will fail.  
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The responsibilities of the hygiene assistant can be varied. There's a lot of different 

things that you'll see here on this list that we want the hygiene assistant to do.  

I view the hygiene assistant often as I view people at the airport. The people with 

the orange vest and the orange cones. They're directing traffic.  

Often I'm not a schedule watcher. If I have a good assistant, I don't have to worry 

about what's on the schedule. The 

assistant's directing me. The assistant's 

coordinating all of the services that we're 

providing in the hygiene department. A lot of 

really great responsibilities that can happen.  

Again, like the people at the airport, air 

traffic control, they're guiding the course of 

the day. They're directing the flow of the 

hygiene appointment.  

They're building relationships with patients. They're doing a lot of services on the 

hygiene side that can help impact patient care and 

patient experience. Building relationships is really one 

of the most critical components.  

So, a lot of great things can happen.  

Another thing that's important to note is the hygienist 

and the assistant's relationship is also really critical.  

Hygiene assistants are super important if we have an 

assisted hygiene model.  

We’ve got to be able to work together as a team and that means I have a 

responsibility to help develop and provide the skills and the standard if you will… 

the checklists and the flowcharts… so that the hygiene assistant is established 

and set up for success from day one.  
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Because again sometimes I find that when we have a certain circumstance fail, 

often it's a systems failure. It's not 

anyone's fault on an individual basis.  

Hygienists and assistants should be 

functioning like a team both striving for 

the same goals and working together to 

make sure that we're serving our patients 

better than ever before. That's what we 

feel about assisted hygiene.  

Common Concerns   

Some of the common concerns that we hear, “Our patients want to see the 

hygienist the entire hour.” I find that's usually a concern of the hygienist not so 

much the patient.  

When given a choice, if we say, "We can do this well, faster and better," they often 

are okay with that. We don't want our patients to feel rushed through our 

appointment and we understand that.  

That's why assisted hygiene is a patient 

friendly strategy. The patients actually 

have reported they feel less rushed and 

they felt like they received a higher level of 

service than a non-assisted model.  

“We want to provide higher service than 

assisted hygiene will allow,” that's a 

common concern. Again, as I just stated, we've surveyed patients after an assisted 

hygiene experience. They rated it as a higher level of service than they have had in 

the past.  

What about the hygienist? The hygienist doesn't want to have to do anything else. 

I understand that philosophy. We already are maxed out. I will tell you that an 

assisted hygiene model is my preferred way to practice.  
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I feel like I can do a better job with less stress when I'm able to focus my time and 

energy on licensed tasks only.  

I feel like we serve our patients at a much higher level. Frankly, it takes a lot of 

pressure off of me to be able to have a dedicated assistant who's right by my side 

and we're conquering the day together.  

Those concerns about assisted hygiene often dissipate once we actually help 

implement a solid assisted model in the practice and we do it well.  

Scheduling   

When we look at scheduling for assisted hygiene and the appointment flow, that's 

another question that we often get.  

Here's an example of a mock schedule, where we have assisted hygienists, 

throughout the day.  

I can tell you it often looks like this. We 

often say, “Well, what about a schedule 

template? We can have the first patient at 

8:00 and the next patient at 8:20.”  

That's all fine and good in a perfect world, 

but the schedule is often a living, 

breathing thing. 

We have to be adaptable. We have to be 

able to go with the flow.  

One thing I learned from a client years ago was that the schedule is just a 

suggestion. If we think about that, how many times does a schedule look totally 

different at the end of the day than it did at the beginning? It's a very true 

statement. It happens every single day. Every day the schedule changes.  

Ideally yes, if you're just getting started with assisted hygiene, it's great to stagger 

your appointments. Make sure you block out next to scaling and root planing so 

that you don't end up with two adults side by side.  
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Little elements like that are really important. For the most part, with a dedicated 

assistant, you'll make it work. It will happen. It will work. Sometimes you might 

have to have the patient polished first and then you go in and you do the cleaning. 

Sometimes they start with the x-rays and the exam first and then we do the 

cleaning. Flexibility is key and scheduling for assisted hygiene ... Again, we don't 

want to shorten the appointments down at all. If you're just getting started, having 

a stagger to the schedule certainly helps but it's not mandatory.  

Assisted hygiene can also be a great strategy if you have a hygienist call in sick, if 

you need to cover a maternity leave and don't want to hire temps.  

There are circumstances where you can't stagger the schedule because you're 

working with the schedule you've got.  

Here's some other scheduling helps. Each patient should be scheduled 50 to 60 

minutes and staggered appointments do seem to be better for staying on schedule 

at least initially as you're getting started.  

If it's possible to do that, that probably will help smooth the way for you.  

Anatomy of An Appointment   

With that said, let's get into talking about the anatomy of an appointment. We 

often see practices have a 60, 50 or 40-minute appointment time. I'm going to talk 

about each one of those as we go.  

The structure of a 60-minute hygiene appointment, we're using a 2-2-2 principle. 

We separate every single appointment time into three phases.  

• The first phase is the assessment or the diagnostic phase.  

• The second phase is the hygiene treatment phase.  

• The third phase is for the exam and the add-on services.  
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If you have a 60-minute appointment time, you have 20 minutes for each phase.  

We've got 20 minutes for the 

assessment/diagnostic phase, 20 minutes 

for the hygiene phase and 20 minutes for 

the exam and any add-on services.  

If you have a 50-minute hygiene 

appointment time, you're going to use the 

1-2-2 principle.  

You have to be more efficient with your 

assessment, your diagnostic and 

information gathering.  

Efficiency is key. You're going have 10 

minutes for your assessment and 

diagnostics.  

You may need to have the front desk 

review the medical history before the patient comes back.  

You may need to do some creative structuring of your timeframe. You may need to 

have a blood pressure wrist cuff or a finger blood pressure measurement tool that 

the front desk also administers.  

You have to get creative with this initial 

assessment phase. You have 10 minutes 

for that phase, 20 minutes for the hygiene 

treatment and 20 minutes for the exam 

and add-on services.  

A 40-minute hygiene appointment gets 

more challenging. You've got 1-2-1. You've got 10 minutes for assessment, 20 

minutes for the hygiene treatment phase and the last 10 minutes is reserved for 

the exam and add-on services.  
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You've got to be supremely efficient if you are trying to accomplish world class 

care in a 40-minute appointment time.  

We look at what's happening during each of these phases.  

Diagnostic / Assessment Phase   
In the diagnostic or assessment phase, you've got a whole host of things.  

Here's some examples of what's commonly in these phases: A medical history 

update; you may obviously have necessary x-rays and intraoral photos. You may 

have a cavity detecting laser that you're utilizing.  

You're going to initiate and begin that risk assessment conversation as soon as 

you tip the patient back and take a look at what's going on in there.  

You may have your periodontal evaluation. You might have to do some probing. 

Again, do you do full mouth probe? Do you do a PSR? It really depends on which 

model you're in and how much time you have.  

You may need to do an oral cancer screening in this initial diagnostic phase.  

Some practices do it at the beginning. 

Some practices have the doctor do it 

during the exam.  

As soon as you are finished with this 

phase, here's the key. Alert the doctor.  

Don't wait until you're done with 

everything to alert the doctor. Alert the 

doctor as soon as you have all the diagnostic information gathered.  

That will minimize your wait time at the end if you can alert the doctor as soon as 

you've gathered that information.  

Then at this point once we've got all this information, the doctor can step in at any 

time throughout the rest of the process.  
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Hygiene Phase   
The hygiene phase. Is 20 minutes really enough time for the hygiene phase if we're 

dealing with a healthy patient? The answer to that question often is yes, if we're 

using our technology effectively.  

If they're not healthy, we've got to have a 

conversation about what comes next and 

get started.  

One of the most common things that we 

see with the hygiene phase if we're 

running over time is that we're actually 

doing more than a healthy prophy. You're 

just not getting paid for it.  

Any OHI that needs to happen and home care instructions will also happen during 

this phase and then of course, the doctor can step in at any time as we go.  

Examination Phase   
Let's look at the examination phase now. Examination with the doctor is any add-

on services… bleaching impressions, fluorides, sealant, Seal & Protect. Any of 

those additional services would fit here.  

Again, fluoride in my opinion should be 

part of the standard. Every patient every 

time should have that done.  

The other thing is going to be as needed 

for each individual patient. We certainly 

don't recommend we're going to need to 

do all of those things on every single 

patient.  

It's a matter of identifying what the most urgent needs are and letting the patient 

determine their own path.  

What are they most interested in? Where would they like to get started and that's 

often where we will begin if there's multiple opportunities for that patient.  
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So, it’s: 

• 2-2-2 for the 60 minute.  

• 1-2-2 for the 50 minute.  

• 1-2-1 for the 40 minute.  

What about everything else that we need to do? That's why the assisted model is 

helpful in some circumstances because the assistants can help with charting and 

templates and some of the other things, pre-scheduling the patient for the next 

visit. It can be incredibly helpful to have an extra pair of hands to help us with 

some of those things.  

Efficiency really matters here. You've got to use your templates. Use your software. 

Use all the resources that you have.  

When we look at hygienists that are consistently running behind, almost always 

we can identify some very common time vampires as I call them. Things that will 

suck the time out of your appointment.  

Improper coding is number one. We're 

actually coding it a prophy when more is 

required. Really it's more advanced than a 

healthy prophy should be.  

When we see patients like that, we love to 

see you embrace new strategies, new 

technology like laser bacterial reduction in 

some of those circumstances to help turn things around.  

Again, you should have a system for assessment of every single patient so you can 

identify is this a healthy prophy or is it more advanced? That helps a lot.  

Another thing that often throws people off is power scaler ratios. It's widely 

accepted that power scalers are the instrument of choice today. We often see 

experts recommending that 80% of our instrumentation time be spent on power 

scaling and 20% by hand.  
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We identify time vampires for hygienists that are struggling to stay on time and we 

often see that ratio reversed. We're only doing 20% of our instrumentation with a 

power scaler and we're still trying to do 80% of our scaling by hand. That becomes 

a problem.  

Another one of course is waiting for the doctor's exam. Of course, one of the 

fastest ways or the best ways to overcome this is to alert the doctor as soon as you 

have those diagnostic and assessment data gathered and hopefully that minimizes 

your wait time for the doctor after the fact.  

Now granted there still will be wait times. That's a frustration that goes both ways, 

but hopefully we can alert the doctor as soon as possible and minimize some of 

that wait time at the end.  

Team Download   

With that said, it's time for another download. Get together with your team. 

Identify if there's opportunities for you to see a higher level of teamwork and 

cooperation.  

Foster a higher level of teamwork. Is the model of hygiene you're currently utilizing 

working well as it stands or is there an opportunity in your future to discuss an 

assisted model of hygiene?  

Talk through your time that you're utilizing for appointments. Work through your 

anatomy of an appointment and identify if there's any tweaks or changes that 

need to occur.  

Discuss alerting your doctor in advance and some code words that could be used 

for that. We alert our doctors by saying, “We're ready for an exam” versus “We're 

waiting for an exam.” 

So, you've got some work to do on this download. We encourage you to take a few 

minutes and work through some of those issues and set some goals to improve 

with the anatomy of an appointment and the model of hygiene you're utilizing.  
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About The Team Training Institute  

 

The Team Training Institute is a place where dentists can get their whole 

team trained on every aspect of profitability, productivity and creating 

success. 

Our services include: 

• In-house coaching and seminars: We have a team full of coaches that can 

run in-house private seminars. This is the most effective way to see 

increased productivity immediately. If you're looking for instant change, you 

should bring someone in to do a seminar 

 

• Online training courses: Our online training courses take things at a 

slower pace but still get a great return on your investment. If you're just 

starting out with the process of trying to maximize productivity within your 

team, this is a great place to start. 

 

There is an accountability tracker built in so you'll know how your team 

members are getting on and there is required work which is reviewed and 

this helps get great results. 

 

If you're looking for results in a specific area, the eight-week online option 

is a great solution. You don't have to wait eight weeks to get results as 

people are taking action from week one. You’ll see results right away. 

 

• DVD Programs: Sometimes people want all the information at their 

fingertips immediately so we have DVDs such as the team case acceptance 

package. 
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For More Information on How  

The Team Training Institute  

Can Help You and Your Team  

Please Contact Our Office at  

1-877-732-2124 
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