Motivating Your Team
How Performance-Based Compensation Can
Boost Your Profits and Patient Satisfaction
With Wendy Briggs, RDH

www.TheTeamTrainingInstitute.com

Motivation: Winning the Talent War
Motivating your team to perform is much easier when you have a
good bonus structure and effective production-based compensation.
Sometimes bonuses can work negatively because they become expected
and even lead to feeling that hygienists are overpaid. That’s
why it’s important to set up a proper system that delivers
the results you want.

“It costs up to
150% of
someone’s salary

Sometimes it can be difficult to motivate your team without

to replace them
when they

a bonus system in place.

leave.”

So, even if you’re perfectly happy with the way things are in your current
approach, I encourage you to open your mind to other ways of working
and to look at the advantages.
Recent estimates suggest that it costs up to 150% of someone’s salary to
replace them when they leave.
So if you lose someone who’s earning $50,000 a year, replacing them will
cost you $75,000. This includes the cost of replacement and training and
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it’s a pretty staggering number.

That’s one reason it’s so important to win the war for talent and
keep good people so that you hold your team together.
Here are some of the reasons why you need to keep the whole team
motivated:
• Your best line of defense is a manager who is trained to lead
workplaces of engagement and purpose
• You can take the best practices in the world and ruin them with a
dysfunctional team
• When one goes down it affects everyone: One person griping and
spouting negativity affects everyone, including patients
• There is no magic pill – there is no way to force your employees to
stay
• We are in this together

The key lesson of all of this is that you need
to keep your people!
Of course, an important part of that is making sure you have the right
people on the bus.
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As you go through this process, you may realize that some
of the people on your team are not the right people and
you may not want to keep them.

“You have to
make sure you
have the right
people on your
team.”

As a hygienist, you may want to have the freedom to hire
and fire your own team members.
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How to Recognize and Motivate Your Team
One of the keys to motivation is that what gets rewarded gets
repeated.
Even the simple act of verbal acknowledgement and gratitude can lead to
more positive behavior.

“Bonuses can

So if you feel like you are pulling the whole team

have a negative

up the hill by yourself, work is probably not a fun

effect if people

place to be.

don’t get what
they expect.”

If you don’t feel that you have a team behind you,

it could be that you don’t have significant motivation for them.
You therefore need to look at ways to improve motivation.
Celebrating your employees for going above and beyond, through people
recognition, encourages repetition!
Often we think recognition has to be costly but that isn’t the case.
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For bonuses to work, they have to be easy to
understand and consistent.
If your team doesn’t understand how they’re going to earn their bonus,
they’re not going to work hard to get it.
However, bonuses can actually have a negative effect if people don’t get
what they expect. So you need to make clear how they work – for
example pointing out if targets get harder to hit after a period of time.
Let’s look at some simple and inexpensive methods you can use right
away.
Daily Fives
The great appeal of this one is that it’s very simple. You get a pile of
fresh five dollar bills from the bank and hand them out at the end of
each day that specific targets are met.
For example:
• Each day the production goal is met, they get $5 cash
• If the collections goal is met, they get $5 cash
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What makes this approach different is the reward comes not at the
end of the week, month or quarter. It comes at the end of the day.
While it might not seem like much cash, it gives them something
they can spend right away.
And, when you hand over the money, you also have to say “Well
Done, Good Job!” You have to appreciate them for what they have
done.
Truth is it’s not the $5 that makes the difference. It’s the “Thank
You!” that’s powerful. People like to be appreciated.

The key to this is that Daily Recognition
encourages Repetition!
Celebrate
The keys to making celebration work are:
• Be specific about what they are doing that you like
• Be sincere
• Increase the frequency of celebration
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You need to point out the good things that are happening so that
they can repeat them. We can’t expect them to read our minds. For
example, say:
“I really appreciate the way you planned ahead and set out
the room, it makes it so much easier for me.”
People don’t know what to focus on if you don’t tell them what’s
important.
Make sure your remarks come over as sincere and make them a
regular occurrence not just when you remember.

Other ideas
• Annual anniversaries: If you really want to reduce
turnover on your team, then you have to recognize
them on their anniversary of joining your practice.

“Even a lunch or
a small gift can
make a big
impression.”

If you tell them what they can expect after 5 or 10
years, it can be very motivational if it is an attractive award such as
a large screen TV or a cruise. Shorter term, even a lunch or a small
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gift can make a big impression.
• Egg draw: This works by allowing staff to draw an egg from a
basket every day they meet their target. The eggs contain varying
amounts of cash – maybe $5 or $10 – even up to $100. Every day
they meet target, they can draw again for the higher amounts. But
they always get something. It’s good fun and also motivational. The
basket doesn’t get refilled until the $100 is picked so each day, they
have more chance of picking it.
• Gift cards: Giving staff gift cards or vouchers to use can be really
appreciated. For example, one office gave Ann Taylor cards to staff
before attending their first conference to allow them to buy new
clothes for attending.
• Assistants to lunch: Many assistants resent being
expected to work through lunch. One way of getting

“Many assistants
resent being
expected to work
through lunch.”

round this is offering a guarantee that they will get an
hour lunch break or the doctor buys lunch!
• Gift cards to a Day Spa: This works well after an especially hard
day or in a spontaneous moment.
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Generally personal gifts – which reflect what the person likes – are
better than gifts that are the same for everyone.

With a kind gesture, it’s not the money that’s important –
it’s the thoughtfulness that really makes a difference.
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How to Hire Better People
The ‘invisible line’ that sometimes separates hygienists from the rest
of the team should not be there and it’s our job to remove it and
create better co-operation.
We won’t get the right results if we have people on the team with the
wrong attitude. But that’s our fault – we need to make sure we take steps
to hire the right people.

A lot of the challenges come from not having a
good fit in your team.
Here are some points to look out for:
• Are they asking what you want, or demanding what they want?
Do they set out their demands or want to know more about how you
work?
• Are they open to production-based compensation?
If not, they are probably not a good fit. Relying only on hourly pay
breeds laziness – especially in the hygiene department!
• How comfortable are they with the latest and greatest tools?
Are they willing to change? Can they be motivated to change?
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Have them “temp” for you, and bring in a ‘spy’
When you are selecting somebody, have them work for you for a day as a
‘working interview”. You then ask someone to be their patient and act as
a ‘spy’ to give you feedback on them.
Your spies are the people you schedule to see them and they could be:
• Your own family members (with a different last name)
• A team member’s relatives
• Existing patients who will be honest with you and might appreciate
an extra gift for giving feedback
• Anyone you know that may ‘need’ dental
services but can’t pay right now

“Even a lunch or
a small gift can
make a big
impression.”

The key is you must get honest feedback from your
trial patients to questions such as:
• Was the treatment painful?
• Were they friendly and kind to you?
• How well did they communicate? Did you understand what was
said?
• Did you feel Wowed? Was this person totally focused on you?
• Does this person have star potential?
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In the war for talent, you need to be looking for people who have star
potential. You need people on your team that want to help you succeed.
So you are looking for people who get great feedback.
Obviously you have to take into account that they may be nervous on the
day but this process helps you get to know them much better before you
decide to hire them.
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Production-Based Compensation
One of the challenges many people have with production-based
compensation is deciding how to get started.

“He had all the
tools but no
motivation to do
things

We had one client who was disappointed they were not
seeing results explode the way they wanted to. But they
had not introduced performance-based compensation,
as they were worried about how to make the transition.

differently.”

So we brought in a 30-day trial. The hygienist was previously doing $6800 a day. The first day of production-based compensation he did $1,700.
It makes a difference!
He had all the tools but he had no motivation to do things differently.
The easiest transition
Here’s the formula for a quick transition to production-based
compensation.
Firstly, the hourly wage stays the same to give them reassurance.
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And you don’t position it as a bonus – this may cause problems with the
rest of the office. You are restructuring their salary, which is confidential.
• You start by taking what you are currently paying your hygienist per
day
• Then multiply this by three to give your daily base
• Hygienist then receives a % of any production above that level
Example
Current Hygienist Pay = $30/ hour = $240 day
$240 times 3 = roughly $750
$750 is daily base
Anything above $750, the hygienist is compensated an additional 10-15%.

Of course, if they are already beating this number, you need to challenge
them by raising the bar a little. But the key is not to raise the bar too
much. You need to keep it within their reach and what they see as
achievable. They should be able to see themselves doing it every day.
Some dentists are reluctant to introduce this as they focus on the
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percentage they are giving away.

The secret is to think about the extra profit they are making as
their share – not the part you are giving away.
To make this work, you have to be fair to the hygienists and not ‘nickeland-dime’ them. So, for example, you should be able to step in and help
them out without penalizing them in their production.
Fitting in with the rest of the team
The compensation arrangements should be treated confidentially so that
they don’t cause problems with the rest of the team. But it’s possible to
involve others in team bonuses – such as those mentioned earlier. You
can also have arrangements that reward others closely involved in the
process – such as assistants and front-desk closers.
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Having a Purpose Larger Than Yourself
Sometimes the key to getting people energized and motivated and
giving them more satisfaction is something other than money.
The key is having a purpose larger than yourself.
One way we have done this is by running a ‘Dentistry with a Heart’ day.
We open our doors to people in the community who cannot pay for care.

By getting the team looking outside of themselves,
you’ll be amazed at what happens.
People on the team give up their own time – unpaid – and provide
services for people who need them but are unable to pay.
Many find this intensely rewarding and discover that the patient gratitude
far exceeds their expectations.

“Giving back is a
way to reduce

It also has the side effect that many new patients join the

burnout.”

practice because of this event. The media exposure is
also extremely positive. Though these aren’t the main reasons for doing it.
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Having a purpose larger than yourself will benefit the whole team.
Giving back is a way to reduce burnout.
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Wendy’s 3 Favorite Hygiene Formulas
Formula One: The hourly rate stays the same as it is currently. This
formula is ideal to introduce the hygiene team to production based
compensation.
o Take what they typically earn in a day and multiply that
number times three. This becomes your daily minimum.
Once they produce above that minimum number they are
compensated an additional 10-15%.
o Example:

$40/hour 8 hour days =$320: 320x3= 960
If they produce $1800: 1800: 960 = 840
Their extra compensation is $84-$126

Formula Two: Minimum daily plus straight percentage.
o The daily rate is lowered to a minimum daily amount. This
protects the hygienist from financial duress. This amount
varies by location, and average pay scale. Then they
receive 10% of their total production in addition to their
lower daily rate.
o Example:
$150/per day is our example daily
minimum.
$1800 is produced: Extra compensation is $180
Formula Three: Straight 30% of Production, not collections. IF you
have a high number of insurance write-offs, this may not be the ideal
formula for you
©2014 The Team Training Institute
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Frequently Asked Questions
What happens when we attend Continuing Education meetings, have
team meetings or vacation days?
o Usually for training, or other non productive days, the hygienist
is paid an agreed upon daily or hourly minimum. This should
be enough that there is no resentment for the meetings, but not
as much as they would earn on a productive day.
What about the FREE exam and xrays?
o These should go in at regular fees, and be written off as a
marketing expense. It is not right to expect the hygiene team to
provide these services and not be compensated. The last thing
we want is resentment towards a FREE New Patient.
What about Staff or any of the Doctors charitable patients?
o These should not be scheduled in on regular productive days.
This works best if we have designated Family days once a
quarter, or however often they are needed where everyone
comes in on a Friday to provide services to family and staff
members.
o As for charity cases, again a separate day is ideal. The staff can
be given the opportunity to volunteer their time and help in
giving back.
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What’s Next?
Now that you have provided your Hygienists with the motivation and
tools to create the income that they desire, why not provide them with the
optimal tools for success?
Every day, we turn another ‘average’ Hygienists into an unstoppable
machine when we provide them with the tools, scripts, and confidence to
produce $3,000/a day and more!
I promise you it’s possible, in fact I guarantee it for every Hygienist who
participates in our Hygiene Explosion 2.0 Training Program.
What is this program? Great question, your hygienist will go through an
8-week training course (virtually) with me. They will be able to ask
questions, get feedback, but most importantly, they will be able to attend
the training from the comfort of their home or your office. PLUS they
will receive 8 CE credits for participation.
You can check out everything that comes with the training, and find out
how to get started today at: www.TheTeamTrainingInstitute.com/hygiene
or call our office at 877-732-2124
©2014 The Team Training Institute

21

Phone: 877-732-2124

Production based
compensation calculator
Easiest transition formula
Highest hygiene Hourly wage:

___________

average hours worked in a day:

___________

Multiply to get your daily wage:

___________

take this number times 4 = daily base

___________

when hygiene produces above this base they earn an additional 10%

Example calculation
Highest hygiene Hourly wage:

$40/hour

average hours worked in a day:

8 hour day

Multiply to get your daily wage:

$320/day

take this number times 4 = daily base

$1280 base

Hygienist produces $1500 today.
Hygienist produces $2500 today.

additional earnings = $22
Additional earnings = $122

Things to note:
• another optional incentive is to increase the percentage when the provider reaches
a much higher level. For example if they produce above $2500 for the day, the
percentage increases to 15%
• This encourages an exceptionally high level of performance
• This is NOT called a bonus. This is an adjustment to their salary package,
production based compensation.
• If easier with multiple providers, you can establish a baseline for a given region or
area based on average hygiene wages. This is easier to track company wide for
larger organizations. ( Example: daily base might be set at $1200 for one region,
and $1000 for another area where fees and wages are lower)
• This is a daily incentive, and is figured on a daily basis.
• Weekly or monthly averages are not a good idea, we have seen providers struggle
without daily calculations.
• This Should be paid out based on daily production, not adjusted collections if at
all possible.
• We typically recommend including everything that is produced in hygiene, with the
exception of the Dr exam.
• If the hygienist facilitates the treatment, (such as having an assistant finish
sealants, or take a pano) they should still retain the production.

