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 “With this inspiring book, From Clinician to Confi dent CEO, Casey Truff o 
off ers therapists needed strategies for creating a highly profi table therapy 
business. Using a combination of practical information, time-tested 
business models and joyful enthusiasm for the business of therapy, Casey 
shows readers how to become successful CEOs.” 

Lynn Grodzki, LCSW, MCC
Author of Building Your Ideal Private Practice, 2nd Edition

“How I wish I had had Casey Truff o’s,  From Clinician to Confi dent 
CEO earlier in my career. She unlocks all the mysteries about running a 
profi table therapy business stress-free. Filled with instruction, examples 
and step-by-step action plans, this book will likely be the one you go back 
to again and again through your career.”

Bill O’Hanlon, author of Do One Th ing Diff erent

“Read it!  Inhale it!  Swallow it whole (or even in pieces)! In this book, 
Casey Truff o puts her knowledge of and appreciation for seeing a clinical 
practice as a “business” into a readable, practical and enlightening package 
that will shave years off  of your learning curve! As a practitioner of both 
law (18 years) and mental health (43 years), this is best short cut to success 
I’ve ever seen!  My one regret is that she didn’t write this 43 years ago.”

Steve Frankel, Ph.D., J.D

“Reading this book is like having an experienced and compassionate elder 
walk you down a wisdom path to success in private practice.  And nobody 
does a better job than Casey Truff o of teaching therapists practical ways 
to make a living at our healing craft.  She has put it all together here.  A 
must read for anyone in private practice or contemplating starting one. 
Bravo, Casey!”

William Doherty, Ph.D., University of Minnesota, co-founder with 
Elizabeth Th omas of Th e Doherty Relationship Institute, author 
of Take Back Your Marriage.



“Truff o  calls profi t PRO-FIT - the measure of the fi nancial fi tness of 
your professional business. When I read those words, it made my heart 
sing.  From Clinician to Confi dent CEO will do the same for you. You are 
about to discover the steps necessary to make your therapy business run 
easier and more profi tably... you know, the exact thing that will make your 
heart sing.”

Mike Michalowicz, Author of Profi t First

“From Clinician to Confi dent CEO is the book that all therapists should 
read as early in their careers as possible. In this book, Casey Truff o shares 
the business building skills we absolutely need- but didn’t learn in graduate 
school. If you want to build a sustainable and profi table therapy business, 
without burning out- read and apply this book right now. I wish I’d had 
this book when I fi rst started my therapy business. It would have saved me 
a lot of confusion and frustration. I’m certain it will do the same for you.”

Rachna Jain, PsyD, Author of Internet Marketing for the Rest of Us: Your 
In Depth Guide to Profi table Popularity

“Drawing on her vast experience as a clinician, business coach and most 
importantly business owner, Casey Truff o has written an outstanding 
book for clinicians. In From Clinician to Confi dent CEO, Casey takes the 
clinician on a precise journey through the crucial mindset, systems and 
fi nancial policies that are essential for creating very successful practices. 
She points out hidden areas of growth, effi  ciency and profi t that elude 
most clinicians. I highly recommend this book to any clinician who wants 
to take their practice not just to the next level, but beyond what they 
thought was even possible.”

Joe Bavonese, PhD
Director, Uncommon Practices

“Casey gets the energetic heart of a therapist’s practice. In her new book, 
she spells out exactly how to become your own visionary, giving you the 
precise formula for creating a practice that leapfrogs the traditional model 
and fl ourishes in the modern world.  Run, don’t walk, to grab your copy!”

Julie Steelman, author of Th e Eff ortless Yes Selling System
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 Introduction

Dear Clinician,

When I started Be A Wealthy Th erapist, a practice-building training 
company in the early 2000s, private practitioners were incensed 
that I was advocating “being wealthy.” Th ere was a predominant 
(and yet unstated) cultural view that being a counselor meant one 
had to be poor and help the poor. Th e idea of wanting to have a 
fi nancially successful business was thought of as shameful or greedy. 
My colleagues tried to talk me out of our company name: “Don’t be 
so in their face, Casey.” 

I remember in an early practice-building workshop, one 
clinician stood up and said, “I do not choose poverty for my business 
or me. I am worth more than that.” Th e others looked away from 
her as if embarrassed for her. 

At that time, my primary teachings were: 

1. Money is not bad and
2. Marketing is not bad

I spent the next decade teaching brave clinicians how to move 
out of their clinician role and into their marketing role and earn a 
decent income. 

And what a decade it has been! I have had the honor and 
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privilege of watching private practitioners around the world grow 
their therapy businesses. Th ey understand now that in order to have 
a fi nancially sustainable business, they must attract new clients. 
Th ey have learned simple marketing skills and consistently imple-
ment their plans. Many have full caseloads. Many more expanded 
their practices and added additional clinicians!

And that is leading to a new problem.
Many therapy business owners are tired and edging toward 

burnout. Many experts attribute this to “compassion fatigue.” We 
spend hours upon hours in sessions with clients who are hurting. It 
can be heartbreaking work for even the most tough-skinned among 
us. But I think that is only part of why private practitioners can 
become burned out. 

You see, it takes more than being a good clinician and good 
marketing person to run a successful small business. Most private 
practitioners haven’t been taught the other skills necessary to run a 
business. Th is leads to diffi  culty managing everything from fi nances 
to operations to facilities and technology. In addition, since many 
clinicians don’t even know they need to do those functions, they 
don’t budget time for them. And the cycle of stress and overwork 
continues.

And what are we to do when our practices get full? How can 
we continue to increase our impact and income when we run out 
of available “butt in chair” hours? Th at adds a whole new series of 
fi nancial and human resources decisions.

We must realize that we are actually the CEO of our therapy 
business. It is time to add some new CEO skills to your tool belt. 
As you learn and implement these new skills and roles, you will 
reduce your stress, increase your income, and have systems to help 
you know your numbers and make strategic business decisions. Th e 
best part is that your reward is not only a viable and sustainable 
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business, but also less stress, more ease, more time, and more 
income. 

I am writing this book in the hope that it will be the start of a new 
era for therapy business owners. My goal is for therapy business owners 
to understand all the roles in their business and have the skills and 
systems to manage their fi nancially successful businesses with ease. I 
want you to wake up each day feeling confi dent… the confi dent CEO 
of your business.

I am also writing this book, as it is my story, too. It took me a 
long time to be willing to look at my therapy business fi nances and 
understand them. Seriously. One year not very long ago, I realized that 
after I paid all my expenses, my business netted me exactly $1,000 for 
the year. Th at meant I made about 50 cents an hour. No wonder I was 
exhausted and unhappy.

It also took me quite a while to do less people-pleasing in my 
business and start making sound decisions for the business. I had an 
overactive sense of responsibility and would make decisions that would 
hurt the business in the hopes that others would not be disappointed or 
inconvenienced. Th e impact of “worshiping responsibility at the altar” 
took a bit longer to conquer. Truth be told, I still occasionally slip.

I found my way out by studying sound business techniques and 
applying them to our unique business of therapy. And I was helped 
on my journey by some amazing guides and mentors. I am beyond 
grateful for their stewardship.

Over several months, I began implementing the business and 
fi nance skills I teach in this book in my own businesses – skills beyond 
marketing for new clients. As I did so, my profi t rose 400% in just 
fi ve months. I stood up for myself more in business situations. My 
confi dence was higher than ever. Business was fun again! I loved working 
with my clients and had time for the other roles in my business, too! 

I want that for you, too. Exhaustion and burnout are not okay. 
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Running a business at a loss is not okay. It is time to fi ll in the 
missing pieces to our business education.

In this book you will learn:

• Why having a fi nancially sustainable practice takes more
than good clinical skills and marketing

• How to develop, document, and implement policies,
procedures, and systems (Running your business will be a
no-brainer)

• Key metrics to track and review that show the progress of
your business

• How to create your business budget and always have
money saved for taxes and business expansion

• And how to think and make decisions like a CEO

My wish for you is that you always and continually love your 
business and love your life. You deserve to enjoy the amazing life 
that you make possible because you are sustained through your 
fi nancially successful business. And my hope is that this book can 
help to fi ll in the missing pieces on your journey from Clinician to 
Confi dent CEO. 

Love and blessings,

Casey
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C H A P T E R  O N E

 Th e Five Ingredients to a Happy, 
Healthy, and Wealthy Th erapy Business

When did you decide you wanted to be in private practice?
Was it because you woke up one day with what Michael 

Gerber calls the “entrepreneurial seizure” – where you woke up 
deciding that this was the last day you’d work for someone else?

Or was it more measured, where you gradually understood 
that you wanted to be your own boss? You wanted to be in charge 
of your own hours. You wanted to be able to choose your clients 
rather than have someone else choose them for you. 

May I ask you a question?
How is it going?
When we started studying as students, we studied between 

100 and 400 theories and techniques with the one single goal of 
helping people feel better. We went through thousands of hours of 
supervised practice (some would call it indentured servitude) prior 
to licensure. We studied for hours – alone and in groups for the 
licensing exam. Th en one day the envelope came! We were now a 
licensed therapist! 
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Unfortunately, the excitement of those early days might be 
wearing off . 

Maybe you’re feeling confused, overwhelmed, burned out, or 
just plain disenchanted. If you are, you aren’t alone. And it is not 
your fault.

You didn’t learn about marketing in your graduate education 
program. You also didn’t learn about managing your fi nances, 
customer service, quality assurance, facilities management, and 
technology. 

Yet these are just a handful of the operations you perform 
daily… along with being a clinician.

Th e secret to being less overworked and feeling more in control 
is to understand the diff erent functions of a business and to develop 
systems, policies, and procedures to make the day-to-day running 
of your business easier to manage and less time-consuming. When 
you have these in place, you can be the confi dent, relaxed CEO 
your business needs. I want you to end each day full of joy and 
excitement. I want you to feel energized as you confi dently run your 
practice, know your numbers, and are prepared for the unexpected. 
You can do that when you know what to do and how to do it. 

Before we get deep into the day-to-day operations that will 
make running your business easier, let’s take a big picture view of 
what it takes to have a fi nancially sustainable therapy business. Th is 
is true whether we are talking about a one-person, part-time offi  ce 
or whether we are talking about a center with dozens of clinicians.
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The Five Ingredients
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I have identifi ed fi ve ingredients to create a happy, healthy, 
and yes, wealthy therapy business. Th e fi rst is what I call “Money 
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Wisdom.” As a therapy business owner, it is critical that we manage 
our money. I like to say, “manage your money and you manage 
your destiny.” Eighty percent of small businesses fail in the fi rst fi ve 
years and they do so because the owners do not understand their 
numbers. We want to have an awareness of our monthly income 
and expenses. We want to be able to project our cash fl ow for the 
rest of the year. We want to establish our business as a profi table 
business.

Th e second ingredient for a happy, healthy, and wealthy 
therapy business is your “Business Strategy.” Why does your 
business exist? Yes, you want to pay for your personal expenses – 
your living expenses. Your business is here to support the lifestyle 
that you want. So go beyond the idea of just covering your expenses. 
Every day, you help people reach their dreams. But what about your 
dreams? I know you have dreams. Perhaps you want to take that trip 
to Tuscany. Or maybe for you it’s about going to more yoga retreats. 
Imagine turning to your beloved and saying, “Honey, if you want 
to retire, I have us covered.” Th is is the primary reason for your 
business. Th en, ask the question, “Whom am I called to serve?” to 
further refi ne your business strategy. Perhaps you want to work with 
teens and their families to help them through the diffi  cult teenage 
years. Or maybe you love working with women struggling to feel 
“good enough.” For me, couples are the group we felt called to serve. 
Once you are clear on whom your business is called to serve, you 
can dive deep into their head and heart and learn the words that you 
can use to attract them into your offi  ce.

Th e third ingredient to a happy, healthy, and wealthy therapy 
business is creating a plan for growth. Th ere are actually two types 
of growth plans for your business. Th e fi rst one won’t be a surprise 
to you. It is a client attraction growth plan. Th is is also called a 
marketing plan. You want to attract the ideal clients that you have 



9

The Five Ingredients

identifi ed in your business strategy. Th e second is your client service 
plan – what services will you off er in your therapy business? When 
you are fi rst starting out, this will most likely be one-to-one sessions. 
After your practice is full, you may decide to service more people by 
adding additional clinicians to your business.

Th e fourth ingredient to our happy, healthy, and wealthy 
therapy business is a series of action steps. Traditionally, we think 
of action plans as related to implementing our marketing activities. 
But as you are going to discover, you can create action plans 
and systems for all operations in your therapy business. You can 
develop policies and procedures that will give you more ease and 
more feeling of control over your business and your time. It doesn’t 
happen overnight, but if you take the time to create these systems, 
policies, and procedures for managing your business, I promise you 
one day you will wake up with an amazing feeling of comfort and 
confi dence. How cool is that?

Our fi rst four ingredients include money wisdom, business 
strategy, creation plans for growth, and action steps. Th ese four 
ingredients are things that you do or create. Our fi fth ingredient 
involves how we think about ourselves, our businesses, and our level 
of success. We call this fi fth ingredient Perspective.

In the book Systematic Training in the Skills of Virginia Satir, 
author Sharon Loeschen quotes iconic family therapist Virginia 
Satir as saying, “People can’t see their own backsides.” How true is 
that? All of us grew up with a unique set of beliefs and ideas about 
success. What did you learn about money, wealth, and success? Were 
you raised by very successful entrepreneurial parents who believed 
in you? Do you believe in you? Some therapists have a twinge of 
doubt about whether they really deserve success. 

And what about money? I believe most people have a “money 
set point.” Th is is an amount that we feel we deserve and we feel we 
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can earn. I’ve heard more than one therapist say, “Somewhere in 
my head, I have a belief or understanding that I cannot make more 
money than my parents.” One client told me that she felt guilty if 
her business made a profi t. Other therapists tell me they worry that 
people will think they are greedy if they want to “earn more than 
break-even” in their business. 

I understand that family-of-origin beliefs are strong. Now is 
the time to bring them out into the open and test their validity. 
After all, this is your business; it is not your hobby. If you want to 
be one of the 20% of small businesses that succeed, you must make 
a profi t. You must be okay with knowing your numbers and making 
money.

My recommendation is to watch for wherever you say, “I can’t.” 
Really? Has anybody else done it before? And if they did, why not 
you? Apply whatever techniques you use in your therapy with your 
clients to yourself to help reduce these limiting beliefs.

Most importantly, please don’t judge yourself negatively for 
having limiting beliefs. Th ey are simply a product of our human 
experience. Let’s forgive ourselves and move on. 

So how do we become the competent CEO our business needs? 
What do we need to learn? What do we need to do?

Let’s start at the beginning. 

In Summary:

Th e secret to being less overworked and feeling more in control is to 
understand the diff erent functions of a business. Whether you run 
a one-person shop or a large practice, there are fi ve key ingredients 
to a fi nancially sustainable therapy business: Money Wisdom, a 
concrete Business Strategy, a Growth Plan, and an Action Plan to 
put your Business Strategy and Growth Plans into practice. Th e 
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fi fth ingredient, Perspective, is how you look at yourself, your belief 
system about success and money, and your ability to recognize and 
grow beyond any limiting beliefs.

Next Steps:

1. Keep reading…
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C H A P T E R  T W O

 Th e Five Roles of the Business Owner 

One of my guilty pleasures is watching restaurant makeover 
shows on the Food Network channel. Th e story usually goes 

like this: a very nice man has worked as a chef in a local restaurant 
for many years. One day he wakes up and decides he wants to open 
his own restaurant. In the beginning, things are going fairly well, 
but pretty soon problems arise. Fewer customers are dining at the 
restaurant. Th e chef starts to raid his savings and even mortgages his 
home to meet the monthly bills.

At that point, Chef Robert Irvine visits the failing restaurant. 
He quickly helps the chef understand that as an owner, he has many 
roles in addition to his chef role. Robert Irvine helps the restaurant 
owner learn how to manage his operations, usually by identifying 
standards, policies, and procedures. Th e restaurant owner is also 
taught how to manage the fi nances for the restaurant. Th is includes 
budgeting, setting prices, paying bills, and managing his cash fl ow. 
Often they will discuss marketing and how to help get the word 
out about the restaurant. Th e chef turned restaurant owner is also 
encouraged to be the visionary in his business. Th is means looking 
ahead and seeing what the future for the business is.
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At the end of the show, the remodeled restaurant is revealed and 
we see how well this restaurant is succeeding. Th e chef has grown 
from paying attention to only one role (cooking) to managing all 
the operations of the restaurant. Th e result is more money, less stress 
and eff ort required to run the day-to-day operations, and usually 
more time off  for the owner. 

Th erapy business owners can learn a lot from this example. You 
have been trained to be a good clinician. Th e clinician role is actually 
what some call the technical role in your business – similar to the 
chef in a restaurant. As a clinician, you perform the “delivery of the 
service” function for the therapy business. And, as a good clinician, 
your goal is to deliver high-quality, eff ective psychotherapy and have 
good clinical outcomes. Th is is what helps your clients get better. 

However, clinician is only one of the roles or functions in a 
therapy business. Th e other four functions include:

• Operations

• Finance

• Marketing

• Visionary

Let’s take a look at all fi ve roles and functions in more detail.

Clinical Role

Consider what you do in your role as clinician. Th e fi rst time you 
see a new client, you welcome them into your practice. You get 
information about the presenting problem and the client’s history. If 
you decide that you are a good match for this client, you explain your 
offi  ce policies and the rules of confi dentiality. As you continue in 
treatment with this client, you engage with the client during regular 
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therapy sessions, off ering interventions and monitoring progress. At 
times, you might need to re-explain and enforce your offi  ce policies. 
You are always on the lookout for any risk factors, emergencies, 
and legal or noncompliance issues, and take appropriate action. You 
document the client’s progress with progress notes. When needed, 
you reach out to connect with others involved with this client and 
his treatment. You manage the beginning, middle, and end phases 
of treatment. When the client ends treatment, you do appropriate 
closure with the client. As a clinician, you keep current on licensing 
requirements, including continuing education requirements.

Th is is a role you are very familiar with. Let’s take a look at the 
other four roles in a therapy business. You may do these yourself or 
you may have help.

Business Operations Role

Th ere are four areas that are covered by business operations.
Front Offi  ce: Th is involves the receptionist function as well as 

the client scheduling function. Someone must answer the phone 
and/or return voicemails. New client inquiries are assessed for 
appropriateness and clients are scheduled. New clients are given all 
of the information they need to fi nd the offi  ce and attend the fi rst 
session. Intake paperwork is set up for each new client.

Back Offi  ce: Th is involves billing clients and any third-party 
payers. In a cash practice, this means charging credit cards, endorsing 
checks, and managing actual cash. In insurance-based practices, it 
can involve insurance verifi cations for any new clients and billing 
for sessions. It may involve billing clients for copayments. Invoices 
or receipts may be sent to clients as part of this function as well. 
Back offi  ce support also can include tasks such as making bank 
deposits, and picking up and distributing mail.
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Facilities: You want to present a clean and comfortable 
environment to your clients. Facilities management includes 
janitorial services. Th is means making sure that the trash is taken 
out on a regular basis, restrooms are cleaned and supplied, and 
fl oors vacuumed. If you off er snacks or beverages, you want to make 
sure that area is well-stocked and clean.

Technology: Th erapists rely more and more on technology. 
Many of us have our calendars online, as well as having notes in 
practice management systems. We need to make sure that we have 
our data exported and backed up from all of these systems in the 
event that something bad, like a hard drive crash, happens. 

Finance Role

In most therapy businesses, the fi nance role is the most avoided 
(or ignored) function. It involves collecting overdue accounts and 
paying the regular operating expenses. It also includes setting the 
fees and fee policies. One often-overlooked function is budgeting. 
Budgeting is important so that your therapy business has enough 
money to pay for your personal expenses and your business expenses.

Th e fi nance role also entails cash fl ow management so you 
have enough money in the bank for the upcoming bills. Th e fi nance 
function involves saving for taxes, insurance, and any other non-
monthly expenses. You also want to make sure that you are saving 
money for profi t, business development (marketing), business 
expansion, and emergencies. Th e fi nance role is responsible for 
making sure that you, as the clinician, are paid a wage for delivering 
the therapy services. Regular reviews of balance sheets and profi t 
and loss statements can help the business owner know the exact 
fi nancial state of the business. 
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Marketing Role

Th e business must attract clients for you, the clinician, to be able to 
provide therapy to them. Th e goal is to have your therapy business 
be “top of mind” to potential clients and excellent referral sources. 
Th e marketing role includes developing an online and community 
marketing plan. Th is is an ongoing function and does not end 
when your practice is full. At some point, your existing clients will 
graduate and you will need more clients. Th is is why we want to 
always be marketing in a focused and eff ective way.

Visionary Role

Th e therapy business owner is also a visionary looking ahead to where 
they would like the business to go. Is the plan to stay a solo practice? 
Is the vision to be a small boutique practice that is very high touch, 
such as a concierge practice? Perhaps you want to help more people 
in your community than you ever could by yourself and so you will 
end up adding clinicians to your practice. All the other roles and 
functions are in service to and will support the vision.

Visions change over time. You may have at one time wanted 
a part-time practice where you saw a handful of clients two days a 
week. Th en something changed. Maybe your children grew up and 
you had more time on your hands. Maybe you realized how much 
you enjoyed being a business owner and making money. Maybe 
your phone kept ringing and you were tired of referring people out. 
Spending time on a regular basis with your vision can be a powerful, 
exciting, and rewarding experience.
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Here is the good news: You are already doing most of 
this!

I shared this discussion of our roles in a recent presentation. One of 
the attendees said, “Th is all feels so overwhelming.” But it is likely 
that you are already doing most of this. My goal, though, is to help 
you identify what you are doing, what you’re not doing yet, and 
help you come up with ways to handle all of these functions in a 
way that is lighter and easier than you thought possible, and to do 
so with confi dence. Your business deserves a confi dent CEO.

Th e Right Questions

Now is the time to take an honest business evaluation and look 
at which roles are strong and which ones are… well, missing. Just 
as with a new client, our fi rst step to coming up with an eff ective 
treatment plan is to do an assessment. From there, we can identify 
our treatment goals and the steps and interventions necessary to 
reach those goals. 

Many times when doing a business evaluation, therapy business 
owners focus on what is not working and try to solve it. But what 
if we looked at what is working and focused on how to make the 
rest of the business work as well? I fi rst learned about this idea 
from Breaking the Rules by Kurt Wright. Kurt shares a process of 
appreciative inquiry, which can help us assess ourselves using simple 
questions. 

You can easily do a business assessment by asking this set of 
questions: 
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• What is working?

• Why is it working? 

• What would be ideal?

• What is not quite ideal yet?

• What actions do we need to take to make our situation 
ideal?

Before tackling our own therapy business assessment, let’s take 
a quick look at our restaurant business owner example.

What is working? Clearly our chef/restaurant owner has a lot 
of passion for his work. He loves being the chef. After seeing the 
diff erent roles and functions in his business, he has a new awareness. 
He cannot be a full-time chef and still take care of the other roles 
the business needs.

Why is it working? Above all, our chef remembers why he 
opened this restaurant. He is passionate about food and creating 
wonderful dining experiences for his patrons. He is willing to examine 
his personal and business shortcomings and take appropriate action. 
His enthusiasm is renewed because he sees there is a way out – even 
if he’s not sure yet how he will get there. In other words, he is taking 
ownership of the problems and is willing to work toward a solution. 
Th is empowers him.

What would be ideal? Th ere needs to be clarity on the roles, 
policies, and procedures. Th e front of the house (hostess and servers) 
needs to have systems for how to take reservations, greet patrons, 
serve people, when to hand out menus, take orders, when to go 
back and ask about the meal, etc. Th e back of the house (cooking, 
administration, fi nance) needs to have systems and procedures 
as well. Increasing their profi t is the new goal – period! Having 
tracking metrics identifying how many customers come in, average 
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daily sales, meal costs, etc. would help to set prices. A process to 
review the fi nances of the business each month would be valuable. 
With the knowledge gained from a monthly review, changes can be 
made quickly and appropriately.

What is not quite right yet? Clearly our restaurant owner 
is missing some important systems, policies, procedures, and role 
descriptions. It would appear that the fi nance function has been 
mostly avoided. It seems that no one has been looking at the big 
picture of the restaurant and how each piece helps the restaurant to 
succeed. In other words, the visionary role is missing. 

What actions need to be taken to make the situation ideal? 
Defi ning a clear “customer journey” would be an excellent start. 
What happens when a customer calls for a reservation? How long 
does the customer have to wait prior to being seated? Developing 
policies and procedures for both the front and the back of the 
house could ensure that each customer coming in has a similar 
and wonderful experience. Returning customers also need to 
have a consistent experience. Developing a comprehensive daily 
accounting system with weekly or monthly reports is imperative if 
the business is to continue making money. Key fi nancial metrics can 
be identifi ed and tracked. As these metrics are regularly reviewed, 
the restaurant owner will have the information he needs to continue 
to improve upon the profi tability of his business and add to the 
experience of his customers.

Above all, our restaurant owner needs to carve out time for 
the operations, fi nance, marketing, and visionary roles in his 
business. From each role, the appropriate systems and policies can 
be developed, documented, and monitored. 

I share this example with you because sometimes it is easier to 
get the big picture by looking outside our own profession. Now we 
will begin to look at a therapy business. Th e service we provide will 
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be diff erent from the restaurateur, but the process to a fi nancially 
stable and easy to manage business is the same.

As we move through this book, we will review the various roles 
and functions for you, the therapy business owner CEO. We will 
identify the missing pieces and suggest policies, systems, and action 
steps.

Th is is the fi rst question to start with:

What experience do you want for your clients?

Your clients come to your offi  ce because they have a problem 
they want help with. Most likely it is an uncomfortable or painful 
situation that can’t be ignored any longer. I’m sure you know how 
you want your clients to perceive you in your clinical role. I am 
sure you are quite welcoming and use helpful interventions that 
are congruent with your personality. You are also very consistent 
with your clients, which helps them feel understood and safe. 
You may not have thought about creating an experience for 
the client in your clinical role, but you do it each time you see 
the client.

Does your physical space or your customer service match the 
experience you want to create for your clients?

About 10 years ago, I met a therapist colleague at a conference. 
A week later, she invited me to lunch; we were to meet at her offi  ce. 
I arrived early. As I entered her waiting room, to the left of me I saw 
a broken printer with cords on top of it. To the right of me I saw a 
couple of dead plants. She had a therapy dog that tended to shed 
and it was clear that the space had not been dusted or vacuumed 
in some time. My allergies were triggered and I started sneezing 
repeatedly. She fi nished her session about 15 minutes late. After her 
client left, she showed me into her inner offi  ce, where she saw both 
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children and adults. Th ere were sand tray toys in the middle of the 
fl oor. I almost tripped getting to her couch. 

Th e truth? Everything in me wanted to leave. I did not want to 
be in her space. I made a conscious decision at that moment never 
to refer to this therapist. She may have been a fabulous therapist, 
but I did not feel good in her space. I did not feel respected.

Contrast that experience with a car service that I often use to 
get from my house to the airport. Th e drivers are always 10 minutes 
early and wait outside so as not to disturb me. Th e drivers are quite 
friendly and dressed in a sharp suit. Th e cars are clean and bottled 
water is always waiting for me. I have my choice of magazines. Th e 
driver will ask me what type of music I would like on the radio 
or if I would prefer it to be quiet. Even though this car service 
costs about double what a cab to the airport would cost, I use them 
whenever I can. I feel pampered and arrive at the airport refreshed. 
Th e bottom line is that I feel treated well and cared for. And that 
makes me want to use their service again and again.

What experience do you want for your clients?
Our current culture puts great value on experiences. When I 

opened up the Orange County Relationship Center, I made the 
decision that I wanted to create a calming and welcoming experience 
for all of our clients. I wanted them to feel like VIPs. 

Th is value runs throughout our business – from the way that we 
answer the phones to our minimalistic offi  ces to our beverages and 
snacks. We have wireless internet in our waiting room in addition 
to a refrigerator full of soft drinks, juices, vitamin waters, and plain 
bottled water. Clients are invited to make a hot beverage from a 
K-cup machine if they would rather have something warm. Many 
clients will come early to sit in the waiting room, have chocolates or 
a power bar, and do some work on their computer. 

We have a goal of returning all client phone calls within two 



The Five Roles of the Business Owner 

23

hours. When possible, we try to have somebody answering the 
phone in person. We have an online scheduler to help clients book 
sessions at their convenience. Our intake paperwork as well can be 
fi lled out from the client’s phone or computer.

Th is value – treating clients like VIPs – is something that I 
measure regularly and am always trying to improve.

You may want to create a diff erent experience for your clients. 
You may want to have a practice that is based around certain hours. 
Th is is common for practices that work with adolescents. Or you 
may wish to create a practice based around equine therapy with all 
the wonderful experiences that type of therapy brings. Perhaps you 
want to off er a low-cost counseling option for people with fi xed 
incomes. You don’t necessarily have to spend a lot of money to 
create a great experience.

Several therapists I know work with therapy dogs. Th ey screen 
the clients carefully to make sure that the client will be okay with 
the dog in the room. Th ese therapists wish to give the clients 
an experience of being understood and cared for not just by the 
therapist, but by the dog too. If you’ve ever seen a therapy dog 
nuzzle up to someone who is hurting, you know what an amazing 
experience this can be for the client.

Th e experience of visiting your therapy offi  ce is more than your 
waiting room, consulting room, and interacting with you. At some 
point, your clients are going to need to use the restroom. We’ve all 
been in public restrooms that were not pleasant. (Twice I have been 
in restrooms that had holes in the walls that went through to the 
other gender’s restroom. What’s up with that?) You may not have 
much control over the restroom in your building, but it doesn’t hurt 
to have extra toilet paper on hand or to take a paper towel to the 
counters if you notice they are untidy.

Th ere are many types of experiences you might want to create. 
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No one experience is better than another. I’m asking you, though, 
to be deliberate about your choice. 

Th e type of experience you wish for your counseling practice 
will refl ect your personal beliefs and values. By taking the time to 
think about the experience you want to create for your clients, your 
practice will be 100% authentically you. And you will love being a 
part of it.

So take some time now and think about it. What type of 
customer service experience do you want to create for your clients? 

Next: how will you know if you are successful in giving clients 
the experience you wish for them? Every good goal deserves to 
be measured. Th is will be the fi rst metric I invite you to measure 
regularly.

I measure my value of treating clients like VIPs by tracking 
monthly:

• How quickly we return phone calls

• How promptly we start and end our sessions

• How soon we can get in new clients

• How they respond regarding our waiting room treats (We
take requests. We ask our clients for suggestions for wait-
ing room beverages and snacks. I was surprised to fi nd
how many people love mango ice tea and jalapeno power
bars!)

We all know that good clinical outcomes are important. And 
we will talk about how to measure that in a later chapter. But clients 
will make a decision to return to your practice when they feel good 
about being there and when they feel respected. 
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In Summary:

Th ere are fi ve roles for therapy business owners: clinician, marketing, 
operations, fi nance, and visionary. For those with group practices or 
counseling centers, there is the additional role of human resources. 
Many private practitioners spend most of their time in the clinician 
role. Th is means that the operations and the fi nances of the business 
suff er. To look at how your business is running, consider doing 
an “appreciative inquiry,” looking fi rst at what is working in your 
business, why it is working, and what would be ideal. Th at can help 
you get a clear picture of which roles may be sleeping and need to 
be awakened.

Often the place to start is to decide what experience you want 
for your clients. For example, do you want to off er low-cost, readily 
available counseling? Do you want to off er a high-touch boutique 
experience? Th ere is no right or wrong. Once you defi ne what you 
want for your client’s experience, all your roles can be mobilized 
toward realizing that vision.

Next Steps:

1. Review the fi ve roles and consider which of your roles you
have been ignoring.

2. Take two hours and do the appreciative inquiry assess-
ment of your business. (I like to do this quarterly or
semi-annually.)

3. Choose the customer service experience you want your
clients to have.

4. Decide how you know if you are successfully delivering
the experience.

5. Track it monthly.
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C H A P T E R  T H R E E

 Th e Th erapy Business Decision Triangle

In the previous chapter, we discussed the fi ve roles in running 
a therapy business: the clinician role, the operations role, the 

fi nance role, the marketing role, and the visionary role. 
When we make decisions for our business, we want to make 

sure that the decisions are going to be good for all roles and functions 
of the business, as well as for our clients. So how do we do that?

Take a look at the Th erapy Business Decision Triangle. Each 
point represents an important entity related to your therapy 
business: the business itself, the client, and the clinician.
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When you are deciding what policies and procedures to 
implement, you want to look at how your decisions will impact 
each component of the triangle. How will this decision aff ect the 
business? How will it impact the client? How will it help or hurt 
the clinician? Decisions that are made for the good of all three 
components will make your life a lot easier and the business more 
successful. Let’s look at an example.

Imagine it’s 6:00 p.m. and your client is not in the waiting 
room as you expected. You wait. 6:05 p.m. No client. 6:09 p.m. Still 
no client. On one hand, you are concerned about the client. On the 
other hand, you’re feeling irritated. You could’ve stayed home and 
had a little bit more time with your family before venturing out for 
your evening clients if you had known this particular client wasn’t 
going to show up. At 6:15 p.m., you call the client; your call goes to 
voicemail. You leave a message saying that you expected to see them 
at 6:00 p.m. today. You ask them to call you with an update as to 
what’s happening. 

What do you do next? Some therapists might decide to 
immediately enforce their cancellation policy. After all, the client 
agreed to it, right? Th ose therapists will take the credit card they 
have on fi le for the client and immediately charge it. Momentarily, 
they feel better. After all, they have now been paid for their time.

But let’s look at this situation from the business decision 
triangle. 

How might the client respond to this charge on their credit 
card? Yes, they had agreed to the cancellation policy in the intake 
session. When they fi rst came in, they were in a lot of pain with their 
presenting problem and may not have completely understood the 
cancellation policy. Or maybe there was simply a miscommunication 
about the time or date of the session. 

When you bill a client without having a conversation about it, 
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the client is likely to feel upset. If they have not had the opportunity 
to discuss it with you before being charged, a therapeutic break can 
actually occur. Th e client might feel a disconnect with the therapist. 
Th e client may decide to cancel their next session. Or the client 
may decide to spread out the treatment. Th is policy of charging 
the client without speaking to the client may result in an unhappy 
client. 

You may be reading that and think, “Th at’s my policy.” I’m 
not suggesting that you don’t have a stated cancellation policy that 
you enforce. I am suggesting that when we develop these policies, 
we fi rst assess how that decision or policy is going to impact each of 
the three points of the triangle. For example, as a clinician, it might 
make you feel very good to immediately charge the client because 
you feel somewhat vindicated for their no-show. You may feel it is 
in the clinician’s best interest to immediately charge the credit card 
for the no-show so that you are paid for your time.

How might the business be impacted by this policy (of charging 
the client immediately without having a conversation about why 
the client no-showed)? If the client, in response, decides to stretch 
out their treatment or even terminate their treatment because of a 
therapeutic break over this issue, the business loses. It’s as simple as 
that.

So here is what we see when we examine this policy through 
the lens of the business decision triangle: 

• Th e clinician might feel good about it;

• Th e client might feel bad about it; and

• Th e business might be negatively impacted.

Based on that assessment, this indicates that the policy needs 
some revision so that it benefi ts all parties. 
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How might you revise it? Perhaps you could wait until the 
client returns and have a discussion in session about the cancellation 
policy. You could choose to charge the client then or allow them one 
missed session. By speaking about it in session, you help the client 
remember and recommit to your policy. My personal belief is that 
money is a clinical issue and no charges or fee changes should be 
made before having conversations about it in session.

Again, this is simply an example of how you can use the 
business decision triangle to evaluate your policies and modify or 
rewrite them to ensure that they are working the best for all parties.

In the Resource Section, you will fi nd a copy of my cancellation 
policy procedure. Yours may be diff erent. My point here is not 
to determine the best cancellation policy. I simply want to share 
with you how to use the business decision triangle to develop 
your policies and procedures for the good of all concerned in your 
business.

Every decision you make for your business can be looked at 
from these three points of view on the business decision triangle. 
Perhaps you are considering moving to a new offi  ce. Will your 
existing clients fi nd it close enough to your existing offi  ce and want 
to move with you? If your existing clients don’t move with you, 
how might this impact the business? Would your clients feel there 
is appropriate parking? Do you, as the clinician, feel the space is 
conducive to good treatment? Do you want to go to that offi  ce 
every day? Once you look at it from all sides, you can make the best 
decision for your business, yourself, and your clients.

When the Orange County Relationship Center was one year 
old, I made the decision to move to a diff erent city pretty far away. 

Here’s how I made that decision from the three points of the 
triangle:

Clinician: I wanted to be closer to my home and the new 
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location was eight miles from my house. (Th e original location was 
about 25 miles from my house.)

Business: We were having trouble getting our fees in the 
original city. While not in a poor area, the original city was less 
affl  uent than the new area. Years ago, I had a practice in the area 
I wanted to move to and I was able to command higher fees, even 
though it was quite densely populated with therapists. 

Clients: Th is was the hardest for me. Many of the clients would 
not want to travel an hour to our new location and we would lose 
them. I knew that.

In the end, we moved. I felt it was the right decision for the 
long-term viability of the business. I’ve been much happier closer 
to home. But looking at the business decision triangle helped me 
develop a plan to have the least negative impact on our existing 
clients. We stopped taking on any new clients six months before 
we moved. Many of the clients fi nished their treatment with us 
naturally before our move. We off ered weekend appointment times 
in the new location. Th is meant some of the clients who wanted to 
come to the new location could do so in less traffi  c than they might 
on a weeknight. And the result? Within two months in our new 
location, we had doubled our revenues.

Not all decisions will benefi t each part of the triangle equally. 
It is up to the therapy business CEO to weigh the positive and 
negative impacts and ultimately make each decision. One of the 
things the triangle does for me is to help me view the decision from 
the place of each of the parties. And then I, as the CEO, see how I 
can minimize the negative impacts as I did with the clients and our 
move.



Casey Truffo   •   From Clinician to Confident CEO

32

In Summary:

Sometimes we make decisions from the clinician role only, which 
tends to hurt the business. Th e business decision triangle is a tool 
to use to make sure that all your business decisions are made in the 
best interests of the client, the clinician, and the business. 

Next Steps:

1. Consider your current cancellation policy from the busi-
ness decision triangle perspective.

2. Is some reshaping of the policy needed? (You will learn
more about this in upcoming chapters.)

3. Where else might you employ the business decision trian-
gle in your business?

Want more? Click here...

http://www.beawealthytherapist.net/ceobook/



