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We are super excited to share how we trained our team so that we went from
helping just 40 patients a week to helping 400 patients a week.
Thank you for downloading our ebook. Someone once told us that the secret
to success is to show up. Downloading this ebook tells us that you are dedicated, willing to learn and are wanting to make a difference to your life and
the lives of all those around you.
We think it was Benjamin Franklin who said:

Tell me and
I will forget,
Teach me and
I may remember,
Engage me and
I learn.

About us
We both graduated in 2002 from Wales and
then went on to work for seven companies
across the UK both pain and wellness based.
Like you we have helped thousands of people
back to health.
Alicia is married with a toddler and Wendy
loves travelling around the world.
Between us we have a property portfolio,
holiday often for 3 to 4 weeks at a time, we
have written a book, won awards and our team
members have also won awards.
If you would have told us years ago that we
would have a practice with five chiropractors,
4 massage therapists and a team of receptionists, as well as a Practice Manager, that
runs without us adjusting in it we would never
have believed you.
But it wasn’t always like that:
We used to work 12 hour days and drive two
hours each day between two centres.
It was time consuming and it was exhausting.
If we were not adjusting or commuting then we
were working on our practice and if we weren’t
doing that we were resting. We were just too
exhausted to socialise with friends and family
and even too exhausted to go on holiday.
In our quest for the perfect practice with the
perfect team, we wasted a lot of money, time
and energy and made many mistakes.
We found we were continually hiring and training team members, who just when they were
up and running, would take what they had
learnt from us and leave. Leaving us to start
the entire process all over again.
Does this sound familiar? Yes? Well you are in
good company. It happened to us many, many
times until…

We turned it around. So how did we do it?
Simple really…
We spent hundreds and thousands of pounds
over many, many years working with coaches
and mentors and… we still do.
Over time and years we developed strategies
and systems and created our ultimate all in
one practice training program.
Having strategies and systems meant we were
able to decrease the time we spent adjusting.
Indeed, Alicia no longer adjusts at all and is
able to look after her toddler and Wendy adjusts one afternoon a week, loving seeing the
people she’s helped for years.
It’s also meant we could decrease our weekly
commuting time from 10 hours a week, to just
1 hour a week.
We gained more time to do the things we loved
to do like travel, see our friends and family,
enjoy our hobbies, look after ourselves and our
stress levels dropped too.
We also noticed that our energy increased and
as our energy increased, guess what happened to our income? Yep, it increased as well.
We went from helping 40 patients a week to
400 patients a week and we went from holidaying for just one week at a time, once a year,
to holidaying for 3 to 4 weeks at a time, 3 to 4
times a year.
We went from not socialising at all, to seeing
our friends and family all of the time and as
much as we wanted to.
Would you like to learn how we did all of that?
Yes?
Well we did it using strategies and we can’t
wait to share our top three strategies with you
all now in this ebook.
We hope you are as excited to learn what
these are, as we are excited to share them
with you.

Let’s dive straight into Strategy Number one:

Strategy 1. Structured systems.
I need you now to imagine your perfect
chocolate cake. Ours is a 3-tiered cake:
Butter cream on top,
Sponge in the middle
and
Chocolate on the bottom.

How you imagine your perfect chocolate cake to be is what you want your patients to
have and experience in your centre. Your perfect chocolate cake represents how you want
things to be done in your practice.

These are all great cakes. But not what you wanted for your patients. Remember your
practice should be a direct reflection or extension of you! Not of Jenny, Jane or Alison.
Who is ruling the roost, you or all of them?

Let us ask you this question: Have you truly conveyed this to them?
By them, we mean your team?

This is exactly what happens without structured systems in place. People change things
and make it up as they go. You end up with three different cakes, all different to the one
intended.

If not, your team will make it up as they go, they will also tend to follow the team member
who has the strongest personality and their way, rather than your way of doing things.

Let us give you an example of what we mean.
Our team member Jenny, doesn’t like butter
cream, she prefers icing. She thinks, “Wendy
and Alicia won’t mind if I change butter cream
to icing.”
Now we have a cake with icing on top, sponge
in the middle, and chocolate on the bottom.
Our other team member Jane, hates sponge.
She prefers carrot cake. “Alicia and Wendy
won’t mind if I change sponge to carrot cake.”
Now we have a cake with icing on top, carrot
cake in the middle, and chocolate on the bottom.
Alison doesn’t like chocolate she prefers ice
cream. She thinks, “ Alicia and Wendy won’t
mind if I change chocolate to ice cream.”
Now we have a cake with icing on the top,
carrot cake in the middle, and ice cream on the
bottom.

Now when we look at what happens when we apply the cake metaphor to your practice,
or centre for example, you will also end up having individual practitioners doing different
things.
Let’s imagine one practitioner goes away on holiday and the patient sees someone else,
let’s call him Bob. If Bob works on the wrong areas, gives the wrong stretches and gives a
different diagnosis, and the patient’s symptoms worsen, you are going to have an unhappy patient on your hands. An unhappy patient who then goes and tells all of their friends
in the pub how unhappy they are. Bad news is good news and it travels fast.
They tell all their friends how much they had wanted that chocolate cake with buttercream and how instead they had gotten carrot cake.
Then the original practitioner returns from holiday and has no idea what has happened
and does not know how to turn things around to rectify the situation. A situation brought
about because there was no strategy in place for this or because the team wasn’t trained
on how to make the perfect chocolate cake. Your chocolate cake!
Our practitioners follow our “41 point patient health accelerator” and our ultimate “how
to” training program so that every patient receives a butter cream -sponge -chocolate
cake no matter who they see . Everybody knows what everyone else is doing. Everyone
knows how to deliver that chocolate cake.
Remember:

“Failure to prepare
is preparing to fail.”

Without systems we used to have practitioners coming in and doing whatever they felt like
doing for the patient and not what was necessarily best for them.

proven over and over again to be more effective than just one or two massages. She used
to go in so hard we could hear the moans and
groans through the walls. She took great pride
in breaking up that scar tissue as painfully as
Let’s take massage therapy, for example. We now possible, leaving many patients black and blue.
have a team of 4 massage therapists who have
all trained using our ultimate practice training
She would then give stretches to the patient
program and follow our systems to the T.
that they were not ready for, which would
subsequently aggravate their symptoms. She
We know a course of massage care combined
knew best!
with adjustments will get the patient better
quicker and enable them to stay well for longer. So whose fault was it that she was allowed to
practice like this? Her’s or ours?
We had a Massage Therapist who wanted to do
just one or two big, long, deep massages rather It was OURS because we had no structure in
than a course of care over a period of time. This place that she could follow and she did not
massage therapist ignored healing times and
know WHY we did things the way we did them
the need for little and often, which has been
because we had never explained or trained her.

Our practitioners tried making up care plans
as they went with a “see how you go” approach
because at the time we had no structured systems in place to explain HOW and WHY we did
things the way we did them.

on so that everybody knows what everyone
else is doing.
“What is not written, is not done” and
“The dullest pencil beats the sharpest mind”.

Roll on a few more painful years of learning
this lesson and we now have written structures
and procedures for everything. Everyone knows
what is expected and what needs to happen
every step of the way. Our practitioners follow
our 41 Step Patient Health Accelerator and our
patients get great results.
So you will need a system for every patient
interaction in your centre from the very first
phone call they make to maintenance and
beyond. This system needs to be written down
and something that you train your entire team

To summarise, you need structured systems
in place.
This stops mixed messages.
Create and produce clear journeys everyone
can follow.
These systems need to be all encompassing and cover everything IN DETAIL from the
initial phone call all the way through to maintenance care and beyond.

Right then let’s move onto strategy two.

Strategy 2 : Recruit your dream team.
“Your team is only as strong as your weakest team member.”
And
“A chain is only as strong as its weakest link.”

So your entire team need to be of the same
high standard across the board. As we already
went over in strategy one, you need to have
structured systems in place and your entire
team need to be trained in them. Yes, this does
take time to design but unless you do it or you
use someone else’s, you will continue to haemorrhage both patients as well as team members.
A great place to start when recruiting your
dream team is to…
“Hire for attitude and not for skill.”
It’s not that peoples attitudes are particularly
bad, they just might not be congruent with your
ethos.
You need to think about what needs to be done
and the type of person you need to deliver it.
Remember, anyone who has the right attitude
can be trained, but you can’t train someone
who doesn’t.
Over the past 14 years we have hired many,
many team mates. We’ve read thousands of
CVs, interviewed hundreds of candidates and
hired many, many good and some that were not
so good.
One particular person we recruited had a great
CV and interviewed well. On her first day of
training she started with one of our reception-

ists who was very busy and who asked this
lady to cut some paper for her. She needed a
few pages of A4 cutting down to size.
Our new receptionist said she could not do this
and said she would not do this because she
“could not cut” and subsequently spent the
entire session watching the other receptionist
run around doing everything, whilst also cutting pieces of A4 paper down to A5.
Now, our last patient leaves the centre at 7
pm at night and there is extra time at the end
of the shift to cash up and close down. We pay
our team to stay at the end to allow time to do
this.
This receptionist however wanted to leave
at 7pm on the dot, as she had invited friends
around and didn’t want to keep them “waiting on her doorstep” so instead of staying and
helping to close up, she left, leaving us to cash
up and lock the centre down.
To reduce the chance of this happening to you,
you will need fool proof recruitment strategies
and team core values everyone adheres to.
This enables you to recruit “can do people” and
people who love your ethos and will do anything. They say yes! They find a way.
We are so fortunate to have an amazing team
of incredible “can do” individuals who work
with us.

Our receptionists over deliver – if it rains
outside they will take an umbrella and walk
the patient back to their car. They will often
surprise our patients with gifts that they know
they will love and nothing is a problem.

after just two years out of college had closed
diaries (ie their daily list was so full of maintenance patients that there was no room to
fit any New Patients in) all because they had
followed our online training programs.

Yes, you can have a team like this too, you just
need to attract the right people and have the
right strategies in place to make sure they
don’t slip through your fingers.

We’ve also recruited some great massage therapists who have been a great fit for us and us
for them.

With regards to recruiting practitioners – prior
to having a great recruitment strategy – we
recruited poorly.
We took one practitioner on because she said
she loved our team’s upbeat nature but she
herself was anything but upbeat. She did not
want to participate in team training days and
did not want pictures of her taken to be on our
website. She dragged our team morale down
and did not believe she would ever be good
enough to help anybody. We tried our very best
to turn her around but remember, you can’t
change a bad attitude (or it is VERY hard to.)

A chain
is only as
strong as its
weakest link.

Different centres have different ethos’s and
core values and it’s really important the practitioner finds the right centre for them. In this
case we were clearly not the right centre for
her. We had recruited the wrong person for
our team. But the strange thing was that even
though this lady seemed great on paper and
interviewed well, there was something about
her that niggled us, something we couldn’t put
our finger on which we chose to ignore. It just
goes to show that you should really trust your
gut, something we have become much better
at doing over the years.
Once we had a great recruitment strategy in
place, with great core values, we recruited
some great practitioners who loved our ethos
and understood why we did things the way we
did them. They had “can do” attitudes and they
never complained. We’ve had practitioners who

They have followed our training programs, have
a great attitude – nothing is ever too much
trouble – they stick to our systems and massage 40 to 50 people a week with a PVA of 17.
This is all because we have a great recruitment
strategy and we communicate our ethos and
core values clearly.
Would you like to borrow some of our team
mates? We are sure you would, we are incredibly proud of all of them.
So to recruit your dream team you will need
a great recruitment process, core values and
systems to properly train them. This should
include how to’s and the reasons why you do
things the way you do them.
To summarise:
Your team is only as good as your weakest
link.
If your gut says no don’t hire them.
You can train anybody who has the right attitude.
You need a great recruitment and training
process.
Some of our best team members have looked
the least qualified on paper but they have
followed our proven process and become superstars.

Right then, are you ready for strategy number 3?

Strategy 3. Pre-book and Pre-pay.
Do all of your patients pre-book their appointments and do they pre-pay for their entire
course of care?
We used to ask patients to book one appointment at a time. This is what we found, life gets
in the way and instead of a patient coming in
twice a week as recommended, they would end
up coming in once a week and instead of coming in every two weeks as recommended for
example, they would come in every four weeks.
What do you think happens next? That’s right,
they ultimately drop out of care because they
feel that they are not getting any better.

They give you all sorts of reasons why; work,
hairdressers appointments, picking kids up
from school, painting classes to go to and the
list goes on.
The awkwardness leads to anger “why don’t
you keep slots open for current patients” they
ask “I can never get in” they moan. “I’m going to
try that place down the road where I can actually get in to see someone!!” They leave never
to be seen again, telling everyone they know
how frustrating it is coming to see you.
Everyone in the reception area gets to listen in
too. Contrast this with “See you later this week
Jenny, it’s 4pm on Wednesday” as its already
been booked in weeks ago.

We have all seen this happen before we are sure.
They did not stick to the frequency of care
recommended and this was because they were
not pre-booking their appointments to get
their ideal times. This meant that their perfect
times were always taken and they were unable
to come in to the centre.
Their life should fit around their appointments
and not vice versa. Has this happened to you?
The patient is saying they need to come in
twice this week and every option you give them
they can’t do.

It’s like trying to book into your favourite new
restaurant, in the beginning it’s not too busy
and it’s easy to get last minute bookings. As it
becomes more popular it gets harder to book
in at short notice.
One of our favourite restaurants is called Australasia. You have to book 3 months in advance.
We love it there, love that it’s busy and we just
know to book in advance. This is the same context here. People are happy to do it. It’s normal.

We found that
patients got
better results
when they
pre-paid for their
entire course of
care as opposed
to paying as they
went.

To help stop patients dropping out of care, we
used to pre-book a month’s worth of appointments in at a time.
What we then found was that patients would
come to book the subsequent month’s worth of
appointments and find that they could not get
back in again!!!
They became frustrated and angry and again
dropped out of care and were back at the pub
to tell their friends all about it.
We found that if they booked one months
worth of care in advance, by the time they
came to the end of the first month they had
forgotten there was still another month or two
to go, thought that their care plan was over and
that they had completed it.
They could not remember that we had told
them it was three months worth of care and
thought that we had moved the goalposts,
again becoming frustrated and again dropping
out of care.
Pre-booking all appointments months in advance, not only allows your receptionist to be
in better control of your diary to maximise your

bookings but also helps your patients actually
get in to see you in the frequency recommended.
We also found that patients got better results
when they pre-paid for their entire course of
care as opposed to paying as they went.
Why?
They stuck to the care program recommended.
Not all patients will see the benefit to them of
pre-paying, this needs to be explained in a way
that makes it a no brainer. Remember those
who pre-pay get better results.
How you describe the benefits of pre-paying to
your patients is vital.
It is like walking into a clothes shop and a shop
assistant asking if you need any help. You are
likely to reply with “I’m just looking, thank you.”
Yet if the shop assistant said something like,
“this jumper would be amazing with what you
are wearing right now and it comes in all these
colours, would you like to try it on?”, you are
more likely to try it on and ultimately buy the
product.

When we changed HOW we sold our pre-payment plans by changing the wording we used,
pre-payment increased by 50%, so you need a
great system for this and you need to train your
team to stick to it.
You also need to stack your pre-payment plans
to make then no brainers.
Do you have a spare £10,000 lying around for a
new car? No??
Now I tell you that I have a £100,000 Tesla car
parked outside and I will sell it you for only
£10,000. Now do you have £10,000? Yes! You
would scrabble around, be resourceful and
find that £10,000.
When we changed how we stacked and explained our pre-payment plans our pre-payments went up massively and now MOST
people pre-pay when they come to see us.
You need a “how to” system for your receptionists and practitioners to explain pre-paying
and pre-booking and you need to stack your
product well.
Let’s summarise strategy number 3 because if
you only implement this, if this is the only thing

you do or take away from this ebook, we promise you, you will increase your turnover.
So to summarise…
Your patients should always pre-book and
pre-pay.
You should stack all your pre-payment packages to make them no brainers.
Pre-booking and pre-paying benefits the
patient, the receptionist and the practitioner
because everybody gets what they want.
The receptionist can better control the diary.
The patient gets the time they want at the
price they want.
The practitioner knows they have a patient
who will attend the correct number of appointments, within the correct time-frame
and someone who will get better, singing
their praises to all their friends and family.

So we have covered in this ebook:
1.
The need to recruit your dream team, your team is
only as good as your weakest link.
2.
Have systems in place so that everybody
sings from the same hymn sheet. This instills
confidence in your team.
3.
Offer your patients discounts to pre-pay and prebook all of their appointments . How you explain
this and the need to stack properly is vital.
You need to find systems and structures that work
for you. All of our systems give us great results.
The key is using them and STICKING to them.
I truly believe the secret to success is showing up.
Thanks so much guys. You are already winners for
taking time to absorb the content of this ebook.

If you would like to book a FREE discovery call
with us to see how we could help you further
please contact us.
Check out our Facebook page Leontieff &
Davis for more helpful tips and information on
upcoming webinars.

www.transformational-experts.com
info@transformational-experts.com

