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Whal others are saying aboul Thrive...

“This book is informative, practical and will provide medical
practices with useful information to increase ravenue no
matter the impact today's economy has done to their
individual businesses. Successful medical practices can use
your proven methods to become even more successful

and those medical practices that are feeling the economic
downturn will see growth when implementing the methods
that you suggest for revenue and patient generation.”

"Thrive was very well done and an enjoyable, engaging read.
Personally | picked up a few pearls and will add them to my
arsenal particularly the passport business card!™

“The unique features of Thrive are: (1) the amount, richness
and relevance of the practical and concrete initiatives you
have taken in your awn clinic that should be highly inspiring
to other doctors and (2] the business focus you introduce to
the doctor by drawing on your own experiences and using
language that connects with doctors.”
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THE ECONOMY IS BAD, GET OVER IT!

“This ecenomy, and indeed the world economy, has tilted
over and is moving down fairly aggressively, pretty much
across the board.”

— Man Gresnspan, Bininess Week Magazine, Mavember 7, 2008

“The lesson of history is that you do not get a sustained
economic recovery as long as the financial system is in
crisis. We've seen some progress in the financial mar-
kets, absolutely. But until we get that stabilized and
working normally, we're not geoing to see recovery.”

Ben Bérnonke &0 Minutes March 15 2009

Ok, let's get this out of the way. Yes, the
economy sucks and is in the toilet. Unless
you live under a rock, you know about the
bad economy. You can run, hide, and pre-
tend it doesn't exist or affect you, but you are
only fooling yourself. Lets stop sweeping it
under the rug and deal with it. As physicians,
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sometimes our attitudes and egos get in the way of recognizing
the world around us. Just as we can't let our pride get in the
way of good medicne, we must keep our overbearing egos
from ravaging good business., This is precisely what we have
to understand in order to adapt and thrive during the current
economic tsunami.

I|_Ti .;1||_-'.*| Ic ; cine, itwas acalling to me: -Many of
|

I\ J my col

iy |:!ir}’_.1_||1':|-' (i 0
va-an WMLD. no matter what. |

mit to feeling a hint of envy at times

, dreaming about wear-
g a white coat and havin ils and knowledge to help
dreamed of having the privilege tobe
5 this motivation that kept me going, Today
twas-well'worth the commitment. | think many of my
aries who w life of making a guick
komay be out of w O ng unfulfilled. As

cician, I've never |

ooked Dack or second guessed,

I am just entering the nadir




Chapter 1

Wall Street is experiencing its greatest volatility and most dra-
matic drops in the market since the 1930s. Investment banking
is imploding and major banking institutions that survived many
recessions are not weathering the current environment, Gordon
Gekko, the infamous executive from the 1987 film Wall Street,
was quoted as saying “Greed, for lack of a better word, is good’
and this attitude has shaped a generation. It seemed in the 80s,
90s and early 2000s that it was permissible—almost grand—to be
fabulously wealthy and greedy.

The housing market bubble is crashing and 40% of Americans
are “underwater,” owing more on their house than it's worth.

“Mationwide, almost one out of every five homeowners
with a mortgage owes more to their lender than their
properties are worth."”

Mortgage foreclosures are up and

0,000
many small businesses are drown- il“bﬂ lost in
ing in debt. Unemployment is at amngh: dﬂy

its highest rate since 1992 (7.8%] -...,I_ w

and is quickly approaching unprec- o %ﬂ:}
edented levels. From February 2008 M

to February 2009, the unemploy-

ment rate spiked from 4.8% to 8.1%. Some forecasters are predict-
ing that unemployment will hit 9% by the end of Summer 2009,

‘;?"

“Some of the forecasters said the nation's unemployment
rate could rise as high as 9% for all of 2009 and hit 10%
next year."”
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Retirement savings for many people have plummeted 40%. Those
who have their money tied up in their houses have seen a 20%
drop in their homes' value. Many well-respected and learned
economists are indicating that not since the Great Depression has
our nation experienced this level of financial crisis.

*The price plunge has wiped out trillions of dollars in
home equity and caused the worst financial crisis since
the Great Depression.”

Even if you say you don't feel it, and even if you really believe
you don't, | am quite certain your patients do, And eventually, it
will affect you and your business in some way. 50 be prepared!

2. Without that

second set-up, it would have been a disaster. The moral 8

of the story was clear to us: always be over-prepared!




Chapter 1

Many businesses, including aesthetic practices, will not weather
the crisis and will falter. Unfortunately, this bad economy isnt
sparing anybody; it's global, affecting all countries and classes.
From Wall Street to Main Street, London to Dubai, Singapore to
Hong Kong—we all feel it. Those of us who have heard the sto-
ries repeated over and owver again by our frugal elder relatives
who lived through the 19305 may be shocked to hear themselves
referencing these same stories as we advise our kids and staff to
curb indulgences. As many times as we may have heard our par-
ents” and grandparents’ stories, perhaps a look back at the Great
Depression is not such a bad idea.

ﬂllll"*—



WHO DID WELL DURING THE GREAT
DEPRESSION, AND WHY SHOULD
YOU CARE?

| am a history buff. At one time | even thought my calling would
be as a history professor. Regardless, | am absolutely certain that
you can best predict the future by looking back at the past. Most
great, new brilliant ideas are only rehashes of past breakthroughs
when you look closely at them. Cycles continuously repeat them-
selves. So, to best understand how to position ourselves during
this econemic downturn, we need to look back at what worked in
previous bad economies. The businesses that prospered the most
during the Great Depression were what are known as “The Sin
Industries"—the manufacturing and sale of “sinful® commaodi-
ties such as alcohol, candy, and cigarettes.

Prohibition failed the 18th Amendment Experiment and was
repealed in 1933 after both crime and consumption of alcohol
spared. We learned that prohibition of two mutually benaficial
exchanges is doomed to failure, Also of interest to our discussion
is the fact that chocolate sales shot up during the Depression. Her-
shey's did well during the Depression years as they Introduced
us to such wildly successful products as Mr. Goodbar, Hershey's
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Camal Advortivemants
in the late 17408 1o
aarly 19502 claimed:
More Doctors Smoke Camels Than Any Other Cigarette

chocolate syrup, and the “can you believe we ever lived without
it* chocolate chip. People went for chocolate!

Cigarette sales also spiked; Camel bucked the trend of reduc-
ing advertising in an economic downturn and, increasing their
advertising spending, emerged as the leader in sales when the
economy returned. Interestingly enough, doctors were a big part
of the advertising campaign, featured in ads boasting, “*Maore
Doctors Smoke Camels than Any Other Cigarette”

It wasn't just the Sin Industries that boomed during the
Depression, though. Another realm prospered as well—the cos-
metic industry. L'Oréal and Revion both expanded. Estée Lauder
began to build her brand, and although she didn't officially start
her business until 1947, she was already on her way to revolu-
tionizing the way in which cosmetics were sold and marketed.
Estée Lauder is famously alleged to have remarked that after a
woman feeds her kids and husband she would rather buy lip-
stick than eat herself. Is this still true today?



Chapter 2

i

The Sin Industries have several things in common. They allow us
to tempaorarily escape from reality; they have the ability to satisfy
a guilty pleasure, to provide a tickle of the amygdala .... But the
key, as | see it, s that the gratification is immediate. “5in” items
are mostly innocent vices that don't directly harm anyone around
us (except, of course, what we now know about the detrimental
effects of second-hand smoke) and provide a quick pick-me-up.
A great piece of chocolate will result in an endorphin rush. Nico-
tine is a known stimulant. Alcohol, next to coffee, is probably the
world's most widely used mood altering substance.

So if the key is a quick fix, right behind that is “inexpensive’
Affordable pricing is essential to achieving maximum gratifica-
tion and repeat business,

How many of you can relate to the sensation you get after
buying an item that makes you feel great—maybe a new article
of clothing, a new watch or a new car? But how much better is it
when that new item is affordable and the reward is immediate?
If it is expensive, or if theres a long lag time before the benefit
is achleved, there is a risk for buyers remorse and, even worse
for us in the service industry, negative ill will towards the place
of purchase. If you are at a nice restaurant and counting your
pennies, are you more likely to buy a bottle of 1999 Silver Oak
for 5125, or 2008 Bella Sera for $227 And how do you feel about
Mieman Marcus after you buy a Hugo Boss suit from their men’s
department for $1,200, only to see it the next week at Filene's
Basement for 52507 When finances are limited, consumers are
less likely to purchase any luxury item that doesn't provide an
immediate benefit, espedially if the price has to be justified.
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This, | believe, is what we take away from evaluating the success-
ful businesses of the Great Depression.

it and physicians anoimn v charging a high pric

it, | went ahead and offered the procedure for

felt it wasn't worth it. Th
and that s b my ients being dis-
tomach when | think
they felt
could have seriously
nen | fpl—f']g.nli'.t"‘lj the
limits of the procedure and that my patients were not happy,
e |_;|‘Hp:r||'.|5:5| it. Unhappy patients v il il
e at twice the rate of happy patients (Gee

5. page 13 It YOUT product &5 not EI!':‘.'!-I.'.' word

fast. Now | will not offer any procedure or product

am confident the patient satistaction rate will be over
o be t_:|i:;-|::-|:.| whether it i5 3 neurnToin,
I procedure or else you' and:-your busk-
ness will likely fail. This is true in any economy but espacially
with the limited opportunities and decreasing patient vis-
15 in @ recessed CONOMY; Your practice can not toler-

ate even a minarity of disappointed patients.

10



Chapter 2

i

If you are in the field of aesthetic medicine, you will probably ben-
efit from the lessons leamed from our retail cousins who prospered
during the Great Depression. They sold quick-retumning pleasures
at an affordable price. Of course, how much of their methods you
can effectively adopt depends on your personality, your desires
and where you are in your practice. Are you at the beginning of
your career or the tall end? |s aesthetic medicine your passion, or
just a job to pay the bills? Are you a part-time aesthetic physician,
or full-time? Are you a high-browed Fifth Avenue New York City
provider, or a low-price, high-volume Main 5treet Mokena shop-
ping mall practice? There is no right or wrong answer here unfess
you don't answer it honestly, It is essential that you decide who
you are and what you want to achieve, and to be honest with your-
self—aor you'll end up wasting time and money.

First and foremost your product has to be good. Regardless of the
economy, only a business providing a good product will succeed
in the long term. If your product is less than promised the con-
sumer may be fooled for a limited peried of time by creative and
expensive advertising but eventually they will catch on to the Infe-
riority and the business will fail. In medicine you are the product!
Patients trust you and are choosing you. That means any product
you offer or person who represents you must be aligned with the
level of quality that you want to project. Your staff's competency
will be perceived as a reflection of yours. As a physician you will

Lkl
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have to be well versed in the products you offer and continue to
perfect your technical skills. There is no compromising here.

In the March 9, 2008 issue of The Journal of the American Medi-
cal Association (JAMA) a very interesting study was published on
the impact price has on pain relief, Subjects were randomized to
receive either a 5010 or $2.10 analgesic pill. Both pills were the
same product. The study participants were then given electrical
shocks to the wrist and asked how effective the analgesic was at
reducing pain. Interestingly the expensive (52.10) analgesic pill
provided pain relief in 85.4% of the subjects and the inexpen-
sive (50.10) analgesic pill provided pain relief in 61.0% of the
subjects. The more expensive pain pill was perceived to be more
effective. The most interesting part of the study is that both pills
were just placebo! This really amazed me. | relate these find-
ings to our aesthetic world by recognizing that if a device is
expensive and patients believe it will make them look better,
the placebo effect alone may account for up to 85% of patients
reporting satisfaction. Therefore in my practice | won't adopt
any device that doesn't approach a satisfaction rate above 90%,
anything less may just be placebo. (Waber RL et. al. JAMA 2008;
S 1016-1017).

12



HOW WILL THE ECONOMY AFFECT
YOUR PRACTICE?

Ok, so, if you are struggling to make ends meet as an aesthetic
doctor....

what about going back to third-party payer

insurance medicine?

Regardless of economic conditions, people are always going to
be sick and in need of medical care. Friends and colleagues that
do general ENT tell me they are still very busy, but are starting
to feel a reduction in elective procedures. | think it is likely that
consumers who are watching their pennies will begin to forego
elective medical procedures in order to avoid paying deductibles
and taking time away from work. It's also short sighted to doubt
that Medicare and Insurance reimbursements won't eventually
be affected. It's likely there may also be federal cuts in Medicare.
So, while being back in General Medicine may currently seem
like a safe haven, tips on recession-proofing your practice can be
helpful here as well. It is prudent for all doctors to start thinking
differently about maximizing the efficiency and finances of their
practices. Customer service, regardless of your chosen field of

13
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medicine, will be a front-and-center issue, In fact, | would argue
it will be the key issue for any service business, There are a few
exceptions to this rule—those who are the most highly regarded
in their field and have people flying in from all around the world
for their recognized excellence may not, for example, need to
consider customer service as an end-all {ssue. | would still argue
that even these fortunate few can benefit from closely evaluating
practice efficiencies.

Those who are just entering aesthetic medicine may be thinking
twice about getting into a competitive and depressed market-
place, but | urge you to not be dissuaded. Yes, demand for cos-
metic procedures is down, but fresh, brave and credulous indi-
viduals should be encouraged to move forward. First and fore-
most, if being an aesthetic doctor is your passion, then don't let
anyone or anything discourage you. There are inherent advan-
tages to starting in a bad economy—for instance, there's a lot less
competition entering into the field. Also, because you haven't yet
achieved a lifestyle of abundance, you have less to compromise,
Youre probably already used to living on a tight student budget.
And, best of all, when the economic situation tumns around, you
will be better situated as one of a few in your contemporary age
group to be established, ready and poised to explode. It won't be
easy at first to learn how to be efficient, frugal and smart, though.
Are you up to the challenge?

14
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i

If you're an established doctor seeing a dedline in business at
your practice, now is the time to act fast and implement mea-
sures to ensure your practice thrives in the current downtumn.
If you are seeing a reduction in aesthetic consults, you are not
alone. In an American Society of Plastic Surgeons (ASPS) survey
of women considering cosmetic surgery conducted in late 2008,
59% of respondents say the economy has affected their plans to
have plastic surgery; 48% reported being less likely to schedule
a consultation; and 27% reported considering less expensive
options. In an American Society of Dermatologic Surgery (ASDS)
survey of its members asking what differences they have noticed
in cosmetic procedures aver the last year, 62% reported a decrease
in cosmetic procedures overall. (Aesthetic Dermatology News Nov-
Dec 2008 p23),

In the previous chapter we discussed the 5in Industries and
why they prospered in a down economy. They provide a quick,
relatively harmless fulfillment of a guilty pleasure resulting
in mood elevation, all at an affordable price, Can our services
parallel? The answer Is yes, today they can. We have at our dis-
posal products and services such as neurotoxins, fillers, facials
and laser treatments that provide quick results and a relatively
immediate improvement in mood. However, price will matter
now more than ever. It is no surprise that the Wal-Marts and Aldi
superstores of the world are expanding, while many high-end
luxury stores are faltering. A consumer with limited funds will be
far more likely to choose the “Two-Buck Chuck” over the Silver
Dak, The less pricey CoverGirl lipstick will probably outsell the
ritzy Chanel brand, and a half-priced, last-season Armani suit at

15
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Marshalls is likely to be favored over the newest, full-price one at
Saks Fifth Avenue. If the product is a commaodity, then the store
version offering a lower price is likely to win out unless a con-
sumer is willing to pay more for convenience or experience,

If two toothpaste brands are situated next to each other on
a shelf at the local grocery store, Colgate and Aquafresh, which
one do you choose? If Colgate is %1 less, does that affect your
decision? If the two toothpastes are at the same level on the shelf,
the lower-priced iterm will win if all else is equal. Mow lets say
the cheaper version is on a higher shelf and a ladder or an atten-
dant is necessary to retrieve it—will you still choose it? In other
words, you will have to compromise convenience. You will have
to work to get the less expensive brand. Do you pay a dollar
more for a product that can be quickly and easily grabbed? Well,
it depends on how much you are willing to pay for convenience.
What kind of person do you want as a patient? The one who
climbs the ladder to save a buck, or the person who pays the
extra dollar for convenience and comfort? There is no wrong or
right answer—you just need to decide which type of person
you want as a patient, and then cater to that person’s person-
ality and desires.

As a business owner who desires a higher-end clientele, you
will have to bring value to your product in order to justify charg-
ing a greater price, and this usually means more convenience
or better overall experience. Why else would anyone spend
twice the price for a cup of coffee at Starbucks than they pay at
Dunkin Donuts? It because Starbucks offers a better experi-
ence than Dunkin Donuts. Conversely, if you offer two versions
of your product, you can achieve the same objective by making
the less expensive option more difficult to attain. For example,
in order to get the rebate price you have to complete and send
in a self-addressed survey. Another possibility is that the lower

14



Chapter 3

i

price may only be available during certain times or under certain
conditions, High-end luxury clientele may not want to expend
the time and effort necessary to get the less expensive price, and
will settle for the higher-priced version that's easier to attain.
This classic “bait-and-switch® strategy can be risky, however, as
it can and will aggravate the consumer. How do the airlines make
you feel when they advertise the benefits of frequent flier miles,
but make it nearly impossible to redeem them because only two
seats on a relatively empty plane are allocated for frequent fliers?
You expend all your effort to obtain miles and remain loyal to
one airline, thinking that it will pay off, only to be disappointed.
Eventually, you lose a little love for the alrline. As a physician
trying to attract a higher-end clientele, | would advise avoiding
this strategy.

[ |
Fortunately, non-surgical aesthetic medicine is still not a com-
maodity, although in my opinion it is heading in that direction.
Today, brand still matters. If a certain brand (let's call it "Doctor
Wonderful®) is widely recognized as significantly better, most
consumers will positively consider it before deciding. Many con-
sumers, even in tough economic conditions, are willing to pay a
little more for a doctor with a well-regarded and established rep-
utation (i.e., brand). Therefore, in the medical field, price itself is
not what's ultimately going to make the sale; | would argue that
pricing that's too low can be detrimental to the brand (doctor),
especially if that brand has been known in the past to be high-
end, because a lower price reduces consumers’ expectations and
devalues the brand. They may feel confused, or even deceived,
by what they thought your reputation represented. If you begin

17
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to offer discounts or lower rates, consumers’ confidence may be
shaken—they may wonder why a high-end, in-demand doctor
wiould resort to offering discounts in the frst place. Even more
importantly, you may lose your high-end brand status, which
can be very difficult if not impossible to recapture. If you are
losing market share to a less expensive brand [new doctor in
town, medspa, etc.) and want to decrease price in order to com-
pete, you have options. You can create a different brand that is
recognized as less expensive, like Toyota is to Lexus and Nissan
is to Infiniti, You can also have a reason consistent with your
brand as to why you are offering a lower price. For instance, an
end-of-the-year half-price clearance sale on Brioni suits to make
room for the new styles coming in. You can still get a Brioni suit
at the half-price sale, which means you are willing to compro-
mise on having the latest style. An aesthetic physician thinking
along these same lines may present it this way: Doctor Wonder-
ful, who never discounts Botox, is providing a one-day discount
for those who have been with him for one year as an anniversary
special. Doctor Wonderful may also offer a special one-time-only
holiday price to his or her best patients, or, if targeting a new
market, patients in the local zip code. These examples allow you
to offer a lower price and compete with local cut-rate contend-
ers while remaining brand-consistent by making the consumer
compromise slightly on convenience. The patient can get a great
price from a great doctor, but must make a small compromise in
their schedule in order to get the better value. If a special price is
offered too frequently, however, watch out—the consumer will
only wait for the next special, and the higher price that you are
seeking will never be recaptured, potentially hurting your profit
margin and brand.

18



Chapter 3

There are many medspas that are failing despite their low prices.
Why are they not succeeding, especially now? You would think
from my preaching about the importance of low price that the
quick retums and convenience that medspas offer would fulfill
all the criteria of a business that thrives in a slow economy. How-
ever, price alone is only one component. Medical procedures are
still medical procedures, and a person is exposing vulnerability
when getting a procedure done. They may want a little assur-
ance, and are willing to spend a few bucks more for that promise.
Think of it this way: you've had your eye on a new outfit and
want to buy it, knowing that you can get it at both Marshalls and
at Mordstrom, You know that at either location, you will have to
try it on in the store, so either way you will have to be exposed
and a bit vulnerable in the store's dressing room. You also know
that at MNordstrom, the changing rooms are inviting and clean,
with a bench, warm carpeted floors, and a friendly attendant; but
at Marshalls, there are pins on the cold floor and noisy kids—
as well as members of the opposite sex—running through the
roams. There aren't even any doors—just curtains separating
the individual dressing rooms. Would you be willing to spend
the extra $15 to 520 to get the outfit at Nordstrom? | think many
consumers would, Getting a Botox or filler treatment from a rec-
ognized expert in a safe environment still has an inherent value.
Additionally, medspas are a volume business, and most volume
businesses struggle with maintaining customer service, because
it is felt to be expensive and a non-revenue-generating invest-
ment. This, however, couldnt be farther from the truth. In a slow
economy, customer service that goes above and beyond s abso-
lutely critical to maintaining and growing market share.
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Improving customer service can be done easily and inexpen-
sively, as we will demonstrate in Chapter 7. Additionally, for
high-volume businesses, efficiency is critical, and with thin mar-
gins the slightest hint of inefficiency can be detrimental. If the
Wal-Marts of the world can prosper in a bad economy, so can
a high-volume, low-priced medspa. In order for the high-vol-
ume low-price strategies to work in medicine, businesses have
to emphasize customer service, maintain consistency in medical
care providers, and reevaluate all business efficiencies. It should
be mentioned that although | did at one time run five high-vol-
ume, low-priced medspas (2000-2002), | no longer do so for many
reasons, but mostly because | felt it was not consistent with the
brand | was trying to build. However, | do think that those who
are in this type of business can do it very well, but that in a slow
economy the leader will have to be on-site quite a bit, as it is
very difficult to be successful with an absent leader (See “RAT"
in Chapter 4).



WITH LIMITED FUNDS HOW DO YOU
GET CONSUMERS TO CHOOSE YOU?

Mice always get the cheese, Rats get exterminated.
Which are you?
Mice always get the cheese, Put one in a maze, and he will always
find his way to the prize. He won't give up till he gets there, Rats,
on the other hand, get fat and lazy. They stop along the way to eat
whatever garbage is there and contract and spread diseases.

What is the MICE formula? Messaging, Information, Cus-
tomer service, Efficiency (Discussed in Chapters 5-8).

But remember, RAT = Rigid, Absent and Tyrannical (See
Figure 4.1).
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Figee 41 | RAT FORMULA: RIGID, ABSENT, TYRANNICAL
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Let's start with the RATs, because | think it is important to first
make sure that you're not one! In a slow economy, the RAT detri-
ments are amplified. When the economy was good and there was
an abundance of cheese, it was easy to get fed. Everyone did well,
Mow, times are different and you will have to be leaner, faster
and smarter. It's like going straight from high school sports to the
pros: its a much faster game, and you need to react faster. The
hits are harder and they hurt more. You need to be more deter-
mined and more tolerant.

Being rigid, absent and tyrannical will get you hurt. Unfortu-
nately, being rigid, absent and tyrannical is common among many
physicians. Rigid protocols are what we learn in medical school,
and they do help most of us feel comfortable in that environment,
where we're trying to compartmentalize large volumes of infor-
mation. In real life and real practice, things are much, much dif-
ferent. There are no rigid protocols, While we may think of these
rigid protocols as a safety measure, the "blinder effect” inherent
in this rigidity will eventually steer you off the right path. Adapt-
ing to the times is important, and you must keep your finger on
the pulse of the industry to know what is coming next. In the
business world, there are thousands of examples of rigid leaders
and businesses that once led the industry and grew incredibly
cocky and overconfident, only to be passed by and submerged
by a less rigid, leaner competitor who recognized changing con-
sumer desires. Think of IBM losing out on the concept of home
computers to Microsoft, and Toyota usurping General Motors by
offering less expensive, gas efficient vehicles. Think of the pro-
tocols we leamed in medical school, and how much they have
changed since we have been out in practice. You may think that
you have the best way of doing something until it is too late. Gas-
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i

tric ulcers used to be a surgical disease; now, we use antibiotics,
The world of aesthetic medicine is changing as well, If you are
a one-trick pony, you'd better be the best around. If you're nat,
and the market decides to go in a different direction, you will
lose wour entire prospective patient population, Additionally,
you will have to work a lot harder to find and reach a contracting
group stillinterested in the old fashioned way.

NEr Ways vo iy 1 ke

There is always another way, there is always something new to
learn. | am continuously amazed by the amount of disdain we
have in medicine for those with innovative or bright ideas. So
often they get shot down or quickly dismissed at medical confer-
ences. Established physicians are the first to knock down some-
thing new, proclaiming, “It won't work! and “lt's no good!®
Sometimes, it is as subtle as a disdainful smirk as a new idea
is presented. Even If a new creative dea may not work, there is
always something that can be learned from it. | think in medicine
we have to work extra hard at not being so resistant to change.
Many of us think we are the best at what we do—this may even
be a necessary character trait for those in our field, in order to
handle the enormous responsibility that goes with what we do.
But if we think that our way is the only way, then we may actually
harm our practices in the long term. Maybe that young guy with
a quirky idea can introduce you to something new. Or maybe
that old-timer who seems way past his prime has some valuable
anecdotes that can only be crystallized over the span of a career’s
worth of experience. Your next breakthrough may evalve from
what you thought was someone alse’s bad idea.
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it to myself and then said to her,

"There is always something more to learn.”

An absentee leader is the first step toward bankruptcy. If you are
nat attentive, others will turn your business into their own vision,
and most likely without your best interest in mind. Additionally,
tomormow's disasters start with todays mild symptoms that are
often overlooked by an Inattentive leader. Before a dam breaks,
causing massive flooding, there are always leaks. Similarly, the
patient on the cardiac floor with progressive shortness of breath
and high volume V. fluids who iz heading toward pulmonary
edemna can be saved from an ICU admission by tending to him or
her earlier and with more focus. Your practice is the same. Others
won't recognize the signs that you will. If there is an issue, get
ahead and jump on it. Eight months ago, | noted a slowdown in
surgical consults and Website referrals in my practice, so | instituted
new strategies which were effective, protecting and preparing us
during this tough economic time. | saw the warning signs earlier
than even my bookkeeper or office manager, because the numbers
locked healthy. Absentee leaders don't see the warning signs
until it's too late—and then they are quick to blame others.
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Tyrannical leaders are destined to eventual failure. While in
the short term an aggressive, hard punching leader can muscle
the business through and motivate the troops, over the long
term, it becomes tiing and ineffective. Professional diplomacy
pays off with your staff, colleagues and competitors. The key to
being the leader of your team is to be a member of it. Keep your
ego out of it, and look at situations from their point of view. This
is the hardest thing to do, but its the foundation of any success-
ful business or practice. What is your employee thinking, and
why? If you understand your employee’s point of view, it will
be much easier to find a solution to any problems that may arise.
Scolding, avoiding or continuous punitive actions won't work in
the long run. An employee has to feel some sort of investment
in your practice or business, or they won't produce. In my first
book, Keys to Success, | discuss the importance of delegating in
order to grow, but you first must have effective, invested people
to whom you can delegate (See Chapter 8).
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THE MICE FORMULA: MICE ALWAYS
GET THE CHEESE

The MICE formula is an easy to remember mnemonic device
stressing the basic principles of success {See Figure 5.1). It helped
me go back to the basics and start over when | recognized a lull
in our schedule. By dissecting each one of these four compo-
nents down even further, | was able to find straight forward
salutions for meeting the challenges of the economy. | hope that
by reinforcing these four basic tenets | will have a stronger prac-
tice foundation ready to expand once the economy stabilizes,
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CUSTOMER SERVICE, EFFICIENCY

Messaging
Messaging begins with an honest assessment of who you are.
In my first book, Keys to Success, | introduce the importance of
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branding. It is essential to developing your message. You must
define who you are and what you want your practice to be.

As a physician, whether you planned it this way or not, you are
the brand. Your dress, talk, and actions are compeonents of your
brand. We encounter hundreds, if not thousands of brands every
day. Sports teams, holidays, and even people are examples of
brands that shape our behaviors, attitudes and purchasing deci-
sions. A brand is a way for patients or consumers to define you.

A brand is a collection of perceptions or natural associations.
For a real-world application, think about the Chicago Cubs, or
about your favorite sports team, What images pop into your
head? You probably see the team colors, the mascot, and maybe
emvision favorite players. Perhaps you are flooded with distinct
memaories of the unique “ballpark aroma® of beer, peanuts and
popcormn mixed together. You might even start quietly reciting the
lyrics to “Take Me Out to the Ball Game” These thoughts and
images are all part of the baseball brand. Holidays conjure up
similar associations. Whether you celebrate it or not, surely col-
ors, shapes, even fragrances pop into your head when you think
of Christmas, Hanukkah or the Fourth of July, Red and green
haliday wreaths, the scent of pine, dreidels spinning and the aro-
mas of latkahs frying, the American flag and fireworks are all
part of these widely recognized holiday brands,

Often, people represent a brand as well. Think of Oprah,
Madonna, Michael Jordan, Mother Teresa, Dolly Parton, Harry
Caray, John F. Kennedy, Marilyn Monroe, Al Capone...the list
goes on and on, Each of these people is branded by attributes,
actions, attitudes or an era, and each creates different associations
for us. Everything from bold, black rimmed glasses to a cone-
shaped lace bra become the “costumes” that help define who
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these people are and what
their brand represents.

50 how does all this brand-
ing refate to you after 20+
years of schooling? Stop and
think about the last patient
you saw. What or who were
you to that patient? How did
that patient view yvou?® And,
most importantly, how will that patient remember you? As a doc-
tor, you have to ensure that the brand you are creating matches the
image you intend to project. This image will affect how or if potential
patients choose, remember and recommend you,

Start by defining who you are, and BE HONEST. Are you
modemn and sleek, or traditional and conservative? Are you loud,
spirited and outgoing or quiet, laid back and introverted? Do you

e
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specialize in a particular treatment or technique, or do you have a
unigue trait that defines you? Do you enjoy interaction and spend-
ing extra time with patients, or are your true passions research and
groundbreaking treatments? A false representation of who you are
is a poor way to start a relationship. Be true to who you are, and
your brand will feel natural to everyone you encounter.

While reflecting on how you want to be perceived as a physi-
clan, also think of what makes you different from your contem-
poraries. Do you offer a specific treatment or utilize a proprietary
technique? Does your practice offer late night and/or weekend
appointments? Do you have a partnership with a day care center,
or cater to mothers with small children? Are you bilingual? Once
you figure out what makes you different, build it into your brand
and use it to distinguish yourself from others in your field.

Mext, determine what your goals are for your practice. Do you
aspire to reach a certain ethnic or niche group? Do you want to have

29



THRIVE Pearls to Prosper in Ay Econamy

a large-volume clinic where you can provide low-cost treatments,
or do you want to be recognized as a high-end practice catering to
a luxury crowd? Once you determine how you want your practice
to be viewed by others, it will be easier to aeate a brand that meets
these goals.

When Domino’s Pizza owner Tom Monaghan wanted to launch
his pizza business in the 70s, there were already over 350 national
pizza chains in existence. He had to figure out a hook, or what is
known as a unique selling proposition, to separate his business
from his competitors, hence the “thirty minutes or less” delivery
campaign. Yes, your practice is quite differ-
ent than that of a local pizza joint. However,
the concept of meeting market demands,
and uniguely equipping yourself to cater to
them, is a basic business premise,

Part of developing a brand is to first
create a mission statement. | know it
sounds cliché and sophomoric, but it has
really proven to be helpful, After creating
a mission statement and announcing it to
my staff, it became much easier to manage them. It also helped
me to understand who | was and what | wanted to achieve. My
first mission statement was: “To make people happy” It has now
expanded to incude much more, but that's how it started, and it
still holds true today. Your mission statement should be clear, con-
cise, simple, and written in real words that everybody can under-
stand. Remember, your staff will use it as their guiding foundation
[See Figure 5.2},

Once you decide on a mission statement and image, all of your
materials must then reflect your brand. Your brand can change
over time; but you don't want it to happen often, and you must
be prepared for the consequences if you do.
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No one brand is particularly better or more likely to succeed, | think
it is obvious that in the real world some brands are expensive (Nei-
man Marcus) and others are inexpensive (Marshalls), but both can
be successful The key is making sure the messaging, information
and customer service are consistent with the brand. When you go
to McDanald’s you know that dinner for your family is unlikely to
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exceed $30. You also know that it is going to be dean and served
quickly. In fact, most of us who take road trips with kids look for
McDonald's along the way knowing that the bathrooms will be
clean. We've come to expect a certain promise from McDonald's
and, for the most part, they deliver on their pledge. On the other
hand, when we go to Neiman Marcus we expect a great product
with exceptional service and experence. For paying a higher price,
if | need my pants tailored that day, | expect it to be done. If they can’t
meet the dermand | will get the same product for less elsewhere.
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It doesn't matter what your brand is, just that you are comfort-
able in it and stay consistent with your messaging.

a4

























































