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PRAISE FOR


Dr. David R. Pearce & Peak Success




As you read David’s book, you will be exposed to new ways of thinking about your practice goals and systems. He uses his own life experiences to demonstrate what is possible when we design our practice with an endpoint in mind. Using specific systems and proven methodologies, he outlines how a dentist can learn to “think well” by recognizing, and then altering, thinking patterns that prevent them from reaching their goals and achieving the prosperity they desire. This book provides strong management support to dentists by offering a step-by-step program to improve a dentist’s leadership capacity. David carefully explains and presents the systems necessary to carry that leadership into improved office systems, team performance, and patient treatment acceptance. This is a comprehensive guide to defining your vision, creating an action plan, and achieving your goals.


—DR. JOHN KOIS FOUNDER AND CEO, KOIS CENTER, SEATTLE, WA




In more than two decades of professional consulting for business owners of all walks of life, I have never met a man more capable of turning business owners into wealth entrepreneurs more so than Dr. David Pearce. You are about to embark on a journey of prosperity creation, business mastery and most importantly personal potential discovery. In Dr. Pearce’s new book, he takes the War of Art and Good to Great and shakes them up into a battle plan for success that will give you a rock solid business, a powerful life of fulfillment and an unlimited abundance of wealth in every way. His ability to get to the heart of the matter while being relatable and funny will help you gain clarity, confidence, and the ability to make more profitable decisions. Prepare yourself for a hard hitting, and heartfelt, book that will challenge your thinking, expand your horizons, open your eyes, and have you breaking through every single thing that is holding you back in life, business, and prosperity.


—SCOTT J. MANNING, MBA WWW.MILLIONDOLLARMETHODS.COM WWW.DENTALSUCCESSTODAY.COM




Dr. Pearce has done a wonderful job of identifying, simplifying, and providing a step-by-step process to one of the greatest barriers that we see in advanced dentistry today: getting patients to say yes to the amazing dental treatment we offer. Many dentists become clinical masters, but they can’t successfully create an office where staff change patients from someone who doesn’t believe dentistry can help them to someone who gratefully writes a large check to remove their dental disabilities. This book provides the framework needed to push your business to levels that elude many highly trained dentists for their entire careers. Dr. Pearce also provides a logical and much needed roadmap to manage business revenue and to assure the owner’s financial success and wealth accumulation. This book is a must read for any dentist (or small business entrepreneur) who wants to overcome the frustration of knowing they can do more, help patients say yes to life changing dentistry, and predictably accumulate wealth that provides real financial freedom.


—RANDOLPH R. RESNIK, DMD DIRECTOR AND FOUNDER OF RESNIK IMPLANT INSTITUTE
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Behind every great man, there stands a great woman.


While this statement is merely an observation by many, it rings true as they observe the small and large feats of man over the ages. For me, my wife, Susan, has been the behind-the-scenes support that allowed me to devote the time to create this book and gave me the encouraging push to believe I am capable of producing a sought-after manuscript.
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Introduction




My wife and I share a giggle when we travel. She is about the destination, and I am about the journey. We are both right, though our focus is different. It would be foolish to think Susan isn’t thinking about how she gets from the beginning to the end. She is a trained opera singer, and I watch her painstakingly dissect an operatic piece by repeatedly singing a few measures until they are just right, then moving on to the next measures. Yet she says she does it all for the show itself, crossing the “finish line” and hearing the applause of the patrons as the singers take their final bow at the last curtain. For me, it’s embracing the process and the work required to create the end result. To a fault, I don’t focus or acknowledge the victory like I do the required actions and work needed to reach the next level of success.


Dental-practice ownership is a journey. Early in my dental career, I was a poor leader. I expected poor conversations with my team, and I predicted that patients wouldn’t accept my treatment recommendations. As my thinking improved and my leadership skills grew, my practice rose to the top 1 percent. My team of six worked four days per week, closed the office for twelve to fourteen weeks per year, collected $18,000 to $20,000 per day, and pushed revenue toward $3 million. Our personal net worth soared past $10 million. I traveled around the world to pursue my hobby of high-altitude backpack hunting and built my wife’s dream contemporary beach house and our Montana mountain retreat. I didn’t start off with any of those aspirations. I only wanted to become the best I could be.


Perhaps the greatest acknowledgments of my personal and professional growth were the positive testimonials from countless patients who made huge investments in themselves to change their lives through dental reconstruction. I was also honored to receive many wonderful letters from team members telling me they had become better versions of themselves while working with me and how much they appreciated me and our time together.


At age thirty-five, I had an aching feeling that I would not be able to create significant good in the world because I wouldn’t have enough talent or wealth to make a huge impact. A wise friend said to me, “Do unto one what you wish you could do for the world.” That thought “seed” got planted and germinated in my soul. Our office mantra, “Changing people’s lives, one smile at a time,” aligned with my life’s purpose to make the world better by starting with one.


As I reflect back on my story, I have said to my wife, “I wish I had gotten to where I am faster. Imagine where I could have gotten?” She is always wonderful about reminding me that at least I did get there, always striving and always climbing. My journey allowed me to interact with many dentists who aspire to be more than average as well as many dentists who have incredible skill sets, yet they struggle with the same challenges I had early in my career.


My purpose in writing this book and for my coaching work is to help dentists accelerate their journeys to reach more and higher peaks than they would otherwise. My journey was mine, and your journey will be yours. I have written this book very intentionally to give you tools to fix how you think about yourself and your practice, with specific action steps to achieve forward progress. This book is meant to be read and reread since some concepts and ideas will apply at different points in your career. Be sure to check out my website at www.UltimateSuccess.Dentist, where I offer more leadership guidance, free templates, and worksheets to guide you through exercises in this book.


If you do what I suggest, you will see yourself grow. You will feel your confidence mount, and you’ll see your team, patients, and other relationships change. There is no turning back—nor would you want to. Go ahead with full force to become all you know you are capable of.[image: flag]
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CHAPTER 1


Under Your Hood


Things are not always what they seem; the first appearance deceives many; the intelligence of a few perceives what has been carefully hidden.


—PHAEDRUS




When you are asked what you think about a certain subject, you likely believe that, in that moment, you actually are thinking about your response. The reality is that you very rarely think about your responses to questions, and many times you don’t even process the question. What you believe is true, and how you think about your world has been programmed into your brain’s neural circuitry so that you don’t even give yourself the opportunity to actually contemplate subjects before you speak. You simply answer. All the experiences and observations in your life have created a template in your subconscious brain. How you respond to your environment is dictated by these templates. You will always default to your subconscious view of the world, whether that viewpoint has been intentionally developed or left to chance.


Notice the difference between your brain’s process and the time to respond to the following two questions:


•How do you feel about Donald Trump as a president?


•What is the sum of 467 and 2,179?


The first question you will give very little thought to and respond quickly. For the second question, you will pause and use a different process to actually “think,” then come up with your answer. By understanding how our brains work, we can begin to understand ourselves much better.


When I was fifteen years old, I spent part of my day at my father’s office to observe him in action. Though the concept of “shadowing” hadn’t been coined at that time, I was observing him to see if I wanted to be a civil engineer, as he was. I already felt I was interested in dentistry, yet my parents and I both thought I would benefit by exploring engineering as a potential future profession. My father had been promoted to the highest level possible in the New York State Department of Transportation system, sitting just beneath the politically appointed positions. He no longer spent his days in the field looking at jobs. People reported to him on projects, and he was accountable for the outcome of many intrastate highways and bridge construction projects in New York State. As I observed him that day, I quickly got bored because all I saw him do was paperwork and occasionally answer the phone.


Halfway through the morning, a man rather forcefully pushed past my father’s secretary and barged into my father’s office. To set the stage, my father was all of five feet and weighed 120 pounds, while this construction worker was close to six feet tall, all muscle, weighing over two hundred pounds. This man walked toward my father’s desk and, without saying hello, said, “Are you tracking my work hours?”


My father calmly stood up, came around his desk, and positioned himself right in front of this man. To me, it looked like David and Goliath. “Yes, Robert, I am.”


“Why?”


“Well, Robert, I notice that you regularly submit overtime hours, and at the same time, I notice your car missing from the parking lot when I leave each day. I’m curious how you can still be at work, yet the car you drove to work is gone at the end of your regular, non-overtime day? What are your thoughts on that, Robert?” Robert had nothing to say. In that moment, his anger subsided considerably, and he assumed a less threatening body posture. He turned and walked out of the room.


My palms were sweaty, and I imagine I was shaking a little. My father seemed calm as he went back to his desk and continued with his work. Later that day, I asked him about the incident. He told me he didn’t know Robert well but knew his name and had noticed his car. Though it wasn’t my dad’s job to check on workers’ hours, he was responsible for the entire budget as well as the outcome of the construction itself, so “every little bit mattered.” He told me he had become curious about whether Robert was abusing the overtime system, so he began tracking Robert’s time card against his actual hours worked.


My father went about gathering facts to determine whether Robert was cheating the system. I asked if he was a little nervous when he confronted this brute face to face. He smiled and said, “At one point in my career, that would have been a difficult confrontation. Back then, I knew I had to become better at those crucial conversations in order to advance up the ranks. I found that people want to know the truth about your intentions. I am simply determining whether Robert is cheating the system. If he is, I will make sure he returns the money and discuss with him what will happen if we have to address this overtime matter again. But I suspect Robert is a good guy who has a family he needs to support, and perhaps he has been making a bad decision that now has become a bad habit. If it turns out he has been misreporting his hours and collecting overtime he is not entitled to, I am confident that after we speak, he will correct his ways. However, I will continue to check in with Robert to let him know I expect him to perform well, and I believe in him and that he will do so.” That’s leadership in action. Yet my father said he wasn’t always that way. I was certainly blessed to be able to witness many examples of my father’s leadership skills as I watched him interact with people in many different scenarios. My father was an incredible leader, yet he wasn’t born that way. He had spent years training himself to think well. Leadership requires “thinking well” about our responsibility as leaders.


Leadership requires “thinking well” about our responsibility as leaders.


Of course, we all want to jump into a new sports car and feel the power and engineering at 7,000 rpm and that sensation of being glued to the road as we navigate a hairpin turn at high speed. However, unless you’re an auto mechanic, you will probably be satisfied just driving the car without ever inspecting or adjusting what makes that machine perform so well.


Our lives are similar in that we put our energy into driving our lives without intentionally learning about the mechanics of everything unseen. You know when you look at a Ford Focus that it isn’t a Porsche 718 Cayman GT4 RS, so you would be crazy to jump into the Ford Focus and scream your way into a hairpin turn. But what about your own mind? Have you purposefully examined and fine-tuned the mechanics of what is under your “hood” to achieve top performance? Are you intentional at creating the racing machine of your mind so it will allow you to achieve all you are meant to be? Let’s explore this world together and find the keys to the accelerant that will move you faster toward your life goals and purpose.


I want to suggest to you that everything you have become and will become is totally under your control, and the control is found in the 5.5 inches between your left and right ear—your brain. I’m certain that the idea of thoughts coming from your brain is not new to you. However, I am certain that for most people, the idea that your thoughts determine everything you are or will become is a new one. This inspection of thoughts and my position on thought are at the core of this book, determining your life and everything good or bad that will happen to you.


History teaches us that many individuals have contributed to our understanding of the human mind. In the fifth century BC, Socrates established the idea that you cannot depend on the authorities to have the correct insight and knowledge to solve your issues.1 He showed how just because an individual is in a powerful political position does not mean they have the answers for you. Each of us needs to ask deep questions that are intended to probe into our own mind to determine what the truth is. Within his framework, we see the importance of looking for evidence and of carefully examining commonly held reasoning and general assumptions held by those around us. The examination and questioning of these commonly held beliefs and assumptions may very well lead you to discover that no matter how appealing and comforting they may initially feel to us, following the path laid out by common thinking may not have adequate factual support and may not be congruent with the path you want your practice and your life to take. Today, Socrates’s concept of probing your own mind for the right way of thinking is called Socratic questioning.2


Socrates was followed by Plato and Aristotle, whose teachings emphasize that things are often very different from what they appear to be and that you must train your mind to look beyond what appears to be the truth on the surface, to see how things really are.


As a practical example, my daughter, Dr. Cassandra Murphy, decided to pursue setting up a scratch practice since she had been unsuccessful at locating a GP dental practice for sale within seventy-five miles of her community. Common thinking guided her to hire a company for a fee of $50,000 that specialized in start-up dental practices. She was told that they were “the experts,” and they came highly recommended by other dentists who had used them for their own “start-from-scratch” dental offices. Their methods were exactly what you might expect—use the least costly materials possible to perform the leasehold build-out, participate with all insurance policies, consider participating in Medicaid, and understand that doing a $400 crown as a participating dentist is better than the “obvious alternative” of twiddling your thumbs and doing nothing. Their expectation was for her to become profitable in twelve months.


To her credit, she watched the conventional model as it began to unfold and realized it did not fit with her vision. Conventional wisdom was either incorrect or a poor match for her goals and her purpose as a dentist. She chalked up the start-up company as a learning opportunity and redirected her practice to a fee-for-service model that focused on relationships and high-quality patient experiences. By her second month in this business, she was profitable and receiving an income.


Bad Thinking Habits


In the sixteenth century, Sir Francis Bacon laid out his position in his book The Advancement of Learning. In his works, he found that the human mind cannot be safely left to its own natural tendencies. That tendency is to display a confident, “shiny coat” on the outside while simultaneously having a very confused understanding of ourselves and self-contradictory beliefs. His work laid much of the foundation for modern science with emphasis on the information-gathering process. He developed what he called “idols,” which represent the bad-thinking habits that humans pick up. He identified several different types of idols, most notably the “Idols of the Theatre,” which represent our tendency to become trapped in conventional schools of thought, and “Idols of the Schools,” the poor-thinking habits that develop when our instruction comes from blind rules or poor instruction.


Today, many years since your dental school learning, can you see that you fell prey to accepting that instruction as ideal and proper? Now, through continuing education, you have been exposed to a different level and method of clinical evaluation, optimal diagnosis, and complete dental care, and you realize that much of what you were taught in dental school was wrong for you, so it doesn’t apply to how you want to treat your patients or run your dental business.


Sir Francis Bacon was followed by notable philosophers and scientists such as Descartes, Machiavelli, Voltaire, and Sir Isaac Newton. All these individuals added to what is now considered critical thinking, and despite the different additions they each made, they all held the same common belief: for thinking to be critical, ideas must not be accepted at face value. We must all analyze and assess all concepts for their accuracy, clarity, and relevance to our goals and desires. Therefore, by its very nature, all reasoning can be biased by points of view and frames of reference, and you must take great care when you are interpreting the data at hand.


Some of the questions you should consider when you are faced with a decision are as follows:


•What is the real issue here?


•From what point of view should I approach this issue?


•Am I making any unfounded assumptions?


•Am I making any quick and perhaps unsupported inferences?


•Is my train of thought consistent throughout the decision-making process?


•What makes this question complex?


•How can I simplify this issue into its central theme?


•How can I check the accuracy of these “facts”?


•If this is true, what else is implied?


•Do I have credible sources for my information?


Fifteen years into my fee-for-service dental business, my good friend Steve and I spent a weekend together at his lake house. We had lots of time to work together on his lake house projects and discuss life issues. At one point, as I was casually grousing about the past week, Steve asked me to explain the source of my frustrations. I shared my all-too-common story that during the prior week, my number-one assistant was out of the office on one of her three weeks of vacation. Consequently, I was performing many procedures with another assistant who was neither familiar with the procedure nor familiar with working with me. After a number of probing questions from Steve, I realized that there were “elephant-sized” questions I had never thought to ask. That was: When one team member is out of the office for their vacation time or personal days, does the office function as well as when the person is there? If the office does function as well, is that because that team member or that position isn’t needed? Or when a team member is out of the office, does the team’s ability to function diminish due to the team and the doctor feeling stressed? Do certain tasks get dropped because there isn’t enough “people power” to provide the same experience as when we are fully staffed?


The obvious answer for me was that for my lean team of five, when one team member wasn’t there, the team felt stressed. Even though the other team members worked at picking up the slack, they were stressed, and patients experienced us at less than our best. I told Steve there wasn’t an alternative and that was just the way dentistry was. He helped me see how ingrained my way of thinking had become. Was there a solution? Perhaps not for you, but for me, it was a resounding yes. After that weekend chat with Steve, my team and I never saw patients again unless every team member was in the office. No more personal days or individual team member vacation time. I’m happy to provide the reader with more details about the logistics of this shift, but our “Noble Purpose,” wanting to be our best when we were with patients, was one large step closer to fulfillment.


Aside from being able to think critically when you are making decisions or processing information, we all need to be aware of the Head Trash™ that has become ingrained in our thinking process and therefore reflected in the results we experience. Your understanding of how you look at the world is critical to achieving your life goals. You must explore the concept of mindset, or how you see the world, and present an argument that helps you realize that how you choose to view the world will be the greatest determinant in the plans you make, the actions you take, and the outcomes you observe in your life.


People have been studying and writing about the power of the mind for millennia. Whatever happens in your life, do you believe that you either have complete control or very little control over the outcomes? The way you answer that question will determine how your entire life plays out. That may sound like a strong statement, and at first, I would agree.


However, depending on what you have read, the people you surround yourself with, and your life experiences, you may or may not believe that if you can dream something in your mind, you can make it come to be. If you knew that you have control over your life outcomes, and you knew what that process looks like, would you choose to live your life by design? I am sure you answered yes, so let’s roll up our sleeves, look under your hood, run some diagnostic tests, and fix your bad thinking.


Primitive Creatures


In the 1960s, Paul MacLean, an American neuroscientist, proposed the triune brain model,3 which divided the human brain into three distinct regions. His model suggests that our brains are organized into an evolutionary hierarchy based on development. The three regions in his model are as follows:


•The reptilian brain (the basal ganglia)


•The emotional brain (the limbic system)


•The rational brain (the neocortex)


His model suggests that as man evolved, so did his brain, and in this manner, the basal ganglia formed first. The basal ganglia is thought to be in charge of our most primal instincts, followed by the limbic system, which is in charge of our emotions, and finally the neocortex, which is responsible for our thought processes. His model suggests that each of these three brain regions operates relatively independent of the other two. Therefore, when we sense we are in danger and must respond very quickly, our reptilian brain is engaged and prepares us for action by initiating the release of certain chemicals in our body, most notably adrenaline. If we witness something upsetting or receive upsetting or exciting news, our limbic system is stimulated, and chemicals are released that create our emotional experience. Lastly, the neocortex shows excited brain activity when we are solving problems or involved in critical thinking (e.g., solving a math problem).


MacLean’s model does a nice job of showing us the three different regions of the brain, though today we understand those three areas much better, and we know that they do not act independently of each other. It is much more like a symphony orchestra where different instruments switch in and out from prominent to background, and it is that blending that creates the pleasing musical piece you enjoy. In the brain, all three regions jump in at different times and with different magnitudes, and the final outcome is determined by the interactions and input from all three regions.
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