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Hi docs, welcome to The EntreMD Podcast, where it's all about helping
amazing physicians just like you embrace entrepreneurship so you can
have the freedom to live life and practice medicine on your terms. I'm your
host, Dr. Una.

Well, hello, hello, my friends. Welcome back to another episode of The
EntreMD Podcast. Thank you so much for coming back and listening, and
reviewing, and sharing, and talking about this. | am so excited.

At the time of this recording we are at 287,000 downloads, which is such a
significant number for me, because EntreMD is a movement and our job is
to help physicians embrace entrepreneurship, right? It's so we can get back
control, so we can live life on our terms, so we can practice medicine on
our terms.

And every time our numbers go up, | find out we have new listeners, | have
hundreds of people listening to episode one, it's just a reminder to me that
we are getting the job done. Okay? | was looking at some data | saw
randomly, someone was tweeting about it. And the percentage of
physicians who are employed has risen to 73%.

And when | looked at that, and nothing wrong with employment, nothing at
all. It's just that in our context there's not a lot of intrapreneurship with
employment, there's not a lot of leadership opportunities, there's not a lot of
control, there's a whole lot of burnout and things like that. And it just
reminded me of how important the work we're doing is.

And | do want to say for everyone out there who's doing the work, you are
an intrapreneur. You started embracing speaking, you starting embracing
negotiation, embracing being a leader in the workplace at your job, being
the CEO of you incorporated at your job. | just want to give a big shout out
to you.

And listen, you have stories you want to share with me, | want to share
your stories, okay? So druna@entremd.com, so that's D-R-U-N-A
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@entremd.com. | would love to hear it, | would love to share it. You are the
cavalry we've been looking for. You are the change in medicine. You are
the shining example of what is possible and people need to hear about it.

So just some of my musings, but I'm grateful that we're doing this work. I'm
grateful for your support. I'm grateful that you're a part of the cavalry, you're
sharing, you're telling other people about it. And we're going to have a very
shareable episode together right now. Right? Okay.

So we're going to be looking at the number one way to decrease your
payroll costs, okay? And | think this is really important because it is one of
the highest expenses, costs in a business. And it can be one of the best
things you do though, right? And so we're going to take a look at that.

Like private practices, you're talking hundreds and hundreds of thousands
of dollars, right? And so how do you decrease that? Now, the first place
we're going to start from is this, what you pay in payroll can be an expense
or a cost, right? It can be that, or it can be an investment. Okay?

Now, the thing about costs is that we want to decrease costs. The thing
about investments is when we make them, it may hurt a little but we're
happy we did, right? So think about investing in real estate, especially if it's
something like a syndication, you know, it's almost completely passive. So
you invest in real estate and all of that.

Yeah, does pinch a little bit maybe, when you sign the check to send the
money off to your investment. But there's also this excitement, right? Like,
oh, my goodness, look at what | just did. Okay, so what if your payroll could
go from a cost to an investment? From an expense to an investment.
That's what we're going to be looking at today.

So the number one way is not really by cutting staff or here's where you
can get people who can work for much lower or anything like that. It's
shifting, it's reframing. It's looking at your payroll cost and setting up your
payroll differently so that it goes from cost status to investment status.
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And the overarching concept here is making your employees profit centers,
okay? Making every role a profit center. If you make the roles profit centers,
then you can set it up where for every role, that role is generating its own
revenue so then it doesn't matter, right? Like your payroll is no longer a
cost now, it's an investment and you have a return on your investment. So
let me break this down to you, okay?

In your business, | want you to think about it now, in your business think
about the roles that you do have that you hire for. And so if you're a private
practice maybe you have a medical assistant, you have a front desk
person, you have a manager, you have the doctors, all of those kind of
things. If you're a coach, maybe have other coaches who are working with
you, maybe you have a sales team, maybe you have social sellers, all of
those kinds of things, right? So just, think in those terms, so that's what you
have.

What if every role was profitable by itself? Like every role is a profit center.
And | want to stop because | know we're talking to doctors and we've been
conditioned a certain way with money. So you may be saying, but | don't
lead with profit, it's not all about profit.

Of course it's not all about profit, right? We talk about serving and earning
in the EntreMD world, it starts with serving, okay? So of course serving
leads, but you cannot run a business without profit, right? So if there's no
profit, the business has to close down and the serving goes away.

So if you love serving people, you must also love making a profit because
your profit is what allows you to continue to serve people, okay? All right.
And you may be thinking, well, I'm an employee and | don't like being
thought of as a profit center. Right? Now, you are not a profit center, the
role is a profit center, right?

But this is the way it works, okay? One of the best habits you can acquire is
the habit of creating win-win situations, okay? Whenever there are two

The EntreMD Podcast with Dr. Una



Ep #249: The #1 Way to Decrease
Payroll Costs in Your Business

people involved in any kind of deal, you want to make sure that the person
is getting a win, and you are getting a win. In biology we call that a
symbiotic relationship, right?

If only one person is winning, that is a parasitic relationship. And you don't
want any business relationships or business deals that are parasitic. So
when you think about a role, okay, so again, let's say we're using a medical
assistant or we're using a front desk for a private practice, or a coach, think
of any of those roles. The revenue generated by that role should fall into
three buckets, okay?

So it should generate the person’s salary, right? The person running that
role, their salary. It should generate the overhead that it created in a way.
And it should generate profit. Okay? And this is a true win-win situation
because the salary, that is the staff reward, right? That's the reward for the
person running the role.

The overhead is the cost of business, okay? So that needs to be covered.
And the profit is the owner’s reward, right? Because the owner took the

risk, started the business, set up the stage for the job to be created and all
of that. So that's work as well, right? And that should be rewarded as well.

And so when you think about it, you want everybody to be rewarded, right?
As a staff you want to be paid well, you want to be paid for what you did,
right? And then you want the owner to also generate a profit, right? And so
you’re a business owner, you want your people to earn money, and then
you want to have a profit. No profit, business goes away, the end, right?

And so if you think about it, those are those three buckets. If every role was
creating those three buckets then there's no such thing as a payroll cost,
it's a payroll investment. And there is a return on the investment. Do you
see what I'm saying? So it's a different way of thinking about it. But then it
makes you comfortable signing those really big checks for payroll.
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Okay, so let's play around with this a little bit with some examples, right?
So let's say you are in private practice and you have a medical assistant.
So what does this look like? Well, this looks like when the person takes the
patients back, and let's say there are standard procedures that must be
done for every patient with that kind of visit. When those procedures are
not done, one is that it's bad medicine. And two is that it's bad business.

And so are we talking about manufacturing procedures that are not
needed? No, right? But there are things that need to be done for certain
patient types. And so sometimes they don't get done, sometimes they get
done but they are not billed for. It is billions of dollars that are left on the
table for unbilled things. They're not billed for, and that is throwing away,
like literally opening the window, opening up your bank account and just
throwing all the money out. That's what that is, right?

And so if they are capturing all your revenue and all the revenue
opportunities, then they're being profitable. If the MA is making sure that
everyone who comes is leaving with an appointment, they are being
profitable.

So for instance, if you see 20 patients a day and out of the 20 they
schedule 20 appointments, okay? Which usually doesn't happen, but let's
say they schedule 16 appointments. Okay, so they scheduled 80% of the
patients. And for the sake of the easy math, let's say that for each one of
those patient visits that were scheduled, that it is worth $200, right? That
means that they generated $3,200. $3,200 in one day, right?

If you think about that, that means that that person, even though it's not a
lot of cha-ching in the medical office, but if you think about it, if they do
32,000 four days a week, that comes to $51,000 a month. And | paused so
you can think about that, right?

If they did that every single month, that means every other month they’re
bringing in 100,000. Your MA becomes a profit center and your MA pays
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for herself, pays for the overhead associated with her job and her work and
all of those things, and generates a profit, right?

Same thing with the front desk. When | train people when | do consulting
for private practices and we're trying to turn things around, I'm like, “Think
about your front desk as a salesperson.” Again, we don't use those terms
because it's almost like a cuss word in medicine, but we're changing that.
Because when we don't train our front desk to realize that a huge part of
their job is to capture appointments, then people will call and say, “Hey, |
want to make an appointment,” and they’ll say we're booked.

And | cannot tell you how many doctors are so frustrated. They're like my
schedule is not full, I heard overheard my front desk person say we're
booked, we can't see any more people. That's because they're not trained
to be profit centers. They don't realize how many appointments it takes to
break even, how many appointments we want to see ideally, and all of that.
They don't quite see it that way.

But what if you trained them as a profit center? Again, we go back to the
same thing. What if, based on people who call in or people who call in for
questions that should really be appointments, what if out of the hundreds of
phone calls that they answer every day, they are able to schedule 20
patients?

If they schedule 20 patients a day, that's $4,000. If they do that four days a
week, that's $16,000. If they do that four weeks in a month, that's $64,000
And in a year it's $768,000. It covers their paycheck, it covers the
overhead, and it generates a profit, right? And so if you think about it that
way, the payroll is no longer a cost. It's an investment, right?

So it's a tiny shift, because there are none of these things that an MA
doesn’t already do, or a front desk person doesn'’t already do. But it may be
viewed as some extra thing, it may be viewed as some annoying thing that
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| need to do. It may be viewed as a bother. It may not be on their KPIs at
all.

Does your front desk person know how many people you want on your
schedule? Is your front desk person rewarded for filling up your schedule?
So think about it in those terms.

Well, what if you're a coach and you have another coach working with you?
And there are ways to do it, for instance if they're working with other
people, do they also have the responsibility of driving renewals, right? So
they're already working with people, say you work with people for six
months. But you and | know people can need help for years really.

And this is not about selling people things they don't need, but hey, you're
getting a lot of results. This is where we are, and we can go on for another
six months or whatever. Do they drive renewals, right? Because if they
drive renewals, again, they’re profit centers, right?

Some coaches are set up such that they can run their own informational
sessions to get people to sign up. They would do it with affiliates and all of
those kinds of things. But if you had your coaches doing that, and they
were bringing in one, two, three, four clients a month, then they’re profit
centers, right? And so you can bring on a coach to support your clients and
it's not a payroll expense or a cost, it is a payroll investment. And so there
are ways to do it. There are ways to do it.

With your sales team it’s kind of like, you know, they're the sales team so
it's easy to do that. But with all these other roles, there are ways to make
them profit centers, to make it where their work, day to day, directly impacts
the bottom line.

Now, the only kind of exception maybe to this would be someone who is in
a purely administrative role. And with these ones, | usually say you're
probably ending up with one, right? Everybody else should be a profit
center. And so that may be the person who manages your personal email,
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manages your calendar, maybe schedule some social media, and all of
those kinds of things, does some customer service.

But there is still a way to build it in, right? And this is a role that you can
actually allow to be a non-revenue generating role as long as you are clear
that what this person does is they take all these administrative things off my
plate, as the owner, to free me up to do high-level revenue generating
activities.

And so what that means is, for instance, you may bring on an
administrative person as a coach. All right, then you now have to look, what
are the things that directly impact the bottom line for my business? It could
be hosting workshops, it could be doing joint venture, lives, podcasts and
things like that. It could be running info sessions. It could be doing sales
calls and consults and things like that.

So what your admin person’s cost is to set you free of working the calendar
when you can be talking to somebody who might work with you, right? And
so you want to look at it in that way, that person is freeing me up so | could
build more RGA, that's revenue generating activity, RGA time into my
business, right?

So in that way the admin is still an investment. Do you see what | mean?
And so your admin may be such that your admin can only do admin stuff,
but it's still a profit center because she or he up-leveled your ability to be a
profit center.

So that's kind of the way to think about it. The more people you have on
your team who are non-revenue generators, the more at risk your business
is, right? Then you have a payroll cost, you have an expense, and it just
sucks to pay it, right?

And so start thinking in these kinds of terms, how do | convert, so this is
your homework. How do | convert the roles in my company to profit
centers? How do | convert them to profit centers? And you don't have to be
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overwhelmed by every single one if you have a lot of team members, but
you start, right? Because you remember, | talk about this quote a lot that |
hear from my husband, if you don't start from where you are, you’ll stay
where you are.

So maybe today you're just picking, | never even thought about thinking of
my front desk, letting them know how many appointments | need and all of
those kinds of things. I've never thought about that. So it's not a thing, we're
conscious of, it's not a thing we even measure, right? And so maybe that's
where you start.

Maybe you're a coach and you're like, | never thought about that and
renewals and like, yeah. And so they can get appointments on their
calendar and talk to people about renewals. And so it changes your
business.

And the thing is this, right, for your business to afford a team, it needs to
make money. The end. It needs to make money. And so you figure out how
to do that, then you can have a team, you're okay with your team, you guys
are doing great work together, they're happy they get a good salary, you're
happy you get a profit, overhead is covered, business can live on and
continue to serve a lot of people. Okay?

All right. So, you know my philosophy, business is math, this is not an
emotional thing. This is just the way business works. And if you want to
serve people in a container of business, this really is the way to think about
it, okay?

So that's your homework, go look in your business, go look at those roles,
start making the adjustments because you can love writing those payroll
checks, right? Knowing that it gives you the opportunity to serve more
people, and it gives you the opportunity to build a better company, and it
gives you longevity. And it is the way forward. Imagine loving to sign those
checks. That could be your reality. Okay?
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All right. So, | want you to do me a solid and take this episode and share it
with the doctors in your life, okay? You know we did not get a business
education and we call The EntreMD Podcast your free MBA, right? And this
right here will save a lot of businesses. This right here will multiply the
productivity and the profitability of many businesses.

This right here will help a lot of doctors go from solopreneur or not owning a
productive, efficient team to building a company, like building an
organization that can run, that knows how to work its money, its profits and
all of that. And you could be the reason why that's happening because you
share this episode with them. So share the episode, and | will see you on
the next episode of The EntreMD Podcast.

Hey, if you love listening to The EntreMD Podcast | want to invite you to
join EntreMD On Demand. It is my signature subscription program that
gives you access to a library of business courses designed to help you do
one thing as a physician entrepreneur, and that is to thrive. Just head out to
entremd.com/ondemand and I'd love to have you join us. See you on the
inside.
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