
 

 

  



 

 

Praise for Profit First 

 

 

“Profit First is simple, easy to implement, and it makes a huge 

difference.   I have seen individuals who adopted Profit First 

into their practice have been profitable since day one. They 

are not just profitable on paper, but they have tangible assets 

and cash flow. “ 

Dr. Barbara Eaton, Simple Solutions for Success, LLC 

 

 

 

“When it comes to value and credibility, there is the message 

and there is the messenger.  In the case of Profit First for 

Chiropractors, not only is its message vital, but also the 

authors, who are the messengers, are supreme experts that 

we have worked with for decades.  There is zero doubt 

reading it will make you richer.”   

Dr. Patrick Gentempo Jr. & Laurie Gentempo, 

Action Potential Holdings Inc 

 

 

 

“You have to use Profit First because it makes so much sense 

and it can be customized for your practice. Profit First makes 

earning money a celebration. It brings you joy seeing the 

numbers change little by little. The system supports you in 

achieving your incremental goals. “ 

Dr. Sara Perry, Inspired Chiropractic & Wellness, Lakewood 

 

 



 

 

"I've always been great at budgeting and managing my money, 

but in chiropractic school, we were never taught how to 

manage business finances. My type A, goody-two-shoes nature 

wanted to make sure I was doing things right from the get-go 

and that's how I ended up connecting with Deb and Sabrina. 

They have been fantastic to work with. 

They taught me the right and wrong way to handle money 

and how to allocate my business funds. They also helped me 

track my expenses so I knew how to budget my true and correct 

overhead each month, which in turn helped me know what my 

business could afford as we grew. I actually loved their systems 

so much that I implemented them in my personal financial life 

as well. It's super easy once you learn and has been an integral 

part in my business thriving financially. I'd never recommend 

beginning a business, especially a chiropractic business, 

without the guidance of the Profit First system and Deb and 

Sabrina's help." 

Dr. Diana Husk, Cumming Family Chiropractic 

 

“Deb and Sabrina with Profit First Chiro are extremely 

professional, knowledgeable, and provide great value. I read 

the book Profit First by Mike Michalowicz twice and I was 

implementing some of his concepts with some success. 

However, Deb and Sabrina took these concepts, applied them 

to chiropractic practice and that made all the difference. They 

systematically helped me to uncover and understand the 

finances of my business like no other professional has in the 

past. 

They are a treasure trove of practical knowledge to help the 

chiropractor maximize their resources. I have more clarity and 

confidence in my business with their service. If you are looking 

to get a clear picture of the financial health of your business in 

order to grow and provide more impact in your community, I 

highly recommend Profit First Chiro.” 

Dr. Seth Labott, Café of Life Marin 
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Words of Wisdom 
(listed in alphabetical order) 

 

 

“Profit First and NUVAsuite help simplify the numbers for the 

owner making it easier to understand and make necessary 

changes.” 

Dr. Jordan Butler, Pure Balance Family Chiropractic 

 

 

“Focusing on your business side of your practice will allow you to 

build a practice that makes money and is worthy of selling versus 

selling below asset value or worse yet just closing the doors.” 

Dr. Trent Camp, 2 Comma Chiropractic 

 

 

“Profit First gives you a healthy relationship with money.” 

Debra Cassera, Innate Potential 

 

 

“Having financial controls of the practice and the tools to easily get 

the information you need allows you to make good decisions both 

professionally and personally.” 

Michael J Cassera, My Cloud Success LLC 

 

 

“What I love about profit first is it is simple and easy to implement 

and makes a huge difference” 

Dr. Barbara Eaton, Simple Solutions for Success, LLC 

 

 

“To be sustainably successful you have to find happiness in your 

work and not project other people’s vision of success upon 

yourself.” 

Dr. Stephen Franson, The Remarkable Practice 

 

 



 

 

“Alignment of service and profit is an essential philosophical 

achievement if one wants to have sustainable success.” 

Dr. Patrick Gentempo Jr, Action Potential Holdings Inc 

 

 

“Implementing Profit First made a massive difference in my 

businesses. Finally, after chasing my tail for years, we’re focused 

on how much we get to keep instead of making more, spending 

more.” 

Jeff Hays, Jeff Hays Films 

 

 

“The definition of success is different for everyone based on your 

time resources and emotional resources.” 

Dr. Tami Hartman Stappas, Total Wellness of NJ 

 

 

“Overhead expenses have to be controlled, and you need to 

consider alternative approaches to secure your profits and be 

able to serve your community without financial concerns.” 

  Dr. Bret Hartman, Total Wellness of NJ 

 

 

“With right structure and goal setting you can be profitable from 

opening day.” 

Dr. Jeremy Hess, AMPED 

 

 

“You need to understand your goals for your lifestyle. Not what 

everyone thinks. It needs to be right for you. Your Values.” 

Dr. Steve Hoffman, Chiropractic Mastery 

 

 

“Keep expenses controlled and don’t think the grass is always 

greener on the other side; avoid thinking the next shiny object is 

going to change your practice.” 

Dr. Peter Holst 



 

 

“I love the Profit First system so much I also implemented into my 

personal financial life as well.” 

Dr. Diana Husk, Cumming Family Chiropractic 

 

 

“Successful chiropractors have several things in common. A 

steadfast commitment to chiropractic principles, an 

understanding of the Profit First principles, and staying On 

Purpose with the latest in science, politics, and philosophy” 

Dr. Christopher Kent, On Purpose 

 

 

“Finances are key to achieving office efficiencies” 

Dr. Seth Labott, Café of Life Marin 

 

 

“Profit First gives you permission to make the necessary changes 

in your practice and truly understand how to evaluate your 

business. Don’t know where we would be without Profit First” 

Mery Labott, Café of Life Marin 

 

 

“If you’re not profitable you can’t live the life you were intended 

to live, and you can’t serve your community either.” 

Dr. Gilles Lamarche,  

VP of University. Advancement & Enrollment Life University 

 

 

“You must pay yourself first to build wealth. Capturing profit 

first from your revenue, and only then paying all of your 

expenses. It completely changed our life. This powerful 

concept has grown our net worth faster than any other 

business success principle we have learned.”   

Dr. Allen Miner, Chiro Matchmakers 

 



 

 

“Get the staff involved with talking to the patients about the value 

of chiropractic and their wellbeing – the staff want the office to be 

successful.”                                          

Deborah Martin 

 

“Setting up Profit First from the beginning is what it takes to have 

a successful practice for the long haul because you realize you 

need to pay yourself and you need to make decisions on what 

you purchase with a different viewpoint.” 

Dr. David Moore 

 

 

“Profit First takes you from a place of financial mystery to a place 

of financial clarity.” 

Sabrina Pelech, Innate Potential 

 

 

“You have to use Profit First. You can do it your own way and it 

really makes sense.  It makes earning money a celebration. It 

brings you joy as you reach your incremental goals consistently.” 

Dr. Sara Perry, Inspired Chiropractic & Wellness, Lakewood 

 

 

“You can’t stay on purpose if you’re not profitable” 

Dr. Shawn Powers, Circle of Power Coaching & Mastermind 

 

 

“Sharing the NUVAsuite dashboard and practice goals with the 

staff helps motivate them to reach our weekly numbers.” 

Dr. Cherine Reid, Health First Chiropractic & Wellness 

 

 

“Knowing your numbers both for profitability and marketing are 

key to being successful.” 

Dr. Mike Reid, Chiropractic Masters International & Prosperity 10x 
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Profit First for Chiropractors Foreword  

by Mike Michalowicz, author of Profit First 
 

 

 

I was enjoying my morning cereal as I read the newspaper 

headline entitled “Back To Work.”1 

The article I was reading featured a study about the time it 

takes and the medical care required to have a person return to 

work. And, shocker of shocks, the costs are lower and the 

recovery period is faster when claimants with low back pain 

receive treatment provided by chiropractors as opposed to 

alternative providers.  Researchers examined more than 2 

million claims from 28 states for individuals during a two-year 

time span. The cost for services that included chiropractic work 

was 61 percent less than for cases that received no chiropractic 

treatment.   

 

Chiropractors bring significant results. Cost effectively. 

Naturally. 

 

I smiled when reading that article because my experience 

with chiropractic doctors has been the same: extraordinary, 

healthy impact. My chiropractor has adjusted my back, my 
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shoulders, my knees, my neck, and even my hand (I had no idea 

that could be adjusted). He didn't do all of that during one 

appointment, but over time as different needs presented 

themselves. Every time I felt better. And that research I was 

reading proves that chiropractic services matter on an objective 

level. My personal, and subjective view, is that it works too. The 

work you do matters, but none of that matters if you don’t have 

a healthy business backing you. 

I have the privilege to know many chiropractors myself and 

it has become clear: running a chiropractic business can be an 

uphill battle. Many chiropractors come out of school with a load 

of financial debt. At university they are loaded up with 

chiropractic knowledge and skills, but they don’t get much (or 

any) training in operating a business. They don’t get trained on 

managing cash flow, establishing billing practices, collection 

methods or analyzing their financials.  There is no question you 

are driven to care for your patients and bring them optimized 

health. But there is a question if you have been positioned to 

bring optimal health to your business. We need to fix that. 

Enter the dream team: Debra Cassera and Sabrina Pelech.  

They are the (emphasis on “the”) experts for chiropractic 

business fiscal health. Debra and Sabrina are the co-founders 

of Innate Potential, a firm which manages the finances and 

ensures the permanent profitability of chiropractic offices 

across the nation.  

Let me first introduce you to Debra. She has a lifelong career 

in finances and was a CFO for a NASDAQ traded company by 

the time she was thirty years old. In the past, she has served as 

President and CEO at a multimillion-dollar chiropractic 

business.  After years of working within corporations and fixing 

their finances, Debra co-founded a firm to serve the 

chiropractic community.  With her knowledge and experience 

she has turned dozens and dozens of struggling and check-to-
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check chiropractic practices into persistent, permanent money-

making machines. 

Now I would like to introduce you to Sabrina. She started her 

career as an accountant and quickly earned her CPA. Like 

Debra, Sabrina has always had a passion for personal wellness 

and quickly “found her people” when she joined a multimillion-

dollar chiropractic business and served as Financial Controller. 

Sabrina is the type of person who likes to get her hands dirty. 

With the company she owns with Debra, Sabrina is regularly 

guiding chiropractors to optimize their cash flow management 

and create a sustainable financial model achieving their 

personal and professional goals. 

Through their work, Debra and Sabrina, have helped 

chiropractors to develop clear financial expectations, eradicate 

debt, organize large (and small) purchasing decisions, create 

effective financial planning strategies, optimize offerings for 

both new and established patients, and connect with their 

financial future. In short, Debra and Sabrina teach them to 

achieve permanent profitability. And they are about to teach 

you the same, in this book. 

What amazes me about Debra and Sabrina is their ability to 

help a chiropractic business regardless of its situation. Some 

chiropractic offices are laden with debt and surviving check by 

check. It reminds me of how I hobbled into my own doctor’s 

office after playing a lacrosse game well after my college career 

had ended. I crumpled down on the table, thinking there was 

no recovering from this one, but after a few adjustments here 

and another adjustment there, I felt better. After a few more 

visits, all pain was gone. I again was walking straight and 

without pain. My doctor, through simple adjustments, made 

me healthy again. Debra and Sabrina will do the same for your 

business. You may feel crippled, but sure enough, with just a 

few proper adjustments you will have a healthy business again.
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1https://www.claimsjournal.com/news/national/2022/05/18/310515.html 

 

 

 

If you are a chiropractic student, a recent graduate, starting 

a new practice, or have been at it for years (or decades) but the 

finances are not where they need to be... this book is for you. 

With just a few adjustments, your business will be healthy 

again.  

My favorite aspect of life is profitability. Profitability 

translates to sustainability. It empowers me to do the work I 

feel called to do. It gives me freedom to live the life I want to 

live. It will do the same for you. 

Good people can only do good things if they have the means 

to do it. Permanent profitability will do that for you and your 

practice. I am more than just proud that Debra Cassera and 

Sabrina Pelech have written this book, I am honored that they 

are carrying the profitability torch.

https://www.claimsjournal.com/news/national/2022/05/18/310515.htm


 

 

 

 

 
 

Preface 

Patrick Gentempo, Jr., D.C. 
CEO – Action Potential Holdings, Inc. 

 
 

Profit. This word carries a lot of baggage with it.  It has 

significant moral implications that date back to the Bible.  It can 

be associated with greed, lust, and human depravity.   

 

And without it, civilization would cease to exist. 

 

For decades, I had taught countless thousands of 

chiropractors worldwide the virtue of integrating philosophy, 

science and practice strategy with a congruent flow that would 

lead to superior service and profits.   

 

Why Philosophy? 

Because without it, one lives with inherent contradictions 

that inevitably lead to destruction.  Understanding the 

philosophical premises that are the basis for the very existence 

of chiropractic is essential for the DC to construct a powerful 

purpose for their practice and clear goal for every member of 

that practice. 

Further, when it comes to the procedures of the practice as 

well as its business practices, philosophy will drive the choices 

one makes.  A symmetry emerges from this where the whole is 

greater than the sum of its parts.  This is how I define success. 
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In the many immersion experiences, I’ve led for thousands 

of chiropractors to sort through all these things, one thing I’ve 

witnessed is that the most debilitating contradiction they face 

is seeing a conflict between providing a critical humanitarian 

service and earning a profit.   

Sorting through this philosophical contradiction is a book 

within itself, but suffice it to say, alignment of service and profit 

is an essential philosophical achievement if one wants to have 

sustainable success.  The good news is that many DCs get the 

exceptional service part right.  The bad news is that many DCs 

get the profit part wrong. 

 

That’s why you need to read this book. 

 

I have worked with Debra Cassera for many, many years and 

still do to this day.  Debra and her coauthor Sabrina Pelech’s 

integrated expertise in the Profit First model and chiropractic 

practice are unmatched.  They really get it.  Applying the Profit 

First model to chiropractic practice is a breakthrough that you 

and the rest of the profession should adopt.  The payoff is 

sizeable materially and spiritually. 

So, prepare yourself for an important journey that Debra 

and Sabrina have worked hard to create for you.  Your future is 

already brighter for engaging in it. 

 



 

 

 

 

 

Welcome 

 

 

 

Will your practice provide you and your family with a 

lifetime time of happiness and purpose?  
You started your practice in part not only to serve your 

community but to create a life that you desired for yourself or 

your family. But unfortunately, so far, your practice has done 

little to deliver on those goals. But this doesn’t have to continue 

to be your reality.  

When we were introduced to Profit First, we had no idea the 

transformation it would create for our business and our 

personal lives. On the surface, Profit First is a simple cash flow 

management system that will allow you, as a practice owner, to 

better understand your practice’s finances on a day-to-day 

basis.  

But it doesn’t stop there. Along the way, as you implement 

the system, you will experience a shift in your mindset that will 

truly transform your future. You will achieve this 

transformation with a profoundly simple adjustment, putting 

your profits first.   

You have taken the first step towards having a purposeful 

and profitable practice by picking up this book. This book 

contains a mixture of true stories from chiropractors we talked 

to or worked with and the fundamentals of how to implement 
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the Profit First system.  All you need to do now is, commit to 

reading and implementing its teaching into your practice.  

Whatever you do, don’t skip the taking action part. You can’t 

read this book then go back to practice as usual and expect to 

experience the transformation. You need to take action. 

This book is broken up into three parts. Part One takes you 

step by step through implementing the basics of the system 

into your practice. By the end, you will understand the Profit 

First system and how to make it work in your practice.  

Part Two is your Targeted Implementation Guide. Each one 

of these chapters dives deep into specific topics that apply to 

practices at different stages. Part Three includes important 

resources and guides you will need during your 

implementation.  

Implementing Profit First is the way you will achieve the 

success you envisioned when you decided to become a 

chiropractor. Our mission is to arm you with an in-depth 

knowledge of the Profit First system, motivating you to 

reprioritize profit, leverage the benefits of financial simplicity, 

and (re)gain financial peace. 

We know that when we work together as one chiropractic 

community, we will all be more purposeful, more successful 

and create the transformations we desire for ourselves and our 

communities.   

Now read on to begin your journey to permanent 

profitability while fulfilling your purpose.  Email us at 

Success@ProfitFirstChiro.com with the subject line: I am 

committing to making my practice profitable to let us know 

you have started your journey!

mailto:Success@ProfitFirstChiro.com


 

 

 

 

 

Chapter 1 

Defining what Success Means to you 

 

 

 

The Merriam-Webster dictionary defines success as “a 

favorable or desired outcome.” But, who defines the outcome? 

When you were a student, it was your professors. When you are 

an employee, your managers set what they think is the best 

outcome for the company or your department. They decide if 

what you are doing is good enough to meet expectations and 

they control your tasks. You are assigned a job and are 

expected to complete it within a certain amount of time to a 

certain level. There is not much control that you have as an 

employee other than to determine the amount of effort you put 

in to meet these expectations.  

This is not the case, though, when you own your own 

practice. The desired outcome is totally up to you to determine. 

You will determine the amount of income that you want to 

generate, the ideal number of patients that you want to serve, 

your role in the practice as it grows, whether or not you hire 

any additional associates or specialties, how you are going to 

pay off your student debt, and the list goes on and on.  

One of the greatest benefits of owning your own practice is 

being in control of your own success. But what happens when 

you don’t define what that success looks like? You end up 
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constantly trying to achieve everyone else’s definition of 

success while losing sight of your vision and happiness.  

A great example of this was demonstrated when we spoke 

with Dr. Liam, who told us about his journey to define his 

success. When he started his practice, his biggest goal was 

volume based. He wanted to be that million-dollar practice that 

everyone talks about.  

He even went as far as to write a book and speak around the 

USA to help other chiropractors achieve success in their 

practices. He was still running an active practice, even though 

he was traveling to different cities every month. He was missing 

out on seeing his kids growing up. That was when he realized 

he absolutely hated it.   

He realized then that he never felt he had achieved success 

because the goals he was chasing came from a mashup of other 

people’s goals.  He had felt an obligation to chase what had 

become the definition of chiropractic success or risk being seen 

as unsuccessful by his peers. It became more of a badge of 

honor rather than his individual definition of success.   

He was grinding day in and day out to achieve someone 

else’s goals. While traveling and giving other chiropractors the 

fire they needed to achieve success was fulfilling for him, he 

had lost touch with his true purpose of bringing health to his 

own patients.  He wasn’t making the impact he wanted in his 

own community. 

It was time for him to clearly define what success meant to 

him and refocus all his energy on his own practice and spend 

more time with his family. He returned home and spent the 

next year expanding his practice by over 50%.  

 It is so important as a practice owner that you stop and 

define what success means to you and your practice, not just 

go on what other people say success is. Owning your own 

practice takes a lot of hard work and dedication to overcome 
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the many ups and downs. It will push your resiliency to the test. 

If you are strongly rooted in your goals for your practice and 

your purpose, you will weather the storms much better than 

someone who is unsure of where they are going. 

There are so many ways to define success, and it all depends 

on where you are in your journey. Are you a new student who 

just graduated and looking to pay down your student debt so 

you can buy a house? Are you a parent who wants to spend 

time with your children rather than put them in daycare every 

day? Are you looking to grow your income so that your family’s 

financial future is stable? Are you looking to create a legacy and 

sell your practice to fund your retirement?  

Without the definition of success, you will never know where 

you are trying to take your practice or if you have ever reached 

what you wanted to achieve.  

With no plan, it is so easy to get swept up in new purchases 

that promise to be that revenue booster for your practice you 

have been looking for, adding new services because someone 

suggested it, or expanding your practice footprint so that you 

have more space.  

Whatever the distraction is, they creep in when you haven’t 

clearly defined what success means to you.  It is so important 

to create your definition of success because without it clearly 

defined, it will be almost impossible to have a successful 

practice because you will never see it as successful. It may be 

successful to others looking in, but that is not what matters. 

What matters is how you see your practice and how you define 

success. 

So how do you go about determining your definition of 

success? Start by imagining yourself in five years; what are you 

doing? What does your life look like? Do you have a family? Have 

you bought a house? Have you eliminated your debt? Are you 

building your practice to sell it? 
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Once you have determined what you imagine your life to 

look like in five years you will need to work on putting together 

SMART goals, Specific, Measurable, Attainable, Relevant, and 

Time-Based, to achieve that vision. Download a guide on writing 

SMART goals at ProfitFirstChiro.com/Resources. 

 

Healer and Profits 

Often times when you hear the word profit, it comes with a 

stigma of being a bad thing. That profits are only generated by 

the “big evil” corporations that are just ripping people off to 

make more and more money.  

In reality, profits are what allow businesses, especially small 

businesses or practices to experience longevity. Without 

profits, you are generating literally just enough income to cover 

your expenses. This leaves you absolutely no room for 

fluctuation in your income and gives you zero cash cushion. 

After living through 2020, I think it is safe to say that there is no 

one out there who doesn’t now understand the need to have 

some cash cushion.  

Even though you have seen first-hand the importance of the 

need to have profits in your practice, it is still hard to reconcile 

with as a healing and purpose-based practitioner.  

When we asked Dr. Isabelle if we could share her journey 

implementing Profit First in the book, she first hesitated, 

thinking about how her patients would feel about her being 

featured in a book about profits. Questions cycled through her 

mind: Would they leave and never come back? Would they think 

I am compromising their care because I am charging more for 

the care than I am spending on expenses?  

Most chiropractors go to school because they desire to help 

people, but they also go to school because they want a career 

that provides for their families and their desired lifestyle. 
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However, she soon realized that having a profitable practice 

is actually a good thing for her patients. It means that she can 

continue to serve them. Without the profits that she was able 

to generate in her first year in practice, she wouldn’t have been 

able to expand her practice into the suite that became available 

adjacent to her practice and actually double her practice’s 

adjusting space.  

More space means that her capacity to serve increased, and 

she was able to reach more patients in her community. Also, by 

having profits in her practice, she is focused on providing 

patient care rather than trying to figure out how she is going to 

be able to afford her bills.  

Implementing Profit First forever changes the way that you 

see profits in your practice. It gives you the clarity and 

understanding of how important they are to your financial 

future. 

 

You have a responsibility to be successful 

People need chiropractic care now more than ever, and 

more and more people recognize its benefits to their overall 

health and wellbeing. Your community is relying on you to have 

a successful practice so that they can thrive in their own lives.  

You have a responsibility to not only provide excellent care 

but to also have a financially stable practice so that you can 

focus on your patients. Patients don’t want to go to a practice 

where the doctor is distracted or constantly looks worried. They 

want someone who is focused on ensuring that they are giving 

the best care and listening to the patient’s needs. 

Using simple and easy ways to manage your finances will 

give you the peace of mind you desire and allow you to focus 

your energy on the clinical aspects of your practice and the 

things you are passionate about.  
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Take Action: Define your Success 

Step 1: What is your vision for your practice? What will 

your practice look like in five years? What impact will that have 

on your home life? 

Step 2: Create your SMART goals. What are three goals that 

you want to achieve by implementing Profit First into your 

practice?   We would love to hear from you. Send your SMART 

goals to Success@ProfitFirstChiro.com to connect with us! 

mailto:Success@ProfitFirstChiro.com


 

 

 

 

 

Chapter 2 

The Business of Owning a Chiropractic 

Practice 

 

 

 

Ask any chiropractor how they first got introduced to the 

profession, and you will probably hear a story about how it 

changed their life or the life of someone close to them.  

Many stories are very similar. These people have been 

experiencing symptoms they tried to treat for weeks, months, 

years, or even decades unsuccessfully.  One day they are 

introduced to chiropractic. Someone they knew, who was 

under care, suggested they see a chiropractor as it could help 

them with their health, or maybe they saw an advertisement 

and figured it couldn’t hurt to try something new at this point.  

We are sure if you think back to what sparked you to become 

a chiropractor, you may have a similar story and the desire to 

help people live a better and healthier life.  

Your vision for your practice, however, didn’t include being 

buried in debt and struggling to balance running the business 

of your practice while providing the best care for your patients.  

This, unfortunately, is the story for too many chiropractors, 

including one of our clients, Dr. John.  After years of trying to 

find his path, he acquired a practice from a classmate. He 
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acquired the practice by agreeing to pay off the previous 

owner’s practice debt. The practice had an established patient 

base who would keep coming in and would give him the 

revenue base he needed to get started.   

When Dr. John first came to us, his practice was generating 

over $500,000 per year in revenues. At first, that sounds like a 

great practice, one you would want to have. But, that was just 

the surface of the story. 

Even though Dr. John was generating what is considered 

significant revenue numbers, he was losing money each year. 

Dr. John was drowning in debt and struggling to make ends 

meet both in his practice and at home. He relied on his practice 

to not only pay the practice’s bills but to also pay for his family’s 

lifestyle. 

His operating expenses were a cash-eating monster, eating 

away every dollar he was generating and then some. It was not 

even close to the dream practice he had envisioned when he 

made the acquisition.  

He was starting to dread everything about his practice. 

During our first meeting, he told us how he liked to use the 

doorknob test to gauge how his practice was going.  When he 

would unlock his door to start seeing patients in the morning, 

he would ask himself, how did he feel turning the doorknob? 

Lately, he had just been overwhelmed with stress about the 

future of his practice and his life. He wasn’t excited anymore to 

be helping people; but instead he was just overwhelmed with 

worry about how he would make ends meet.  

This worry was seeping into every aspect of his life. He spent 

more time worrying about the future than focusing on the 

present and caring for his patients. Not only was his 

professional life suffering, but so was his home life. He was the 

only income source for his family, and they all relied on him to 

take care of the house and put food on the table.  



The Business of Owning a Chiropractic Practice  11 

 

 

While his practice, generating over $500,000 in revenues, 

was not generating the income he needed to provide the life he 

wanted for his family.    

All too often, practice success is only measured by the 

revenue generated. Surely you have seen it in advertisements 

or participated in a discussion where a chiropractor boasts that 

they have a $500,000 or $750,000 practice. Everyone walks 

away thinking that practice must be successful and paying the 

owner lots of money because it is making over half a million 

dollars in revenue each year! 

So many times, though, what they mean to say is my practice 

generates $500,000 in revenue, and some small portion of that, 

if any, goes to me as the practice owner. I keep working to 

generate more and more revenue, but I can never afford my 

expenses and pay myself a regular salary that affords me the 

lifestyle I want for myself and my family.  

 

The Purpose of your Practice? 

So many chiropractors blend together their purpose as a 

chiropractor and the purpose of their practice. Ultimately, the 

chiropractor’s purpose of being a healer and serving their 

community takes over as the sole purpose. But they really 

aren’t the same; they are different entities with two separate 

purposes in this world. 

Dr. Chris shared with us the story of when he was first 

introduced to this concept. He was attending a practice building 

mastermind, and the question was asked, “What is your 

purpose,” and he quickly jumped with his response. He clearly 

knew his purpose as a chiropractor. But when the follow-up 

question was posed, “What is the purpose of your practice?” he 

had to stop and think. He had never thought of them as two 

separate things before. He sat back and thought about the 

other businesses in his community and how they operated.  
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He thought about the restaurant where he had eaten dinner 

the night before. The restaurant took an empty lot and built a 

beautiful space to serve its customers. The chefs bought 

delicious raw ingredients, they then prepared with their talents 

and skills before charging at least four times what they paid for 

the ingredients. The customers willingly paid for it because the 

restaurant created value and solved a problem. The restaurant 

created money and generated a profit. This was when he 

realized that the same concept also applied to his practice.    

As a chiropractor, his purpose was to serve his community 

and provide chiropractic care. But the purpose of the business 

of his practice was to generate a profit which allowed him to 

continue fulfilling his personal purpose of serving his 

community. His personal purpose and practice’s business 

purpose were different.  

This concept is weaved throughout the Profit First system 

and mindset.  Generating a profit in your practice is essential in 

order for you to fulfill your chiropractic purpose. By separating 

the two, your practice will transform because you are no longer 

making your purpose of serving the community be the purpose 

of the business of your practice. The purpose of business is to 

generate profit which supports your personal purpose of 

serving your community.  

 

Need to Eliminate Debt? 

Getting a bachelor’s degree, attending chiropractic college, 

and starting a practice is not a cheap endeavor. Most 

chiropractors carry a heavy burden of debt that can add up to 

tens of thousands (if not hundreds of thousands) of dollars. 

This amount of debt can feel suffocating.  

In 2019, a bachelor’s degree cost on average $28,123 for 

instate tuition1 before attending intensive chiropractic school, 

costing on average $120,0002. This means that before you incur 
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even a single practice startup expense, debt can total over 

$145,000, burdening a practitioner with a monthly expense of 

roughly $1,6003. This kind of debt can be crushing to a new 

practice.  

Now instead of deciding how best to grow your practice, you 

are working in survival mode bringing in money just to pay 

down the debt you incurred so that you could see patients. 

You can’t thrive in survival mode. You are just trying to 

survive. Your whole focus is on how will you be able to keep the 

doors open so that the entire house of cards doesn’t fall. This 

doesn’t lead to a very purposeful practice, one where you feel 

fulfilled helping patients thrive.  

By creating a plan to systematically eliminate debt, both 

professionally and personally, you can focus more on what you 

do enjoy about your practice instead of how you will (or won’t) 

be able to pay your bills. 

 

Starting a Practice? 

Congratulations on starting your own practice! This is a huge 

step in your career and building your financial future. Laying a 

solid financial framework to build upon is so important, and this 

is just the book to help you do that.  

We hear all the time from chiropractors that when they start 

a practice, there is no way for it to be profitable. They have to 

plow all their money back into the practice just to get it off the 

ground. That mentality has claimed the future of so many 

practices before they even start.  

We encourage you to ask yourself, who do you want to be? 

Do you want to be the one who is looking for a new career 

within the next five years? Or do you want to be one of the 

chiropractors who are fulfilling their purpose and making an 

impact in your community? Just like everything in life, you have 

choices. You can choose what you spend your money on. In this 
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book, we will show you how you can set up your practice to be 

profitable right from the very beginning and still reach your 

practice goals.  

Building a practice is not just about how many patients you 

can see or how much top-line revenue you can generate. Your 

practice is the foundation of your financial life. Your home life 

is often directly tied to your practice’s financial well-being. 

When your practice does well, you see the effects at home, but 

the same is said for when the practice is struggling.   

Your whole life will thank you for setting up solid financial 

systems and management techniques in your practice right 

from the beginning.  

 

Looking to Buy a Practice? 

Buying a practice sounds like a good way to have an instant 

practice. You get a name that is known in the community, an 

active patient list, and a staff that already knows what to do. 

You just have to show up, be a great clinician, and start seeing 

patients.  

While buying a practice sounds like a great idea, there is so 

much that you need to consider before you decide if buying a 

practice is the right answer for you. Determining if the purchase 

price is fair is just the beginning of the questions you will need 

to answer. When you are buying a practice, you are buying 

everything right down to the philosophy of the doctor who 

came before you.  

Is that the foundation you want to use to build your practice 

and future? Are the practice systems set up in a way that you 

would continue using them, or would you want to start over? 

Just as starting a practice requires a large investment in capital, 

so is buying a practice. It is important to make sure, when you 

are buying a practice, that you are going to build upon the 
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foundation of the practice rather than just start all over from 

the beginning.  

 

Looking to expand your practice’s offerings? 

Adding new services to your practice is a great way to grow 

if done correctly. Too many chiropractors we have worked with 

have purchased new equipment such as lasers or 

decompression tables or added services like massage or 

acupuncture without a clearly defined plan of how they will 

integrate these new things into their practice.  

By the time they come to us, they are overwhelmed because 

they are paying for something that is not generating the growth 

that they had pictured when they decided to add it. Instead, this 

new service has become another drain on the practice and just 

ends up taking money out of their pocket.  

Before adding anything new to your practice, it is important 

to create a plan for how you will fully integrate that new product 

or service into your practice. Are your patients even interested 

in investing in this new service? What is going to be required of 

you during the transition of adding this new service? Do you 

have time for that? Will you need to hire staff to provide that 

service? How are you going to train that staff on the new 

workflows that are going to be required?  

Objectively reviewing the new requirements on the practice 

from adding this service will help you answer the ultimate 

question of “Should I go forward with adding this new product 

or service?” 

 

Building a legacy practice?  

Ask a chiropractor what their plan for their practice is when 

they retire, and most of them will tell you that they plan to sell 

their practice to fund their next chapter. In order to sell your
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 practice, you have to offer something that someone else is 

willing to pay for.  

Sure, you can sell the tables and other equipment that you 

have in your practice, but that is not selling your practice, that 

is selling your equipment. A practice encompasses every aspect 

of what happens from the time you walk in the door in the 

morning until you turn off the lights at night.  

A new chiropractor can buy a table anywhere, but what does 

your practice have to offer that brings value to that new doctor? 

It is more than just the equipment, the practice name, and the 

patient list. 

Do you have a specific process for signing up new patients 

for care? Do you have a system for the front desk that allows 

them to handle the volume efficiently and effectively? Have you 

successfully hired and maintained associates in your practice? 

How about integrative therapies like massage, are you able to 

use that to build your practice or have better patient outcomes?  

Chiropractors looking to buy a practice instead of starting 

one, are looking for practices with proven systems that they can 

come in and repeat because they know that not all the patients 

will remain with the practice during a transition. They are 

looking to buy a practice built around more than just the 

previous doctor’s personality.  

Profit First is a great foundation to start building the financial 

systems that a buyer will be looking for. Further, by having a 

Profit account, you are able to show potential buyers that your 

practice is profitable and has retained cash on hand.  

 

Take Action: Defining Purpose 

 

Step 1: Define your purpose and your practice’s purpose. 

Remember they are not the same.



 

 

 

 

Part Three: 

Profit First Chiro Resources 
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Glossary of Key Terms 

CAPs (Current Allocation Percentages): These are the 

current percentages you use to allocate money to your Profit 

First accounts. A Profit CAP of 5% means twice a month, you 

will transfer 5% your INCOME account to your PROFIT account. 

Debt Freeze: The Debt Freeze means more than just “no 

more new debt”. It’s a rigorous, step-by-step process to cut 

your unnecessary expenditures, to stop incurring new 

expenses, and find ways to become more profitable.  

GAAP (Generally Accepted Accounting Principles): 

Generally Accepted Accounting Principles are a set of 

accounting standards and procedures used by most 

businesses. GAAP assumes Sales – Expenses = Profit, thereby 

treating profit as an afterthought.  

Initial Assessment: Income Statements and Balance Sheets 

can be tedious and confusing. The Initial Assessment is a tool 

that gives you a quick, clear view of the current financial 

health of your practice.  

OPEX (Operating Expenses): Short for Operating Expenses. 

In the Profit First system, you should be paying all your bills 

out of your OPEX account.  

Pareto Principle: Otherwise known as the 80/20 rule, the 

Pareto Principles state that 80% of effects comes from 20% of 

causes. In other words, 80% of your revenue comes from 20% 

of your patient segments.  

Parkinson’s Law: C Northcote Parkinson’s adage that work 

expands to fil the available time is the same tendency your 

practice to use up all available resources.  
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Primacy Effect: Our tendency to place greater emphasis on 

what we encounter first. So, if profits are important to you, 

you’ll put that first.   

Return on Investment: This is the return you will generate 

for your investment. You calculate ROI by taking the total 

amount of revenue generated from the investment and divide 

it by the amount of money spent for the investment.  

TAPs (Target Allocation Percentages): The ideal percentage 

of revenue you should aim to use as your allocations. You will 

gradually increase your CAPs toward your TAPs for your Profit, 

Owner’s Compensation and Tax allocations. You will gradually 

decrease your CAPs for OpEx.   
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Profit First Chiro Quick Start Reference Guide 
In

it
ia

l 
S

e
tu

p
 

1 Setup the five bank foundational accounts: 

Income, Profits, Owner’s Pay, Taxes & Operating 

Expenses at your current bank, we’ll call it Bank 1.  

2 Set up two new accounts at a different bank. 

These will be your No Temptation Profit and Tax 

Accounts. We’ll call this Bank 2. 

3 Determine your CAPs & TAPs using the Initial 

Assessment. Set reasonable CAPs for the quarter. 

E
ve

ry
d

a
y 1 Deposit all your revenue into your Income 

Account at Bank 1.  

2 Review your account balances at Bank 1 to start 

to see trends in your cash flow. 

E
ve

ry
 A

llo
ca

ti
o

n
 P

e
ri

o
d

 1 Transfer all funds that have accumulated in the 

Income Account at Bank 1 to your other 

accounts at Bank 1 based upon your CAPs. 

2 Transfer all the money in your Profit and Tax 

accounts at Bank 1 to your Profit and Tax 

accounts at Bank 2. 

3 Pay your salary as the practice owner from the 

Owner’s Compensation account 

4 Pay your bills from the Operating Expense 

Account 

E
ve

ry
 Q

u
a

rt
e

r 

1 Take 50% of the funds in your Profit account at 

Bank 2 and distribute it to yourself.  

2 Celebrate. Take the 50% distribution and do 

something fun as your reward! 

3 Pay your tax liabilities from your Tax account at 

bank 2. 

4 Adjust CAPs for next quarter towards TAPs. 

Y
e

a
rl

y 

1 Review your financials with your financial experts 

2 Run your Initial Assessment to check your 

practice’s financial health and progress towards 

your goals. 
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Profit First Chiro Initial Assessment 
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Want Debra & Sabrina 
to present at your next 

event? 
 

Connect with Debra & Sabrina at 
 

Events@ProfitFirstChiro.com  

or ProfitFirstChiro.com/Events 

 

 

mailto:Events@ProfitFirstChiro.com

