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Follow Up From Session 1

Favorites:
» Themed Days
e The Goal Lasagna
» Thinking How To Fail
» Working Backwards From A Yearly Goal To Get To Weekly Goals

Questions/Asks/Adds:
» Time Blocking?
* How Often To Update Goals?
» Make a copy of the controlling calendar; then, you can edit your version.

Anything Else???



Let The Fun Begin

Now we get to dive into the specific tactics you might want to deploy to reach your goals
in 2023.

We will review my top strategies for each Pharmacy Profit Pillar to help you get some
ideas.

There may be many tactics you want to deploy for a single goal. That is fine. Just be sure
to focus only on a small number until you successfully implement the new program. Then
you can add on more.

From Session 1, you may have narrowed down your goals to the most important, or you
may still have many options on the table.

The tactics we will review are not every possibility. These programs are just what | have
seen work well in my own pharmacies and in our member pharmacies.

| recommend delegating specific tactics to your team. The team can all be working
towards a single goal but going about it differently. By delegating, you can unleash
several tactics at once if different people are responsible for making the tactic successful.
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Cash-Based Revenue

Definition: Immediate payment for goods or services. No waiting on payment. No chance
of a clawback or audit.

Your potential for cash-based revenue is = Your Goodwill X # of Times You Ask.
1. Supplements

Every patient should leave with a supplement recommendation. It can be based on their
medications (drug-induced nutrient depletion) or just what is popular (immune boosting).

My Favorites:
» Berkeley Life Professional Nitric Oxide Supplement and Saliva Test
* Ananda Professional PM Blend
» Emerson Ecologics
» Patch-Aid

Pick what you are passionate about, and start educating patients and asking for the sale!
2. Point of Care Testing

So many tests to choose from. | recommend starting with Flu, Strep, COVID, and RSV.
Step 1: Apply for your CLIA waiver (Google: CLIA waiver & State Name)

Step 2: Create a place in your pharmacy to collect the samples and run the test (does not
have to be the same place)

Step 3: Research local pricing and set your prices

Step 4: Start promoting

Hit the EASY BUTTON for POCT with SiteLabs (www.sitelabsglobal.com)
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Cash-Based Revenue
3. Pharmacogenetics Testing

Pharmacists should lead the way in helping patients understand how their DNA impacts their
ideal drug choice.

Step 1: Create an account. | recommend GX Sciences.

Step 2: Order your kits and get trained on their portal. (you can order after you sell too!)
Step 3: Determine your pricing.

Step 4: Start promoting on social media and with bag stuffers and your current patients.

It does not have to be complicated, and you don't have to be a genetic expert. The results are
very easy to read and make recommendations from.

4. Bundles

Putting together services and products makes a program more valuable to your patients and
more profitable for you.

Example Hair Loss Bundle
* Combine: PGx Tricho Test, OTC Supplements, Rxs, Red Light Therapy
* You have an incredibly unique package that is practically guaranteed to work
e Overcomes typical treatment failures

Example Weight Loss Bundle
» Combine: ZRT Test, OTCs, Rxs, Styku, Group Coaching, Local Eating Out Guide
» Charge a monthly membership fee or flat price or something in between

5. Cash Rxs

Cost-Plus, large supplies, AxeRx, brand yourself as "the cash pharmacy solution” in your
community.
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Non-PBM Revenue

Definition: Delayed payment for goods or services. No PBM is involved.

1. Direct Bill Work Comp - StreamCare

Eliminate the PBM from work comp claims and start loving the additional profit!! Don't bill
MyMatrixx, Tmesys, ESI, or anyone else. Use StreamCare instead. It works in about 40 states.
The state/insurance pays the same amount. The only difference is you keep your money
instead of the PBMI

2. RPM, CCM, RTM, and other Value-Based Services
Providing these services on behalf of physicians does not need to be complicated. You do
NOT need any additional certifications. You DO need an amazing software company for

these services.

Hit the EASY BUTTON for all value-based services with ValueCare Suite.

3. BetterRx Hospice

Similar to direct bill work comp. Eliminate the PBMs from hospice, and they suddenly
become profitable! BetterRx solves hospice's Rx problems with streamlined technology and
fair reimbursements. Hospice patients are very rewarding and can be profitable by using
BetterRx.
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PBM Optimization

Definition: Optimize your PBM revenue for increased profitability.

1. Update Your Pricing Tables

Billing outrageous amounts to PBMs to maximize reimbursements is the old, ineffective way
of billing. | now use Pricing Systems immediately with all my new pharmacies. | see a $1.70 to
$3+ change within 45-60 days. Mention DiversifyRx for a 100% money-back guarantee.

2. Go Direct

Going direct with your contracts is best, as you eliminate GER/BER from all commercial
plans. It is not hard, just tedious. If you really want a PSAO, AlignRx is my preferred one.

Hit the EASY BUTTON for all value-based services with ValueCare Suite.

3. Know Your Winners

Know what is making and losing you money. Do more of what is working and less of what
isn't. | love companies like UGORx and EZSCRIPTRx to help you dive into your data and to
know exactly what is covered.

What's working for me:
» Clemastine Liquid
e Chlorzoxazone 250mg
e OAC (orphenadrine, aspirin, caffeine)
e Others




S
b Pillers

PBM Optimization
4.0TC COVID Tests

Most patients will be eligible for 8 OTC COVID tests every 30 days with a SO charge. Both
commercial, Medicaid, and Medicare patients are eligible. Some plans are requiring mail-
order or have put up barriers. | have found over 70% to adjudicate with no issues. You can
bill for the entire family, and each person gets 8 tests.

Have the patient or family representative complete an attestation form
Type as a new prescription using the pharmacist as the prescriber

Bill 8 tests for a 30-day supply

It can be refilled every 30-days

TIPS:

» Contact local employers and schools and send out a sign-up form for all employees and
their families.

e Then fill and deliver back to the place of work.

» Great way to get large amounts of filling.

» Ask every patient coming into the pharmacy if they have got their 8 free OTC tests.

* For Medicare patients, bill like vaccines through your medical biller.

» Everyone else bill like a normal prescription through their PBM.

Places to Buy:
 iHealth ($2 to $2.50 per test) email jessica@promosuns.com
» FlowFlex ($4.15 to S5 per test) RxRise, SiteLabs, or DB Diagnostics
» Mention DiversifyRx for discounts!
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Marketing

Definition: Promoting your pharmacy and especially higher-margin services and
products.

1. Consistent Social Media

Social media is FREE and the most effective to promote your pharmacy to your community.
While you can pay for advertising, it is not necessary.

Rules:
* Post every day
» Be authentic and show your personality
» Educate and entertain, don't just sell and ask for business
» Use video and live video as much as possible to hack the algorithms

2. Do Live Videos

This might make you uncomfortable, but it can be the single most effective tool for growing
your pharmacy. It gets easier the more you do it. You will SUCK at first! It is weird. That's ok;
it makes you human and more loveable.

Things to talk about:
* New products
» Services you provide
e Common clinical questions
» FAQs for prescription medications
* Unboxing of new items and why you decided to carry them
» Testimonials from patients either on video or using video graphics
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Marketing

3. Doctor Detailing

This was the gold standard for growing your pharmacy before the pandemic. It is now time
to start it up again. You aren't just selling to offices or promoting your services. You are
creating relationships with each office.

Become a problem solver for each office. Ask a ton of questions and bring thoughtful
solutions.

Each office will have its own personality. It is akin to dating several people at once.

4. Bag Stuffers

It is easier to get more sales from people that already know, like, and trust you. Increasing
your per-transaction totals and profits is a smart way to grow profitably.

My Rules For Bag Stuffers:
e Train your team
* Have a call to action
» Attach them to the outside
* Print on bright-colored paper
e Put them in every customer's bag
» Use the same bag stuffer all month
» Create a schedule of what to promote in advance (1 per month)

5. Thank You Cards

Each employee writes a handwritten card to a patient for every shift they work.
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Team Development

Definition: Training and growing your team to be highly efficient customer service pros.
1. Controlling Calendars

We already touched on this in Session 1. You should customize a calendar for each role in
your pharmacy, not the person. A single person might have 1, 2, 3, or more controlling
calendars. It will depend on their role in the pharmacy and how often they rotate in the
month.

2. Bonus Program

You should always have a bonus program to reward employees. Bonuses can be earned for
going above and beyond in their role. While bonuses are often extra pay, they don't have to
be. You can reward with additional time off, gift cards, picking a schedule, or other perks.

Here's an overview of my rules for an employee bonus program.

1.The employee directly controls the metrics they are responsible for.
2.The metric must be easily measurable.

3.Achieving the goals should bring additional profit.

4.Don't bonus for basic performance.

5.Ensure employee bonus tasks are aligned with your goals.

6.They should be realistic.

7.Let employees overachieve.

8.You can't get it all done at once.
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3. Employee Assessments
Please, never ever do another annual employee review after this session. Promise me!

The old-school annual review system has been proven ineffective. It doesn't help create
more engaged employees or improve results. Instead, you should consider moving to a
coaching methodology for employee assessments.

Think of a baseball coach. Does the coach only give feedback at the end of the season? NO!
And neither should you. You should give guidance and feedback after every 'at bat'. Let your
employees know what they did right and where they can improve.

Giving more frequent feedback is good for the employee and you. You will build a stronger
relationship, and your employee's performance will improve more quickly.

Here's another insider tip... your employees are human! Shocking, | know. Their needs,
wants, and desires change over time. By having a regular coaching relationship with them,
you can stay on top of what is important to them. Perhaps extra pay is no longer important
during their kids' soccer season. They would rather earn the right to get off early on
Tuesdays.

You can still grade your employee, give constructive feedback, and give them props, just do
it more frequently. Monthly is a good time frame. If you have a lot of employees, then bi-
monthly can work too.
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KPI Optimization

Definition: Use the right data to make better decisions for your pharmacy and improve
your profitability.

While pharmacists are typically good at math, business KPIs (key performance indicators)
can seemingly throw them for a loop. Get help if you need it. Your bookkeeper or accountant
should provide the numbers you want to see monthly.

1. Start with the 3 Critical KPIs

| teach members that no other data matters until these 3 KPIs are in the 'green zone'. If you
have these 3 numbers good, it is hard not to have a successful pharmacy. If you are
struggling with profitability or cash flow, this is where you need to start.

| recommend tackling them in this order:
1. Payroll Ratio - Green is less than 13%
2. Inventory Turns - Green is more than 20
3. Expense Ratio - Green is less than 19%

These benchmarks are a minimum standard. If you achieve these levels, you just make it into
the green. You can still get better. | often aim for these levels in my pharmacies: Payroll less
than 11%, Inventory greater than 24, and Expenses less than 17%.

By focusing on these first, you stop the bleeding of your profits. Then when you launch new
revenue-generating programs, you will notice the increases more fully.

It is not sexy to do the boring work. However, massive amounts of profit are found in the
boring work.
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KPI Optimization

Payroll Ratio Total Payroll Costs

X100 = Payroll Ratio %
<13% Total Revenues

Inventory Turns  Annualized COGS
>20 Inventory Value

= Inventory Turns

Expense Ratio Total Operation Costs
<19% Total Revenues

X100 = Expense Ratio %
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KPI Optimization

Number of Days Total Cash Available
of Cash OI‘I Hand Average Daily Expenses
>15

= Days of Cash

Non-PBM

Revenue Ratio
>25% Non-PBM Revenue

X100 = Non-PBM %

Total Revenue

Net Profit Dollars

. "The Bottom Line"
Higher the Better

Set you goal for this based on your past performance and
where you want to be.










