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Management Tools for Building 
a �riving Dental Practice

Ms. Lee Larstone

The key to exponential growth lies in identifying and 
focusing on the crucial 20% of your practice that drives 
the most impact. By refining these areas, introducing new 
high-value services, and optimizing your systems, you can 
significantly enhance efficiency and profitability.

Step 1: Define and Sharpen Your Focus 
Begin by analyzing where your highest returns come from: 
• Patient Analysis – Identify the top 20% of patients 

who contribute most to your practice. What are their 
demographics, needs, and behaviors? 

• Procedure Analysis – Determine which procedures 
generate the highest revenue and patient satisfaction. 
Are there opportunities to increase or enhance these 
services? 

• Effort vs. Impact – Assess where your time and resources 
are being spent and prioritize the efforts that yield the 
highest returns. 

Step 2: Implement High-Value Services 
Once you've identified the key drivers of your practice, 
introduce new services that cater to these high-value 
patients. A strategic approach includes: 
• Offering advanced treatments or elective procedures 

that align with patient demand. 
• Enhancing existing services with technology or better 

patient experiences. 
• Personalizing care plans to build long-term patient 

loyalty. 

PRACTICE MANAGEMENT

Dental school equipped you with the skills to treat teeth, 
care for your patients' oral health, and create beautiful 
smiles. You dedicated time to learning the best 

methods for addressing issues and enhancing your patients' 
oral well-being. However, very little time was allocated to 
mastering practice management. 

There are numerous outstanding management firms that 
specialize in dental practice management, which can help 
elevate your practice. Here are a few strategies to consider 
right now. 

THE 80/20 RULE 
The Pareto Principle, also known as the 80/20 rule, applies 
universally in business and healthcare.1 Simply put, 20% of 
your patients generate 80% of your revenue, 20% of your 
procedures account for 80% of your production, and 20% of 
your efforts yield 80% of your results.
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Step 3: Strengthen Your Foundation 
Success starts with a solid foundation. Focus on three critical 
elements: 

1. A Clear Vision
Unlike a mission statement or core values, which provide a 
sense of purpose, a clear vision is what keeps you and your 
team motivated daily. A compelling vision should: 
• Energize and inspire you. 

• Encourage continuous growth and improvement. 

• Create a culture where staff members take pride in their 
roles. 

• Replace the mindset of it being 'just a job' with a sense 
of mission and contribution. 

If your vision doesn’t inspire enthusiasm, it may be time to 
reassess and refine it.

2. The Right Systems
Your practice should run like a well-oiled machine. Implement 
streamlined systems that: 
• Enhance patient scheduling and reduce no-shows. 

• Improve case acceptance rates. 

• Automate follow-ups and patient engagement. 

• Optimize billing and revenue cycle management. 

3. Track Key Metrics
Data-driven decisions lead to continuous improvement. 
Monitor: 
• Revenue sources – Identify which patients, procedures, 

and services drive the most income. 

• Conversion rates – Track case acceptance and new 
patient acquisition. 

• Patient retention – Measure how many patients return 
for ongoing care. 

• Operational efficiency – Evaluate time spent per 
procedure, team productivity, and workflow bottlenecks. 

Case Study: A Real-World Example 
Dr. Smith, a successful dentist, noticed that 80% of his 
revenue came from cosmetic procedures performed on just 
20% of his patient base. Instead of focusing equally on all 
treatments, he: 

• Expanded his cosmetic service offerings. 
• Invested in marketing targeting his ideal patient 

demographic. 
• Trained his staff to enhance patient experience and case 

acceptance rates. 

The result? A 40% increase in revenue within a year while 
reducing workload on low-value procedures. 

The Pareto Principle is a powerful tool that can transform 
your practice when applied strategically. Start by analyzing 

your most valuable 20%, optimize your services, and build a 
strong foundation with the right vision, systems, and metrics. 
By doing so, you’ll see higher profitability, efficiency, and 
patient satisfaction. 

Sharing your clear vision with your team is vital. This adds 
purpose and drive, helping them stay focused on their own 
success as well as yours. 

When incorporating new services, like Orthodontics and 
Clear Aligner Therapy, they should align with your broader 
vision and contribute to your overall success. 

Having the right systems in place to support your vision 
is crucial for its success. Beyond the basic operating systems 
for daily tasks like scheduling and patient follow-ups, other 
critical systems are necessary for a thriving practice. 

The 'patient experience' is a fundamental system that 
starts with the first interaction. Establishing a system that 
guarantees an exceptional patient experience can boost 
your case acceptance by 90%. This might involve a friendly 
follow-up call to address their primary concern, creating an 
atmosphere of calm and care, and dispelling the notion that 
it’s solely about the money. Consider developing an ‘enter and 
exit’ strategy for your patients. A welcoming office tour can 
help them feel at ease, fostering communication about the 
services you offer and demonstrating your commitment to 
their healthy smiles. An exit strategy, which includes walking 
patients out and discussing their experience while guiding 
them to their next appointment, can enhance satisfaction. 
Ensure they leave with a positive impression of your office. 

Tips for Creating Great Systems 
• Chart Reviews: Ensure everyone is aware of your 

patients' preferences. Beyond essential medical 
conditions, include special requirements, birthdays, 
and important dates. This personal touch can greatly 
enhance the patient experience. 

• Scheduling and Tracking Metrics: The significance 
of having an efficient scheduling system cannot be 
overstated. Establishing and adjusting scheduling rules 
is vital for any successful practice. Use a system that 
optimizes staff utilization, avoiding the production 
roller-coaster that can disrupt operations and impact 
your bottom line. Well-trained team members can help 
implement and monitor effective scheduling techniques, 
ensuring a smooth workflow. 

Proper use of technology and effective scheduling will 
enhance office productivity, creating a fun, efficient, and 
profitable atmosphere. If your scheduling is chaotic, seek 
assistance. This will not only reduce stress but also increase 
productivity and profits. 

Training the Team 
Creating a profitable, efficient, and enjoyable practice is 
impossible without a well-trained staff. Your team is the 
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foundation of any successful practice. As the dentist, you 
drive production, but without a competent team, your 
efforts may fall short. 

Investing time, resources, and energy to ensure that every 
team member understands your vision and is passionate 
about patient care will enhance case acceptance and profits, 
while also boosting their job satisfaction. Building a cohesive 
team can be challenging, but a few strategies can foster a 
well-oiled machine. 

• Identify Strengths and Weaknesses: Understand 
that you wouldn’t hire a plumber for woodworking. 
Avoid placing team members in roles that don’t suit 
them. Take the time to learn their strengths and help 
them improve. Some staff may prefer staying in their 
comfort zones, while others thrive on challenges. 
Understanding your team's dynamics will yield long-
term benefits. 

• Encourage Creativity: This aspect is often 
overlooked in business. While team members must 
adhere to rules and guidelines, an environment 
that welcomes new ideas without judgment fosters 
growth. Listening to fresh perspectives can uncover 
issues you may overlook and lead to beneficial 
improvements. Remember, innovative solutions can 
come from allowing creativity to flourish. 

• Communication – Hold Staff Meetings: The key 
takeaway here is 'communication.' Regular meetings 
are essential for discussing the office's direction, 
whether they occur weekly, bi-weekly, or monthly. 
Make these gatherings meaningful by reviewing your 
clear vision, identifying potential improvements, 
and ensuring open communication. Staff meetings 
should be engaging, focusing on how systems are 
functioning and setting daily goals to enhance 
motivation and satisfaction. If your office struggles 
with communication, seek help. Enhancing this 
crucial aspect will benefit everyone involved. 

By fostering an environment where team members feel 
valued and heard, your practice can thrive. Remember, your 
team is more than just employees; they are integral to your 
practice's success. Promoting open dialogue and cultivating a 
culture of trust and respect can lead to innovative solutions 
and a more cohesive team. 

Motivation and Recognition 
Acknowledging and rewarding your team's efforts can sig-
nificantly elevate morale and productivity. Simple gestures, 
such as recognizing individual achievements, celebrating 
milestones, or implementing an employee of the month pro-
gram, can make a substantial difference. This not only con-
veys appreciation for their hard work but also inspires others 
to strive for excellence. 

Continuous Learning and Development 
Investing in ongoing education and training for your team 
is essential. This not only enhances their skills and knowl-
edge but also reflects your commitment to their professional 
growth. Consider organizing workshops, seminars, or invit-
ing experts to provide training on the latest advancements 
in dental care and practice management. 

A Patient-Centric Approach to 
Success 
At the heart of a thriving dental practice is a patient-centric 
approach, where every team member is committed to deliv-
ering exceptional care. By fostering a culture that prioritizes 
patient well-being, your practice can build trust, strengthen 
relationships, and create a loyal patient base.2

However, success in dentistry extends beyond clinical 
expertise. It requires cultivating a positive work environment, 
streamlining operational systems, and ensuring that both your 
team and patients feel valued. When these elements align, 
your practice becomes more than just a healthcare provider—
it becomes a trusted partner in your patients’ oral health 
journey. 

By continuously refining your processes and enhancing 
the patient experience, your practice won’t just survive—it 
will thrive. With the right strategies in place, you can achieve 
lasting growth, financial success, and, most importantly, a 
reputation for delivering outstanding care.  
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