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Here are some reasons why your overhead is so high, and your 
profit margins are decreasing - as well as some of the ways you can 
turn these factors around and be more successful.

1. Minimize managed care.  
With managed care programs, you sign a contract where you 
agree to a fee schedule that is (usually) lower than your usual and 
customary fee schedule. Thus, your margin of profit per procedure 
is reduced. Multiply that times procedure after procedure and you 
are –by choice and by contract—reducing your margin of profit. 
Create a guide or a cap-out on your intake of managed care 
procedures to help minimize this loss of profit wherever possible.   
Consider partnering with a professional organization who can 
negotiate your managed care fees, analyze your contracts, and 
support you on any claims that are rejected.

2. Increase fees regularly.
Some practices hesitate to make regular and appropriate fee 
increases based on industry standards and based on cost of 
operation increases. This is because managed care programs have 
not increased their fees. So, the doctors feel that the fee-for-service 
patients will be jeopardized while the patients on managed care 
will not be impacted by the fee increase. End the fear now and 
make small increases that will make you feel good about providing 
the service that your patients still need. When patients perceive 
that the quality of the care they are receiving is equitable to the fee 
they are paying, your fees are ”fair.” The key is equitability. 

3. Improve on management systems regularly.
As in any business, nothing stays the same. Unless a practice 
continues to update and refine the management systems within the 
practice, it cannot stay on the cutting edge of productivity. Thus, 
profitability will also slip. W. Edward Deming taught businesses to 
be “on a continuous path of improvement.” Are you?

4. Market your practice both internally and externally.  
There is never a day that marketing is not imperative for a business—
including a dental practice. While you will always need a healthy 
flow of new patients and that number will depend on the type of 
practice that is uniquely yours, you also want to nurture that which 
you already have and that is your existing patient family. Most 
practices have a practice within the practice. Consider a 70-30 
split on your marketing: 70% of your marketing should be internal, 
and 30% should be external. Use a combination of numerous 
marketing strategies so that people will be exposed to you, your 
practice, and your services multiple times and in several different 
ways. Some people will be attracted to one marketing campaign—
others will be attracted to something different. Be consistent. 
Be active. Be THERE!!!!  

©
 2018 M

D
L_180504

5. Increase case acceptance.  
The American Dental Association, according to a 2017 survey, says 
that the average dental practice has a 61% case acceptance. A 
Carlson Marketing study shows that if you increase your retention 
percentage by 5% you will increase your profitability by 65%. That 
should be of interest to you!!!! So, slow down. Do things correctly. 
Spend quality time with your patients. Do comprehensive diagnosis, 
thorough treatment plans, and beautiful presentations of recom-
mendations. Follow that with excellent financial discussions by a 
person who has been professionally coached in how to present 
financials and how to overcome objections to find a financial
solution. There Is so much dentistry sitting in the charts waiting 
to be done! Nurture this and your practice will thrive!!! Look for 
dentistry diagnosed but incomplete; new areas of concern on 
hygiene patients; people with periodontal issues; old restorations 
that need to be replaced; people who could benefit from an  
esthetic alteration. Open the door for people to learn about the 
wonderful opportunities in dentistry today.

6. Maximize scheduling. 
Consider this fact: It’s not how many patients you see in a day 
that makes the difference. It’s how much dentistry you do in day that 
makes the difference. How are you scheduling? Are you maximizing 
people’s time—both yours and your patients? Are you scheduling 
longer appointments and doing as much treatment as possible 
on each patient—when and where that is appropriate? Time is very 
important to patients. Are we supporting them by maximizing their 
time? That is good for both of you. Good scheduling is, actually, 
good time management—and all any of us has is time. Balance your 
days with high, medium, and low production procedures. Delegate 
to auxiliary when and where possible in your state. Do a time-in-motion 
study to make sure you are scheduling the proper amount of time 
for your procedures. Reserve time for new patients so you can give 
them quality, undivided attention. If you have 2-3 emergencies per 
day, reserve time for those. Provide hygienic evaluations at natural 
breaks in the doctors’ schedule rather than at the end of the 
appointment. Do not lock up the hygienist of those patients. 
Always make financial arrangements prior to the scheduling of an 
appointment. Scheduling Is the heartbeat of the practice.

7. Reduce broken appointments and no shows.  
These scheduling disasters can wreak havoc on a well-planned day. 
You will never eliminate broken appointments and no shows, but 
make concerted efforts to reduce them. There are ways to do just 
that. Worth the effort. The first and most important step is to end 
each appointment by stressing the importance and/or significance 
of the next appointment. Make sure that the patient is clear about 
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why the next phase of treatment or next hygienic appointment will 
benefit them and (if relevant) why not scheduling the appointment or 
breaking the appointment could have negative consequences. Also, 
implement an automated email or text system for confirmation, or a 
traditional phone call will do just fine as well. People are busy. 
Confirmation is helpful.

8. Create bonus program incentives.
Consider a well-managed bonus program for your team that is 
based on collections. Take the lid off salaries so that everyone has 
a chance to benefit from working together to make the practice 
more profitable.  

9. Control inventory.
Make sure that your inventory control system is excellently 
engineered and that you have a budgeted amount for expenditures. 
Does your product supervisor understand that budget? Know the 
maximum and minimum amount of product that must be on the 
shelves. Closely monitor each entity. Work with your supply 
representatives to maintain your supplies and your budget. Be 
conservative and accurate.

10. Negotiate. 
Negotiate leases, monthly obligations, contractual agreements and 
see if any of these can be reduced—even by a small amount. Remem-
ber, “a penny saved is a penny earned”. Conserve energy whenever 
and wherever possible. Good for the earth and good for your budget.

11. Be appropriately staffed. 
Look at the job descriptions of each person on your team. Make sure 
that you have enough people to do what you need to do in the way 
you want to do it. But also make sure that people are not wasting 
time. I’d rather you be slightly understaffed and have people work 
wisely and accurately. Then, have a chance to make money through 
an effective bonus program based on profitability. This is better 
than being overstaffed and have people wasting time, energy, and 
money. Can you be more effective and more efficient? Anywhere? Be 
honest. Be realistic. Be accurate. Be conservative. Be profitable. But, 
of course, not to the detriment of the business or of your patients. 
So, also, be wise.

12. Place systems into effect carefully.
Make sure that all team members are excellently educated and 
coached to administer those systems to gain desired results. 
Monitor each system to make sure you are getting desired results. 
If you aren’t getting desired results, stop. Find out why not. Make 
necessary changes. Then, move forward. Watch for places where you 
are having to redo or double check or repeat something because it 
wasn’t done correctly in the first place. Remember: Doing things 
correctly the first time is a wise use of time, money, energy, and effort.
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13. Collect What You Produce.  
Track your collections. Make sure that you are collecting as much 
as possible at the time of the service, including any patient portion 
when and where possible in regard to insurance situations. Also, 
file insurance daily and track all insurance claims to make sure 
that you are paid in a timely manner. Do not get into the accounts 
receivable business. You are not a bank. Money loses value each 
day it sits on your books doing nothing for you. Once again, collect-
ing at the time of the service, filing insurance daily in a systematic 
manner, receiving payments in a timely fashion from your insurance 
carriers all are a good way to maximize time, energy, talent, money, 
and effort of team members. Plus, every dollar you work so hard to 
generate is more valuable the more quickly you can collect it. (And 
if the team is on a bonus program which should be based on 
collections, that's a motivator to get those dollars into the bank!!!)

14. Reward retention in your practice.   
Hygiene - the lifeblood of your practice. Here is where you help 
people get and stay healthy. Here is another place where you 

“retain” patients in your practice. Here is also where you can 
reevaluate, reeducate, and remotivate patients to move ahead 
with the next phase of diagnosed care or to move ahead with a 
newly diagnosed or recommended treatment. Approximately 
40-60% of the doctor’s restorative and/or esthetic treatment should 
come right out of hygiene. The average hygiene retention ratio in 
the country is about 46% according to the ADA. The goal should 
be 85% or more. Focus on hygiene retention. Not only does the 
increase in hygiene make a difference in hygiene profitability, but it 
makes a difference in the doctor/assistant profitability, as well.

IN SUMMARY
The control of overhead is a major issue for any practice. Yes, 
you want and need to be productive. How you manage your 
practice makes all the difference as to whether you are just 
productive and not profitable—or if you’ll be profitable as well as 
productive. This takes effort, knowledge, and management 
expertise. Efforts put forth will be well worth it. The end result is 
money in your pockets.
 


