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>Publisher’s Letter

How to Thrive

BY JAKE PUHL

What does it take to thrive as a leader? We went straight to the source in this
issue of DEO Magazine.

This edition is packed with inspiring stories of leadership, growth, and
transformation shared by some of our most esteemed DEO Members. Each
article dives into unique strategies and experiences that highlight the power of
effective leadership in building successful dental organizations.

Dental entrepreneurs we talk to often say they face the challenge of bal-
ancing clinical responsibilities with the demands of leading and growing their

practices. The pressure to maintain high standards of patient care while steer-
ing the business towards growth can be overwhelming. This issue is dedicated
to helping you navigate these complexities and turn potential chaos into
momentum for success.

Our cover story features Dr.
Marc Adelberg, who introduces us to
the “6 Types of Working Geniuses.”
Marc explains how to use the frame-
work to identify and leverage the
unique strengths of each team mem-
ber, driving productivity across the
board. Understanding these working
geniuses can help you manage your
team more effectively, reducing fric-
tion and enhancing collaboration.

Here are some of the other high-

lights from this issue:

> Dr.Chris Martin explores “Getting
Out of the Chair,” sharing critical
steps to transition from hands-on
practitioner to visionary leader,
helping you free up time to drive

your practice forward.

> Dr. Tony Molina shares his
candid story of “Failing Up,”
demonstrating how resilience
and turning challenges into
opportunities can set you up
for greater success.
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> Tiffany Fleisch delves into “Trans-
forming Leaders into Multipliers,”
emphasizing the importance of
empowering your team to excel
and share the leadership load.

> Dr.Dave Janash provides practical
advice on “Coaching Your Team,”
ensuring alignment with your
practice’s vision and fostering a
motivated workplace environment.

> Dr. Josh Renken highlights the
significance of “Creating Systems
to Grow and Scale,” providing
stability and clarity during rapid
growth phases.

These stories, while diverse in
their approaches, share a common
theme: leadership growth and devel-
opment. In the ever-evolving world
of dentistry, the ability to lead with
vision, resilience, and empathy is
what sets thriving practices apart. It’s
about creating a self-sustaining orga-
nization where leaders inspire their
teams, implement effective systems,
and continuously innovate.

At DEO, we are committed to
empowering dental entrepreneurs
to become exceptional leaders. By
sharing these stories and insights,
we hope to provide you with the
tools and inspiration needed to alle-
viate the anxieties of leadership and
transform them into momentum for
growth and success.

Cheers!
Jake Puhl
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Beyond the
Microphone

Unlock the secrets

to building a thriving
dental organization with
DEQO’s Growth Secrets
Podcast.

Emmet Scott, DEO Partner and host, interviews a diverse
line-up of dental industry leaders, revealing the secrets
behind their success and extracting the tactics and tools
they used along the way that can be incorporated by all
listeners. In each episode, guests share their wisdom and
insights in never-before-told stories that dig deeper into
the challenges, failures, and triumphs that leaders face as
they strive to build thriving organizations.

EP #195: Direct Mail &
Digital Marketing Synergies
To Increase Patient Flow &
Practice Revenue

In this episode, Emmet hosts
Jessie Stamp, Marketing Consul-
tant, and Judy Webster, VP Sales
& Service, both of PatientNEWS.
They take a deep dive into modern
dental marketing, both tradi-
tional methods like direct mail
and digital strategies, covering
how strategically planning your
marketing efforts can help miti-
gate the impact of rising inflation

Judy Webster

and increase revenue. Listen in
as you’ll gain actionable insights
to amplify brand presence and navigate the evolving
marketing landscape. (Sponsored by PatientNEWS)

EP #196: Digital Marketing Essentials

for Practice Growth

In this episode, Emmet hosts Max Baybak, Co-Founder and
Chief Growth Officer, Influx Marketing, to discuss valu-
able insights on maximizing digital marketing strategies
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for dental practices. They delve
into the nuances of crafting a
strong web presence, the power
of consistent content creation,
and why every dental entrepre-
neur needs to think of them-
selves as specialists. Max also

shares expert tips on follow-up [ ketd

processes to bring in high-value
patients and the advantages of niching down without
limiting your services. (Sponsored by Influx Marketing)

EP #197: Revolutionizing Communication
Systems for Enhanced Practice Efficiency
Emmet hosts Kevin Tallman,
CEO of Mango Voice, to discuss
innovative dental communica-
tion systems. They delve into _
how cutting-edge technology -

can streamline practice commu- i

A‘s A

Kevin Tallman

nication, enhance patient expe-
rience, and improve operational
efficiency. They also share prac-
tical tips for seamlessly integrating new communication
systems, real-life success stories from dental entrepre-
neurs who have benefited from these advancements, and
the critical role of effective communication in scaling a
dental business. (Sponsored by Mango Voice)

EP #198: Mastering IV
Sedation Dentistry for
Practice Growth

Jake Puhl, CEO of The DEO,
hosts Dr. Scott Sayre, Founder &
Instructor at the Vesper Institute,
and Dr. Chris Martin, Co-Founder
& CEO of Village Dental, as they
dive into the world of sedation
dentistry. Learn how Dr. Sayre’s
Cincinnati-based practices excel
using advanced IV sedation tech-
niques, and how Dr. Martin scaled
similar models to achieve impressive
revenue across multiple locations.
(Sponsored by Vesper Institute) &

Dr. Scott Sayre
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Building Strong Teams
to Grow Your Business

By investing in his clinicians and staff, Dr. Dave Janash found he was also investing in the future
growth and success of his company.

BY PETE MERCER

Teamwork is a critical ingredient to the success of any organization, which is
why it is so important to get it right. To do that, you must establish a culture
that helps to cultivate and prioritize team building early on.

Building a strong team is no easy
task — it takes a lot of blood, sweat,
and tears to get your team into a place
where they can grow effectively. No
good thing comes easy, but it’s worth

the time and effort you put into it.

For the Thriving Leaders Series,
DEO Magazine spoke to Dr. Dave
Janash, founder and CEO of Under-
bite Dental Management, about the
importance of building strong teams
to grow your business. Underbite is

a New York City-based dental man-
agement group that works to provide
practices with centralized tools and
resources to help them grow.

Listening for opportunities

One of the most basic ingredients
for building a healthy team culture
within your practice is listening to
your team. This includes listening to
learn about the opportunities your
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employees desire for advancement
and promotions, but also listening
for opportunities to grow your busi-
ness from those who work within it.
What do they need? What do they
see? How can their perspective opti-
mize your organization?

When you are intentional about
listening to what’s going on in your
organization, you can make better,
more informed decisions on some of
the bigger strategic moves. Dr. Janash
said, “It is all about listening to what
people are looking for, listening to
what opportunities the business
needs. You need to be a good listener
to understand how to help your team
to be connected, present, and com-
mitted all in the same way at the
same time.”

Every member of your team
should have access to the tools and
resources they need to successfully
do their job, whether it’s training
elements for continuing education
or even the physical tools required to
practice good dentistry. Dr. Janash hit
a turning point while building Under-
bite where he found himself at man-
agement courses and conventions on
practice management and revenue
realized that he didn’t
want to attend events like that with-

cycle and

out his team.

As they started to carve out their
own reputations for themselves,
team members created new opportu-
nities for their own growth and devel-
opment. For example, his human
resources director decided to pursue
a master’s degree, which aligned with
the need to scale the department to
meet the business’ needs. “As the
company grew, so did Esida’s team.
She used to be a one-person show

deomagazine.com

running all of HR; now she has a
number of people on her team that
handle recruiting, payroll, and com-
pliance. It’s been a major joy of mine
to watch people develop, personally
and professionally.”

Investing in your team

Part of a healthy team -culture
comes from the time that you spend
investing in your team members.
This is the kind of thing that is
supposed to trickle down from the
top. Healthy leadership leads with
integrity, allows for feedback, and
doesn’t expect the team members to
do anything they would not do.

Creating spaces where vyour
employees feel empowered and
encouraged to be brave could have
radical, positive effects on your
business. By leaving the fear of fail-
ure at the door, you can push your
team to take on bigger risks than
ever before. That level of invest-
ment shows your faith in the capa-
bilities of your employees and the
strength of your organization.

Passing down the work

The act of passing down the work
is an undervalued component of
building a strong team. The reality
(and hope) is that your employees

The act of passing down the work is an
undervalued component of building a
strong team. The reality (and hope) is
that your employees will not hold the
same positions as the years go by.

Your team members are a
critical piece of the puzzle, which
requires
tion, and encouragement at every

motivation, incentiviza-

step. Leadership that emphasizes
these things will get better results
from employees and more efficiency
for the organization.

Dr. Janash said, “In addition to
investing in the people, it’s import-
ant to create a brave space, rather
than a safe space in the workplace.
It’s not OK to be just safe, because
safety doesn’t get you anywhere.
Be brave. Create an environment
where people can talk to you can-
didly about their goals, their con-
cerns, and their weaknesses.”
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will not hold the same positions
as the years go by. They should be
taking on new responsibilities that
continue to challenge and push
them forward.

Essentially, this means that
you need to be training employ-
ees to hand down and take on work
as responsibilities change. There
shouldn’t be one person who knows
how to do certain things — train the
up-and-coming employees on the ins
and outs of different tasks and pro-
cesses around the practice to ensure
that you have someone to fill those
roles as they become available.

“I think it takes a real leader —
not a manager, but a real leader - to
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influence and develop people and essentially
offload various tasks,” Dr. Janash said. This is
especially true for any part-time employees
that you may have — they need a light at the
end of the tunnel, without the feeling of being
strung along for busy work.

“There’s always going to be the need
for a part-time person, and it can be stress-
ful to be part-time. But if you continue to
grow the DSO and continue to offer a per-
sonal and professional path for them, they
will have a better idea of what the future
will look like with your practice.”

Development as avalue
You won’t get anywhere with building your
team without focusing on team develop-
ment, both personally and professionally. It’s
the only way for them to improve, especially
as your organization continues to evolve. But
it’s not all up to leadership — your team must
want to grow.

Dr. Janash said that it must be self-led,
at least on some level. “They have to want

it on their own. I can’t force people to get
on planes and go to conferences outside of
dental to develop themselves. A lot of that
must be self-led or at least promoted. Some-
times, you have to sort of push people in
that direction.”

By providing opportunities for growth
and coaching for your team, you can create
an environment that is focused on the inher-
ent value of development. Whether that’s
through continued education opportunities,
training opportunities, or even opportunities
to take on new responsibilities, your employ-
ees should have options to chart the next
steps in their career.

Even though the development of your
team isn’t entirely up to the leadership, it
also wouldn’t be possible without the influ-
ence of the leadership team. By investing
in their future and offering development
opportunities, you can leverage the success
of your team members and your organiza-
tion to drive growth and productivity to
move forward. B
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Founded in 2018 by
David Janash, DMD,
Underbite is a New
York City-based,
people-first dental
support organization.
Combining custom-
ized strategies with
the same resources
used by much larger
DSOs, the group
owns, operates, and
provides practices

of all sizes and styles
with centralized tools
and solutions to help
them grow and thrive.
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Getting Out of the Chair

How Dr. Chris Martin took the next step in his leadership development
without missing a step operationally.

BY PETE MERCER

Many dental leaders today are wondering whether it’s time to take a step
back from operating in the chair. Indeed, there are many important compo-

nents to running an efficient, successful dental group practice beyond just

the clinical aspects. This isn’t an easy call for everyone, but it might be the

best thing you can do for your organization, fellow doctors, and your team.

The hard part is the transition
itself. Production is what many den-
tists do best, so you need to ensure
that your business acumen is where
it needs to be to run your organi-
zation and that you still have your
company staffed at the appropriate
level for the clinical workload. Find-
ing the right path and timing can

be tricky, but it could prove to be
an invaluable move for your profes-
sional development and the profit-
ability of your organization.

DEO Magazine spoke to Dr. Chris
Martin, founder and chairman of
the board for Village Dental, about
cutting down his time operating in
the chair so he could focus on other

aspects of the business. Village Den-
tal is a multi-site dental organization
based in Raleigh, North Carolina,
with a major focus on sedation den-
tistry via IV sedation.

Stepping back from

the dental chair

Dr. Martin said he has effectively
reduced his time in the chair to zero.
By necessity, he has cut his chair time,
but he truly enjoys the practice of
dentistry and loves having the option
to practice when the need or want
arises. Instead, he pours his energy

into other areas of Village Dental.

deomagazine.com
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>You: Executive Mindset

It all started during the COVID
pandemic when the team and orga-
nization needed him to step into a
leadership role and out of 40 hours
per week of chair time. Dr. Martin
and the organization are big propo-
nents of the DiSC behavioral profile
for ‘best seat on the bus’ analysis. To
better understand his perspective
and interests regarding the work-
place, Dr. Martin took a DiSC profile
test, a personality assessment that
focuses on four personality profiles:
dominance, influence, steadiness,
and conscientiousness:
> “D” personalities are more
dominant, task-oriented and
emphasize results.

v

“I” personalities focus more

on relationships and

influencing others.

“S” personalities are dependable and
value cooperation and sincerity.

v

v

“C” personalities place an empha-
sis on quality, accuracy, expertise,
and competency.

It turns out Dr. Martin is high on
the Influencer profile. Although he
truly enjoys dentistry, his particular
personality profile was well-suited
to step up and lead during the diffi-
cult time the team was experiencing.
“My profile is a high ‘I, so I'm like the
Oprah Winfrey of our company,”
Dr. Martin said. “Discovering that
teaching dentistry could be a point of
strength for me was enlightening and
worked well during the difficult time
we were experiencing during and post-
COVID.Ireally enjoy being with people
and interacting with teams. This works
very well for me personally and helped
fulfill my vision to build a dental busi-
ness, not only a dental practice.”

Once he decided to take a step
back from the chair, he needed to fill
that role to ensure that there were
no gaps in care. Village Dental has
found that the DiSC tool is helpful
in knowing which team members,
including doctors, are best suited for

L

Dr. Chris Martin
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long-term associate/team member
roles and which ones may want to
step into leadership.

Village Dental is using the
assessment company-wide to bet-
ter identify strengths and roles. An
assessment like this is a powerful way
to identify potential leaders in your
organization that you might not have
seen before.

Based on the results, take the time
to sit down with your team to discuss
what this means and how they can
chase their own purpose within your
company. It’s important to under-
stand that all personality profiles can
lead, but there are different strengths
they draw from and will thrive or fail
depending on the ‘seat on the bus’

deomagazine.com
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they are leading from. You might
have someone in a position where
they aren’t fulfilling their potential
- encourage them to take the assess-
ment and trust the process. These are
the kinds of decisions that can change
everything. As an Owner/Doctor it
is very hard to see the team operat-
ing if you have your head down and
involved with patient care full time.

Making the transition

Like most transitions, moving from
the dental chair into a more exec-
utive role is going to be a multi-
step process that will take time to
fully implement. There are so many

doctors out there who have focused
on production for their livelihood
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because production is what brings
money into the practice. ‘Leadership
is not about Production, it’s about
RE-production’. Building others up
to think and perform as you do is the
key. This is what makes getting the
transition right so important.

For Dr. Martin, the most import-
ant component of this process was
having great training systems to bring
new personnel up to speed. He talked
about the idea of a “treadmill opera-
tor,” which is often the first stage of
business. Essentially, this means that
you are stuck on this treadmill of pro-
duction, doing all the surgeries and
making all the money. It’s exhausting.

“You can’t take a vacation be-
cause that’s a week out,” he said.
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“That is 25% of your revenue gone
and there goes all of your overhead,
so you made no money that month.
When you come back to work, you
have to go two more weeks to build
your schedule back up. At that rate,
you have had a two-month window
where you did not make any mon-
ey. That’s a miserable place to be as
an entrepreneur.”

The best way to make this tran-
sition is to train the people who are
going to take your place. Take the
time to dial into the kinds of proce-
dures and processes for your dental
practice, ensuring that each of your
team members understands in great
detail what your top revenue genera-
tors are and how they should be per-
formed at your organization. Iron out
the methodology and create training
materials that your doctors can refer-
ence for each step of the process.

Dr. Martin said, “You really have
to spend that time on the front end
to get those systems in place, so that
you’re not just saying, ‘Hey, you’re a
doctor! Come on in and do dentistry.’ I
have never seen that work and I think
it’s a recipe for disaster. I want to be
able to go in and know that the qual-
ity of the dentistry, the staff experi-
ence, and the patient experience is
the same in each of our pods in each
of our offices. It’s also very important
to keep in mind that you are going to
feel that it’s ‘always broken’. That’s a
blessing and a curse. Lean into it. That
means you care, and learning how to
let go of the things you cannot control
and have the strength and discipline
to prioritize and work the problems
you can control, is the new paradigm
you must accept. So do as Dave Ram-
sey says: ‘Take courage...and lead!” H
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Failing Up

The value of building strong partnerships.

BY PETE MERCER

The leader’s journey never ends. There are peaks and valleys at every stage,
which brings varying levels of confidence and anxiety. There will be plenty of
wins and losses as well. This is what it takes to walk down this road - today’s
leaders are faced with more challenges and obstacles than ever before, while

also having more opportunities for success and prosperity.

For the Thriving Leaders Series,
DEO Magazine spoke to Dr. Tony
Molina, the head of partner acqui-
sition and development at Guard-
ian Dentistry Partners,
building partnerships and learning
hard lessons on the job. He has had
experience with all the highs and
the lows of owning and operating a

about

dental practice, using those expe-
riences to build his career into
what it is today.

Guardian Dentistry Partners is
a rapidly expanding dental partner-
ship network with partners in Ala-
bama, Florida, Michigan, New Jersey,
New York, North Carolina, Penn-
sylvania, South Carolina, Texas and

m JULY/AUGUST 2024 - DENTIST ENTREPRENEUR ORGANIZATION

Virginia. Guardian works to improve
the dental industry through partner-
ships that support their dentists and
change the industry altogether.

The value of building
like-minded partnerships
Building partnerships is a founda-
tional component of running a busi-
ness. No matter what stage or season
of life you are in, you will likely need
to build a partnership to sustain
your business practices. Ideally, this

will be with someone you trust and
share the same values, but it does
not always work out that way.

deomagazine.com
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Dr. Molina owned a private, fee-
for-service dental practice in Florida
for over 20 years. After that ended
in 2012, he was looking for oppor-
tunities that did not require him to
be practicing as a dentist. In Dallas,
he met a couple of periodontists and
decided to form a hub and spoke part-
nership where one of the periodon-
tists was in the main surgical center
and Dr. Molina would run a series of
offices that would funnel patients
into the surgical center.

They bought an office together
but quickly learned that they were not
compatible. Dr. Molina said, “We did
not have the same financial vision on
how to manage the office, which was
the first lesson learned. You can plan
all you want and think you know how
it is all going to work out, but until
you get into it, you do not really know
what people’s expectations are.”

Partnerships often work like
marriages — you are committed to
the business and to each other, even
when things get hard. In sickness and
in health. Marriage can be a beauti-
ful thing, but it does not always work
out. In fact, marriages and other
long-term relationships often end
over money.

The most misunderstood thing
about partnerships is that you do
not have to agree on everything. You
probably will not agree on every-
thing, but it’s all about how you
compromise in the hard moments to
ensure that the business works.

Finding the right partner

It can be hard to find a business
partner. It requires a sense of trust
and vulnerability with another
person over a huge investment.

deomagazine.com

Dr. Tony Molina

Finding a person or group of people
that you can trust is the first step.

Eventually, Dr. Molina found the
right partners to help him build a
couple of dental practices in Dallas.
The key to their success? Playing off
each other’s strengths. Dr. Molina’s
strength is in operations, while his
business partner was better suited to
the financial aspect of the practice.

“You have to be sure that you are
aligned financially and philosophi-
cally,” Dr. Molina said. “For instance,
my business partner could not go
in and run a dental office, but that
was the knowledge I brought. What
he did was keep me very focused on
the numbers. Which worked for us,
because he was not there all the time.
He was relying on me for the day-to-
day operations, and that is what leads
to the numbers.”

When you have built a partner-
ship with another person or even
multiple people, try to leverage each
other’s strengths to build checks and
balances that improve the processes
within your organization. Comple-
mentary skills are key here, which
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would allow you to tailor the organi-
zation to your strengths.

Working with

Guardian Dental Partners

Dr. Molina came to Guardian Dental
Partners in partnership development
in the early years of the company,
folding his existing practices into
the larger group. In those days, Dr.
Molina was still flying back to Dallas
to run the group of offices that he
started while actively looking for
new partners for Guardian.

He said, “My whole idea was to
tell people that we are not here to
change how you practice. You are
obviously running a very strong
practice with great numbers, which
is why we are interested in partner-
ing with you. We partner with den-
tists to alleviate some of the stress of
running a dental practice. That reso-
nated with the right kind of people
in the right way.”

Currently, Dr. Molina utilizes
his knowledge of operations to effi-
ciently provide support to the dental
facilities partnered with Guardian.
Through his role, he has built an
infrastructure to budget for repairs
and maintenance for all the facili-
ties under his umbrella. This allows
him and his team to forecast future
budgets and allocate the appropriate
funding for their various projects.

He said, “If our partners want
a piece of equipment, they have to
build a business case for it. We have
our set forms where they requisition
what they need and what they need
it for. If they add a certain piece of
equipment, what can they anticipate
the doctor, or the hygienist, is going
to be able to do with it?” l
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How to Set Goals for the Future

Systems to accomplish the goals set during a dental company’s annual planning meeting.

Winning the game before it starts means planning ahead and setting clear
and achievable goals for the future.

Annual planning can help your organization do this and is a form of strate-
gic goal setting that begins with company leaders and trickles down to specific
project and task execution within dental teams.

Unfortunately for many companies, things discussed at annual planning
meetings are like New Year’s Resolutions — goals that leaders get excited about
but within a couple of weeks lose focus or momentum due to unclear objec-
tives, staffing turnover, crisis management, or even lack of the systems neces-

sary to implement the ideas.

COMMON OBSTACLES

TO GOAL COMPLETION

Hew [doas aka
Shiny Dbjects

While there may be valid reasons for

not following through with the goals

and priorities created during an

annual meeting, it sends the wrong

message to team members that:

> Leadership doesn’t have the
integrity to follow through on
their goals and vision.

> Leadership is not competent at
setting goals that matter and
stand the test of time.

> Team members shouldn’t get too
invested in any new goals/projects
because leadership will probably
change their minds soon anyway.

> The squeaky wheel gets priority.

Day-to-day

Mew Crises D ¥
perations

Fortunately, there are systems
and processes that can be enacted
during a dental team’s annual plan-
ning meeting to successfully achieve
company priorities. Ifteams are given
easy-to-understand and attainable
projects based on systems, they can
have a clearer approach and be more
likely to accomplish objectives.

Before the meeting

Annual planning should consist
of a one- to two-day meeting that
includes each of the leaders and
executives within a dental practice.
But too often, the leadership team
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comes into these meetings flat-
footed because they didn’t do the
necessary prep work.

Before the meeting, leaders
should gather the needs of each
practice, and team, far in advance, so
that everyone arrives ready and pre-
pared to discuss ideas. These inter-
nal team meetings are an opportu-
nity to listen to everything that is
needed within a company, consid-
ering everyone’s perspective — from
the front desk to the doctors. This
provides the leadership team with
a more grounded look at what the
organization needs.

Leaders should immediately put
their team’s list of ideas into a docu-
ment, using organizational tools such
as Google Docs, Asana, or a spread-
sheet (find a place that works best
for the company). All ideas should
be documented in one place (such as
a specific planning meeting spread-
sheet), including the name of the
idea and what team/individual that
the idea originated from. Once the
individual team meetings and idea
spreadsheet are complete, leaders will
be prepared for the annual meeting.

IDOPE for annual planning
Dental leaders can use a tried-and-
true project management system
called IDOPE for the annual plan-
ning meeting. The first step, ideate,
is covered with those internal team
member meetings to generate ideas.
From there:
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> Document. If ideas aren’t written
down, it’s harder to judge them,
evaluate them, or determine their
value. Don’t worry about deter-
mining all the details about an
idea at this stage. The goal is just
to capture the gist of the idea.

> Organize. Flesh out all ideas
with a description of the scope
of the idea/project, the ROI for
the project, who the lead would
be on completing the project,
and who would be consulted on
this project.

> Prioritize. Weigh the ideas
against each other based on
revenue vs. expense. Look at
the project lead to see whether
one team or individual is being
overloaded. Look at the amount
of effort and time it might take
to accomplish this idea. Order
your priorities accordingly, and
confirm buy-in from all leaders
on this prioritization.

But which ideas should be at
the top of the list? The DEO has
two helpful tools to help leaders
in this area. The first is called the
Customer Stack Tool. This tool asks
the questions, “How would this
idea impact [fill in the blank with
your primary customer]?” Another
useful tool is DEQO’s Constraint
Assessment List. This resource
has a 15-point checklist including
financials, collections rate, sched-
uling availability, facility capacity,
staffing model management team,
and more — which can help dental
practices determine which goals to
focus on as a company first.

deomagazine.com

Prioritize the projects that directly
benefit the customer first, as they are
the primary revenue source. Focus
on goals that meet the needs of
patients first, then clinicians, dental
assistants, and treatment coordina-
tors. If all those priorities are already
met, then move to projects centered
around scheduling, collections, mar-
keting, and support services.

Remember when determin-
ing year-long priorities to consider
the availability of a company’s
resources and if there is time to
explain and clarify systems around
the project for each team. Ordering
priorities correctly is essential to
their completion.

Execute

The final step of the annual plan-
ning meeting is to create a process
for executing ideas. Determine clear
systems that ensure that the project
will be completed at a high level by
teams. Leaders can accomplish this
by setting a deadline for completing
the project, having a clear, updated
status of the project in a shared docu-
ment that is consistently monitored,
and encouraging staff to update the
project spreadsheet frequently with
a percentage of project completeness.

Leaders should also outline
the next actions for all projects in
the document for staff’s continued
progress, including notes and links
to help dental teams complete the
project successfully.

Building out systems takes a
company’s annual planning meeting
to the next level, growing the team’s
integrity and success.

The more a system and process
are fleshed out in the annual planning
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meeting, the better teams can
accomplish annual goals. If leaders
plan and prioritize ideas that focus
on patients and office staff while
clearly defining the system and pro-
cess for accomplishing each goal,
annual planning meetings can run
smoothly and set up teams for suc-
cess in the upcoming year. ll

Elements of an annual

planning meeting

> Do some legwork in advance

> Get away from your
day-to-day environment

> Include team-building
activities

> Review the past year —
Look at what worked

> Review the past year —
Look at what didn't work

> Determine
organizational needs

> Reverse engineer your goals

> Handoff to a project
manager

IDOPE

The annual planning
process requires:

| - ldeate: One individual to
collect ideas

D -Document: A place to
document ideas

O -Organize: A place to
organize ideas

P - Prioritize: A method for
prioritizing ideas

E - Execute: A process for
executing on ideas
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Prioritize Your Time as a Leader

Implementing project management systems to manage time more effectively as aleader.

Growing your own skills as a dental leader helps to move teams, practices,

and the company as a whole forward.

Dental company leaders must be clear, concise, and confident in order to
grow their business, and “a strong leader embodies the proper skills to ensure
that the company runs smoothly, overseeing that daily responsibilities and

long-term projects are well managed,” said Amber Nish.

So, how exactly do leaders guide
teams with clarity and grow confi-
dence in their professional skills?
Amber Nish, a Marketing Coach at
DEO, and Kyle Scott, a Project Man-
ager for 70 plus doctors and offices
within a DSO, shared their insights
into how to prioritize your time as a
team leader.

Developing leadership skills
As a leader, overseeing all the aspects
of a dental business, including
managing teams, day-to-day opera-
tions, and achieving company-wide
goals can often be daunting. To
address this and find clarity, imple-
menting systems can help simplify
the process of managing people and
assist them in completing both daily
responsibilities and ongoing projects.
Leaders can grow their con-
fidence by implementing specific
practices in the workplace such
as aligning teams by setting clear
priorities, holding staff account-
able for completing what is most
important now, not chasing dis-
tractions, and encouraging staff to
achieve maximum performance in
their responsibilities.
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“Leaders should provide teams
with clear priorities and systems
to get tasks done. After delegating
tasks and providing teams with the
tools to accomplish them, trust that
staff can handle them,” said Nish.

Providing teams with priorities
and systems is known as project
management. Project management
is a critical skill to master in the
workplace to best prioritize time as
a leader. According to Nish, project
management allows leaders to dele-
gate tasks and successfully get ideas
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across to teams. Leaders that are
skilled in project management are
better able to align teams around
what’s important and give staff
clear directions so they can achieve
actual results.

Benefits of project management
Leaders rely on the systems asso-
ciated with project management to
plan, best allocate resources, and give
teams the tools they need to succeed.

Nish, Scott, and the DEO team
came up with an analogy to con-
vey the importance of project man-
agement with the example of three
employees facing the task of swim-
ming across a lake to the other side
successfully. In this scenario, each
employee is standing at the edge of
the lakeshore trying to decide how
to get across the water, and each
individual has a different approach.

Person One rushes into the water,
jumps in, and immediately starts
paddling across the lake. This per-
son doesn’t have a plan initially and
doesn’t know how they’re going to
complete the goal, but they trust them-
selves to figure it out in the moment.

Person Two approaches the chal-
lenge by pausing to research which
swimming stroke would be best to get
across the lake, what dangers or chal-
lenges there might be, and if there
are any currents present in the lake.
At this point, Person One is making
more headway, while Person Two is
still in the research phase.
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While all of this is happening,
Person Three begins the process of
building a boat. Indeed, the person
that takes the time and effort to build
the boat will ultimately be the indi-
vidual that completes the task first.
In this example, the person that built
the boat would be the one in a dental
organization that would first gather
the teams, tools, resources, and sup-
port necessary to complete the task
through prior planning and research.

The lake scenario exemplifies
why project management is so valu-
able — it provides teams with the
systems they need to complete com-
pany tasks and goals.

“Often where leaders fail in
project management is by not con-
ducting the proper research first,”
said Scott.

Project management can take
workplace chaos and simplify it into
a process — through planning, orga-
nization, motivating teams, and con-
trolling resources, goals can be com-
pleted within a defined timeframe.

IDOPE
Project management itself requires
step-by-step processes that leaders

Leaders should prioritize projects based on
the greatest return on investment (ROI) for
the company, instead of basing decisions
on emotion, excitement, and feelings.

should follow to best implement and
communicate systems with their
dental staff.

“To organize, budget, and plan
for projects, leaders should follow
the IDOPE acronym with the fol-
lowing steps: Ideate, Document,
Organize, Prioritize and Execute, as
a process for conducting all project
management planning,” said Scott
and Nish.

First, leadership should write
down all the ideas or goals they want
to accomplish, document them,
determine specific timelines, orga-
nize each project based on priority,
and then begin executing them. The
IDOPE acronym serves to simplify
project management, allowing lead-
ers to begin project planning sys-
tems no matter where they are cur-
rently at as a company.

Leaders should prioritize proj-
ects based on the greatest return on

WHO WILL GET TO THEIR GOAL FASTER?
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Rushes into the water

deomagazine.com

Learns to swim

Budlds a boat
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investment (ROI) for the company,
instead of basing decisions on emo-
tion, excitement, and feelings. Lead-
ership teams should be able to say
that each of the goals and priorities
that are being worked toward have a
measurable and significant impact
on the company.

When determining project pri-
ority, leaders should make decisions
that support doctors, clinical care
staff, and clinical support staff first
— as this will directly support a den-
tal business’ primary customer, the
patient. An example of a type of proj-
ect could be identifying the need for
a new associate (a company makes
about 30-40% more revenue depend-
ing on if they hire a new associate).
Another example is to invest in
building career paths as a company
to retain strong employees.

Once a company determines all
the projects they want to accom-
plish and has gathered and dis-
cussed them as an executive team
in a meeting, they can begin project
management plans.

Prioritizing systems

The next step of project manage-
ment is to choose the appropriate
systems to help teams complete
priorities. According to Nish, “there
are three different ways to tackle a
priority within a dental business,
including strategic initiatives, proj-
ects, and tasks.”
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The first type of a system is a strategic
initiative. When determining a company’s
strategic initiatives, leaders should first deter-
mine what challenges within the business
needs to be solved, the definition of success,
and the aspects of the problem that are not
going to be solved with this specific system.

Strategic initiatives are composed of
multiple projects. A strategic initiative is
multi-department or company-wide, and
complex. It takes more than an operational
quarter to complete, and the “how” isn’t
always clearly defined. Sometimes, it takes
starting the project to realize that it is a
strategic initiative and will require complex-
ity and further projects. When approaching
strategic initiatives, remember that leaders
must break down all the ideas they have into
systems that staff can follow and accomplish.

Next, a project is how teams execute
a strategic initiative. Projects can also be
thought of as the vehicle through which a
strategic initiative is executed. The time-
frame of completion for a project is between
30-90 days, with specified start and end
dates. Projects also have a predetermined
scope, budget, and timeframe, and are often
comprised of multiple tasks.

Tasks are small, individual steps taken to
accomplish a project. Tasks are transactional
and tactical, can be done in two weeks or less,
and can be assigned directly to an individual

on a team. It is very easy to define what a
completed task looks like.

“Leaders should make sure teams under-
stand the difference between a strategic ini-
tiative, a project, and a task. Before assigning
staff these responsibilities, explain the differ-
ences between each system and ensure teams
fully understand each aspect,” said Scott.

For example, centralizing company
scheduling is a strategic initiative, as it is
multi-departmental and complex. Standard-
izing scheduling and standard operating pro-
cedures for all 7 practices is a project because
it has a predetermined scope, and finally,
scheduling meetings with a software ven-
dor is a task, because it can be accomplished
quickly and there is a clear path to get there.

For each priority, leaders should create a
spreadsheet with the name of the project, the
names of each of the tasks to get there, who
the task is assigned to, what the due date of
the task is, and a section on the spreadsheet
for details, notes, or comments that everyone
can edit.

Breaking priorities down into strategic
initiatives, projects, and tasks provides staff
with clear systems and language to ensure
everyone on a team is aligned and doesn’t
feel overwhelmed by their auxiliary respon-
sibilities. Step-by-step systems serve to help
leaders prioritize and effectively lead their
teams to success. ll

Strategic Initiative
> At the company wide level

Project

(ex: launching denovos)

Projects are the vehicle through
which a Strategic Initiative

Task
Individual step to accomplish
a project

because it's multi-department is executed. > Transactional & tactical

> Takes more than a quarter > Timeframe is between > Can be donein 2 weeks or less
to complete 30-90 days > (Can be assigned directly to

> Requires scoping > Has specified start and end an individual

> The"how"isn't clearly defined dates, and finite resources. > Easy to identify what "done”

> Is complex > Has a predetermined scope, looks like

> |Is comprised of multiple

budget, and timeframe.

projects > |s comprised of multiple tasks.
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Amber Nish

is a Marketing Coach at
DEO, and through her
position, has gained
extensive experience
in dental industry
marketing. Nish's
previous experience in
the marketing field was
during her time as the
Chief Marketing Officer
for a dental group that
she grew from seven
locations to 30. Nish is
always excited to share
what she's learned

over the years as a

marketing leader in her
career and at DEQ.

~

Kyle Scott

is a Project Manager

for 70 plus doctors and
offices within a DSO. He
also works at DEO to
organize and prioritize
long-term projects. Scott
has extensive professional
experience in marketing,
project management,
and leadership develop-
ment within the

dental industry.
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The Power of Knowing Your
Dental Regulatory Landscape

BY JACOB BOLTON, ASSOCIATE, HOLLAND & KNIGHT, & SAM JACOBS, ATTORNEY, HOLLAND & KNIGHT

In the world of dental practice management, effective leadership goes
beyond clinical expertise and business acumen. Strong dentist leaders under-

stand the crucial role that the regulatory landscape plays in the growth and
sustainability of their practice. By paying close attention to regulations, espe-
cially those set forth by state dental boards, these practice leaders can ensure

compliance, maintain high standards of care, and greatly increase their odds of
successfully navigating the complexities of the dental industry.

The Regulatory Landscape

and Your State Dental Board
The dental regulatory landscape is
comprised of various rules and guide-
lines designed to protect patient
safety,
uphold the integrity of the profes-
sion. These regulations are enforced
by various entities, with state dental

ensure quality care, and

boards playing a pivotal role. Each
state dental board has the authority
to license dentists, set standards for
practice, and enforce disciplinary
actions when necessary. They also
have the power to block acquisitions
or transactions that they feel inhibit
the quality of patient care (including
DSO transactions) and can require
very detailed memorandums and
disclosures of such transactions. Each
state dental board is different, and
it is important to know the rules by
which your state dental board plays.
The best dentist CEOs recognize
the importance of staying informed
about these regulations. They under-
stand that compliance is not just a
legal obligation but a fundamental
aspect of professional responsibility.
By staying up to speed on changes in
laws, guidelines, and best practices,
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they can proactively address potential
issues and avoid costly legal pitfalls.

Ensuring Compliance
and Quality Care
One of the primary responsibilities of
state dental boards is to license and
regulate dental professionals. This
includes setting requirements for
continuing education, clinical prac-
tice standards, and ethical conduct.
Good dentist leaders ensure that
their practices meet all licensing
requirements and that staff members
are adequately trained and certified.
Compliance with state regulations
also extends to the physical and oper-
ational aspects of the dental prac-
tice. This includes maintaining proper
infection control protocols, ensuring
the safety of dental equipment, and
adhering to patient confidential-
ity laws such as the Health Insurance
Portability and Accountability Act
(HIPAA). By prioritizing compliance,
dentists can provide a safe and trust-
worthy environment for their patients.

Navigating Growth
and Expansion
As dental practices grow, the

complexity of regulatory compli-
ance increases. Expanding a practice
often involves opening new loca-
tions, hiring additional staff, and of-
fering new services — all of which are
subject to regulatory scrutiny. Good
dentist leaders plan for growth by
integrating regulatory compliance
into their business strategies. This
includes conducting regular audits,
seeking legal counsel when neces-
sary, and fostering a culture of com-
pliance within their practices.

Moreover, leaders who are
attuned to the regulatory land-
scape can leverage this knowledge
to gain a competitive edge. They
can anticipate regulatory trends,
adapt their practices accordingly,
and position themselves as indus-
try leaders committed to excellence
and integrity.

Conclusion

The ability to navigate the dental
regulatory landscape is a hallmark
of great dentist leadership. By
staying informed about state dental
board regulations, ensuring compli-
ance, and integrating regulatory
considerations into their growth
strategies, practice leaders can help
safeguard the success of their prac-
tices and uphold the highest stan-
dards of patient care. In an industry
where trust and quality are para-
mount, this attention to detail sets
exceptional dental practices apart
from the rest.
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Find Your
Working Genius

Why Dr. Marc Adelberg believes an
innovative production model can help DSO
leaders transform team meetings while
drastically improving project management.

Picture yourself on an airplane flight. Over the
speakers, you hear, “Greetings folks, this is your
captain speaking. We are now cruising at 30,000
feet, and I’ve turned off the seat belt sign. You
can walk around the cabin as you choose. Enjoy
your flight!”
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About two minutes later, the plane
drops from 30,000 to 10,000 feet.

Sound scary? What if it gets
worse? What if the plane climbs
from 10,000 to 20,000 feet, only to
plummet to 5,000 feet? It would be
unsettling to say the least.

That’s called turbulence, and it
happens in our work and home lives all
the time, said Dr. Marc Adelberg, owner
of New York-based Adelberg Montal-
van Pediatric Dental and Orthodontics.

“Turbulence is a sign that
you are not following a flow,” said
Dr. Adelberg. “You should be able to
figure out the problem, come up with
ideas to fix the problem, fine tune
those ideas, rally your team around
the ideas, decide on the people who
will make it happen, and decide
which people will close it for you.”

But what if that’s not what is
happening? A couple of years ago,
Dr. Adelberg experienced this first-
hand. It seemed like projects were
always getting caught in a cycle
of start, stop, start, stop. “Projects
weren’t being followed through to
the point of where I thought they
should be.”

He was frustrated and deter-
mined to get to the root cause.
While attending a leadership event
in another state, he bought a copy
of “The 6 Types of Working Genius:
A Better Way to Understand Your
Gifts, Your Frustrations, and Your
Team” by Patrick M. Lencioni.
By the time he finished reading
the book, he knew he had found
the missing piece to better proj-
ect management. In fact, he not
only wanted to introduce it to his
team, but also to become a certi-
fied Working Genius Coach for the
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program so he could pass on his
knowledge to other dental leaders
and organizations.

The Working Genius model
focuses less on personality and more
on what Dr. Adelberg calls “produc-
tionality” — 80% production, 20%
personality. By understanding what
somebody’s Working Geniuses and
Working Frustrations are, you can
break your projects out of turbu-
lence while eliminating judgment
and guilt as a leader, he said.

The Six Geniuses
In his book, Lencioni identifies six

Working Geniuses:

1. Wonder. These are people who
ask lots of questions. They’re
always looking for a better way
to do something.

2. Invention. These people love
generating new ideas.

3. Discernment. People with
discernment are determined to
make something better and give a
lot of feedback.
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4. Galvanizers. Galvanizers are
your cheerleaders. They rally the
troops and want to make the
idea happen.

5. Enablement. Enablement people
don’t care as much about the
idea. They want you to know they
are there for you and want to be
part of the solution.

6. Tenacity. People with tenacity
love checklists. They are
your closers.

According to Lencioni, we all
have two Working Geniuses, two
Working Competencies, and two
Working Frustrations.

Dr. Adelberg discovered his
Working Genius was IG, or “The
Evangelizing People
with this pairing derive real joy and
energy from generating ideas and

Innovator.”

convincing others of an idea’s merit.

He also discovered his Working
Frustration was TE, or “The Loyal
Finisher.” People with this pairing
derive joy and energy from com-
pleting tasks and responding to the
needs of others in the pursuit of get-
ting things done.

“My team will tell you that 'm
really good at generating ideas.
Follow through? Not so much,”
Dr. Adelberg said. “So, I need people
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with tenacity on my team who will
close the deal and complete the task.”

Dr. Adelberg admits prior to
this exercise, he had some indi-
viduals on his team who would
occasionally frustrate him during
meetings because they weren’t
exhibiting all of these traits. There
were those with great ideas but
bad follow through. Others could
take a project and run with it, but
didn’t have much to offer in the
way of inspiration. But through
this process, Dr. Adelberg could
stop feeling guilty about this when
he realized they simply had dif-
ferent Working Geniuses and were
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offering a different perspective and
foundational element to their dis-
cussions. He moved from judgment
to understanding.

“Now I don’t always expect every-
one to be involved in the idea side,”
he said. It’s not that they don’t care.
I just don’t judge them like that any-
more. But I know I can ask some peo-
ple for their opinion a little bit fur-
ther down the road, and I have other
people where I know they’re going to
be the ones to close it for me.”

Moving a project from
ideato the finishline
There are essentially three stages of a

project: ideation, activation, and imple-
mentation. In the Working Genius
framework, each of those stages comes
with two pairings. For instance, Wonder
and Invention go well in ideation,
Discernment and Galvanizers in acti-
vation, and Enablement and Tenacity
in the implementation stage.

What typically does not happen
in dental practices is the middle

Before you begin

Patrick Lencioni and his team provide a helpful assessment for

"Working Genius”at www.workinggenius.com.

When you take the "Working Genius” assessment you must complete

the portion about what brings you joy, fulfillment, and energy. It's critical

to the entire process. “If you fill out the assessment on what you think

you're really good at, or what you think your team would want it to say —

but not what brings you joy, fulfillment and energy — it won't work.

You must be self-aware," said Dr. Adelberg.
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portion. “We come up with great
ideas and then we expect everybody
to close on them,” said Dr. Adelberg.
“But nobody asks whether this a good
idea (discernment), or can we get our
team to rally around it (galvanize)?”

For example, Dr. Adelberg’s
team recently had an operational
problem at one of their facilities.
During their leadership meeting,
Dr. Adelberg suggested they just
have the office manager take care of
it. “Then, no joke, all three Discern-
ment people on my team said, ‘That’s
a terrible idea. She’s got enough
on her plate.”” Rather than getting
upset, Dr. Adelberg considered what
they had said, and thanked them for
their discernment. Together, they
moved on to other ideas that could
solve the issue.

In another instance, they had
a partner doctor who was passion-
ate about marketing, but his Work-
ing Genius was Discernment and
Enablement. Dr. Adelberg sat down
with the doctor and asked him what
type of candidate he thought would
best complement his strengths. “The
doctor felt like he needed somebody
who he could give direction to, and
then let him or her run with it,”
Dr. Adelberg said. “When we finally
hired our person for marketing, I
picked somebody who is an ET — A
Loyal Finisher. Every week we’re
putting out fresh content via Insta-
gram reels and TikTok videos. She’s
getting orders in for our upcoming
street fairs. Whether it’s producing
content or ordering water bottles or
new T-shirts or scrubs, she’s on it.”

Not every attribute will be well
represented on a leadership team.
For example, Dr. Adelberg’s team


http://deomagazine.com
http://www.workinggenius.com

does not have anyone with a Work-
ing Genius of Wonder. So, in their
meetings, they are intentional about

coming up with the types of ques-
tions that a person with Wonder
would ask.

Ultimately, using this model has
allowed Dr. Adelberg and his team to
tap into one another’s talents and
create a common language. It has
changed how they staff projects and
provided a framework for innovation
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The Six
Working

Geniuses

Wonder
> Speculate
> Question
> Ask Why?
> Better Way?

Invention

> New Ideas

> Love White Boards

> Love Wonder's Questions

Discernment
> Take Ideas and Evaluate
> Great Instincts
> Give Feedback to Ideas

Galvanizing

> Enthusiastic About Ideas
> GetThings Moving

> Cheerleader

Enablement

> Rally the Call of the
Galvanizer

> Get People to Help

> People-Oriented

Tenacity

> Check Off Boxes
> Love"To-Do’Lists
> The Worker Bee

and work. And, it has improved pro-
ductivity and morale.

“If you buy into this model, it can
reduce friction,” he said. “And guess
what? In the process you’re going to
eliminate turbulence in your office.” l
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Are You a Hunter or a Farmer?

Stop hunting Fee-For-Service cases, and create a consistent harvest of profitable treatment.

BY DENTAL MENU

Are you a hunter or a farmer? Hunters look for specific prey and use special-
ized techniques and tools to kill and eat. Success can translate to a large meal,
but it’s less predictable and more sporadic versus farming. On the other hand,
farmers plant seeds, cultivate fields, and raise animals within the confines of

fences and pens. Their harvest is more planned and predictable.

What does this have to do with
dentistry and membership plans?
In a practice you can use special-
ized marketing and techniques to
hunt fee-for-service patients. These
FFS cases are rewarding because
the fees are higher, and you don’t
have insurance dictating treatment
and patient outcomes. However,
it’s hard to build a practice around
sporadic hunting because once the
work is done, you must convince
un-insured patients to return on
a regular basis. You are constantly
chasing and marketing (hunting)
for these cases.

Hunting

FARY

Insurance patients on the other
hand follow a process that more
resembles farming. They typically
visits

schedule 6-month recall
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Farming
209
'h v

because these services are included

at no charge with their insurance
plan. Your hygiene department is
your farm. Un-insured patients
need to be coming through your
hygiene department on a regular
basis to ensure natural, predictable
treatment. If most of the patients
coming in regularly for hygiene
are insurance patients, it will be
difficult to grow and produce con-
sistent FFS treatment. The purpose
of a membership plan should be to
attract and retain FFS patients by
having them come in on a consis-
tent basis for preventive services
and helping them accept and afford
treatment with included discounts.

What is the difference between
a discount plan and a continuity
(membership) plan? Examples of dis-
count programs are Groupon or the
fundraising cards you buy that have
all the discounts to various places.
You purchase a specific Groupon deal
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at a discount to get the best possi-
ble price. True membership plans
resemble Netflix, Amazon Prime, or
a Gym Membership. You pay each
month to have access to certain ben-
efits or content.

Many of the dental membership
plans we see are more of a discount
style plan. They help case accep-
tance and are effective hunting tools
to close treatment, but they fail to
retain patients. If patients buy a set
of services for a year and don’t renew
until they come back to the office,
you have a discount plan. Discounts
are an important part of a member-
ship plan, but your plan should do
more than offer a discount to help
close treatment.

True membership (continuity)
plans get un-insured patients into
your hygiene farm on a consistent
basis by offering access to preven-
tive services at specified intervals.
There isn’t a renewal period each
year. Instead, the patient pays each
month (or year) to have access to
exams, cleanings, x-rays, and other
services. They can access those ser-
vices at the intervals specified as
long as their membership is active.
In this way you sign the patient up
once and let the program roll.

discountvsmembership

or scan the QR code.
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The Best of Both Worlds

Arvory Dental’s business model cultivates freedom while providing

centralized services to its practitioners.
BY GRAHAM GARRISON

There had to be a better way. For Dr.’s Clark Brinton and Seth Huish, the
frustrations with the first decade of their careers had risen to a boiling point.

The two friends attended school together at OHSU. After graduation, Dr.
Brinton went into public health through the National Health Service Corps but
found the inefficiencies hard to deal with. Dr. Huish, meanwhile, was frustrated
working at a group practice whose leadership made promises to associates that
weren’t delivered.

“What Seth dealt with was the classic thing you see with an associateship,
where they promise you the world and then you get there and it’s not as adver-
tised,” Dr. Brinton said. “Then when you’re supposed to buy in, you don’t actually
get a true buy-in, things don’t happen on the schedule that was proposed and it
ends up being a worse deal. We’ve seen a lot of friends go through that.”
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The duo wanted to break free
of the traditional mold in a model
that could still compete against cor-
porate entities. Established in 2017,
Arvory Dental has positioned itself
as a hybrid where doctors can have a
private practice feel, but with robust
support services in the background.

Today, Arvory consists of a
Portland, Oregon-based
holding company (the DSO), and
nine local practices that each act as

central

individual entities.

Arvory’s model is that of a den-
tist-centric, patient-centric group,
with the efficiencies of the DSO
model, but instead of giving a partner
dentist, “pseudo or phantom equity,”
they receive a legitimate 50% equity
in the practice along with all the tax
advantages, Dr. Brinton said. “We
have the practice pay the bank note
off ... We look at it as a long-term
partnership with the dentist and try
to make it a win-win.”

Empowerment

Arvory has a slim management team
at the corporate level because they
want the doctors to have the space to
lead their teams in the office rather
than directives coming from the top
down. They believe doctors are the
natural leaders of dental practices.
Thus, when doctors are empowered,
things run smoother. “We’ve found
dentists are motivated to lead their
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practices, and they also want to
contribute to the organization.”

Arvory’s brain trust meetings and
group chat texts among the doctors
allow them the space to do that. The
monthly meetings cover the business
side of dentistry and provide a space
for partner doctors to lead the discus-
sion on different topics and contrib-
ute to special projects for the group.
For example, one tech-savvy den-
tist is introducing 3D printing in his
practice. “Once he gets it perfected,
we’ll deploy it out to everybody else,”
Dr. Brinton said.

Another doctor with extensive
experience in endo led the group
through training on it. The brain trust
meetings promote a spirit of collabo-
ration. “We let them focus on where
their passion is and their expertise,”
said Dr. Huish.

A question Arvory often gets is,
‘Why would I give away 50%? Why
don’t I just go do this on my own?’
That’s a great question, said Dr. Brinton.
“For some personalities, you’re better
to go do that, so let’s figure that out
before we’re married to each other.
If this isn’t the right fit, that’s fine.
There are some docs that are alphas
and lone wolves, and they need to
own it and run it all, and that’s fine.”

What Arvory offers is a place for
new doctors to shorten the learn-
ing curve. Instead of it taking them
10 years to get to a desired point,
Arvory can help them do it in half or
a third of the time, “because we’ve
already figured out the admin side of
it,” Dr. Brinton said. “We know how to
run an office. We have built-in con-
tinuing education. We can teach you
how to get efficient at the bread and
butter quicker. We can teach you how
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EMBRACE A CULTURE OFCHANGE

CREATE WIN-WIN RELATIONSHIPS

TAKE INITIATIVE TOADD VALUE

HAVE FREQUENT AND HONEST
COMMUNICATION

BUILD OTHERS UP AND
EXCEED EXPECTATIONS

>< ARVORY
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to do a treatment plan, how to pres-
ent treatment to patients, and how
to train your team. The value-add is
getting you there quicker. Yes, any
smart person could get there on their
own eventually, but how much is your
time worth? We want to accelerate
your career through collaboration.”

Worth the investment

Arvory encourages doctors to
develop professionally by providing
comprehensive resources in three
key areas: clinical support, business
support and professional develop-
ment. Through tailored plans, Arvory
helps doctors identify their specific
needs and goals, and then offers
ongoing check-ins and assistance to
ensure their growth and success.

Indeed, Arvory is deeply com-
mitted to education and personal
development. “We really encourage
our doctors to get fellowships, travel
around, and learn new skills,” said
Dr. Huish. “It’s kind of like building
a super GP where they’re placing
implants, doing ortho, wisdom teeth
- they’re doing all these enhanced
things that theyre comfortable
with. We encourage them to thrive.
Patients don’t necessarily like being
referred all around, so this enables
them to do more within their own
office and grow professionally to the
top level.”

Arvory has a minimum CE
budget of $5,000 per provider per
year. “We want them to go spend
money on CE,” Dr. Brinton said. “If
they make a good case for spending
$15,000 to $20,000 on CE in a year,
we’ll approve it because it’s an
investment. We know we’re going
to get the ROI. We’ll see it come
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back into the practice through
the additional procedures that
they’re doing.”

The professional investment in
Arvory’s doctors has shown clinical
benefits, as well as a boost to the
culture of the organization. “Staff
have a better image of the central
company because they see it as one
that works through their dentists
instead of around their dentists,”
Dr. Brinton said. The doctors are
more involved in the company-wide
initiatives and training programs as
a result. “For example, if we decide
we’re going to do a laser training for
the hygienists, we bring in the den-
tists first, explain it to them, they
go back, they talk to the hygien-
ist, they’re aware of the program,
which also brings a better ROI for it
because they’re on board,” he said.

Arvory also actively facilitates
opportunities for doctors to engage
in humanitarian trips, fostering
connections with organizations in
Hawaii, Mexico, Nepal, and continu-
ously expanding networks, the com-
pany says on its website.

The efforts in Nepal have been
particularly rewarding. Dr. Brinton
said they were recently able to deliver
3D printers, an intraoral scanner and
design software to dentists in Nepal.
They helped train the dentists and

Core Values

> Embrace a culture of change
> Create win-win relationships
> Take initiative to add value
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worked with the dental school to
develop a new program for students.
What started as a humanitarian trip
has blossomed into a business part-
nership. Arvory has hired a couple
of the dentists that graduated from
the Nepali Dental School as remote
designers. Arvory is also working
with the Nepali Dental School on a
fluoridated toothpaste campaign that
both parties are eager to implement.

A collective experience

Despite the freedom and autonomy
that Arvory provides its doctors,
to compete with large groups in
today’s marketplace, economy of
scale matters. For instance, Arvory is
running an ad campaign in the Port-
land area at a size and budget that
wouldn’t make sense for a stand-
alone office. They can do that corpo-
rately for the individual locations
while still allowing the doctors to
run their practices.

Ultimately, Arvory’s vision has
created an “easier lift” for indepen-
dent doctors still looking to expand
their skillset, leadership develop-
ment, and humanitarian work among
like-minded leaders. “We all work in
collaboration together to make it
happen,” said Dr. Huish. “We’ve all
learned. And we put all our collective
experiences together to succeed.” H

Have frequent and
honest communication
Build others up to exceed expectations
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Efficient Teams, Smoother
Onboarding, Higher Profits

Standardized Systems Improve Staffing Success Across All Locations
BY KATE REINERT, LDA, EFFICIENCY CONSULTANT, ZIRC DENTAL PRODUCTS

In business, a simple cost-benefit
analysis is often the law of the land.
But how good are we at accurately
assessing costs that aren’t directly
associated with a purchase or price
tag? When it comes to our own dental
practices, how skilled are we at rec-
ognizing costs brought on by clinical
inefficiencies like disorganization?

The truth is, without a system
that directly measures these costs,
dental practices have no good infor-
mation on the costs incurred by inef-
ficiencies resulting from disorga-
nized systems. Without being able to
see the actual dollar amount, dental
teams instead “feel” the costs of dis-
organized systems in various man-
ifestations including stress, loss of
valuable time, confusion, hindered
team communication, difficulties in
training, and subpar patient expe-
riences, to name a few. And when
navigating staffing challenges, this
is simply not acceptable.

The fact is, there is simply no
place for confusion or error in the
dental operatory. Fortunately, the
source of these issues can be elim-
inated with thoughtful and inten-
tional systems.

One such system that is proven to
create more efficient teams, smoother
onboarding, lower costs, and higher
profits is a lean clinical workflow.

Whatis alean clinical workflow?
Ask any local manufacturer about
Lean Six Sigma or Toyota Produc-
tion System and you’ll quickly learn
that there are a handful of standard
operating procedures

across an
entire industry aimed at improving
efficiencies and reducing waste.

A lean clinical workflow is a simi-
lar methodology for the dental indus-
try aimed at creating ultimate clinical
efficiency, reducing cost and waste of
materials, improving staff training,
and elevating the patient experience.

Believe it or not, this already
exists and it’s been tested in numerous
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DSOs, Group practices, CHCs, and
Multi-Locations and spoiler: it works.

What are the hidden costs of
clinical disorganization?
Without structured clinical systems,
organizations may face challenges
impacting their efficiency, quality,
and overall performance.

Increased Stress and Mistakes

Without a lean clinical workflow,
teams stress about not having the
right tools at the right time, leading
to mistakes and less efficiency.

Low Employee Morale

Without a clear clinical system,
onboarding and cross-training every
employee is difficult, leading to frus-
tration and inefficient processes.

Wasted Time

Teams waste time looking for mate-
rials, losing money and patient
confidence. Streamlining and auto-
mating clinical processes matters.

Expired Materials

Operatory drawers often become
cluttered with supplies, making it
difficult to keep track of inventory
and leading to the waste of expired
materials, affecting the bottom line
more than you’re willing to admit.
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Patient Experience
Patients’ perception of competency and
professionalism is vital. Leaving chairside
to find tools erodes patient confidence.
Other costs include compliance risks,
quality,
competitive disadvantage, and missed
opportunities. Finding the right clinical

increased waste, decreased

processes that yield efficiency, increase
revenue, and reduce team stress is sur-
prisingly simple!

Ready to watch costs dissolve, and dental
teams smile? Then let’s dig into your new
lean clinical workflow:

For de novos and remodels, optimizing the
space for a lean work environment is crucial.
Questions to consider include:
Do you have the right space allocated for
dirty and clean in central sterilization?
Are hallways and pathways optimized for
maximum efficiency?
Is the supply room appropriately sized
and located?

Cabinetry is expensive but necessary. Recom-
mendations include:
Minimal cabinetry in the treatment room
Galley style for central sterilization with
a side for clean and dirty, and minimal
storage on the dirty side

Effective material placement is pivotal.
Key areas include:
1. Central Sterilization:
Everything has a place.
2. Treatment Room:
Stock each room identically.
3. Storage Room/Closet:
Store all disposables and overstock in a
“Back Stock” area.
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Implementation
Converting to a new workflow requires careful
planning. Seek help and allocate the budget
and time to do it right. Search for a clinical
efficiency consultant with experience.

P.S. if you’ve made it this far, you must
be pretty interested in helping your teams
and bottom line. I do this all day every day
and would love to help.

But don’t take it from
me! Scan here to hear it from
Dr. Coryell, Vice President,
Clinical Affairs for Advan-
tage Dental+ (80+ locations
in six states).

Team Training

Training on a lean clinical workflow involves a
structured approach combining philosophical
knowledge with practical application. With
the right system and coaching, your team will
successfully implement workflow principles.

Lean Dental Practice

Disorganization impacts practices through
increased stress, mistakes, lower morale, and
wasted time, eroding the bottom line and
compromising care and patient satisfaction.
Embrace lean clinical workflow method-
ology to achieve remarkable improvements
in operational efficiency, cost management,
and team performance.

With standardized systems, new employees
quickly acclimate, boosting confidence and
morale and creating a desirable workplace.
This environment allows every team mem-
ber to perform at their best. By committing to
these principles, you invest in your practice’s
future, ensuring sustained growth and foster-
ing a culture of continuous improvement.

Ready to watch costs dissolve and den-
tal teams smile? Let’s dig into your new lean
clinical workflow and unlock your practice’s
full potential. With the right systems in
place, the possibilities are endless.
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Kate Reinertis a Clin-

ical Efficiency Consul-
tant & Educator at Zirc
Dental Products Inc,
leveraging 17 years of
hands-on experience
as a dental assistant.
Over the course of her
career, Kate has gained
valuable insights

into the intricacies of
patient care and the
dental practice envi-
ronment. Her passion
for elevating patient
care and achieving
clinical excellence is
her driving force and
infectious enthusiasm.
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Transforming Leaders

into Multipliers

How to unleash the power of multipliers.
BY GRAHAM GARRISON

Tiffany Fleisch suffered a fall in 2022 while skiing in Utah that left her with an
injured shoulder. As a result, her personal and professional life went on pause as

she faced the healing journey from two shoulder surgeries and a hand surgery.

Forced to take time off work to
recover, Fleisch’s life changed. Pro-
fessionally, after her injury, she could
no longer be the “doer” within the
workplace but instead had to become
a multiplier. A multiplier, within the
content of the workplace, is an indi-
vidual that empowers their team and
encourages innovation and growth
from other team members. Conversely,

the opposite of multipliers are dimin-
ishers, or team members that inten-
tionally get in the way of a team’s
ability to accomplish tasks.

Leaders within the dental indus-
try must figure out how they might
accidentally diminish their teams.
An accidental diminisher genuinely
seeks to support their team but inad-
vertently hinders their growth. Even
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the best dental leaders can have blind
spots, and sometimes the things they
believe to be helping their teams are
actually hindering them.

Often, leaders are the idea gen-
erators in the company and are pas-
sionate and optimistic about each
new idea and project. However, when
leaders are always the ones generat-
ing ideas, they often don’t give their
teams enough credit for how hard a
new idea will be to implement on top
of daily responsibilities. Also, when
implementing new ideas, leaders
often forget to leave room for teams
to fail and learn from their mistakes,
or for them to have opportunities to
provide feedback.

Look for genius

To grow, leaders must “look for genius”
among team members. This means
that instead of evaluating employees
on whether they are top performers,
consider how each individual is smart
or successful at work. In what areas
do they excel? What can be done to
grow that specific employee, and how
exactly are they performing better or
worse than others?

“This perspective shift intention-
ally seeks out the ways that employees
are using their individuality to move
the company forward,” Fleisch said.
When leaders transform their think-
ing this way, they find out that team
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members are often smart in more
ways than we give them credit for.
Reform your thinking through-
out all aspects of the business: just
because someone has ideas doesn’t
mean they can put them into action.
Leaders must discover their team
members’ gifts and talents to deter-
mine their best fit in the organization.

Leadingindividuals
As aleader, it often feels as though it is
your responsibility to answer all your
team’s questions, to provide every
single solution, and to drive the entire
organization or department forward.

“This is a common misconcep-
tion,” Fleisch said. In fact, a poor
leader will often tell their people what
to do better and direct every single
move their team makes. These lead-
ers feel like they always must have
the right answer, so they microman-
age. Employees in this case also know
that the leader has the answers, so
they come looking to leaders for val-
idation, even if they already know the
answer themselves. Sometimes lead-
ers become the roadblock themselves,
because if the employee searched for
the answer on their own, they’d have
the potential to make a mistake, fail,
but would learn from it and grow.

Successful leaders allow the
space for their team to make mis-
takes and learn so that they can
grow on an individual level. A good
leader asks the questions instead of
providing the answers. They realize
that their people are capable and
smart and that they can figure things
out for themselves.

A good leader asks the right
questions so that their employees
can discover and be guided to the
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right solutions. “This process allows
team members to search for solu-
tions and drive new ideas and inno-
vations that ultimately move the
company forward,” Fleisch said. If
guided to find the answers on their
own, employees will take the ini-
tiative and come up with their own
unique new solutions and ideas.
Leaders shape company outcomes,
and it is important for them to rec-
ognize that their employees can too.

Leaders should strive to be
remembered as someone who
helped empower their team, allowed

employees to be autonomous and
innovative, and helped grow the
organization toward success.

Are you the genius

or genius-maker?

When you look around your company,
are you able to recognize whether
you are the only one holding things
up from moving forward? Instead of
viewing yourself as the sole person
at the company with the knowl-
edge and ability, a leader becomes a
genius maker when he or she seeks
to pull the people around them up
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too. “Genius makers ensure that the
employees around them are empow-
ered and are as knowledgeable and
successful as the leader,” Fleisch said.
Often, entrepreneurs are good
at completing tasks and projects
on their own instead of delegating.
A leader’s weaknesses are often
the overuse of their strengths, and
a leader’s superpower can quickly
become their accidental diminisher.
As leaders, there are strategies
that can be implemented to practice,
asking insightful questions and lead-
ing employees to come up with their
own solutions to problems or ques-
tions. At first, when making this shift,
leaders will quickly realize that guid-
ing questions can encompass a vari-
ety of different scenarios. Start form-
ing guiding questions by considering
what the problem is and what ques-
tions can be asked to help employees
get to the correct solution.
Sometimes, there are scenarios
that we aren’t prepared for as lead-
ers, and it is more than OK to have
a “cheat sheet” of pre-written ques-
tions to guide employees. Creating a
list of applicable questions is a great
approach to begin giving employees
autonomy when they come seeking
help. When new scenarios come up,
add them to the list, because they will
likely assist in other scenarios, or the
same situation might happen again.
“Some leaders are naturally
good at coaching, taking a step back,
and letting their people fail and
learn,” Fleisch said. For those that it
does not come as easily for, imple-
menting distinct, concrete system to
make the process of managing peo-
ple easier can take abstract ideas and
make them achievable. B
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Built by Design

Renken Dentistry’s systems helped it grow and scale in two different states.

BY DANIEL BEAIRD

All your plans can be in place and then life happens. After opening two dental
locations in Illinois, Dr. Josh Renken, CEO and founder of Renken Dentistry,
moved his family to Texas seeking better care for his daughter who has a rare
genetic abnormality.

“We looked around the country to find a place that could support her path
and we found a place like that in Austin, Texas,” he said. “So, we decided to go
to Austin and open a dental practice, and we’ve opened one per year for the
past five years, on average.”
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Right away, Dr. Renken learned
what was and wasn’t scalable and
replicable running practices in
two different states. “You take so
many things for granted that you
think are replicable when you add
another location,” he said. “But
being in two states is different. It
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put a constraint on our business
that was hard but healthy.”

As Dr. Renken grew his prac-
tices, it was important to him to have
something replicable and not per-
sonality-driven. “It really was built
by design to completely express our
values, to pursue our mission, and to
be very focused,” he said.

Renken Dentistry developed
its Path to Health to help patients
create a treatment plan and know
what to expect. “I wanted patients to
have the same experience no mat-
ter what hygienist or what assistant
they see,” Dr. Renken said. “We’re
all human and there’s going to be
some variation, but I wanted to start
streamlining things.”

The Path to Health is on every
operatory wall at Renken Dentistry
locations so even patients can speak
the same language. “Our team is on the
same page — patients, doctors, hygien-
ists, assistants, everybody,” he said.

Path to Health

When patients walk into a Renken
Dentistry office, they see a big sign
that states Renken’s mission is
leading its teams, patients and prac-
tices to greater levels of health.

“We turned our mission into
an objective step-by-step path
for our team, our patients and our
practices,” Dr. Renken said. “Every
employee interview filters through
that. Performance evaluations and
growth check-ins filter through it.”

These paths are on the walls.
They are everywhere. “We don’t
have office managers or regional
managers, but our team’s shared
clarity of purpose can replace that
human presence,” he said.
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“The only way I’m going to help
a patient save money over the course
of their life is to keep them on the
Path to Health,” he added. “So, I can
point to that instead of saying let
me give you a better discount on
advanced disease.”

Renken Dentistry gives patients
five steps on its Path to Health and
patients can see where they are on
the path. They include:

1. Emergency relief.

2. Understand each other fully.

3. Make a plan together.

4. Active disease under control.

5. Stay healthy together.

“It’s so powerful when you’re
communicating with a patient that’s
scared,” he said. “If we get to health
together, the patient doesn’t have to
spend so much time with us. It helps
the doctors and hygienists have an
objective reference.”

It helps Dr. Renken coach the
team too when things don’t go right
with a patient. Typically, he can
identify where things went wrong
on the path. “It might be because
we didn’t spend enough time on
the second stage of understanding
each other fully,” he said. “Either
we didn’t understand the patient, or
they didn’t understand their health
disposition and we moved down this
path without being clear.”

If there’s a failure in step three
when they plan together, then
the doctor might have suggested
a crown before the patient even
knew what was going on. “Do we
spend enough time understanding
the patient’s health before we start
talking about solutions or plans,”
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Dr. Renken asked. “That’s a nice way
to show our team what we do.”

If failure is in the fourth step
and the patient doesn’t want to
spend money to get an advancing
disease under control, things will
only get more expensive for them.
“It only gets more debilitating with
more chances for pain every day if
we don’t get them off of the fourth
step - getting the disease under
control,” he said. “Are we going to
get the disease under control or are
we going to go all the way back to
step one?”

No administrators

For every doctor on the Renken
Dentistry team, there are two to
three assistants and one to two
hygienists. If it’s an office with two
doctors, then there are five assis-
tants and three hygienists if the
office is single column. And there
are no administrators.

“We invest a lot of development
in our dental assistants but they’re
doing so many things because there’s
no administrators,” Dr. Renken said.
“Somebody’s in charge of grabbing
the mail, but you have to have sys-
tems around just the simplest tasks
that administrators used to do.”

Renken Dentistry has kiosks
at the front for patients to check in
through Open Dental.

“There’s all these interactions
you have to design for,” he said. “But
they’re regular and easy to organize
around. We use a ticketing system
that flows up to our central manage-
ment team because you can lose the
goodwill of your clinical team if they
don’t feel supported and someone’s
going to solve their problems.”


http://deomagazine.com

>Business:

Central patient coordinators vir-
tually present to the clinical team
at the beginning of each day. They
talk about their results from the day
before and have a riddle of the day or
a contest for the clinical team. Maybe
they have some music playing.

“They just get the day started
and the clinical team doesn’t have
to do any of that,” Dr. Renken said.
“They organize the huddle, which
was a challenge in the old days of
administrators because everyone
would argue over it or not have time
because patients were calling, or
someone was setting up chairs.”

Now, the clinical team walks
in ready to be presented with their
perfect day and the day’s goal. It’s
a good checkpoint to check on any
issues that have arisen. It can also be
fun and drive culture. “Whether you
have two practices or seven or 10,
you can push out news to make sure
everyone’s getting the team news.
You can also push out a little sys-
tem update or anything like that,”
he said. “So, it’s very structured and
there’s a lot of value in it that we
didn’t have before when each office
was doing their own thing.”

Having two to three assistants
for every doctor allows Renken Den-
tistry to handle treatment plans,
seating patients, taking X-rays, col-
lecting payments, and more with-
out an administrator on site. “If the
doctor is in one room and they’re in
another, there’s still an extra assis-
tant around to present treatment
and we teach a very structured treat-
ment presentation,” Dr. Renken said.
“We monitor a metric called our care
progress rate to see how successful
they are at that.”

Dr. Renken says most of their
offices are around 50-55% of patients
taking the next step, and offices can
get competitive over that. Renken
Dentistry shows their offices which
ones have the best progress rate.
“We can get some good days when
we’re at 60%, 70% or 80%,” he said.

Dr. Josh Renken

New patient experience

The new patient experience can
be complicated between
ance verification and interactions

insur-

with patient coordinators. Renken
Dentistry tackles this through a call
center that’s broken into four groups:
1. New patient coordinators.

2. Existing patient coordinators.

3. Operators.

4. Outbound coordinators.

“Our new patient coordinators
are our all-stars on the phones,”
Dr. Renken said. “They consistently
have an 85-90% conversion rate.”

It goes through a ticketing system
that routes to the insurance verifica-
tion team. There’s some automation
to verify insurance but there’s also a
human backstop to take the ones that
can’t be automated. Dr. Renken says
the goal is to have as many insurance
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verifications done as possible 48 hours
before a new patient is scheduled.
“That’s one of our biggest workloads
because if you’re in a de novo space
and you have a lot of new patients, it
can get a little hairy,” he said. “So that
definitely needs to be ironed out.”

New patients enter a Renken Den-
tistry office and enter their name and
birthdate in a front office kiosk and
a light goes on in the back office on
all computers that a new patient has
arrived. “Our chairs and our welcome
space are intimate,” Dr. Renken said.
“Our team is walking around and see-
ing people come in. They rarely wait
for more than a few minutes to get
into a chair with nine chairs and two
doctors. That typically makes people
pretty happy.”

New patients have 90 min-
utes with a hygienist or start with
an assistant in the restorative col-
umn or chair and complete the sec-
ond half of the appointment with a
hygienist. They also go through an
iTero wellness scan. “We have a lam-
inated form for exactly how a new
patient encounter goes,” Dr. Renken
said. “It’s in every room and office.
It’s always the same. We’re just fol-
lowing the Path to Health and there’s
an encounter form for each step.”

Insurance questions and
ticketing systems
Renken Dentistry uses a QR code
for complicated insurance questions
because its clinical team was frus-
trated trying to answer those ques-
tions and translate them. So, it has a
OR code that sends these questions
directly to its insurance team.

“We mark it ‘In Chair’ so it’s an
urgent ticket that the team is going to
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get on right away,” he said. “Or in other
cases, a patient might have a compli-

cated billing or insurance question and
we give the patient a QR code that
they can upload on their phone and
follow the ticket through themselves.”
Automation posts the dialogue
into Open Dental, including the ticket
resolution or lack thereof, so the office
can follow the progress. All of the
information is attached to a patient’s
record, and it makes it easier to han-
dle. “There are so many patients that
you want to have a record of the dia-
logue as opposed to it being a free-for-
all on the phone,” Dr. Renken said.
Renken Dentistry has been
through multiple ticketing systems,
but Dr. Renken thinks the most
important thing is having an omni-
channel system for the central team.
“We have the practices, the clinical
team members, and the patients,” he
said. “There are so many routes of
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input now. We use Freshdesk as our
provider and it’s built on Twilio. It’s
omnichannel so chats can come in
through Facebook, Google, phones,
texts, and all those QR codes that
come in as tickets.”

That allows Renken Dentistry to
get to a common theme around sup-
port, velocity, and assurance at its
central management level.

Renken’s path for its
clinical teams

Renken Dentistry has another
five-step path for its clinical team
including:

1. Living the way.

2. Delivering the way.

3. Growing the way.

4. Leading the way.

5. Teaching the way.

“You go from living the mission
to delivering the way to growing as
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a team member,” Dr. Renken said.
“And some team members want to
grow professionally and assume
more leadership or responsibility
around the office. We have a leader-
ship program that they go through
and achieve certification.”

Lastly, Renken Dentistry has
a teaching-the-way program that
team members can participate in
by mentoring new team members
through steps one and two - living
the mission and delivering the way —
and they are compensated for it.

For its doctors, Renken wants
diversity of thought on how to get
advancing diseases under control.

“That’s the benefit of being in
a group,” Dr. Renken said. “But on
the flip side, our structure is like
a checklist manifesto - before,
during, and after - for each of those
steps on the Path to Health. It’s like
a training guide.” W
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Nurturing Dental Associates for
Sustainable Practice Growth

Unlocking practice potential through strategic associate development.

Hiring Plans & Ideal

Associate Dentist Avatar

To attract and retain top-tier dental
associates, a structured hiring plan
is non-negotiable. This plan should

Dental associates play a vital role in driving every dental business’s growth,
enhancing revenue, and optimizing operational efficiency. Effectively manag-
ing and onboarding associate dentists is essential for the long-term success
and sustainable growth of any growing dental practice / dental group / DSO.
Here are actionable strategies and best practices curated from DEQ’s expe-
riences working with the country’s top dental entrepreneurs, leaders, group be meticulously documented and
tailored to ensure a steady influx of

qualified candidates.

owners, CEOs, and practice owners to hire, onboard, manage, and retain quali-
fied dental associates for enhanced business outcomes.

One of the most overlooked

yet impactful aspects of hiring is

Associates: the Heart of Any
Scaling Dental Business
Associate dentists are the backbone
of dental practices. Recognizing their
value and potential is fundamental
for achieving business objectives and

fostering organizational success. They
play a pivotal role in reducing chair
time and driving revenue. Their job
satisfaction and career development
should be kept in mind at all times for
the healthy growth of your practice.

creating a clear picture of the ideal
associate dentist for your practice.
By defining key attributes, skills,
and values, you can develop a com-
prehensive profile that will guide
you throughout the hiring process.

FIRST WEEK SCHEDULE

[Off-site or Headquarters] [At the office] [At the office] Operatory and Equipment First Patients Treated
MEEF the leadership team Logins and Training: Review of I;I1f|ce 4[:-r.hfln.-.'5: Walkthrouwgh . 1to7 New Patients
Hiow the company :llperatss PHS Software Patient Experience . Materials discussion and Several recare
Complete all compliance . Standards vailabilig Selected proced
* Analytics Software . avallaiity PieCiel procetures
paperwork i it +  Periodic Exam Standards . Bur Blocks and Equipment o -
Fieview of the contract Radiographic Saftware . Diagnosis and T Planning «  Casseltes Heview and debriefof
_ . Lab Accounts s Financial Ootions 2 Lassaiies experiences
Login Creationfor Admin - . . |1 «  Dperative
Services: Clinical Manual (Standards) + [Case Acceptance Process * Perin
. Payroll Provider review ) E?:;,T;,ﬂﬁzﬂg..s'a”am »  Prosthodontics
* HRIS Ciinical Training and Oversight Referrals » Endo
- ) L Pedo
gtc. Plan Presented Taking over procedures Surgical
from other providers Ortha
Same-day Tx Bur Blacks
Role Playing of Workflows Hands on practice with any
materials necessary
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This strategic approach minimizes
wasted time and resources while
maximizing the likelihood of finding
the perfect fit.

Also, automate the process as
much as possible: utilizing auto-
mation tools for recruitment pro-
cesses, such as hiring websites and
email responses, optimizes effi-
ciency, saves time, and provides
comprehensive information to
potential candidates.

Effective Onboarding

for Long-Term Success

The significance of a robust on-
boarding process cannot be over-
stated. Beyond mere paperwork
and orientation, a well-designed
onboarding program sets the stage
for long-term success and em-
ployee satisfaction. From pre-ar-
rival preparations to ongoing sup-
port and feedback, each step should
be carefully planned to ensure a
seamless transition and foster a
culture of excellence.

Pre-arrival Preparations
Transitioning to digital onboarding
systems streamlines paperwork and
compliance tasks, enhancing the
pre-arrival experience for new as-
sociates.

Memorable First Day

Creating a warm welcome atmosphere
with swag and essential resources
fosters a positive initial impression
and sets the tone for a successful
onboarding journey.

Clear Expectations

Communicating schedules, produc-
tivity targets, and performance

deomagazine.com

WHY YOU NEED TO HAVE A PLAN

HIRIMNG
PRE-TASKS

FIRST WEEK
PLAMS/TRAINIMNGS

ASSOCIATE'S
FIRST DAY

expectations from the outset mini-
mizes uncertainty and promotes a
sense of direction and purpose.

Equipping with Resources
Providing new associates with a
documented plan for their first
week, including access to training
materials and equipment instruc-
tions, facilitates a smooth transition
into their roles.

Ongoing Support and Oversight
Regular check-ins, clinical reviews,
and performance evaluations ensure
associates feel supported, and valued,
and have opportunities for growth and
development within the organization.

Connecting, Measuring,
and Coaching
Maintaining open lines of commu-
nication, evaluating performance
metrics, and providing personalized
coaching and development plans
foster engagement, motivation, and
continuous improvement.

Mastering the onboarding process
is instrumental in retaining top tal-
ent, cultivating a culture of excellence,
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ASSOCIATE IS HOW
PATIEMT-FACIMG

FIRST 30-DAY
CHECK:-IN

FIRST QUARTERLY
CHECK-IM

FIRST 60.DAY
CHECK:IN

and positioning the organization for
sustained growth and success. By
prioritizing effective associate den-
tist management and onboarding,
dental entrepreneurs, leaders, group
owners, CEOs, and practice owners
can unlock the full potential of their
teams and keep focused on reaching
their next growth milestone.

Cultivating a Culture of

Growth and Retention

Ultimately, the true measure of
success lies in your ability to retain
talented dental
nurture their professional devel-
opment. By prioritizing ongoing

associates and

communication, performance eval-
uations, and personalized coaching,
you demonstrate commitment to
their growth and well-being. This
proactive approach not only fosters
loyalty but also cultivates a thriving
practice culture built on mutual
respect and collaboration.

Take time to put in place a struc-
tured hiring, onboarding, and reten-
tion process for associates to ensure
strong long-term health and growth
of your dental business. ll
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Free Up Time Without Adding
Costs To Your Dental Group’s P&L

Strategies for a strong dental group P&L.

Increase |07 Production $S4GEI600 10000 | S4ESEISES  100.00% | SSESA5B00 10000 | SLEISTOSES  100.00%
Revenue Ve cisiidustments SE3EDE | 300% | Smals | afo% | SosmsHl as0% | Smmam | 3mn
Total Net Revenue $509,266.92 D000 | SA66M9100  M00.00% | $SSONMEZZ0 100UD0% | $1554570.51  10M00%
Decrease = |ncrease
Costs Margins
|
Last fall at DEO’s Bottom Line Boot Camp, Jake Puhl, CEO of the DEO, Leading a Growing Solo
discussed how to boost business growth without adding costs to your dental Dental Practice - Every Minute
group’s P&L with successful dental entrepreneur Dr. Dipesh Patel. As CEQ/ Matters for a Strong P&L

CFO of Blueprint Smiles, a dental group with 7 practice locations in Georgia,

Dr. Patel shared lessons learned and pitfalls to avoid for dental entrepreneurs

and dental leaders seeking to scale.

Dr. Patel, a long-standing
member of DEO, has transformed
Blueprint Smiles from a modest
single practice into an impressive
7-location dental group generat-
ing multi-million dollars in annual
revenue. One secret to their success
isn’t a mystery: it’s a core value
of “respect time” that drives their

dental business’s expansion and
ensures a strong P&L.

Precise strategies are fueling Blue-
print Smiles’ growth without the finan-
cial strain. From smart time manage-
ment tactics to outsourcing approaches,
Dr. Patel shared wisdom that can ele-
vate the growth trajectory of any den-
tal practice / dental group / DSO.
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When Blueprint Smiles was a
single location, efficiency was non-
negotiable. Every decision counted,
and every minute mattered. Dr. Patel
knew the key to progress wasn’t just
growth for growth’s sake. It was about
strategic, controlled expansion while
preserving the core values of efficiency
and excellence. With a small staff, he
ensured each operational step was
finely tuned, laying a strong founda-
tion for Blueprint Smiles’ P&L and
growth journey from a small office to a
thriving 7 location dental organization.
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He advises dental entrepreneurs
and leaders just beginning to scale
to focus on streamlining processes
and meticulous attention to detail.

Outsource Without

Sacrificing Quality While
Boosting Team Morale

Strategic outsourcing can be an
effective strategy for a dental group’s
financial playbook. Dr. Patel recog-
nized this power and capitalized
on it, using virtual platforms and
remote teams to handle front-end
responsibilities efficiently.

This move wasn’t just about
cost-cutting, and protecting their
P&L but smart resource realloca-
tion. By delegating these tasks effec-
tively, Blueprint Smiles could redirect
funds toward boosting back-end sal-
aries. Thereby increasing employee
retention and satisfaction, creating a

win-win situation for Dr. Patel’s vision
as a dental entrepreneur, for his grow-
ing dental group, and for his team.

Look Within To Contain
Costs & Fortify Your P&L
To sustainably scale a dental com-
pany today, you must continually
adapt to the ever-evolving econom-
ic and consumer landscape. Dr. Patel
focused on optimizing existing sys-
tems and integrating technological
tools to contain costs, maintain a
strong P&L, operate efficiently, and
maximize output without unneces-
sary financial inflation.
Streamlining processes, lever-
aging technology, and fine-tuning
operational workflows are crucial
components for any dental prac-
tice / dental group / DSQO’s efforts in
navigating the current environment
without allowing costs to spiral.

Reduce Handoffs To
Free Your Time and

Get Out of the Chair
Handoffs
a dental practice can sometimes

between clinicians in
resemble a relay race: Dr. Patel advo-
cates for minimizing these tran-
sitions. Reducing handoffs means
more than just minimizing potential
errors; it’s about reclaiming time.

Streamlining processes and
minimizing unnecessary transitions
frees up valuable time for clini-
cians. Whether focusing on patient
care using valuable time for profes-
sional training / leveling up skills
or exploring strategic moves within
your dental practice / dental group
/ DSO, reducing handoffs allows
for a more hands-on and impactful
presence for patients beyond the
dental chair as well as clinicians’
job satisfaction. l
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From Hire to Higher Performance:
Mastering Talent Acquisition and Optimization

Transform Your Workforce by Integrating Strategic Recruitment and Retention Practices
BY JONATHAN BONANNO, PH.D. CANDIDATE, MSM, CTOC, CSBR | CHIEF EXECUTIVE OFFICER & INDUSTRIAL/ORGANIZATIONAL PSYCHOLOGIST, ZIA

In today’s competitive business
landscape, the success of an organi-
zation hinges on its ability to attract
and retain top talent. However, the
journey does not end with recruit-
ment. To fully leverage the potential
of their employees, companies must
integrate talent acquisition with tal-
ent optimization. This comprehen-
sive approach ensures that the right
individuals are hired and that they
are effectively engaged, developed,
and retained.

The Foundation:

Talent acquisition is the strategic
process of identifying and recruiting
suitable candidates to fill posi-
tions within an organization. Unlike
simple recruitment, talent acquisi-
tion encompasses long-term work-
force planning and development.
Effective talent acquisition requires
a deep understanding of the organi-
zation’s needs, clear role definitions,
and sourcing candidates who not only
possess the necessary skills but also fit
the company culture (Cappelli, 2008).
A robust talent acquisition strategy
involves several key components:
Employer Branding: Establishing
a strong employer brand that
attracts high-quality candidates
by showcasing the company’s
culture, values, and benefits.

Targeted Recruitment Marketing:

Utilizing various channels, such
as social media, job boards, and
recruitment agencies, to reach
potential candidates.

Efficient Selection Processes:
Implementing thorough screening
and interview procedures to
identify candidates who align with
both the technical requirements
and cultural fit of the organization
(Phillips & Gully, 2015).

Successful talent acquisition
not only fills immediate vacancies
but also builds a talent pipeline
for future needs. This proactive
approach reduces the time and cost
associated with hiring and ensures a
steady supply of qualified candidates.

The Next Step:

Once the right talent is acquired, the
focus shifts to talent optimization.
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Talent optimization involves aligning
people strategies with business
goals to ensure that employees are
engaged, productive, and motivated
to perform at their best. Key areas of
talent optimization include:
Onboarding: Effective onboarding
helps new hires integrate smoothly
into the organization, increasing
retention and accelerating
time-to-productivity (Bauer, 2010).
Employee Development:
Providing continuous learning
and development opportunities
to keep employees engaged.
This includes training programs,
mentorship, and career advance-
ment opportunities (Noe, 2017).
Performance Management:
Regular feedback and perfor-
mance reviews help employees
understand their strengths and
areas for improvement, fostering
a culture of continuous improve-
ment (Aguinis, 2019).
Employee Engagement: Engaged
employees are more productive and
committed to the organization’s
success. Enhancing engagement
involves recognizing and rewarding
achievements, promoting work-
life balance, and ensuring open
communication (Robinson,
Perryman, & Hayday, 2004).
Retention Strategies: Retaining
top talent is as crucial as acquiring
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Revolutionizing ha
Talent Acquisition and ZIA

Optimization for Team Excellence

ZIA, led by Industrial Organizational Psychology PhD Candidate,
Jonathan Bonanno, specializes in providing top-tier talent
solutions tailored specifically for emerging dental groups and
Dental Support Organizations (DSOs).Our comprehensive
approach includes both virtual and onsite team integration,
ensuring your people strategy aligns
seamlessly with your business strategy.

Why Choose US?

2 Leadership in Psychology From single locations to large networks, we recognize the unique nature
of every dental organization. Our strategies in psychology and human
resources with an emphasis on cultural competency and organizational
development aligns with our holistic approach to talent management,
from recruitment and integration to ongoing professional development
and performance optimization.

2 Comprehensive Talent Strategy -
Virtual and Onsite Teams

2 Customized Solutions

Our Scope

Recruitment and Selection: Organizational Structure Culture and Engagement

2 |dentify and attract top talent  Development: Enhancement:
for various roles within dental 2 Assist in designing and implementing 2 Assess organizational culture
offices, DSOs, and emerging effective organizational structures for and employee engagement
dental groups. DSOs and emerging dental groups. levels.

2 Conduct comprehensive 2 Provide strategic advice on team 2 Recommend strategies to foster
candidate sourcing, screening, composition, roles, and responsibilities a positive work environment and
and interviewing processes. to optimize operational efficiency. improve employee retention.

Tailored Support for In-House Recruiters: Already have an in-house recruiting team? Perfect!
We partner closely with your recruitment team, providing the expertise and resources needed
to attract and retain top-tier talent effectively.

Schedule a complimentary talent-strategy call today! Scan the QR code to connect P

www.talentbyzia.com
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it. Effective retention strategies include
competitive compensation, benefits pack-
ages, and creating a positive work environ-
ment (Allen, Bryant, & Vardaman, 2010).

The Synergy Between

Talent Acquisition and

Talent Optimization

Integrating talent acquisition with talent

optimization creates a seamless experience

for employees from their first day on the job.

This synergy ensures that investments in

acquiring top talent translate into sustained

performance and organizational success.
Aligned Goals: Aligning talent acquisi-
tion and optimization efforts ensures the
organization attracts candidates who are a
good fit for current needs and have poten-
tial for future growth, building a resilient
and adaptable workforce (Cappelli, 2008).
Consistent Experience: Providing a consis-
tent and positive experience from recruitment
through onboarding and beyond increases
employee satisfaction and loyalty, encour-
aging long-term retention (Bauer, 2010).
Data-Driven Decisions: Utilizing data
and analytics in both talent acquisition
and optimization offers insights into
employee performance, engagement,
and retention, aiding in informed deci-
sion-making and continuous process
improvement (Phillips & Gully, 2015).
Cultural Fit: Ensuring cultural fit during
hiring and reinforcing it through ongoing
engagement and development initiatives
creates a cohesive work environment
where employees thrive (Noe, 2017).
Leadership Development: Integrating
talent acquisition and optimization helps

References:

identify and develop future leaders within

the organization, building a strong lead-
ership pipeline (Aguinis, 2019).

Practical Steps for Integration

To effectively integrate talent acquisition

and talent optimization, organizations can

take the following practical steps:
Collaborative Planning: HR and leader-
ship teams should collaborate to develop
comprehensive strategies covering both
acquisition and optimization.
Continuous Feedback Loop: Establish
mechanisms for continuous feedback
and improvement across all stages of the
employee lifecycle.
Investment in Technology: Leverage
technology and HR analytics to stream-
line processes and gain valuable insights.
Employee-Centric Approach: Focus
on creating a positive and supportive
environment that prioritizes employee
well-being and growth.

Implementing these steps allows organi-
zations the opportunity to create more sus-
tainable workforces to drive long-term success.

Conclusion

In closing, the integration of talent acqui-
sition and talent optimization is essential
for building a thriving workforce. When we
prioritize strategically acquiring top talent
and continuously optimizing their expe-
rience, organizations can enhance perfor-
mance, engagement, and retention. This
holistic approach benefits employees and
drives organizational success in today’s
competitive landscape.
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Jonathan Bonanno
is a pioneering figure
in recruitment process
outsourcing (RPO)
solutions for dental
service organizations
and emerging groups.
With over a decade

of experience in
healthcare and on the
verge of completing

a doctoral degree in
Industrial/Organiza-
tional Psychology,
Jonathan is committed
to improving work-
force performance
and driving orga-
nizational success.
Jonathan's mission is to
empower healthcare
professionals to build
resilient, high-per-
forming, and psycho-
logically safe teams.
His insights on talent
optimization and team
dynamics promise to
inspire and transform
the approach of
industry leaders.
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ADSO

From Study Group to
Industry Leader

The ADSO’s ongoing journey.

BY ANDREW SMITH, CHIEF EXECUTIVE OFFICER, ADSO

In June, the Association of Dental Support Organizations (ADSO) brought
together an array of experts and pioneers across the dental industry, show-

casing thought leadership and innovation at the 2024 ADSO Summit. Featur-
ing keynote addresses, insightful panels, and collaborative breakout sessions,
the Summit celebrated our Association’s collective progress and outlined our

future direction.

During the Summit - named
“Dentistry’s Main Event” — I had
the privilege of presenting the
“State of the DSO Industry” report,
highlighting how far the ADSO has
come from our humble beginnings.
This gathering underscored the piv-
otal role that the ADSO plays not
only in supporting dental profes-
sionals, but in also helping to ensure
access to high-quality dental care to
communities nationwide.

Over the past two decades, the
dental support organization (DSO)
industry has transformed from a
nascent concept and into a key
player in modern dentistry. When
ADSO was first established, it began
as a small study club for a handful
of entrepreneurs with a novel idea
about how to revolutionize the
dental industry. Today, the ADSO is
a respected thought leader within
our industry.

The ADSO’s growth is a reflec-
tion of what can be accomplished
through innovation, strong part-
nerships, and collaboration. Today,
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we have grown from a small group
and into an association consisting
of over 80 members, representing
8,500 practice locations, and sup-
porting 15,000 dentists across the
nation. But our expansion is not
just about numbers and figures. It is
about the meaningful impact we are
making both on the dental industry
and the communities we serve.
Since our founding, the ADSO
has proudly championed forward-
thinking policies and initiatives,
from supporting important state
legislation to providing resources
for the next generation of dental
care providers, as demonstrated by
our innovative DSO Difference tool.
Through our collaboration with
policy experts and industry pro-
fessionals, for example, the ADSO
has been instrumental in devising
innovative solutions to the ongoing
dental workforce shortage, success-
fully advocating for license porta-
bility laws. Today, thanks to efforts
between our Association and our
partners across the dental industry,
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nine states have joined the Dentist
and Dental Hygienist Compact.

Our commitment to being part
of the solution to the challenges
faced by modern dentistry extends
beyond ensuring we have enough
dental professionals to care for our
growing population. In 2022, the
ADSO supported a historic ballot
measure in Massachusetts, estab-
lishing a dental medical loss ratio
(MLR) standard. This policy ensures
that patients’ premium dollars are
being used to provide them with
high-quality dental care. More, this
landmark reform also creates greater
transparency and accountability in
dental insurance, creating a model
for other states to follow.

The ADSO’s work is far from over.
As demonstrated at the 2024 ADSO
Summit, we are forging long-lasting
partnerships with movers and shak-
ers across the dental industry. These
relationships, highlighted through
the thought leaders featured on our
panels and discussions, are crucial to
our success and continued leadership
in modern dentistry.

The evolution of ADSO from a
small study club to an industry leader
is a testament to the vision and ded-
ication of our members and partners.
We are proud of our accomplish-
ments and excited about the oppor-
tunities that lie ahead. ®
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Top Five KPlIs to Drive
Dental Practice

Success

Achieve operational excellence with these must-track KPls

for dental practices.
BY CHRIS KEYSER, DEO

In the dynamic world of dental practice management, implementing key

performance indicators (KPIs) is essential to drive growth, improve

efficiency, and ensure accountability. KPIs provide a quantifiable measure
of performance, offering insights into various aspects of the practice. By
focusing on the right KPIs, dental practices can enhance their operational

efficiency and overall success.

Here’s a look at the top five KPIs for key
positions in a dental practice, curated
from DEQ’s extensive experience with
successful dental organizations.

1. Dentist Production: For dentists,
particularly associates, measuring
production per hour is crucial. This
KPI tracks the revenue generated

by each dentist and helps identify
opportunities to increase efficiency
and productivity. It ensures that the
dental team is contributing effectively
to the practice’s financial health.

2. Treatment Acceptance Rate:

The treatment acceptance rate

is a critical KPI for both dentists

and treatment coordinators. This
metric measures the percentage of
proposed treatments that patients
accept. A high acceptance rate indi-
cates effective communication and
trust between the dental team and
patients, leading to better patient
outcomes and increased revenue.

3. Reappointment Rates for
Hygienists: For dental hygien-

ists, reappointment rates are a key
indicator of patient retention and
satisfaction. This KPI measures the
percentage of patients who schedule
their next appointment before
leaving the practice. High reappoint-
ment rates suggest that patients are
committed to their ongoing dental
care, which is essential for main-
taining a steady patient flow.

4. Call Conversion Rate for Front
Office Team: The front office team
plays a crucial role in patient
acquisition and retention. The

call conversion rate measures the
percentage of incoming calls that
result in scheduled appointments.
This KPI is vital for assessing the
effectiveness of the front office
staff in converting inquiries into
appointments, directly impacting
patient flow and revenue.
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5. Insurance Claims Processing
Time: For insurance coordinators,
the speed and accuracy of processing
insurance claims are critical. This
KPI tracks the average time taken to
process and submit claims, as well as
the percentage of claims paid within
30 days. Efficient claims processing
ensures a steady cash flow and reduces
the risk of financial discrepancies.

Tracking these top five KPIs pro-
vides a clear picture of each team
member’s performance and highlights
areas for improvement. By focusing
on these metrics, dental practices can
drive better results, foster accountabil-
ity, and ensure that every team mem-
ber is aligned with the practice’s goals.

To explore more KPIs and imple-
ment them effectively in your practice,
download our comprehensive guide,
“Manager Cheat Sheet: KPIs for 9
Dental Group Job Positions,” by scan-
ning the QR code. This resource is part
of the DEO Growth
Model and includes
detailed KPIs, helping
you streamline your

KPI selection and
enhance your prac-

tice’s performance. H
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