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Dr. Levin is one of the most widely recog­

nized and sought-after speakers in den­

tistry, lecturing more than 100 days every 

year to general dentists and specialists on 

practice profitability and business sys­

tems. In 1985, he founded the Levin 

Group—the nation's leading dental prac­

tice management consulting firm. The 

Levin Group is dedicated to helping den­

tal practices become highly productive, 

profitable, and efficient businesses, allow­

ing dentists and staff members to achieve 

financial success while enjoying the prac­

tice of dentistry. 

I N T R O D U C T I O N  

As a member of the American Academy of Cosmetic Dentistry, it's only natural 

that you would want to know all the secrets of building an esthetic practice. Over 

the years, I have been able to offer information about many of these secret 

"pearls"—systems and strategies that have helped many dentists move closer to 

reaching their cosmetic practice goals. Some of these pearls include systemization of 

case presentation, asking for commitment, having four financial options, and hav­

ing consistent internal marketing programs. 

... unless the team becomes intimately involved in the quest to build an 

esthetic practice, your long-term results will be significantly decreased. 

What has not been discussed sufficiently, however, is building the cosmetic prac­

tice's culture and the esthetic team. 

E V A L U A T E  Y O U R  T E A M  

This is not an article about theory. My goal is to present practical steps to 

increase your team's awareness of building an esthetic practice and then turn that 

team into your most valuable resource and support system. 

Let's begin with hiring and training. Most dental practices hire team members 

based upon a quick desire to fill a spot. In most cases, a team member has to be on 

the "wrong side of terrible" before we dismiss them from a practice. Why? Because 

the aggravation of finding and training someone new far outweighs the inconven­

ience of keeping a less-than-ideal team member. 
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On the other hand, what is "ideal"? 

Answer these questions: 

• Have we fully trained our team 

in every necessary skill set in 

our practice? 

• Have we explained the prac­

tice goals and objectives to our 

team? 

• Does the team embody the 

philosophy and feeling of 

building an esthetic practice? 

• Does the team want to partici­

pate in the building of an 

esthetic practice? 

• Have you as the leader created 

a culture for an esthetic prac­

tice? 

Most practices cannot answer "yes" 

to most of the above questions. That's 

because even though the desire to 

build an esthetic practice may come 

from the dentist, he or she unfortu­

nately has very little time to train, 

communicate, and grow the dental 

team with the same desire. 

Unfortunately, unless the team 

becomes intimately involved in the 

quest to build an esthetic practice, 

your long-term results will be signifi­

cantly decreased. 

WHERE TO BEGIN 

The desire to build a cosmetic prac­

tice is a fantastic quest. It is invigorat­

ing, exciting, and keeps dentists 

extremely motivated. It's what keeps 

you from becoming the 52-year-old 

dentist who is bored and tired of doing 

the same things day in and day out, but 

has not put away enough money to 

retire. You don't want to be the dentist 

who spends the bulk of your career 

simply trying to accumulate enough 

money to be able to do something else. 

So if you are truly excited about 

cosmetic dentistry, how do you begin 

building and growing your team? 

CREATE AND LIVE A 
VISION 

Every dentist should have a vision. 

In fact, every business owner should 

have a vision for their business. A 

vision is a written statement that 

reflects where you want your practice 

or business to be in 3 years, 5 years, 7 

years or longer. Once you have written 

this vision statement, it is essential to 

share it with every team member. Talk 

about it as much as you can. Read it at 

the beginning of every morning meet­

ing. Discuss it at staff meetings. Set 

goals to achieve the vision that 

include the team members' participa­

tion. Make sure your team understands 

that the practice is being oriented 

toward cosmetics, what that means, 

and why you are so dedicated to help­

ing people with their cosmetic 

enhancement. 

EDUCATE THE TEAM 
ABOUT COSMETICS 

Make sure everyone on the team 

has cosmetic knowledge. Train your 

front-desk people in clinical proce­

dures and your clinical staff in cosmet­

ic communication. Ensure that every­

one has a full understanding of every 

available cosmetic service, when those 

services should be used, and how the 

patient will benefit. Bring your front-

desk people into the clinical area to 

see intraoral camera or diagnostic 

imaging work-ups. Bring them back to 

see the final case. Let them begin to 

appreciate the wonderful change in a 

patient that they don't normally take 

the time to notice at the front desk. 

Let them believe in your results. 

TRAIN YOUR 
FINANCIAL 
COORDINATOR 

Financial coordinators typically are 

front-desk people who are given a set 

of policies to follow in presenting fees 

to patients. The truth is that 95% of all 

practices have never spent time or 

money training financial coordinators 

to present these fees. Simply knowing 

what the office policies are is not suffi­

cient—there should be a written script 

for every financial option in the prac­

tice and how those options are to be 

presented. 

One of the biggest problems in 
building a cosmetic practice is 

trying to include high-end 
dentistry in an office that has 

medium-end systems• 

Financial coordinators should be 

measured by the number of presenta­

tions they make and the level of case 

acceptance. They should further be 

measured by the size of the cases that 

are presented and their success rate. 

Many financial coordinators are high­

ly successful at working out the finan­

cial options for a single unit crown, but 

have a terrible close rate when it 

comes to $4,000, $6,000, or $10,000 

cases. 

Why is this so important? Because 

doctors do not close cases. We present 

the overall case and patients are gener­

ally excited. However, a dental case is 

not closed until a financial option has 

been accepted. The dentist should not 

be presenting the financial options. A 

highly skilled person able to negotiate 

with the patient in a win-win situation 

should be the one presenting them. 

Many practices, however, have the 

case acceptance fall apart at the finan­

cial coordinator level. What's needed 

is someone who can give the patient 

the proper time, attention, and enthu­

siasm. The financial presentation 

should take place in a quiet setting 

with no interruptions, with the patient 

feeling wonderful about their decision 

to accept treatment. 
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EXPOSE YOUR TEAM 
TO OUTSIDERS 

No matter how good we are as doc­

tors or leaders, the truth is that being 

in the practice with our team every day 

diminishes our ability to motivate and 

have an impact on them. This is not to 

say we cannot do a great deal to keep 

our teams excited and growing, but an 

outsider is often a tremendous help in 

motivating teams. You need to expose 

your team to outside experts through 

audiocassettes, videos, live seminars, 

or other means on a regular basis. 

Invest in materials about esthetics and 

use parts of them at different staff 

meetings. In my experience, most team 

members do not get as excited about 

reading cosmetic dentistry articles as 

they do about the opportunity to inter­

act with a live presentation. Take your 

team to hear speakers not only on cos­

metic dentistry, but also on team-

building, motivation, and manage­

ment. 

DOCUMENT YOUR 
SYSTEMS 

I cannot say this often enough: sys­

tem documentation is the most funda­

mental aspect that you must apply to 

customer service. Before we discuss 

customer service, it is essential to real­

ize that without written, step-by-step 

defined systems for current and new 

staff members to study, you will never 

provide great customer service. 

The fact is that systems prevent 

practice breakdown, patient dissatis­

faction, or unhappiness. Believe it or 

not, a patient who accepts a $5,000 or 

$10,000 case may become disenchant­

ed and cancel if they could not get the 

right appointment time or were not 

spoken to in the right way. Once 

again, it is not the doctors who are the 

points of contact for scheduling or 

patient communication—it is the 

team. 

DEVELOP AN 
"OUTRAGEOUS" 
CUSTOMER SERVICE 
CULTURE 

When you are building a cosmetic 

practice, you want patients to be 

WOWED! This is not as easy to 

achieve as it might sound. I can't go 

into all the details of customer service 

here, but I can tell you that it is 

absolutely necessary to create a culture 

where dentists want to do as much as 

they can for the patient. 

The reality is that people do not 
buy porcelain or composite; they 

buy and value the experience• 

Patients are the recipients, not only 

of cosmetic care, but also of the entire 

experience and feeling that goes with 

it. In fact, a great deal of new literature 

on customer service focuses on the 

patient or customer experience rather 

than on the technical product. A great 

set of veneers doesn't make up for poor 

scheduling, miscommunication, or dis­

appointed patients who don't believe 

that you are worth your fees. A great 

experience, however, may compensate 

for a perceived less-than-perfect result. 

The reality is that people do not 

buy porcelain or composite; they buy 

and value the experience. In a recent 

seminar, I mentioned that practices 

should offer coffee in the reception 

area. A very young woman raised her 

hand and informed me that that was a 

terrible idea—the practice was not in 

the hospitality business. One thing is 

certain—with that attitude, that office 

will never build a high-end cosmetic 

practice. You may not want to be, but 

you'd better be hospitable! 

The dentist in that practice came 

up to me later during a break to tell me 

that her comment was exactly what he 

was battling and that his practice had 

been flat or declining for the past 4 

years. I think the objective answer for 

most of us is obvious, but when you 

work with people every day, it is some­

times difficult to focus on helping 

them grow. Now, you may be thinking 

that you would simply terminate this 

individual so you wouldn't have to 

deal with this type of attitude. 

However, the goal should be to build 

the culture, drive the vision, and work 

with this individual so that she under­

stands that yes, you are indeed in the 

hospitality business. 

You would be amazed by how many 

staff members are able to grow into a 

new culture when it is properly pre­

sented to them through both culture 

and documented business systems. For 

practices that don't believe their staff 

will ever be able to convert, keep in 

mind that when you change any 

employee, you are simply changing 

your problems. 

STAY THE COURSE 

One of the other major problems I 

see in regard to building cosmetic prac­

tices is that the dentist often is incon­

sistent. One month, he or she is high­

ly focused on cosmetics due to some 

course recently attended, but the next 

month they are back to regular den­

tistry and don't even mention the 

word "cosmetics." Staying the course is 

a critical business skill that will allow 

you to patiently build just about any­

thing over time. 

If you talk about it, focus on it, get 

your team excited, get them involved, 

solicit their input, and ask for their 

recommendations, you will gradually 

build exactly what you want. If you 

suddenly forget about cosmetics and 
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the next week are focused on TMJ, 

occlusion, the stock market, or the 

NFL, the team will not continue to 

grow with the cosmetic culture. 

Decide if this is what you really want 

and, if so, find hundreds of little ways 

to continue letting everyone know 

cosmetics is an major focus of your 

practice. 

P R O V I D E  A N  
I N C E N T I V E  

The fact is that people do what they 

are paid to do. If you pay someone to 

assist, they will assist. If you pay some­

one to schedule, they will schedule. If 

they think their goal is simply to fill 

the schedule, that is what they will do. 

If you truly want to build a cosmetic 

culture, then reward your team. 

There is no statement more impor­

tant than putting money on the table. 

Set up an incentive program with 

benchmarks and, if those benchmarks 

are achieved, reward the team with 

certain bonuses. Determine the what, 

how, or where of the bonus. Should it 

be money? (Probably.) Or what about a 

trip? (Only if everyone really wants to 

go together.) Or should it be time off? 

The point is that you have to let peo­

ple know what is important by reward­

ing them accordingly. 

S U M M A R Y  

If your major new vision is to build 

an esthetic practice, then you have to 

include your team in that process and 

coach, train, and motivate them. For 

those of you who think incentives 

don't work, it usually means that the 

team has not bought into your vision. 

Follow the steps outlined here and 

your team should become as motivated 

as you are about making cosmetics a 

practice priority. 

Devoted to Superiority 

MrUJ 
Haupt Dental Lab 

Phone (800) 750-5004 
www.hauptlab.com 

'Jmplant Rejuvenation 
Bioesthetically 

Restoring Dentist: Dr. Jerry Wolf, Bakersfield,CA. 
Master Technician: John Haupt, FAACD 

VOLUME 18 • NUMBER 1 SPRING 2002 • THE JOURNAL OF COSMETIC DENTISTRY 107 


