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The purpose of the Dental Business Institute Program 
is to educate, train, and develop entrepreneurial 
dentists to successfully lead, manage, govern, and grow 
dental practices of any shape or size from solo practice, 
to managed group practice, to corporate models.

4 Keys to Successfully 
Marketing Your 
Practice and Driving 
Profitable Growth
with Mark DeTorre 
Practice Growth



The 4 Keys to Successfully 
Marketing Your Practice
“The greatest danger in times of turbulence is not the turbulence - it is to act with yesterday’s 
logic.”

- Peter Drucker

Unique Value Propsition

• Distinct Difference

• Desired Responses

• Single Thought

Importance of Re-inventing Your Business

In the last 18 months, the dental industry has been faced with challenges never seen before. With 
challenges come opportunities. Now is the time for dentists to re-invent their business in a way that 
positions them for growth in today’s environment. 

There are two fundamental words that should be examined to stimulate questions for your practice: 
Growth and Marketing

Growth

• Is my practice growing at the rate I would like?

• Is the growth purposeful or just happening?

• Is my practice at risk short or long-term?

• What am I doing about it? 

Thinking about growth and marketing together is thinking outside the box. It is about utilizing 
marketing to engineer ways to grow in turbulent and changing times. There are four key factors that 
practices should consider to successfully drive profitable growth.
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Marketing

• What does my practice stand for?

• Is our value proposition unique and 
relevant?

• Are we communicating with patients and 
potential patients in a manner that meets 
their requirements?
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Key Success Factor #1 - A Plan

“If you do not know where you are going, any road will get you there”. A marketing plan is a critical 
first step in utilizing marketing to drive growth. A strong marketing plan has 3 major sections:

Section 1- Assessments

Information is a critical first step in developing an effective marketing plan. 

Practice Assessment - Self-assessment is understanding your practice, its value proposition, what 
you do well, and the make-up of your present patient base. This becomes the initial baseline of 
information to drive your plan.

Value Proposition needs to be:

• Distinctly Different

• Single Thought

• Able to Generate a Desired Response

Dr. ABC

Pediatric specialization

Unique, kid-friendly office 
design

Staff provides a caring, 
empathetic environment

Rewards programs for kids

Culture of trust

Insurance not required

Distinctive Differences & Desited Responses

Distinctive Differences

Single
Throught

Desired Responses From Patients

Trusted
 care with 
a fear-not, 
have fun 

philosophy

Dr. ABC is so fun and silly, which helps my kids relax and not be scared to get their 
teeth cleaned.

It is really impressive that Dr. ABC is among the three percent of all dentists who 
are a board-certified pediatric dentist.

I have a hard time getting my kids to leave the waiting room because they love the 
play area so much.

The ABC Dental Little Smiles Membership Club lets me make easy monthly 
payments

What a relief to find a super fun dentist that also knows how to work with my son 
who has special needs. My kids love keeping track of their points and earning a 
prize for brushing and flossing. I love it, too.

Wow, they have over 600 5-star Google reviews. That makes me feel good about 
choosing ABC Dental.

I am glad they have a program for those of us that do not have insurance.
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Patient Base Analysis

• Age and income distribution

• Procedures by patient 

• Distance from your practice

• New Patient flow

• Active vs inactive patients

Marketing Effectiveness

• Website activity and effectiveness

• SEO analysis

• Email responses

• Review process

• New patient flow and source tracking

• Subscription service analysis

Market Assessment - Growth is not possible without understanding the consumers    
within your geographical footprint. Age, income, education, and homeownership of     
potential patients allows you to develop the appropriate new patient targets. Area demographics 
allow you to assess the overall growth potential for your practice.

Understanding the Geo-Footprint

• Age

• Income

• Education

• Homeownership

• Household make-up

• Behaviors & Lifestyles

Competitive Assessment - Accepting fellow dentists in your area are competitors is often a difficult 
issue to overcome. The reality is within any practice geographical footprint, consumers have more 
than one option when choosing a dentist. It is critical you understand your competitors’ value 
proposition and how well they execute as you build your plan.

This leads to an important conclusion:
Who do we want to serve?
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Things to consider for a competitor analysis

• Website review

• Website links/backlinks

• Organic search position

• Examine reviews

• Office location, style and hours

• Behaviors & Lifestyles

Section 1- Critical Questions

Practice Assessment

a. What is your unique value proposition that separates you from others in the area?

b. What is your singular distinct thought that makes your practice unique?

c.  What is the present profile of your existing patients?

•  Zipcodes where they live

• Age, household make-up, and gender distribution

•  Procedure activity by patient

d.  What are your present marketing activities and are they working?

• Do you have an official review process?

• Do you have a patient referral process?

• Is your social media relevant and engaging? Who is managing and do they have the proper 
skills?

• What other communication approaches are you utilizing? Are you utilizing your communication 
platforms such as Demandforce or Solution Reach?

• How are you measuring the effectiveness of these programs?

• Do you have any program measurement in place?

• How are you utilizing your practice management software in your marketing efforts?

• Are you communicating relevant topics to your existing patients? How often? How    
effective are they?
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Market Assessment

a. What is the age and income distribution of the zip codes you serve?

b. Are there zip codes in proximity to you where you presently do not have a large patient base?

c. What is the distance of surrounding zip codes from your practice? 

d. What is the general profile of consumers in your zip codes, including if they rent, own, and 
education?

e. Which zip code and consumer group is your target audience?

f. Do the zip codes in your area support the growth you want to achieve with your target audience?

Competitive Assessment

a. Who are the major competitors in your area? 

b. What is their value proposition compared to yours?

c. Is their value proposition clearer and more relevant?

d. How effective is their digital footprint - including their website and SEO?
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Section 2- Goals and Objectives

Information from the practice, including market and competitive assessments, is the fuel that powers 
the goal and objectives of your marketing plan. 

Goal is a desired result you want to achieve and is typically 
broad and long-term. You might use practice goals to inform 
your staff as well as guide the direction of all your marketing 
efforts. The goals need to consider existing vs new patients, the 
customer targets, as well as specific procedures you want to 
grow.

An objective, on the other hand, defines the specific, measurable actions each staff member must 
take to achieve the overall goal. We recommend the use of S.M.A.R.T. criteria to define and measure 
specific objectives.

The practice example below outlines the type of goals and objectives that should be developed to 
drive effective marketing programs.

2021 Goals

• Increase Revenue by 15%

• Improve New Patient Flow by 20%

• Expand beyond standard procedures and add sleep appliances

• Increase patient engagement/interaction on social media and website by 10%

2021 Objectives

• Goal #1 - Incease Revenue by 15%

• Objective #1 - Grow aligner practice to account for 10% of overall growth

• Increase existing patient appointment requests for smile assessments to 36

• Increase existing patient clear aligners treatment acceptances to 18

• Increase new patient aligner free smile assessments to 12

Each objective is developed in a way to support the overall goal. It is broken into the  necessary pieces 
that clearly define what must be accomplished to be successful. Inherent in the development of both 
goals and objectives is practice/market information as well as the ability to properly track the results 
during the year. Utilization of the practice management software is a fundamental skill required of 
the practice.
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Section 2- Critical Questions

Goals and Objectives

a. 2021 Goals

1.      

2.      

3.      

b. Are your goals related to increasing growth with existing patients, or driving new patients?

c. What customer targets have you identified in your growth plans?

d. What procedures do you want to emphasize in your growth plan?

e. What information from the practice assessments supports your goals?

f. What are your objectives for 2021 to support goals?

1.      

2.      

3.      

g. Are they specific, measurable, attainable and have a specific time for accomplishment?

h. Do you have a team member with appropriate knowledge to run reports from your practice  
management software to monitor results?
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Section 3- Tactical Plans & Budgets

“Strategy without tactics is the slowest route to victory. Tactics without strategy is the noise  
before defeat.”

Sun Tzu

The creation of tactics to support the overall goals and objectives is a challenge for many practices. 
This is hard work and requires input, involvement and time allocation from the entire team.

When developing tactics within your planning process, it is important to follow the three W’s;

WHAT- are we going to do?

• Email campaigns

• Social media

• Content on website

• Direct mail

• In office materials

• Special Promotions

• Paid advertising

• Subscriptions

• Formal review process

• Patient referral program

• Staff incentives

• Procedure or topics of emphasis



WHO

• Who are our target patients/new patients?

• Who is going to manage and implement the programs?

• Who is responsible for content creation?

WHEN

• Timelines for each activity

• (Month/Day, Frequency)
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1.3  Tactics & Budget Worksheet

a. Objective #1-      

Tactics      Time    Responsibility

1.        Month/Day   Person

2.        Month/Day   Person

b. Do your tactics tie directly to objectives you have created?

c. Have you outlined a timing and person responsible for each individual tactic?

d. Does your staff have the capabilities to implement the tactics or do you need support 
from an outside source?

e. Is there team buy in to the tactics and responsibilities?
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Notes:
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Key Success Factor #2 - 
Commitment

“To achieve success, whatever the job we have, we must pay a price...Success is like anything 
worthwhile. It has a price. You have to pay the price to win, and you have to pay the price to 
get to the point where success is possible. Most important, you must pay the price to stay 
there.”

-  Vince Lombardi

Driving profitable growth for the dental practice requires a strong plan. However, a plan without the 
commitment of the resources will have a high likelihood of failure. Commitment to marketing as a 
business process within the practice comes in multiple forms:

Engagement - It is important as the owner of the business that you are engaged in the process. If the 
team does not see that you are engaged and energized by the process, then they will not be onboard. 
Full staff involvement in this process is vital. The team needs your leadership.

Resources - Staff resources, time to do the necessary work of the plan, or hiring outside resources to 
implement the programs is a key to success. If most of the implementation is managed by staff, then 
it is important that they know it is “ok” to allocate the time. If you do not have the skills or can free up 
staff time, then allocating budget to an outside partner should be considered. 

Notes:
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Critical Questions

Commitment

a. Have you and the team worked together to build a plan?

b. Have you communicated to the team your expectations on roles and responsibilities to  
implement the plan- and have told them it is ok to work on the projects?

c. Are you having update meetings and discussions with the team to determine how well the  
programs are going?

d. Are you energetic and engaged in the discussions with staff?

e. Are you listening to staff when they express concerns about time allocations? Have you  
considered hiring an outside partner to support the program?

f. What active role have you taken on any of the programs being implemented? 

Notes:
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Key Success Factor #3 - 
Implementation

“Ideas are useless unless used. The proof of their value is in their implementation. Until then, 
they are in limbo”. 

-  Theodore Levitt

Implementation is one of the most critical, but many times the most common, place where driving 
patient demand falls apart. Dental professionals tend to be so busy working IN their practice they do 
not have time to work ON their practice. The commitment of resources in both time and money lose 
their staying power as the day-to-day activities intensify. 

Implementation is hard. To effectively implement a strong tactical plan, the practice must 
consider 6 critical items:

Calendar: A detailed calendar of all tactical activities is the cornerstone of strong 
implementation. Tactics need to be implemented in a cohesive, unified manner in 
order to obtain the highest impact. The calendar becomes the living document to 
accomplish the cohesive implementation.

Design & Content: The creative aspect of all tactics needs to be transformed 
into the actual design and content. Social media, email campaigns, artwork, and 
photography are all critical components to implementation.

Targets: Developing the key messaging for existing patients versus new patients. 
Patients interested in whitening versus clear aligners. Understanding the targets of 
each program is critical for effective implementation.

Technology: Are you going to utilize your present technology platforms such 
as your practice management software or patient communication tools? Do the 
technologies provide you the capabilities to properly implement programs?  Do they 
provide efficiency to minimize staff time? Understanding your present technology is 
an important part of implementation?
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Roles & Responsibilities: Similar to the work done by a dentist and assistant, it is critical that your 
team has a clear understanding of roles and responsibilities for all aspects of implementation.

Critical Questions

Implementation

a. Have all the tactics been outlined and put on a calendar?

• Make a list of all tactics associated with all objectives in the plan.

• Include the topic, the content assets required, and frequency of the activity over a 3-   
month period.

b. From the list of all tactics, develop a list of all the key items required for implementation

• Content- words

• Photography- stock purchased

•  Photography- actual staff or patients

•  Clinical before and after

•  Design requirements

c. Have you assigned responsibilities to all items?

d. Do you have one person “leading” the efforts?

e. Do you have enough staff or the expertise to manage all activities?

f. Do you need to consider outside assistance for any parts of the program?

•  Do you have a source to ask for referrals for assistance?

Notes:
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Key Success Factor #4 - 
Measurement

“If you cannot measure it, you cannot manage it”.

-  Peter Drucker

The culmination of sound marketing programs to drive profitable patient demand is measurement. 
Setting the proper expectations in the beginning of the program, understanding the historical 
numbers associated with all objectives, and determining ROI is essential. If done properly, the practice 
assessment part of developing a plan assists in providing the key metrics to be measured. The critical 
success factors to measuring ROI in programs are:

• Determining Metrics That Match to Objectives

• Developing Baseline/Historical Measurements

• Dashboard Tracking During the Program

When developing the appropriate KPI’s, each practice needs to assess the reporting and dashboard 
capabilities of their practice management software, or do they invest in additional software to create 
specialized dashboards.    

Notes:
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Critical Questions

Measurement

a. Have you identified the key items to track to determine the effectiveness of all programs as  
well as accomplishment of defined objectives?

1. Ongoing revenue existing vs new patients

2. Number of new patients by month

3.  New patient procedure breakdown by month

4.  Number of new patients by source of referral

5.  Number of procedures done by month

6.  Website activity tracking

7.  Email campaign tracking; opens, links

b. Does your practice management software have the ability to easily create reports for the  
items you are trying to track?

c. Do you have a person on staff capable to running the reports from your practice management  
software? Can reports be easily downloaded to create a KPI dashboard?

d. Do you have an additional software that runs unique KPI’s for your practice? 

e. Do you have someone in the office that can create simple charts for the key KPI’s?

f. Do you have meetings scheduled to review the dashboard numbers to determine how well  
things are going?

g. Do you have a staff member capable of understanding KPI numbers and implications?

Notes:
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