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> Publisher’s Letter

Sources of Inspiration   
BY JAKE PUHL

The word ‘authentic’ gets thrown around a lot when speaking of desirable 
traits of a leader. But what does that mean, exactly?

Dr. Laxmi Reddy, co-owner of Smile Loft, told us for this issue’s cover 
story that the best way she’s found to motivate her team is to be with them, 
support them, work with them, and connect with them. She’s made it a pri-
ority to ask team members what their challenges are. And perhaps here is a 
key difference-maker – she will also share her challenges with them. 

“I’m a bit more of an introvert, 
so it’s harder for me,” she told us. 
“But I’ve noticed that as I’ve learned 
to engage, as I have shared my chal-
lenges or what I’m working on, it has 
become much easier to connect.” 

Dr. Reddy credits the mutual 
authenticity between she and her 
team as one reason for her orga-
nization’s phenomenal growth 
over the last few years. Smile Loft 
Dental has tripled its revenue to  
$20+ million and quadrupled its 
staff since the pandemic.

Dr. Reddy is one of several 
high-profile women leaders that we 
highlight in this issue. In another 
article, Peak Dental Services’ Amber 
Collins discusses how to balance 
standardization with team mem-
ber considerations in a demanding  

marketplace. Dr. ArNelle Wright has 
a personal development program 
that recent graduates, young den-
tists, and dental group practices will 
want to read about. And, Dr. Yooson 
Kim shares her inspiring story of 
how she has overcome adversity in 
her personal life as well as career. 

We’ll have several women 
leaders from the dental industry 
at our DEO Summit this summer.  
Dr. Kim, Tiffany Fleisch, Amber 
Nish, and Dr. Maja Martin are a few 
of the names that will be on stage 
for panels and presentations. You 
can check out the full list of speak-
ers, schedule, and agenda for the  
DEO Summit at: deosummit.com.

Cheers!
Jake Puhl

http://deomagazine.com
http://deosummit.com
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> DEO Summit 2024

Meet the Phenomenal Women 
Leaders Speaking at Summit   
Be inspired by remarkable women in group dentistry, successful dental entrepreneurs, and 
leaders driving positive change.
BY LAURA BOWLES, DEO

These incredible leading women in dental will take the stage at DEO Summit 2024.

Dr. Yooson Kim, DDS
Founder and CEO, Family Dentistry of Morgantown, PA
Dr. Kim earned a DMD from the University of Pennsyl-
vania School of Dental Medicine. She is the founder and 
CEO of Family Dentistry of Morgantown, a seven-location 
dental group. Dr. Kim leverages cutting-edge technology 
to enhance patient care and practice efficiency. 

Dr. Kim will speak with Tiffany Fleisch on “Crucial AI 
Hacks & Systems You Need To Implement In 2024” and 
delve into the realm of AI in dentistry, how to use it to opti-
mize the patient experience, elevate diagnostic accuracy, 
and more.

Tiffany Fleisch
Director of Operations, Frandsen Dental, Utah
Tiffany has held many key dental company roles, 
including dental assistant, office manager, and Director 
of Operations at Frandsen Dental, playing a pivotal role in 
their successful growth. Her expertise lies in optimizing 
practice operations and building high-performing teams.

With Dr. Kim, Tiffany will share how to use AI to stream-
line patient engagement for improved experiences; harness 
predictive analytics to optimize inventory and boost effi-
ciency; and more in “Crucial AI Hacks & Systems You Need 
To Implement In 2024.” 

http://deomagazine.com
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Dr. Maja Martin, DDS
Co-Founder and Chief Dental Officer, Village Dental
Dr. Martin knows what it takes to grow a successful dental 
group from the ground up. With a focus on sedation 
dentistry, Village Dental has achieved remarkable growth 
under Dr. Martin’s leadership. She is a 2002 graduate of 
the UNC Adams School of Dentistry and was a member of 
the 1994 UNC Women’s National Championship Basket-
ball team.

She’ll be part of a Summit panel “How Three Den-
tal Groups Grew 10X and Beyond”. Attendees will hear 
struggles and highlights from Dr. Martin’s inspirational 
journey, plus top growth strategies, how to overcome 
operational hurdles, and transition to an executive 
leadership role.

Amber Nish
DEO Coach
Amber is a seasoned expert in dental marketing and 
practice management, previously holding roles as Chief 
Marketing Officer, Call Center Director, and more with 
most of her career spent at Community Dental Partners 
serving over 70 locations and multiple brands. Amber has 
spoken at several industry events and served in ADSO and 
Women in DSO. 

At Summit, Amber will speak on “How To Generate 
More Revenue and Patient Flow In 2024” by optimizing 
the patient experience, increasing case acceptance, lever-
aging digital marketing, and more. She will also present 
“Ultimate Hiring/Staffing Framework for Associates & 
Hygienists in 2024/2025” with hiring tactics includ-
ing how to hire intentionally; and develop an appealing 
recruitment brand; simple retention “rules” to create an 
inspiring workplace; and more.

While the opportunity to learn from these incredible 
women is reason enough to attend the Summit, there’s 
much more.

Get a roadmap to multiply your dental practice margins, 
a plan to grow your business, elevate your team, navigate 
challenges confidently, and more. Plus enjoy networking 
opportunities and more at the gorgeous Gaylord Resort 
in Orlando. 

The popularity of Summit increases 
each year so register now by 
scanning the QR code.  

http://deomagazine.com
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> Emerging Group Spotlight 

Neighborhood Dental    
Though dentistry is a business, it’s also an opportunity to change people’s lives for the better, says 
Neighborhood Dental’s Tia Meyer.
BY PETE MERCER

A career in healthcare and dentistry involves improving the lives and out-
comes of your patients. Changing your career into that space can be the result 
of a perspective shift, from working for yourself to working to improve the lives 
of others – a shift that Tia Meyer experienced while working in retail. 

DEO Magazine recently sat down with Meyer to talk about her role at 
Neighborhood Dental, how she came to be in the dental industry, and the 
future of the practice. Meyer started in the industry as a dental assistant, went 
on to obtain her bachelor’s degree in dental hygiene, and currently serves as 
the Clinical Director/RDH of Neighborhood Dental. 

Mission and values of 
Neighborhood Dental
Founded in 2004, Neighborhood 
Dental is a multi-site dental orga-
nization with 12 locations in South 
Dakota and Nebraska. Dr. Nicholas 
Shawd and his brother-in-law Mike 
Scott had a vision to build Neighbor-
hood Dental into a dental group that 
served the state of South Dakota.

While Neighborhood Den-
tal started expanding its footprint 
through de novo offices, they are 
currently focused on acquisitions 
or prior established dental office 
spaces. Across the 12 locations and 
two states, they serve over 42,000 
patients and are looking to grow 
strategically, ensuring that patient 
care is at the forefront of everything 
they do. 

“We understand dentistry is a 
business, but business operations 
don’t take place unless you have 
strong clinical practices and patients 
seeking your services. If you do it 
the right way, having patient care at 
the forefront, the business will take 
care of itself!” Meyer said, “Our goal 
is two to three acquisitions a year, 
which is a methodology that allows 
for positive transitions. This allows 
us to form relationships with the 
established team members, com-
plete training, and ensure we have 
alignment with regard to overall 
philosophy/standard of care.”

http://deomagazine.com
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Neighborhood Dental works 
to improve the lives of its patients 
through advanced dentistry prac-
tices and state-of-the-art technol-
ogy and systems. “Our mission has 
always been to save our patients 
pain, time, and money. The way we 
do that is by making sure that we fol-
low our standard of care, and operat-
ing systems, and set forth protocols. 
By doing these things, we are able 
to ensure that our patients are the 
number one priority.” 

As for the culture aspect of the 
company, Meyer says that it’s some-
thing that will always be prioritized. 
“We must continue to evolve in this 
regard, listening to feedback from 
our team members and then working 

to improve to become better. The 
stronger our team members are, the 
better the patient service and that is 
what it is all about!”

One of the new culture proto-
cols Neighborhood Dental has imple-
mented is a word that the entire team 
can stand behind for the year. “It’s one 
word that gives meaning, mission, 
passion, and purpose to everything we 
do throughout the year!” Meyer says. 
This one word is expressed through-
out the offices and remains the focal 
point at the start of each day. One of 
the words the team has picked in the 
last few years is “teamwork”, which 
was reinforced in all the communica-
tions, training, education, and patient 
care processes. 

“This year, our word is ‘commit-
ment,’” Meyer says. “It’s really neat 
how this has taken off, because you 
will hear the team using this word – 
you go into a location, and assistants, 
hygienists, leaders, and doctors are 
all expressing it in some way!” 

Improving patient care 
processes
Part of Neighborhood’s strategy 
for saving their patient’s time is 
same-day dentistry – when patients 
call to schedule appointments, team 
members at Neighborhood know to 
facilitate and move things around 
the schedule to make sure they 
can get into an office that day. For 
Meyer, this is one of the advantages 
of the operations of a multi-site 
dental organization. “With multiple 
locations, our teams can coordinate 
with other offices to ensure that the 
patients are being seen.” 

The Neighborhood teams are 
also equipped with the technology 
and tools that they need to take bet-
ter care of their patients. Over recent 
years, they have implemented dig-
ital scanners, allowing doctors to 
digitally scan the mouths of their 
patients, preventing manual impres-
sions. The same technology can be 
used to deliver crowns on the same 
day, preventing the typical process 
that includes multiple appointments, 
hence saving the patients, “time”.

“We are committed to creat-
ing value during the patient’s visits 
so that they know the importance 
of coming back for recalls and fol-
low-ups,” Meyer says. “We want 
them to understand that establish-
ing a dental home is necessary – not 
just when a problem presents, but for 

http://deomagazine.com
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> Emerging Group Spotlight 

long-term purposes. Being proac-
tive about dental health, which has 
a direct relation to overall health, is 
an investment, but will only save a 
person financially in the long run,” 
Meyer says. 

Selling what patients need
Meyer started her dental career 
about 16 years ago by applying for 
a dental assistant role at Neigh-
borhood Dental’s first location in 
Tea, South Dakota. She’s spent her 
entire career with the organization, 
spending the early days training 
chairside and attending evening 
classes to get her dental assisting 
degree at Southeast Technical 
College in Sioux Falls. 

“I’ve been with Neighborhood 
Dental every step of the way in my 
career, and they have supported me 
through all of it. I worked clinically 
as a dental assistant for a while, 
and eventually applied for dental 
hygiene school at the University of 
South Dakota where I obtained my 
Bachelor’s degree.” 

She studied to earn a Bachelor 
of Science degree at the University 
of South Dakota, while still work-
ing at Neighborhood Dental when 
her schedule would allow. She said, 
“They were committed to giving me 
a job when I got done and I came 
back to work as a clinical hygienist, 
before eventually moving on to a 
leadership role.”

As the organization grew, a need 
arose to establish a support manage-
ment team and standardize some 
of their processes and procedures. 
Meyer became the hygiene coordi-
nator, where she began to develop 
standard operating procedures and 

protocols, before eventually step-
ping into her current role.

As the clinical director, Meyer 
works with all the offices, doctors, 
assistants, and hygienists to focus on 
developing leadership skills, obtain 
continuing education, and continue 
to enhance overall clinical systems. 

Before she joined Neighbor-
hood Dental and started her career 
in the industry, Meyer sold clothes 
at a local South Dakota-based retail 
chain, The Buckle. Through Buck-
le’s unique and successful business 
model as well as renowned lead-

ership training, Meyer was able to 
develop her leadership skills which 
only influenced her as she moved 
into the dental industry. 

About that experience, Meyer 
said, “I was really good at selling 
what people wanted. It was a learning 
process and a great leadership expe-
rience, but I wanted to make a differ-
ence in people’s lives by impacting 
what they need. Now, I am in the 
business of selling what patients 
need and making a difference. It is 
truly amazing to know that we are in 
an industry that is changing lives!” 

http://deomagazine.com
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> You: Executive Mindset

Clinician and Coach    
Dr. ArNelle Wright shares what led her to pursue a career in dentistry and why she hopes to  
inspire other dentists. 
BY JENNA HUGHES

Dr. ArNelle Wright’s earliest encounter receiving dental care was later than 
most. As a high school student experiencing dental pain, once she received 
that much-needed dental care, she was beyond grateful for the emotional 
well-being that came along with the visit. Her early dental experiences were 
impactful in such a way that led her to pursue a career in dentistry so that she 
too could improve people’s lives in the same way. 

“In my own practice, I want 
patients to feel safe, cared for, 
respected, and worthy; in the same 
way that the dentist I saw took care 
of me,” said Dr. Wright, now a practic-
ing clinician and dental career coach. 

Patients are often apprehensive 
to visit the dentist, as many anticipate 
pain and anxiety associated with den-
tal procedures. Dr. Wright’s primary 
patient demographic includes patients 
in terminal dentition, which means 
these patients are at the point of losing 
all their teeth. As a result, these individ-
uals are often frightened and anxious 
about their treatment, and sometimes 
avoid it altogether. Dr. Wright ensures  
that she meets each patient where 
they are, recognizing that their care 
comes at a crucial time in their lives. 

“There is a lot of emotion 
attached to losing your teeth, as 
patients view them as a part of who 
they are,” she said. “I take pride in 
explaining all the treatment options 
to the patient upfront, so that they 
make the best decision for their 
self-esteem, budget, long-term out-
comes, and expectations.” 

Dr. Wright believes her ultimate 
job with terminal dentition cases is to 
be a bridge for the patient’s next step, 
which typically includes educating 
them and making them feel comfort-
able with their treatment options: do 
nothing, fabricate either complete 
dentures, partial dentures where 
applicable, or replace their teeth with 
an implant-supported restoration.

In and out of the operatory
Being a successful, trusted dentist 
requires not only extensive clinical 
expertise, but empathy for patients 

in their unique situation. Dr. Wright 
hosts coaching sessions to use what 
she has learned throughout her time 
in the profession to train, assist, and 
walk alongside other women dentists. 

For Dr. Wright, personal growth 
and development is at the fore-
front of each interaction within her 
career, be it with patients, auxiliary 
staff, or colleagues. Because it’s her 
passion, she piloted the “Being and 
Becoming Your Best” program, to 
help other dentists and dental prac-
tices focus on their patient care, 
while developing both their leader-
ship and business acumen. 

“Being and Becoming Your Best 
[BBYB] is a community that provides 
coaching to individuals and groups 
of women ready to take their career 
to the next level,” Dr. Wright said. 
“We focus on leadership develop-
ment, which includes generating 
buy-in from your dental team.” 

Within BBYB, Dr. Wright also 
consults dental teams on the cul-
ture piece to their practice, what it 
looks like in the day-to-day, and how 
it’s felt and recognized by patients. 
“It’s so important for dentists and 
licensed professionals to understand 
each role within their practice along 
with the ins and outs of their busi-
ness,” she said. 

Verbal communication skills, 
clear expectations, a starting point to 
growth, and recognizing team needs 

Dr. ArNelle Wright

http://deomagazine.com
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are among the tools Dr. Wright brings 
to equip her clients for personalized 
success. “I also teach a course called 
C.R.E.A.T.E. the Culture, where I 
do a deep dive with the practice 
owner and the practice manager, 
separately and together, to get a 
clear understanding of what their 
expectations are concerning office 
culture, on both a leadership and 
team level. We start these sessions 
by identifying where they are cur-
rently (starting point), understand-
ing their current pain points, while 
keeping team growth, practice 
growth, and patient care in mind, 
and we grow from there.” 

C.R.E.A.T.E. the Culture is her 
signature program that she wishes 
to share with women in dentistry, so 
that they start their careers as strong 
leaders, and pass the same torch on 
to their successor(s). 

Well-being in dentistry 
With her many responsibilities, 
Dr. Wright has come to realize the 
importance of personal and profes-
sional well-being. As a result, she is 
intentional about balancing both her 
clinical focus, and coaching prac-
tice. Dr. Wright encourages dentists 
during coaching sessions to check-in 
with themselves often by taking a 
step back, clarifying expectations, 
taking any personal time whether 
they “feel” it’s necessary and benefi-
cial or not, and to give grace to their 
staff members. 

“I’m in clinical practice during 
the week, and usually I’m working 
with coaching clients after hours or 
on weekends,” she said. “It’s been a 
good balance, and thankfully I have a 
team and amazing support system to 

keep me organized. There were times, 
though, over the past three years that 
I was focusing on my many leadership 
requirements, and I couldn’t balance 
both. With time, I have learned when 
to say yes, when to defer, and when to 
say no, thank you.” 

Dr. Wright desires to partner 
with recent graduates and younger 
dentists who have the confidence 
to speak up and ask for career guid-
ance. She aspires for her coaching 

clients to perform at their highest 
level and remain open to evolving 
into who they need to be for the next 
step in their careers. 

“What I ultimately want peo-
ple to know about me is that it’s a 
big world out there in dentistry, and 
there are so many opportunities for 
people to grow as leaders, to grow as 
speakers, and to take a personalized, 
independent route in addition to the 
practice of clinical dentistry.” 

The Power of Mentorship
Mentors have the power to guide and help dentists grow within their 

careers. Dr. Wright realized early on in her career the importance of 

having someone to talk to that also understands the field of dentistry. She 

believes being built up by other experienced professionals in the field 

better equips dentists for long-term success. Dr. Wright also developed a 

program of her own that mentors aspiring dentists, while guiding them 

through a future career in the industry. For more information about  

Dr. Wright, you can find and connect with her on LinkedIn, at her website 

www.beingandbecomingyourbest.com, or on Instagram where she is 

socially known as @thedailydentist.

http://deomagazine.com
http://www.beingandbecomingyourbest.com
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> Team: Team Engagement 

Balancing Standardization with 
Individual Team Member Growth 
Is Key to Scaling   
How to balance standardization with team member considerations in a demanding marketplace.
BY GRAHAM GARRISON

Amber Collins considers herself a list person. As the current COO for Peak 
Dental Services, an organization with 60 locations in Colorado and Texas, 
Collins coaches her regional managers down to office managers to plan out 
what they are doing by the hour to set up a cadence for daily, weekly, and 
monthly responsibilities.

“We try to be very standardized,” she said. “But… I’m also a people person. 
If you are not focusing on your retention and how to develop people within 
your company, you’re going to lose people. So… yes, I want to plug someone in 
and go… but have them grow and be with me 5 to 10 years later.”

Flexibility within standardization
Collins emphasizes the importance of standardization as a roadmap for opera-
tional efficiency, goal-setting, and performance measurement. With clearly 

defined objectives and regular assess-
ments, management ensures align-
ment with the company’s vision while 
providing employees with a roadmap 
for success. By leveraging tools like 
RACI charts (Responsible, Account-
able, Consulted, Informed), they 
assign responsibilities effectively, 
fostering accountability and clarity.

While standardization provides 
structure, Collins also notes there is 
a call for more empathetic leadership 
and a more flexible work environment.  

http://deomagazine.com
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Amber Collins  

Amber Collins is Chief 

Operating Officer for 

Peak Dental Services, 

has extensive knowl-

edge of operations in 

the dental field, and 

has been dedicated 

to their growth since 

2009. Amber started  

at Peak Dental when  

it was still a single  

location and has been 

with the company 

every step of the way 

as the organization 

scaled up to the 

nearly 50 locations it 

supports today.

Hygienists, dentists, and office staff are 
increasingly asking leaders to understand 
their life and personal needs.

“Employees want different things than 
they did even three to five years ago,” said 
Collins. While an organization may want 
to standardize work hours and days in the 
office, they also must balance prioritizing 
meeting employees’ needs. That may involve 
some flexibility in scheduling. 

“We’ve been trying hard to meet peo-
ple where they want to be, and we’re finding 
that our retention is much higher when we 
do that,” she said. “While it makes standard-
izing things a little bit hard as far as every-
body not working the same shifts, I think it’s 
helped people feel like we care about their 
day-to-day life and they’re coming into 
work with more enthusiasm.”

Empowering today’s  
dental workforce
Peak Dental Services’ commitment to 
employee empowerment extends beyond 
mere rhetoric. In 2022, Peak Dental Services 
launched a new ownership package for all the 
organization’s hygienists, similar to what’s 
offered to its dentists. About 10% of Peak’s 
entire hygiene team chose to join the owner-
ship program during its first round.

“When the time came to make the 
choices for the ownership package, Peak 
Dental Services made a bold move and 
offered ownership in Peak itself, not just in 
the doctor or hygienist’s dental practice,” 
A.J. Peak, CEO of Peak Dental Services, 
said. “It is disingenuous to limit the owner-
ship package to the dental practice because 
our providers’ prosperity would be limited 
to those 4 walls. Now, all our doctors and 
hygienists can grow their wealth with us as 
an owner of the whole company.”

Also, Peak’s robust professional develop-
ment programs underscore its investment in 
its staff. Peak has created a custom-designed 

training and development path with over 
125 hours of continuing education for every 
team member, enabling them to produce 
a customer experience where both partner 
dentists and patients can see the difference.

Cultivating talent with  
clear goal setting
Collins has found success within a stan-
dardized management team where each 
practice employee has three to five tracked 
responsibilities that they work on. From 
there, leaders can determine roadblocks, 
keep on track, and enable practice managers 
to hold people accountable. Collins says 
that leaders should recognize what people 
are naturally good at, and provide training 
around those skills. 

“We really try our very best to say, ‘This 
is what we believe you’re really good at, so 
here’s your training surrounding it so that 
you can be as successful as possible,’” she 
said. “We’re going to make sure that we’re as 
emotionally intelligent as we can be about 
your situation. Then we’re going to set very 
clear goals and give you a timeline so that 
you can meet them. People want to feel like 
they have a direction, and that the organiza-
tion’s leadership cares about them enough to 
provide resources, training, and assistance if 
they need help with anything. When leaders 
set very clear goals for their teams and give 
staff a timeline to accomplish them, people 
feel like they have day-to-day direction. 

“But you have to clarify everything,” Col-
lins said. “You have to make sure that you’re 
really, really clear in your goals. If you don’t 
have goals first, set those up and then decide 
what’s going to get you there.”

Peak Dental Services’ success shows 
that it is possible to standardize while also 
valuing staff needs. Under Collins’ leadership, 
Peak has found a path to sustainable growth 
with harmony between operational efficiency 
and employee well-being. 
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> Team: Team Engagement

Recruit, Retain, Reward, Resources, 
Re-Engage and Reflect   
Jackie Brown tackles the six proven systems to destroy quiet quitting.
BY DANIEL BEAIRD

It’s all about the people for Jackie Brown. As the chief human resources offi-
cer for Community Dental Partners (CDP) in Denton, Texas, she’s passionate 
about its team-building core and culture. Bringing people together who are 
humble, honest, and work hard toward their goals is very rewarding. 

But how does she do it? Through 
six proven ways to take your team 
from checked-out, unmotivated 
flight risks to happy, productive, 
self-managing bosses. 

1. RECRUIT 
According to Brown, over 20% of 
employees who changed jobs last year 
applied for a new job because they 
didn’t like their company’s culture. 

“You’re spinning your wheels if 
you’re not creating a culture people 
want to join,” she said. 

It must be ingrained in your 
meetings, in your staff, and in how 
you talk. It improves recruiting, 
reduces turnover, and lifts your 
bottom line. 

“It’s not just pretty posters on 
the wall,” she said. “It’s in every-
thing you do.” 

Tell your story in different ways 
Brown says to tell your story in 
your job postings and interviews 
through your company’s origin 
and your perspective on patients, 

team members, and clinicians. Feed 
them your mantra, set the tone, and 
generate excitement. 

“You’re connecting with some-
one you’ve never seen before, so 
what are you doing to make yourself 
different,” she asked. “When they 
know who you are, you save a lot of 
time and effort.”   

Posting on job boards and social 
media sites like Indeed, LinkedIn, 
Facebook, and Instagram are tradi-
tional ways to reach job seekers, but 
think outside of the box. 

“For example, if you have an 
office in a rural community, every-
one knows everyone else,” Brown 
said. “Are you posting your job on 
your community Facebook page or 
at the community center?”  
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How about a QR code in your 
front office so patients can see your 
job opportunities? 

On TikTok, “The Bentist” is an 
orthodontist’s account from Plano, 
Texas that has over 14 million followers. 

“Do you think he has a hard 
time getting people to work for 
him? I don’t think so,” Brown said. 
“People like videos and cool graphic 
designs. When they’re scrolling and 
scrolling on social media, they stop 
to look at videos and things that are 
eye-catching.” 

Social media posts are easy. Take a 
photo or video on your phone. Upload 
it to a gif maker like Canva to edit it 
or add text. Then save it and upload it 
onto your social media platforms so 
that it draws attention to your posts. 

Perks 
Stand out from the competition. 
People want to be taken care of in a 
competitive market. 

“Nearly 60% of job seekers say 
perks are a big factor when deciding 
to accept a job,” Brown said. “But let’s 
stop the sign-on bonuses and put 
that money back into the company 
where we can really make an impact.” 

Referral bonuses serve as a 
powerful incentive for team mem-
bers to actively participate in the 
recruitment process, Brown says. 
“Implement a leaderboard, show 
a timeline for a referral payment, 
and encourage new hires to bring 
a friend. Everyone loves a competi-
tion, and keeping the leader board 
out there where everyone has visi-
bility to it, encourages a continued 
focus on recruiting.” 

People who are referred tend to 
stay longer, according to the retention 

data. They want to work with people 
they know and like. 

“People don’t leave jobs, they 
leave people,” Brown said. “They 
leave bad cultures.”  

2. RETAIN 
Connection, transparency, commu-
nication, and appreciation are the 
bedrock of a good culture. 

“But it’s not just having cake on 
someone’s birthday. That’s fun but 
people want to feel connected to a 
bigger purpose,” Brown said. 

Appreciation focuses on things 
that bring joy and inspiration to your 
team, and connection and transpar-
ency align with the mission, vision, 
and values your company shares 
with your team members. That’s 
communicated through everything – 
every meeting and conversation and 
all written communication. 

“We have nine pillars at CDP 
and Team Loyalty and Respect is one 
of them,” Brown said. “If I have an 
employee coming in late, the con-
versation with that employee needs 
to include the culture and a talk 
about how Team Loyalty and Respect 
means we show up for each other. 
When you’re late, you’re impacting 
the team because they have to pick 
up the slack.”

CDP also has a Personal Respon-
sibility pillar, so Brown discusses the 
employee’s responsibility to get up 
and get to work on time. A good team 
holds each other accountable and we 
hold ourselves accountable as well.

Intentionality in  
creating leaders 
“Everything’s intentional in what we 
do,” she said. 

CDP focuses on a different pillar 
each month, like Humility, in their 
morning meetings, every activity 
or prompt discussion is focused 
on that pillar. It’s a daily reminder 
that keeps everyone focused on the 
culture. Its “STRATE Talk” with its 
employees includes one-on-one 
conversations and role-playing sit-
uations on how to professionally 
talk through issues.  

“For example, there will be con-
flict chairside and people don’t like 
conflict,” Brown said. “You need to 
be intentional about how you han-
dle conflict. If you don’t deal with 
it, rumors start and that’s how your 
culture fails.” 

Their nine pillars are in every-
thing they do. Even their performance 
evaluations include a section where 
team members are encouraged to 
engage in self-reflection, identifying 
the pillar in which they believe they 
excel and recognizing areas within a 
specific pillar where they see poten-
tial for personal growth. 

Brown emphasizes the delib-
erate effort to ensure that their 
culture permeates every aspect of 
the organization, highlighting the 
importance of recognizing each 
individual not merely as a worker, 
but as a leader in their respective 
roles. “We believe in the princi-
ple of leadership at every level, 
irrespective of one’s position. Our 
team members are aware of their 
leadership roles because we treat 
them as such, fostering an environ-
ment where higher standards are 
embraced. This approach cultivates a 
shared understanding of the signifi-
cant impact each person has on the 
organization’s success, reinforcing 
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> Team: Team Engagement

our commitment to development, 
respect, and personal responsibility.”

3. REWARDS
Rather than trying to keep up 
with the crazy salaries we’ve seen 
offered over the last year, not to 
mention it’s probably not a sustain-
able business model, strategically 
plan where you spend your dollars 
and reward your teams for their 
efforts. But remember that any kind 
of rewards system must be defined 
by its ‘why’ and ROI. Reward what’s 
important, including: 

 > Retention/turnover bonus. 
 > Attendance bonus. 
 > Hitting goals/KPIs. 
 > Anniversary. 
 > Time frame: monthly,  

quarterly, annually. 
 > Recognition boards and shoutouts. 
 > Celebrating successes big and small. 

“We started a new PTO pro-
gram that gives PTO hours for each 
year of service for our team mem-
bers. It adds to our overall expenses, 
but it helps lower turnover costs by 
increasing retention. So monitor 
your turnover and conduct employee 
surveys to see if you’re getting the 
return on the investment,” Brown 
said. “If you’re going to implement 
something, have a way to track it. 
Data speaks volumes.” 

Perks at Work
CDP offers “Perks at Work” to their 
employees. This employee perks 
program offers savings, online classes, 
and personal development to members 
for free at perksatwork.com. 

The Employee Pricing Program 
offers access to best-in-market 

pricing and loyalty points that can 
be redeemed when employees shop 
through “Perks at Work.” It also offers 
a community online academy with 
live classes for children and adults 
that can be viewed on-demand or live. 
“Perks at Work” also offers HR tools 
that support building a high-perfor-
mance environment, so there is really 
something for everyone. 

“Market these kinds of dis-
counts to your employees,” Brown 
said. This is something you would 
want to include in a synopsis you 
give your employees each year out-
lining all the benefits you offer your 
people. “It’s important to communi-
cate all the great things you do for 
your team members so that there 
is always a focus on the positives,” 
Brown said.

4. RESOURCES 
Brown says all companies have these 
kinds of resources, but most don’t do 
a good job of touting them. 

“Think about the things you do for 
your team members,” she said. “Make 
sure you’re branding that and market-
ing it like the Perks at Work program.” 

Have all of your resources listed 
so your recruiting team can deliver 
them to prospective candidates. Talk 
about how much money you put into 
a team member during their perfor-
mance review. 

Not just their salary, Brown 
says, but all of the resources offered 
in their total rewards package. 

CDP uses benefit carrier BlueCross 
BlueShield (BCBS), and it offers free 
resources like: 
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as she helps them 

connect to a bigger 

purpose. For her, it’s 

about more than just 

the work – it’s about 

the people.

 > 24/7 Nurseline and/or MDLive.  
 > Prenatal program. 
 > Weight management program. 
 > Behavioral health advisers. 
 > BCBS Blue 365 health and wellness prod-

ucts, not covered by insurance. 
 > Free Peloton and Apple+ subscriptions. 

“We market these things,” Brown said. “Do 
you think anyone looks that deeply into Blue-
Cross BlueShield and realizes they have that 
free Peloton and Apple+ subscription? No.” 

But any team member signed up for 
those plans gets a flyer from CDP telling 
them it’s free. 

Use meeting agendas, book clubs, sur-
veys, and other communications to engage 
with team members. 

“Treat people like people and not just 
another KPI in your office. When you have the 
right people in the right seats, it’s amazing,” 
Brown said. 

5. RE-ENGAGE 
What fills your team members’ buckets? 

Think of your rock star team member. 
Are you willing to sing their praises and are 
you willing to sing the praises of your other 
team members? 

“People want to feel like they have a 
bigger purpose,” Brown said. “You don’t 
want them just showing up for work. You 
want them engaged in work.” 

You must show up in rock star status 
every day for your people. Help them stay 
engaged, maintain positive mental health, 
and prevent burnout. 

Burnout can be exhaustion, lack of 
energy, distancing themselves from their 
jobs mentally, and decreasing their ability 
to work effectively. This can lead to not con-
necting with patients and team members, a 
mental fog, errors in diagnosis and treat-
ment, and a negative impact on work and  
personal relationships. 

“Make sure your star performers aren’t 
just powering through and taking on  
more responsibilities,” Brown said. “Fill 
your team members’ buckets. Give them 
guidance and support through coaching 
and mentoring.” 

Happy people are productive people, and 
they show up to work every day. 

6. REFLECT 
Finally, contemplate the drive behind 
continuous improvement and what moti-
vates you to start your day with enthusiasm. 
If you aren’t focused on how you change 
your day when you’re feeling stressed, you’re 
likely to move into the burn-out stage and 
that’s not good for you or your team. 

Encourage your team to share their 
inspirations and what propels them for-
ward each morning and then support 
those efforts every day so that they stay 
happy and engaged. “Never take things for 
granted and be purposeful in how you show 
up, how you support those around you, and 
how you stay focused on a positive cul-
ture,” Brown said.

“We tell our story and connect, get 
into rock star status, make our resources 
count, fill our buckets, and strive to get 
better,” Brown said. 

Jackie Brown’s approach at Commu-
nity Dental Partners underscores a proac-
tive and holistic strategy to combat quiet 
quitting, emphasizing the significance of 
culture, leadership at every level, and the 
power of recognition and support. By fos-
tering an environment where every team 
member feels valued, heard, and inspired, 
CDP not only enhances employee satisfac-
tion but also sets a benchmark for organi-
zational success. Brown’s insights remind 
us that the essence of overcoming quiet 
quitting lies in the unwavering commit-
ment to nurturing a positive, engaging, and 
growth-oriented workplace culture. 
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Leading with  
Confidence
Clinician. Entrepreneur. Leader. Mom. Dr. Laxmi Reddy  
believes today’s women dental leaders can do it all.

As a clinician and dental organization leader, Dr. Laxmi Reddy, DDS, has 
honed a quiet, inner confidence over the years. Anytime Dr. Reddy walks into 
a room, she’s aware that people she’ll meet might assume she’s a hygienist 
or front office staff, rather than a board-certified dental surgeon and business 
owner. “They rarely think that as a female, I’m the dentist or the owner,” she said. 
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Unfortunately, it’s a frustrating 
stereotype that many women dental 
leaders face regularly. “People will 
try to make sense of the fact that 
you’re a female, successful, driven, 
and also a mom,” Dr. Reddy said. 
“Society makes it seem like all of 
that is not possible. You can’t be a 
good mom and be successful in work 
– and an entrepreneur.” 

But Dr. Reddy has embraced 
the challenge. “As a woman leader, 
you must have confidence,” she 
said. “Inner confidence is important 
because society will tell you that you 
can’t do all those things. Women are 
questioned and scrutinized more. So 
being able to feel confident and hav-
ing that mindset that you can do it, 
is important in today’s industry for 
women leaders to be our best selves 
and successful. You can be a fantas-
tic mom and you can be a fantastic 
business owner, and you can balance 
all of it. You can do all of it.”

‘Dialed in’
Dr. Reddy and her business partner, 
Dr. Vaibhav Rai, DDS, founded Smile 
Loft Dental in part because both 
were seeking a balance between 
running an organization and prac-
ticing dentistry as clinicians. 

Dr. Reddy and Dr. Rai are both 
owners and practicing clinicians, 
they work well together and com-
plement each other’s personalities. 
Typically, when dental organizations 
grow beyond a few locations, they’ll 
use outside investment or out-
side ownership to run the business. 
However, even through tremendous 
growth over the last few years, the 
two co-owners have preserved their 
unique operating model. 

“We’re very dialed into our busi-
ness, but we’re also really dialed into 
what happens with our patients and 
what’s going on at the office level,” 
Dr. Reddy said. “Sometimes that can 
get lost when you’re growing and 
expanding. If you don’t have that 
ground-level perspective, you may 
miss seeing how the patients are 
greeted, what the doctors are doing 
in the back, what’s happening with 
hygiene, etc.”

The mission of Smile Loft Den-
tal has always been to provide qual-
ity, affordability, and accessibility 
to its patient base. Dr. Reddy comes 
from immigrant parents, so she 
believes strongly in providing care 
to as many people as possible. “But 
we also give them excellent clin-
ical care, because I think that can 
at times be missing. People always 
think it’s one or the other – afford-
ability or quality. As clinicians, we 
provide the highest standard of 
care, but we won’t charge $3,000 for 
a crown. We want to make it afford-
able to people because it’s import-
ant. They’re the ones who need it 
the most. That’s a big part of what 
drives me and motivates me.”

Yes, balancing organizational 
leadership with clinical work can 

be taxing at times. Dr. Reddy works 
three days on the clinical side, “and 
I’m a leader every day,” she said. “I 
run the office operations every day. 
I check in with my team before I go 
in clinically, then check in with the 
leadership team afterwards.” On 
Thursdays and Fridays, she is usually 
in the corporate office with her busi-
ness partner, taking meetings with 
the leadership team and making sure 
they are being well supported. 

Smile Loft Dental has tripled its 
revenue to $20+ million and quadru-
pled its staff since the COVID pan-
demic began. In that time the com-
pany acquired several locations and 
bought additional space to expand 
two of the offices at well-established 
locations. “We’re in the middle of 
renovating and expanding those 
offices now,” Dr. Reddy said. Smile 
Loft Dental is also looking at other 
sites where they could add new 
offices and other ways to increase 
revenue through new services. 
“We’re excited,” Dr. Reddy said. “We 
have a lot coming up, so hopefully 
we can stay on this trajectory.”

Smile Loft Dental currently 
operates in eight Maryland-based 
locations. The organization also 
has a corporate office for centralized  

Presence matters in leadership.  
Dr. Reddy wants to set the example as 
the first one in and last one out when 
she is in the office. She also wants to 
meet face-to-face with her corporate 
team as much as possible.
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operations. There are about 100 
employees in total, with 15 doctors 
and 17 hygienists.

The goal is to grow in an organic 
and sustainable manner for the next 
10+ years. Dr. Reddy said Smile Loft 
Dental used 2023 to set up building 
blocks like adding critically import-
ant leadership team members and 
opening a corporate office to han-
dle operations and administrative 
duties. They’ve done a lot of ground-
work to be able to grow further. “We 
grew so fast in a few years that we 
had to catch up. Now I think we’ve 
put another layer of foundation 
down so we can grow again and hope 
to have controlled and sustained 
healthy growth over the next com-
ing years as well,” she said.

Authentic connections
With the growth of the organization, 
Dr. Reddy has refined her approach 
to how she motivates and commu-
nicates with her team. “The best 
way that I have found to motivate 
my team is to be with them, support 
them, work with them, and connect 
with them,” she said. 

Dr. Reddy makes it a priority 
to ask team members what their 
challenges are. She will also share 
hers. In the beginning, she admits 
to being a little more closed off and 
focused more on getting things done 
rather than opening up. “I’m a bit 
more of an introvert, so it’s harder 
for me,” she said. “But I’ve noticed 
that as I’ve learned to engage, as I 
have shared my challenges or what 
I’m working on, it has become 
much easier to connect.” Once 
she’s made those authentic connec-
tions, she’s found team members  
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to be more receptive to guidance 
and feedback. 

Presence matters in leadership. 
Dr. Reddy wants to set the example 
as the first one in and last one out 
when she is in the office. She also 
wants to meet face-to-face with her 
corporate team as much as possible. 
While she could communicate with 
team members remotely, it’s easier 
to form bonds in person. 

Judging by engagement, the 
Smile Loft Dental team has bought 
into the mission. “They connect 
with me, and they connect with 
my partner,” Dr. Reddy said. “They 
are bought into the vision because 
they’ve seen where we started and 
how far we’ve come. The sky’s the 
limit. We wouldn’t be able to do 
what we do if we didn’t have them.”

Indeed, finding ways to connect 
with team members – especially new 
hires – has never been more import-
ant. A new generation is entering 
the field, requiring leaders to rethink 
how they interact with new employ-
ees. “That’s a big trend,” Dr. Reddy 
said. “How do you utilize Gen Z? 
What are their skills? What are they 
good at?” 

Dr. Reddy said leaders must 
figure out a way to work with the 
new generation who have their own 
thoughts, methods, and strengths. 
“They have their own skill sets, 
which are very different from the 
previous generations, just like every 
generation. What motivates them is 
very different from what motivates 
Millennials or Gen X.”

And that changes the way the 
business runs. Recruitment, HR, 
and even training are different. 
For instance, Smile Loft Dental has 

revised its training manuals to bet-
ter engage a generation more famil-
iar with online learning. Along with 
hiring and training a new generation 
of workers, things like wage infla-
tion, consumer preferences, and 
market volatility are all trends that 
Dr. Reddy and her team have had to 
navigate and make adjustments to in 
recent years.

Being an example
When Dr. Reddy is finished with her 
career, she wants to have blazed 
a trail so bright that tomorrow’s 
women leaders will gain the confi-
dence and encouragement needed for 
their own journeys. “I have women 

that I look up to – my mom, friends, 
colleagues,” she said. “There are a ton 
of women that have done it. I hope 
I’m that example for my two-year-old 
daughter and other young girls.” 

Smile Loft Dental is already well 
embodying that hope. The company 
is diverse and inclusive, and its staff 
is predominantly female. “We have a 
lot of female employees, and many 
are younger than I am,” Dr. Reddy 
said. “I hope they see that there is 
a female who’s in a leadership role 
who is a doctor, a mom, and an exec-
utive. Those examples can motivate 
women. It certainly is what moti-
vated me. I hope I can do that for at 
least one person.” 
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> Business: Marketing Strategies

How to Maximize Your  
Marketing Investment   
Creating a strong marketing plan is integral to your 
organization’s success.
BY JENNA HUGHES

The focus of dental care is to assist 
patients while encouraging them to 
properly maintain their oral health, but 
a dental practice is ultimately a health-
care business. “This means that a part 
of maturing as a dental organization 
is ensuring the revenue and finances 
of the company are as healthy as the 
clinical outcomes being provided to 
patients,” said Amber Nish, Coach, DEO.

A healthy bottom line requires 
a solid marketing strategy. Indeed, 
focusing and refining marketing 
efforts ultimately allows a dental 
practice to gain more profit and pos-
itively impact patients.

DEO assists practices with three 
main “levers”: growing your business, 
yourself, and your team. Growing busi-
ness revenue, through marketing, is one 
facet of growing a successful company.

The following are four keys to a 
solid marketing foundation:

No. 1: Get clear on your ideal 
customer profile
In dental practice marketing, each 
company must determine its ideal 
customer profile. Consider who the 
ideal patient is for your business. 
The “ideal” patient is different for 
every dental practice based on its 
business model, Nish said, and can 
range from a pediatric to a geri-
atric patient base. Dental practices 
must be able to match the capa-
bilities of the practice to the ideal 
patient to avoid misaligning the 
doctor and patient. 

“Understanding your ideal cus-
tomer profile allows your organiza-
tion to maximize marketing dollars 
through direct marketing efforts,” 
Nish said. “Being clear and con-
cise as to your patient demographic 
allows your practice to customize its 
client experience.”

Foundations of Marketing

No. 2: Set marketing goals
Dental leaders should consider these 
questions: What are their practice’s 
production goals? And how many new 
patients are expected? Evaluating 
both production and new patient 
goals can help teams determine their 
marketing budget and strategy. 

Start to answer these questions 
by averaging the number of patients 
by each practice within a company. On 
average, a healthy established company 
can handle about 50-60 new patients at 
a smaller practice, and up to 100 in a 
larger practice. Also, in a healthy aver-
age company, 25% of the total patient 
volume comes from new patients. 

“Understand what your orga-
nization’s biggest constraints are,” 
Nish said. “Be sure to evaluate ambi-
tious marketing goals based on the 
reality of the situation. Marketing 
leaders need to be aligned and under-
stand the strategy, and there needs to 
be operational marketing communi-
cation so that your organization isn’t 
spending money that doesn’t exist.”

No. 3: Align on operational KPIs
A dental organization should have 
clear key performance indicators (KPIs) 
established before setting a marketing 
budget. The No. 1 KPI to track when 
it comes to marketing efforts is the 
phone answer rate. Out of the total 
number of inbound calls, if 40% went 
unanswered or to voicemail, your 
company has a 40% no-answer rate. 

“Marketing KPIs such as this are 
important because marketing efforts 
pour revenue into one thing: getting 
the practice more phone calls,” Nish 
said. If a practice is spending $5,000 
to drive phone calls and 40% go 
unanswered, that means there is a 
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$1,500 revenue loss. To avoid unan-
swered calls, dental companies may 
set a standard requiring teams to 
have a certain number of answered 
calls before spending more of the 
budget on marketing. 

Most of the time, phones aren’t 
getting answered because front desk 
staff are busy greeting patients, calling 
insurers, cleaning instruments, etc. 
But the reason for calls going unan-
swered must be understood. Reach 
out to your phone service provider for 
a baseline number if you don’t know 
the number of unanswered calls, and 
they can inform you. Raise awareness 
to the team on lowering the unan-
swered call rate, and make sure it is a 
number they see every week.

No. 4: Establish a budget
A dental organization is ready to 
prioritize marketing spend and estab-
lish a budget when: operational KPIs 
are clear; it has hit new patient goals 
(if you are already hitting patient 
goals, there is no need to increase 
marketing spend); and the company 
has determined a dedicated person 
responsible for marketing strategy. 
The chosen person should know that 
their goal, along with other responsi-
bilities, is to oversee marketing. 

Once all these goals have been 
met, a team can set its marketing 
budget. To do so, the team should 
come together to determine produc-
tion first and then use those numbers 
to determine its marketing budget.

Successful marketing starts a 
minimum of a month before patient 
numbers are set to increase. In a 
highly competitive market, market-
ing budgets may be as high as 5-7% of 
revenue. In rural areas, it may only be 

When Are You Ready to Prioritize Marketing Spend?

Determining Your Marketing Budget

Amber Nish is the newest coach on the DEO team, and 

brings a wealth of marketing knowledge to the community. 

She is a 10-year veteran in the dental marketing space. Most 

of Amber’s career was spent at Community Dental Partners 

where she started as an onsite location manager and was 

promoted to Chief Marketing Officer, serving over 70 locations 

and multiple brands. One of her most transformative roles was serving as the Call Center 

Director and gaining a deep understanding of lead conversion and practice needs.

2-3% of revenue. In suburban areas 
or with established organizations, 
the budgets may grow to 10-15% of 
revenue. If you’ve never done a mar-
keting budget for your organization, 
start with a 3% of revenue budget.

Marketing should be categorized 
as a practice expense line item, Nish 
said. Make sure this is being correctly 
followed by the finance team. Things 
can accidentally be spent with mar-
keting budgets that aren’t for mar-
keting. Make sure everything is allo-
cated to practice-level expenses.

The marketing budget can be 
spent on a wide array of services, 
including online booking, branding, 
local marketing, paid ads, landing 

pages, consistent content generation 
(blogs, website posts, etc.), multi-channel 
marketing, and more. Determine how 
much you are paying on marketing per 
patient to determine the marketing 
value for your specific organization.

Marketing is ultimately a tac-
tic that can propel your business 
forward into earning more revenue 
and focusing on better patient care. 
“Marketing is a team effort, requir-
ing consistency from front office 
staff to dentists,” Nish said. “Cre-
ating a strong marketing plan is 
integral to a business’s success, and 
has the power to create productive 
teams and a strong financial outlook 
for a dental business.” 
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Recruiting & Building  
Executive Teams   
What to look for when bringing on board a new CEO, or other leadership roles, for your 
dental organization.

While every role in a dental organization is important, no other individual sets 
the tone, temperature, and culture like the CEO, which makes the vetting and 
hiring process so critical. 

Finding the right fit for the CEO 
of a dental organization can be a 
challenging process because so many 
dental practices are founded by doc-
tors. While skilled and knowledge-
able in the practice of great dentistry, 
they may not have the business expe-
rience and acumen needed to effec-
tively run and operate the business 
side of the organization. 

At a recent DEO event, Emmet 
Scott sat down with Gabrielle 
McCarran, Senior Vice President of 
People for North American Dental 
Group; Dave Salciccioli, Chief Strat-

egy Officer of Singing River Dental 
Partners; and Noah Madison, Part-
ner at TEAMWORx Health to dis-
cuss what it takes to hire the right 
CEO for a dental practice, the quali-
ties that make a good CEO, and how 
leaders must approach navigating 
the chaos often involved in operat-
ing a dental practice. 

DEO: How do you feel about the 
position of CEO? 
McCarran: There’s no doubt that 
the CEO is the most important and 
critical role in the organization. 

The CEO is the pacesetter. When 
you think about the dental space, 
a CEO is an interesting person 
because you typically see a founder 
CEO or a Private Equity (PE) CEO. 
Sometimes there’s even a CEO in 
between, a person meant to shop the 
business to the PE. You want leaders 
who have run other organizations, 
they’re operational and have a 
strong understanding of finance.

Salciccioli: There are so many of us 
who have stepped out of the chair 
and stepped into the role of CEO, 
but it’s always an option to move 
into Chief Dental Officer and hire 
another person for CEO, because it’s 
a completely different set of habits 
and practices. It’s like the journey 
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from bricklayer to architect – you’re 
not the problem solver now, but you 
are the agenda setter. You’re not the 
warrior for a particular person or 
practice, you’re more of a diplomat 
who must rise to the occasion.

DEO: What attributes are you 
looking for in a CEO in today’s 
market? What is the difference 
between what you see in a founder 
CEO and what the business needs 
to take the next step? 
Madison: I think it comes down 
to the idea of “where does your 
passion lie?” Are they clinicians? 
Did they go to medical school or 
business school? There’s a certain 
point where a clinician founder may 
not be able to take the company to 
the next level. There’s a difference 
between being entrepreneurial and 
being a clinician – the entrepre-
neur might have the passion to go to 
work and be able to scale the busi-
ness, whereas the clinician wouldn’t 
necessarily have that skillset.

Salciccioli: There’s a lot of room to 
design the role and your team around 
what you are most passionate about. 
All of this is driven by the clarity of 
the founder. If you have clarity in 
your vision, you can build the team 
for that next step in the journey, 
whether that’s towards private 
equity or whatever it might be. I’m 
big on figuring out what we are going 
to specialize in that role so that you 
can make the highest contribution 
to the business.

McCarran: If the CEO is looking to 
grow into that role, then it’s all about 
hiring people around you. I think 

having the self-awareness to know 
what you’re good at and what you’re 
not good at is critical. Then you can 
set your ego aside and hire people who 
are smarter than you in those areas.

DEO: Where do you see failure in this 
process? What have you found to be 
an indicator of success for placing 
an executive in an organization? 
Madison: A big piece is real input 
from the top down. When we start a 
search process, it’s not staffing – it’s 
a search process. We want to talk to 
everyone who’s going to be working 
with this person and understand what 
they think the role should be. From 
that, we put together the job descrip-
tion. That approach also gives us 
the ability to tell a compelling story. 
When you’re partnering with [an 
outside organization] as an advocate 
for your business to get the biggest 
pool of people, you want to be able to 
narrow it to finding the right person. 
A big piece of that comes down to 
cultural fit, and mission driven. 

DEO: What are some of the quali-
ties you look for when you’re hiring 
a true executive to run the business? 
McCarran: What I’ve learned through 
my career is that once you get above 
that $175K level into that execu-
tive range, relationships and how 
you manage your people are most 
important. You are making high-im-
pact decisions. It’s all about relation-
ships, your brand, and the impact 
you have on the business. 

Salciccioli: The ability to under-
stand influence and leadership 
acumen is a big deal because you’ll 
have some people raise their hand 

and say, “I want that title.” Well, 
they only want it because they want 
to wield authority and have people 
do what they say without question. 

DEO: How can you minimize the 
disruption of bringing someone into 
a role that didn’t exist before? How 
can you navigate that chaos? 
McCarran: It’s a balance between 
old guard and new guard. During the 
interview process, you should ask 
about a time when that person had to 
come in and win the hearts and minds 
of existing employees. There should 
be a compelling answer there, but 
they should be able to lead through it 
and win over everyone around them. 

Madison: I was at a conference a 
few months ago and met the CEO 
of a very large optometry business. 
We were talking during lunch, and 
he brought up the point that with 
all this chaos going on in his busi-
ness, they weren’t scaling as fast 
as they wanted. We started talking 
about making a VP of Special Proj-
ects, which is an interesting solution 
to that kind of problem – bringing in 
a full-time person to address those 
sorts of challenges from the inside. 
With a specific skillset and legacy 
knowledge of the organization, they 
could be uniquely suited to help your 
team navigate those changes. 

Salciccioli: We’ve had to have lots 
of hard conversations and continual 
coaching around where value can 
be added and how they can help 
design the role. When you bring a 
new person onto the team, you must 
redesign most everyone’s roles. You 
must coach everyone through it. 
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What Makes You Stronger   
How Dr. Yooson Kim learned discipline through adversity in her personal life and professional career.
BY DANIEL BEAIRD

“What doesn’t kill you makes you stronger” is Dr. Yooson Kim’s motto. 
Dr. Kim maintains a broad array of interests in the field of dentistry: she sus-

tains her busy practices, is a certified trainer for SOLEA®, and is a consultant and 
key opinion leader for a variety of emerging dental technologies and concepts. As 
a leading dental practice in Morgantown, Pa., Dr. Kim and her team at Family Den-
tistry of Morgantown are committed to the highest quality of cosmetic dentistry.

Born and raised in South Korea, 
Dr. Kim received her doctoral degree 
in dental medicine from the Univer-
sity of Pennsylvania School of Den-
tal Medicine. She has an extensive 
research background with the school, 
as well as with the National Cancer 
Institute, and the National Institute of 
Health, and has been recognized and 
awarded for her research publications. 

“Growing up in Korea was sim-
ple, yet hard,” she said. “Everyone was 
driven and expected to be successful. 

During middle school, I took a one-
hour bus ride to school and arrived 
at 5 a.m.” She then had classes before 
school starting at 5 a.m., school from 
8 a.m. to 4 p.m., and then more classes 
until 7 p.m. “This was all geared toward 
preparing for a test that allowed you 
to advance to the next grade.”

Dr. Kim would take the one-hour 
bus ride back home and take piano 
lessons for another hour. Then, it was 
homework and dinner, only to start it 
all over again the next day.

“I don’t know if I had time to think 
about if it was fun or not because the 
day was so packed and structured,” she 
said. “I just had to keep moving forward.”

Move to the U.S.:  
learning and keeping busy
She moved to the U.S. with her parents 
when she was 16 years old, and still 
remembers anxiously learning her 
ABCs on the flight.

“I was the only Asian person in my 
high school in rural Maryland,” Dr. Kim 
said. “I don’t remember what I was 
learning because I just had to get myself 
into it and learn what I needed to learn. 
If people were making fun of me, I didn’t 
understand it and just moved forward.”

Dr. Kim eventually graduated as 
valedictorian of her high school class 
but found it difficult to have more free 
time in the U.S. compared to Korea.  
She filled it by taking on three jobs. 
She made biscuits at Hardee’s in the 
morning before school, was a carpet 
estimator after school because of her 
strong math skills, and in the evenings 
and on weekends, she taught piano.

“I needed to keep busy, and I was 
able to test my English skills,” she 
said. “But I still won’t eat biscuits 
from Hardee’s.”

By her side: during mother’s 
fight with cancer
She was also a translator for her 
mother during her mother’s fight 
with stage four ovarian cancer.
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Dr. Yooson Kim  
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Franklin and Marshall 
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of Dental Medicine. 
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with the National 

Cancer Institute, the 

National Institute 

of Health, and has 

been recognized 

and awarded by the 

University of Pennsyl-

vania for her research 

publications.

“She was diagnosed almost immediately 
after we arrived in the U.S.,” Dr. Kim said. 
“Being the only child and the one who picked up 
English fast enough, I was the one who had to be 
in charge and responsible for translating med-
ical conversations and making decisions with 
my mom. I felt like the field of oncology was my 
calling and I wanted to become an oncologist.”

Dr. Kim’s mother enrolled in the NIH 
Cancer Research program and was one of 
the first patients to receive alpha interferon 
drugs. Dr. Kim joined NIH for its cancer 
research opportunities. She secured fund-
ing, did research, and had a guaranteed job 
through high school and college.

Her career path changed in college when 
her mother passed away. Dr. Kim knew then 
she wouldn’t be an oncologist because she 
didn’t want to experience the loss associated 
with the death of a patient.

She changed her track from pre-med to 
pre-dental, attended dental school, and opened 
her own practice. 

Office flooded but still standing 
Through the years Dr. Kim has grown and 
expanded her practice and the reach of the 
high-quality dentistry she provides. But 
amidst success and growth, there are still 
unexpected challenges. Dr. Kim recently 
walked into her dental office on a Monday 
morning to find flooding from a water main 
break near the street. But contractors were 
quickly there, and the dental team worked to 
disconnect all the equipment.

“Our teams were basically just waiting 
to know what they could do to help,” Dr. Kim 
said. The team came together to quickly start 
saving what they could and prepare for the 
needed repairs.

Dr. Kim’s dental equipment vendor,  
A-dec, has disaster relief and moved Dr. Kim’s 
dental office to the front of their produc-
tion. “They pushed us up so that we could 
get into our chairs,” she explained. “They 
drop-shipped everything to the office and 
bypassed the distributor.”

While the flood was a terrible disaster 
that shut down the office, Dr. Kim kept pos-
itive: “The office didn’t burn down. It wasn’t 
a fire. We have places to go and people to take 
care of. I can’t complain,” Dr. Kim said. 

Every day: a true leap of faith
Throughout Dr. Kim’s life, there have been 
trials and challenges. “There were many points 
in my life I could have stopped and blamed it 
on what life dealt me,” she said. “I was in a dark 
place many times and not sure where to turn. 
The decisions I had to make were leaps of faith. 
But isn’t every day of our lives a true leap of 
faith? Every day has been a miracle in itself.”

Dr. Kim says she tells her redemptive 
story’s ups and downs to show why her “what 
doesn’t kill you makes you stronger motto” 
holds true. 
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The Modern Dental Manager   
The operational and interpersonal skills needed to succeed as an office manager in  
today’s dental group practice setting.
BY CAMIE WORLEY, IMPLEMENTOR & COACH, DEO

Dental office managers wear many hats when leading their teams. They must 
show up to work each day with a positive attitude, ready to use their strengths 
to guide and support office staff. It is no easy feat to master day-to-day opti-
mization, team engagement, and dental systems all at the same time within an 
office leadership role.

Successful dental managers know exactly how their business runs, com-
municating with all office personnel, including front office staff, team mem-
bers, and doctors. They must balance connecting with people interpersonally 
while also delegating tasks, coaching staff members up, implementing struc-
ture, and much more.

The role
So, what exactly is the role of an office 
manager? And how do company 
leaders hire into these positions? 
Time management has shifted over 
the years to the idea of a “modern 
dental manager,” where managers 
are actively leading people. In this 
model, instead of an office manager 
having 25 to 30 tasks they complete 
all by themselves, they recognize that 
they must only manage systems, but 
not be the ones doing daily tasks. 

With such a range of respon-
sibilities, it can be difficult for a 
dental office manager to connect 
with staff on a personal level, 
while also being firm with them 
and setting boundaries.

Dental managers starting out, 
or seeking to improve in their role, 
should begin by outlining non-nego-
tiables for team members, making it 
clear that if the rules are broken, there 
will be consequences. It is also import-
ant for dental managers to find a bal-
ance with rule setting to avoid becom-
ing more of a micromanager than a 
supporter within an office space. 

Office managers should ensure 
that they have a handful of guide-
lines for their staff that are clear 
and consistently enforced to create 
workplace structure. These guide-
lines will additionally allow staff 
members to improve each day within 
their positions. 
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Read further for the skills of a 
strong dental manager:

Leading an office
When leading employees, managers 
should always refer to the compa-
ny’s core values for structure and 
guidance. The company-wide core 
values should clearly explain what is 
expected from employees. Empha-
sizing the importance of core values 
within each person’s role keeps them 
focused on optimizing their work in 
the right direction. 

Sometimes, a manager can find 
that too many people are responsi-
ble for the same task within a prac-
tice. To address this, have separate 
KPIs that each employee tracks for 
their position so that their roles are 
individualized. 

As a manager, it is important to 
understand roles within the orga-
nization should they need tempo-
rary (or permanent) replacement. 
Knowing the expectations of each 
position and what is needed to per-
form not only helps in a bind but 
also allows managers to train from 
experience, which can help set 
employees up for success.

Proper guidance
Office managers should structure 
organizations where team members 
have the space to complete tasks 
and office managers manage what is 
getting done. So, how does an office 
manager properly do this? Read on 
for three components to properly 
guide teams:

No. 1: How do you find the right 
people for the right seat?
When KPIs for office managers 

include employee retention, it can 
lead to them holding onto people 
who aren’t necessarily the right fit. 
A patient’s in-office experience is 
important, and it requires the right 
people in the right positions. Patients 
can be as needy as they want, and 
dentists are always there to meet the 
needs of their patients. Make sure 
that each employee is equipped with 
the knowledge and skills for their 
job, and evaluate if they have the 
heart, care, and passion to succeed. If 
they have all these abilities, it will be 
shown in the first 90 days. However, 
if an employee early on is showing 
up late, complaining, or can’t phys-
ically do the tasks, they may not be 
the right fit for the company.

No. 2: How does an office 
manager give teams clarity  
and structure?
If teams express the need for more 
clarity or day-to-day structure 
at work, a dental leader should 
schedule a team-wide meeting and 
be clear and open with employees. 
Collaborate with employees, ask for 
their thoughts, and decide where the 
lack of clarity is among everyone.

As a manager, it is crucial to 
address any issues or confusion 
among staff right away so that it 
doesn’t compound or spiral out of 
control. When making team-wide 

decisions, consider team values, and 
how the decision aligns with them. 
Create a floor in any meeting where 
employees can voice their concerns 
and keep issues open to discussion.  

No. 3: Why is it important  
to foster positivity  
throughout the day?
To maintain staff morale, have a 
regular team huddle at the start of 
the day, the end of the day, or both. 
Have teams start in huddles by 
sharing something good that took 
place in the office, or by calling out 
things that are wins from that day or 
the day before. 

Employees should have a team 
huddle agenda, and a leader should 

make sure that the meeting stays 
positive, keeping momentum and 
morale up. 

Make sure team leads understand 
that huddles are a necessary time to 
create positivity and to get everyone 
into the right headspace. Allowing 
a team member to lead meetings is 
a large part of delegating as a man-
ager; managers must understand that 
some tasks require coaching.

When delegating a task, set the 
expectations, let go of the reigns, 
let employees get their feet wet, and 
then come back and coach them on 
what they missed, making sure that 

As a manager, it is crucial to address any 
issues or confusion among staff right 
away so that it doesn’t compound or 
spiral out of control. 
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they truly understand. With time, employees 
will improve, and they can one day take over 
the task on their own.

Difficult conversations
One of the most important skills a manager 
needs to learn and master is how to have 
difficult conversations. This can also be 
one of the most intimidating skills for a 
manager, but remember, when we avoid 
difficult conversations we trade short-term 
discomfort for long-term dysfunction. When 
a difficult conversation is necessary, be sure 
to start a meeting by letting employees know 
that you, as a manager, value them and their 
position, and be upfront with them that this 
meeting is to discuss a difficult topic, and 
hopefully, we come to an agreeable solu-
tion. Starting this way will help ensure that 
everyone feels respected and heard despite 
the topic. Then, explain to the employee the 
reason for the meeting. Focus on keeping a 
constructive tone rather than blaming or 
accusing the employee. Come to meetings 
like these prepared, with clear data that 
shows a lack of consistency in their perfor-
mance or adherence to the company’s poli-
cies, or from the employee in meeting their 
position’s KPIs. Avoid using words that 
express your personal feelings toward the 
employee, but rather keep the conversation 
geared toward areas of performance where 
there can be a resolution.

Ask the employee if there is some-
thing that you as a manager can do to help 
them improve or how you can best train 
them to be a good fit within the organiza-
tion. Before the conversation concludes, 
ensure that the employee feels as though 
they can successfully complete their work. 
Don’t forget to create an action plan with 
the employee with clear expectations and 
deadlines for improvement. In some cases, 
a follow-up meeting or conversation may 
be needed.

A manager may deal with a defensive 
employee in a difficult meeting. If this hap-
pens, consider the possible ramifications 
of both keeping the employee vs. letting 
them go to find success somewhere else. 
If the employee truly seems to be a wrong 
fit for the company and your core values, it 
may be best to part ways rather than pro-
long the inevitable. Whatever decision you 
make, know that you have to live with the 
outcome of that decision. Managers must 
develop their skills and training in hiring/
firing as well as when to hire/fire, as this is a 
part of overall leadership skills.

Office managers can learn and improve 
by sharing their experiences with colleagues 
at other locations or people in the organi-
zation who have held their positions. Other 
managers’ experiences are beneficial when 
determining how to manage a dental office. 
Managers need to know that there are 
always others in their shoes. Lean on each 
other and learn from each other; it’s okay to 
not know everything.

It takes skills and experience to excel as 
a dental office manager, and guidelines set 
in place through DEO can provide the foun-
dation of support that office managers need 
as they grow in their roles. Always focus on 
the positives, seek assistance from other 
office managers, and know that within an 
office manager role, you are always learning 
and growing. 

Camie Worley  

Worley started as a 

dental assistant with 

her family dentist 

while she was looking 

into nursing programs. 

She fell in love with 

the industry and has 

worked as a clinical 

manager for a family 

dental group, and as 

a Director of Opera-

tions for a nationwide 

mobile dental orga-

nization. Worley was 

hired as a community 

manager at the DEO 

in January 2020, right 

before the onset of 

COVID-19, and now 

works with leading 

dental organizations 

as a DEO Implementor 

and Operations Coach.

Other managers’ experiences are 
beneficial when determining how  
to manage a dental office. Managers 
need to know that there are always 
others in their shoes. Lean on each 
other and learn from each other;  
it’s okay to not know everything.
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Sponsored Philips

Philips Sonicare Introduces At-Home Teeth 
Whitening, The Oral Healthcare Leader’s First  
Semi-Customizable, Grab-and-Go Whitening Solution 
The new offering provides a safe, easy, and effective way for patients to get brighter smiles  
in three days from the comfort of home. 

Cambridge, MA. – Royal Philips (NYSE: PHG, AEX: PHIA), 
a global leader in health technology, today announced the 
launch of Philips Sonicare Teeth Whitening Kits. From 
the #1 dental professional-recommended sonic tooth-
brush brand worldwide, this is the latest innovation stem-
ming from Philips’ mission to empower patients with evi-
dence-based solutions that meet their unique oral care 
needs. Philips Sonicare Teeth Whitening Kits provide a 
semi-custom option for dental professionals looking to 
cater more efficiently to their patients’ desire for a bright 
smile. Designed to be easy to use at home, patients can feel 
confident they are using a safe and effective solution with 
the recommendation of their dental professional.

Most patients want whiter teeth1 and Philips has long 
been a leader in teeth whitening through the Philips Zoom! 
portfolio of in-office and custom take home whitening 
treatments. For the first time, Philips Sonicare is introduc-
ing grab-and-go whitening solutions for patients to use at 
home, with zero chair-time required. The whitening kits 

feature semi-custom reusable trays for patients to easily 
mold2 to fit their teeth prior to applying the dentist-devel-
oped, enamel-safe whitening gel in the tray. Philips Soni-
care Teeth Whitening Kit Advanced (9.5% hydrogen perox-
ide solution) is clinically proven to whiten up to five shades 
after nine uses with little-to-no tooth sensitivity3.  

“Philips Sonicare Teeth Whitening Kits are the perfect 
complement to our Philips Zoom! custom in-office and 
take-home offerings,” says Matina Vidalis, Senior Market-
ing Director, Consumer & Professional Oral Healthcare, 
North America. “Dental professionals can now satisfy all 
patient whitening desires with our complete whitening 
portfolio. We are proud to continue to create solutions 
that empower and meet the needs of dental professionals 
and their patients.”   

“As a dental professional, it’s important to listen to 
what your patient wants, and more than any other treat-
ment, I find that patients want whiter teeth,” says Mark 
Hyman, DDS, PA, Philips Oral Healthcare Key Opinion 
Leader. “What Philips has created with Philips Sonicare 
Teeth Whitening Kits is a product that delivers conve-
nience and clinically proven results with less time in the 
chair. I look forward to recommending this innovation 
and seeing the positive impact it has on dental profes-
sionals and their patients.”

Philips Sonicare Teeth Whitening Kits will launch 
exclusively in the dental professional channel for dis-
pensing in either 6% or 9.5% hydrogen peroxide solutions. 
All kits include a Quick Start Guide to help patients through 
the treatment process and achieve optimal results. To learn 
more or try the product, dental professionals should contact 
their local representative or visit PhilipsOralHealthcare.com 
for more information. 

1 79% of Americans want whiter teeth according to Philips survey;  2 73% of 139 participants agree, US, 2022;  3 81% of 67 participants, US, 2022
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Eruption to Evolution   
The conscious leader’s journey through chaos.
BY BRAD NELSON, PARTNER AND CHIEF OPERATING OFFICER, POSITIVE IMPACT DENTAL ALLIANCE

How can we lead ourselves and our teams through chaotic and uncharted 
times? Effective leadership requires making conscious decisions and adjust-
ments based on changing environments that often look and feel like chaos.  

Surviving the chaos
Six years ago, I lived on the Big 
Island in Hawaii with my incredible 
wife and our only son at the time. 
We moved there a few years earlier 
to simplify life and spend time 
together. We owned our home, and 

we were looking forward to the birth 
of our second son. 

As we all know, Hawaii is a vol-
canic island. In 2018 we noticed some 
earthquakes. Everyone seemed to 
think it was normal volcanic activity, 
so we carried on with our lives – but 

the earthquakes continued, eventu-
ally turning into cracks in the ground. 
Still, official channels told us there 
was nothing to worry about. 

But the cracks continued to 
worsen. Then steam started pouring 
out. Finally, we were two hours from 
home one day when our phones blew 
up with the news that lava was erupt-
ing in Leilani Estates, our neighbor-
hood. We barely had time to get home, 
grab a few things, and evacuate. Time 
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stood still. We were in complete and 
utter limbo, physically and mentally. 
Officials had the area locked down 
and we all relied on “lawbreakers” 
who sent out photos and info about 
which houses were lost. All my atten-
tion and energy were directed at fig-
uring out how to navigate this situa-
tion with my very pregnant wife and 
kid. At moments like this, everything 
else feels irrelevant. That week was 
like a delirious dream, scrambling for 
any solid ground to stand on to figure 
out what to do. 

In the middle of all this chaos, 
my wife started having labor symp-
toms. She was at high risk for a 
C-section which couldn’t happen 
locally. After making several phone 
calls, we booked flights to Honolulu 
for an appointment with a great OB 
office that was going to help with the 
birth and advocate for us with the 
insurance company. After all that, 
her labor symptoms stopped after 
we got to Oahu. But three weeks 
later, our little Kade Krater erupted 
into the world. 

During that time, the lava had 
wiped out large swaths of neighbor-
hoods, and so many favorite places. 
The destruction was devastating 
and unavoidable. 

The process of creation is often 
destructive and can feel chaotic. It’s 
how everything was ultimately cre-
ated. I draw a parallel between each 
layer of a volcano and the various 
levels of our society and business. As 
individuals, we exist on the surface, 
making life’s decisions with limited 
insight into the forces beneath us. If 
we do not know what lies below, we 
can feel like a victim of these changes. 
This is the state of the world, the econ-
omy, and the dental industry. New 
attitudes, generations, and technol-
ogies are pushing their way up. How 
can we lead our teams, our companies, 
and (perhaps most importantly) our-
selves through such dynamic times?  

Leadership in chaotic times
Our teams may not see the broader 
industry layers and can feel disori-
ented when something shifts. Even 
small changes within our groups or 
practices, something as simple as a 
new process, can feel as unsettling as 
an earthquake, creating friction and 
disorientation. Our teams may feel 
shaken by societal trends in employ-
ment or attitudes, new technologies, 
and broader economic factors that 
challenge our initial assumptions.

The leadership team needs to 
be prepared to forge a path through 
the chaos. I propose four essential 
concepts for the Conscious Leader. 
These concepts are as intercon-
nected as they are crucial.

Context helps us depressurize 
the situation and helps our teams 
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understand the bigger picture of 
what’s going on. Without context, 
we can inadvertently take too much 
blame or credit for what’s happening 
on the surface. A broader context 
enables us to accept the existing 
forces so we can direct our energy to 
adapting, not resisting. 

Clarity. Communicating a clear 
vision in a way that resonates with 
and is meaningful to each layer fosters 
congruence, or alignment, in adapting 
to the unpredictable nature of change 
and progress. Clear communication 
about how your BIG GROUP-LEVEL 
VISION relates to each practice, doc-
tor, and team member cultivates 
buy-in and enables them to con-
tribute effectively from their unique 
positions. Our teams don’t need more 
pressure; they need clarity. Low con-
text and clarity can lead our teams to 
take the broader trends too personally 
or misunderstand your true vision. 
For instance, Positive Impact Dental 
Alliance has grown quickly through 
acquisitions. If my leadership team 
isn’t communicating where each prac-
tice is in our vision, our team mem-
bers can feel forgotten and uncared 
for. Communicating that vision with 
clarity provides context to the team. 

Congruence, or alignment, nat-
urally emerges when context and 
clarity are present. This alignment 
empowers your organization to adapt 
to change. Essentially, you want 
everyone to be on the same page as 
far as the mission, vision, and culture 
of your practice. You want people to 
feel heard and seen. Everyone can 
contribute from their individual posi-
tion working toward a common goal. 
Congruence replaces friction with 
unity and understanding. 

Brad Nelson is an avid adventurer and lover of life. You can often 

find him with his wife and three sons hunting for bugs, building 

robots, or enjoying a campfire. For fun, Brad leads Positive Impact 

Dental, an acquisition-model DSO he co-founded in 2018 with his 

childhood friend Dr. Loren Israelsen. Together they have completed 

34 acquisitions without private equity backing. Leveraging scalable 

technology with strong operations and 250 amazing team members is the only way this 

has happened. Brad loves connecting ideas and principles from disparate fields to build 

high performing teams and organizational systems. What lights Brad up is using technology 

to work WITH human nature to lead teams and practices through an evolving dental landscape.

Collaboration ties these ideas 
together. We can’t navigate com-
plex forces when each of us only 
sees a small slice of the broader pat-
tern. Collaboration is essential at 
every level. Industry collaboration 
in groups like the DEO is essential. 
When I first went to a DEO event, I 
thought everyone knew something 
I didn’t. The DEO events helped me 
understand industry-wide factors, 
which provided crucial context for 
my leadership and decision-mak-
ing. Collaboration is where the real 
magic happens. 

We are only one small part of 
much bigger, and deeper, patterns 
that are moving beneath and around 
us. Our teams are hungry for leader-
ship and stability. When disruption 
occurs, do we resent it? Or do we  
elevate our vision, provide context 

with clarity, promote congruence, 
and nurture collaboration?

It was this experience of massive 
change and disruption that blindsided 
me, that was my call and invitation 
to step up, and to adapt and become 
decisive about the things I could con-
trol in the overwhelming midst of fac-
tors I could not control to move my 
family into a period of new creation, 
born of disruption and destruction. 
It was out of this period that I landed 
in Oklahoma, and out of these ashes 
that our dental group was born.

We have a unique opportunity. 
We can shape how we, and our teams, 
navigate the inevitable earthquakes 
and disruptions, and how these lava 
flows of new creation solidify into 
new foundations of our life and indus-
try. We’re shaping the future through 
how we lead in this turbulent time. 
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Navigating the State of Dentistry
Challenges, progress, and paths forward     
BY ANDREW SMITH, CHIEF EXECUTIVE OFFICER, THE ASSOCIATION OF DENTAL SUPPORT ORGANIZATIONS

The Association of Dental Support 
Organizations (ADSO) recently 
released its State of Dentistry report 
– a culmination of a multi-year study 
commissioned by the ADSO and con-
ducted by RTI International. This 
comprehensive report delves deep 
into the challenges and opportunities 
shaping the dental industry, echoing 
what many of us have been advocat-
ing for: the pressing need to address 
the dental workforce shortage.

The report found that closure of 
multiple hygiene programs, increas-
ingly competitive acceptance require-
ments, and the limited seats available 
in programs collectively exacerbate 
the dental workforce shortage. Despite 
an increase in dental hygiene pro-
grams in 2022, acceptance rates have 
plummeted from 31% to 25% over the 
past ten years. As a result, the number 
of graduating dental hygienists does 
not sufficiently meet the demands of 
the industry.

Moreover, according to the 
Health Policy Institute (HPI), vacan-
cies in hygienist and dental assistant 
positions have reduced dental prac-
tice capacity by about 10% annually. 
This has forced many dentists to take 
on responsibilities often performed 
by hygienists, making it difficult for 
them to focus on their practice and 
provide high-quality dental care.

Although the report shows 
a 1.9% increase in licensed den-
tists over the past decade, the 

most recent data from the Health 
Resources and Services Adminis-
tration (HRSA) shows that 13,354 
dentists are still needed to meet the 
needs of Health Professional Short-
age Areas (HPSA), or areas where 
the dentist-to-population ratio falls 
below recommended levels.

There are currently 7,651 HPSAs 
in the country, and rural areas bear 
the brunt of these staffing short-
ages. According to the RTI report, 
over 33% of the rural population are 
underserved. Alarmingly, the report 
shows that the attrition of dentists 
further worsens the existing short-
age, with many dentists migrating 
from rural communities to larger 
metropolitan areas in sunbelt states.

The report further provides 
insight into the effects of the dental 
workforce shortage, including the 
decline in annual dental visits and 
worsening oral health among children.

On a positive note, the RTI 
report highlights a noteworthy prog-
ress in diversity within the work-
force. According to the report, the 
graduating class of dentists in 2022 
is the most racially and ethnically 
diverse in history, with students of 
color making up 48% of the grad-
uates and women making up 53%. 

However, more work still needs to 
be done for the dental workforce 
to reflect the diversity of the pop-
ulation it serves, as the number of 
Black dental students has remained 
roughly the same from 2005 to 2020.

The implications of the RTI 
report’s findings are clear: the den-
tal industry is at a critical juncture. 
Despite the current challenges, there 
are signs of progress and cause for 
optimism. Forward-looking policies 
and initiatives such as the Dentist 
and Hygienist Compact offer solu-
tions that address the evolving needs 
of modern dentistry and the current 
workforce shortage in the industry. 
The compact streamlines the pro-
cess for licensed dentists to practice 

in other participating states, with 
Washington, Wisconsin, Iowa, and 
Tennessee already passing state leg-
islation to join the compact and 12 
other states introducing legislation 
that would allow them to partici-
pate. Policymakers, industry experts, 
and dental professionals need to 
come together and collaborate on 
innovative solutions like the Dentist 
and Hygienist Compact in order to 
address the staffing challenges and 
ensure access to high-quality dental 
care for all Americans. 

According to the RTI report, over 33% of 
the rural population are underserved.
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EP 187: Large Practice Sales and Partnerships
In this episode, Emmet hosts 
Chip Fichtner, Co-founder 
and Principal, Large Practice 
Sales. They discuss what’s 
happening in the market-
place right now; partnerships; 
if you’re thinking about a 
transaction; what constitutes a 
“large practice sale”; ways deals 
are being structured currently, the difference between a 
DSO and an “IDSO”; and much more. Chip shares what 
numbers to look out for and any potential red flags 
when considering a transaction. They dive deep into 
specific financial indicators to review when evaluating a 
DSO’s financial health, and many more financial topics.  
(Sponsored by Large Practice Sales)
 
EP 188: Decoding Accounting &  
Financials for Scaling Success
In this episode, Emmet hosts Patrick Arnold,  
Manager, and Mark Rudolph, Shareholder, both from 

> 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.

Listen On:

Chip Fichtner

Elliot Davis, discussing 
accounting and finance for 
dental entrepreneurs on 
everything from bench-
marking, partnerships, asso-
ciate equity, compensation, 
margins, financial acumen, 
and more. They cover the 
accounting specialties of 
tax accounting, tax strategy, 
and managerial accounting, 
emphasizing the need for 
tailored accounting services. 
Mark and Patrick advise 
on essential capabilities 
for dental owners’ finance/
accounting teams, stressing 
forward-looking accounting, 
budgeting, and forecasting. They outline steps to 
align financial systems with practice growth, ensuring 
access to crucial data for successful scaling.  
(Sponsored by Elliot Davis)

Beyond the  
Microphone  
Unlock the secrets to building a 
thriving dental organization with 
DEO’s Growth Secrets Podcast.

Patrick Arnold 

Mark Rudolph
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