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      Foreword

      For many practitioners, treating patients is relatively easy compared with the running of their practice as a successful business.
         With arrangements for the provision of oral healthcare undergoing dramatic changes, the need for dental practices to be efficient
         and effective businesses has probably never been greater. Patients must, however, come first, both ethically, to satisfy professional
         requirements of care, and as customers. As the authors of The Business of Dentistry point out on page 1, “look after your patients, then profits will follow”.
      

      For those practitioners who run the business aspects of their practice on a trial-and-error basis rather than according to
         sound principles of business management, this book – Volume 8 in the Quintessentials for General Dental Practitioners Series
         – will be a revelation. For practitioners who have and effectively apply good business acumen, this book will provide fresh
         impetus and encouragement to keep ahead of the field. It is a great achievement to prepare a book that motivates busy practitioners
         to stand back and rethink their approach to their patients, the running and development of their practice and the financial
         affairs of their business. The Business of Dentistry is such a book – a well-written, easy-to-read text in the succinct, essential style of the Quintessential Series, a book
         which can transform the reader’s approach to the critically important interface between clinical dentistry and the management
         of a successful dental practice.
      

      Nairn Wilson

         Editor-in-Chief
      

   
      

      Preface

      Writing this book presented us with a challenge and a dilemma. The challenge was to adopt and adapt general business principles
         and make them relevant to dentistry. The dilemma was that we had more material than we could possibly hope to include given
         our editorial brief; it was a dilemma not of commission but of omission. The remaining titles in the General Dentistry and
         Practice Management volumes of the Quintessentials Series will examine some of the areas we have chosen to exclude from this
         particular text: risk management and dento-legal issues, quality assurance, teamwork, information technology and practice
         management.
      

      Success in the world of business relies on effective and strong leadership – a theme which recurs in many modern texts on
         business management. According to Ridderstrale and Nordstrom’s bestselling book, Funky Business, “leadership and management
         are more important than ever before” and are the “keys to competitive advantage”. Their perspective is people-centred – “the
         most critical resource wears shoes and walks out of the door around five o’clock every day”.
      

      This book also draws its inspiration from the Chinese concept of Guanxi. “Guan” means “close together” and “Xi” means “relationship”.
         Guanxi, then, is essentially about relationship management – widely recognised to be a key determinant of business performance.
         It is a prime example of one-to-one marketing and of customer relationship management (CRM). CRM has been defined as “the
         implementation of business strategies that identify and manage customers to derive maximum long-term value from that relationship”,
         and it requires a “customer-centric business philosophy that is often a change from the traditional product-oriented nature
         of many businesses”. Don’t let the jargon mislead you – the principles are as old as civilisation itself.
      

      Above all, we must recognise the most valuable aspect of the dental profession – that of being allowed to treat patients.
         The business of dentistry will reap rewards for those who recognise this for the privilege that it is and whose business is
         nourished by high ethical standards. Contrary to popular belief – and despite the spate of recent high-profile failures in
         the corporate world – success in business does not require abandoning high ethical standards. According to The Institute of
         Business Ethics, “a business that doesn’t invest in building trust will, over time, be rejected by the markets, by investors,
         by its customers and above all by its own people – its employees”. We must remember that ethical considerations are inseparable
         from, and inextricably linked to, the business of dentistry.
      

      Raj Rattan
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      Chapter 1

      What Business Are We In?

      The purpose of any business is to generate profit. The view that health care and profit generation are somehow mutually exclusive
         and require the providers of healthcare to abandon their commitment to clinical quality and to uphold the highest professional
         ethics is one myth which should be dismissed from the outset.
      

      The business of dentistry is about providing high-quality clinical care in a high-quality environment. The challenge in the
         business of dentistry is to provide it profitably and in a way that makes patients appreciate and value the treatment they
         receive. To meet this challenge we must apply the principles of commerce. We must have an understanding of the meaning and
         purpose of marketing, knowledge of human psychology and an appreciation that the title of “patient” confers a special status
         on any member of the public whose behaviour will be that of a dental “consumer” or “client”.
      

      
Customer or Patient?
      

      There is no need to deliberate as to whether we should call our patients “customers”, “consumers” or “clients” because they
         are all three. What makes them patients is the ethical bond and duty of care that attaches them to the healthcare profession.
         We will use all these terms in this text to reflect the origins of the principles that are under discussion. We must remember
         that in any business high levels of profitability and growth are primarily stimulated, driven and sustained by customer loyalty.
         The business of dentistry is no exception.
      

      
Patient Care and Profit
      

      In this book we have chosen to take the view that if you look after your patients, then the profits will follow. In so doing
         we must understand the meaning of “looking after”. But we must remember that there is more to looking after people than looking
         after their teeth, and when we create the environment in which we want to “look after” them, then we must be sure that that
         environment is built on a sound business principles with profit generation in mind. No profit means no practice and we lose
         the opportunity of looking after people.
      

      
The Service Profit Chain
      

      In 1994, Heskett developed the concept of the “service profit chain” (Fig 1-1). Its core principles demonstrate perfectly
         the key linkages that are the business of dentistry. The service profit chain, developed from analyses of successful service
         organisations, helped to establish the relationships between profitability, customer loyalty, employee satisfaction and productivity.
         Further exploration of these relationships led to the publication in 1997 of Heskett, Sasser and Schlesinger’s book The Service Profit Chain: How Leading Companies Link Profit and Growth to Loyalty, Satisfaction, and Value. We can adapt its customer-orientation slant and make it relevant to the business of dentistry (Fig 1-2).
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         Fig 1-1 The service profit chain.
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         Fig 1-2 The service profit link.
         

         
      

      This approach demonstrates that there are strong links between:

      profit and patient loyalty

      employee loyalty and patient loyalty

      employee satisfaction and patient satisfaction.

      
Mission Statement
      

      One way to communicate and share your vision is to prepare a mission statement. Mission statements have become a part of business
         culture and many dentists have adopted this practice. Your mission statement should be able to tell your practice story in
         less than thirty seconds. Here are ten tips to help you create an effective mission statement.
      

      
         	
            An effective mission statement should state who you are, what you do, and what you stand for.

         

         	
            Remember your mission statement is not a slogan or an advert.

         

         	
            An effective mission statement is best developed with input from all the team. Even if certain members think it is silly or
               have no ideas (both are common), they will buy into the concept more if their opinion is solicited.
            

         

         	
            Take time to create your mission statement. Put it away and look at it again a week later and refine it.

         

         	
            Look at other mission statements to get some ideas. (Do not copy your statement: it has to be about you.)
            

         

         	
            Keep the statement simple and honest. Avoid humour and grandiloquence. (Aim for between one and four sentences.)

         

         	
            Avoid saying how great you are or what great quality and what great service your practice provides. (Using such clichés makes
               you indistinguishable from the rest. Have you ever seen any business say otherwise?)
            

         

         	
            You must believe in your statement. If you do not believe it, then it is a lie and your patients will know it is a lie.

         

         	
            Use your mission statement to supplement your marketing communications.

         

         	
            Make certain everyone in the practice gets a copy of the statement. Use your mission statement in your staff manual and at
               practice meetings, and post it in the practice.
            

         

      

      Some examples of phrases used by dental bodies corporate in their mission statements are shown in Table 1-1.

      
         Table 1-1. Approach to customer care (from Newsome, PRH. Dental bodies corporate and their approach to customer care. BDJ 2002;192:572–575)

         
            
            
         
         
            	Treatment-related
            	“quality dental care”;

               “highest quality of care through sophisticated treatment modalities”.
            
         

         
            	Patient-centred
            	“putting patients first”;

               “dental care with you in mind”;

               “emphasis on excellent patient careaffordable”
            
         

         
            	Environmental (practice and staff)
            	“supportive environment”;

               “friendly and relaxed atmosphere”;

               “state-of-the-art practices”;

               “efficient and highly focussed team”
            
         

      

      
The Nuts and Bolts of the Business of Dentistry
      

      The nuts and bolts of the business of dentistry are no different from those of any other business. To succeed, you must have:

      
         	
            leadership

         

         	
            vision

         

         	
            effective teamwork

         

         	
            business acumen

         

         	
            an understanding of services and products

         

         	
            customer focus.

         

      

      
Leadership and Vision
      

      Dr John C. Maxwell, author of The 21 Irrefutable Laws of Leadership, notes, “everything rises or falls on leadership”. He describes a good leader as someone who “knows the way, goes the way
         and shows the way” and observed that a good leader takes a little more than his share of the blame and a little less than
         his share of the credit. In your practice, good leadership is about setting direction – sometimes a change of direction. It
         is about clarifying your vision, helping your team to share that vision and motivating them to want to achieve it. Vision
         is about the future. It is where we will all spend the rest of our life.
      

      As a leader in your business, you should have the ability to:

      
         	
            Challenge processes. Find a process that you believe needs to be improved the most and act on it.

         

         	
            Share your vision with the team.

         

         	
            Enable and empower your team to act.

         

         	
            Model the way. A “boss” simply tells others what to do; a “leader” demonstrates it can be done.

         

         	
            Inspire. Share success with your team. Keep the pain to yourself.

         

      

      In ten short chapters on “developing the leader within you”, Maxwell summarises what leadership is all about. He concludes
         that:
      

      
         	
            The definition of leadership is influence.

         

         	
            The key to leadership is about setting priorities.

         

         	
            The most important ingredient of leadership is integrity.

         

         	
            The ultimate test of leadership lies in creating positive change.

         

         	
            The quickest way to gain leadership is to problem solve.

         

         	
            The extra plus in leadership is attitude.

         

         	
            Your most appreciable asset is your people.

         

         	
            The indispensable quality of leadership is vision.

         

         	
            The price tag of leadership is self-discipline.

         

         	
            The most important lesson of leadership is to commit to staff development.

         

      

      History reveals many inspired visions, and few are as remarkable as that of John F Kennedy when on 25 May 1961 during a joint
         session of Congress he shared his vision for the United States: “I believe that this nation should commit itself to achieving
         the goal, before this decade is out, of landing a man on the moon and returning him safely to the Earth.” The team at NASA
         realised that goal (although John F Kennedy did not live to see his vision become reality).
      

      There are essentially three styles of leadership. The styles and their characteristics are summarised in Table 1-2. Another
         useful model is to look at the preferred focus of the leader: are you people-focused or output-focused? This relationship
         can be explored in a model developed by Robert Blake and Jane Mouton in 1964 known as the managerial grid (Fig 1-3). In this
         model, the 2–2 style shows little concern for people or output and may reflect a permissive approach to practice management.
         The 3–9 style is people-focused, but if there is insufficient focus on output, then the financial status of the practice may
         be vulnerable. This position is difficult to sustain, particularly if practice costs are not being met. The 9–9 approach is
         clearly a winning strategy – and reflects a “win-win” approach to leadership thinking.
      

      
         Table 1-2. Three styles of leadership

         
            
            
         
         
            	Autocratic
            	Authoritarian. Decisions are made without consultation – a very dictatorial approach to decision-making. Can make others in
               the team feel isolated and alienated.
            
         

         
            	Democratic
            	A participative approach. Decisions are made jointly and team involvement is encouraged. The team is made to feel important
               and has ownership of decisions and outcomes.
            
         

         
            	Laissez-faire
            	Sometimes known as the “permissive” style of leadership -there is abdication of responsibility and lack of control. The business
               has no real direction.
            
         

      

      
         [image: QE08_Rattan_fig006.jpg]

         
         Fig 1-3 The managerial grid.
         

         
      

      Kurt Lewin is known for carrying out some pioneering research into the effectiveness of leadership. Although the research
         was carried out in the 1930s, many of his findings form the basis of modern business practice. Lewin observed how groups performed
         when led by individuals who adopted the different styles of leadership: “laissez faire”, “autocratic” or “democratic”. A laissez-faire
         style produced the least work that was also of the poorest quality. In the group that had been exposed to the autocratic leader,
         some group members became submissive and other showed hostility towards the leader. Interestingly, the group members did not
         complain during the exercise but expressed their concerns in the debriefing interviews afterwards. It is a common observation
         in organisations that in the absence of an overly autocratic leader, employees take the opportunity to “have a go at the Boss”.
         The members of the democratic group were more interested in their work and continued to work well when their leader left the
         room – in contrast to the other two groups. In reality, a combination of styles works best depending on the situation. The
         idea of benign autocracy is appealing to those who wish to retain control over goals, but the democratic style may prevail
         during discussions and decision-making.
      

      
Effective Teamwork
      

      The business of dentistry is totally dependent on the effectiveness of your team. The team must trust and respect one another
         and they must respect and trust you. To help build this relationship, you should
      

      
         	
            Be totally professional in your attitude.

         

         	
            Accept responsibility.

         

         	
            Demonstrate competence, honesty, integrity and candour.

         

         	
            Know your strengths and weaknesses.

         

         	
            Understand the human side of the business – this business is about people.

         

         	
            Update your knowledge of clinical dentistry.

         

         	
            Understanding the principles of business management.

         

         	
            Provide direction by goal setting, problem solving and decision-making.

         

         	
            Implement new initiatives.

         

         	
            Respect and support your team.

         

      

      There is research evidence to show that trust and confidence in leadership are the two most reliable predictors of employee
         satisfaction in any organisation.
      

      
Business Acumen
      

      Business acumen is an essential ingredient for success in the business of dentistry. It is about having an understanding of
         how a business operates, why businesses succeed and why they fail. It is also about:
      

      
         	
            Seeking to create opportunities that add value to the business.

         

         	
            Conducting business in a professional way.

         

         	
            Making strategic and operational decisions by evaluating and managing risk based on business principles.

         

         	
            Exercising sound judgement.

         

         	
            Honesty and integrity.

         

         	
            Adhering closely to your principles.

         

         	
            Having proper regard for professional ethics.

         

      

      
Understanding Products and Services
      

      The products of dentistry are the crowns, the individual restorations, the fixed and removable prostheses, the root canal
         treatments and so on. Patients are rarely interested in the features and advantages of these products (which are of great
         importance to the dentist), they are more interested in the benefits. The way these are delivered accounts for the service
         element of the business.
      

      When giving choice of products to patients, the focus of our communications should relate to the benefits for the patient
         as derived from an evidence-based perspective, not from a commercial standpoint. In other words, we are dealing with a patient here and not a customer, although the patient may share many of the characteristics of a customer in other ways. Choice concerning products can be
         modelled on a commercial view. In Strategic Marketing for Nonprofit Organizations Kotler and Andreasen (1991) put products into three categories (Fig 1-4):
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