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The awakening
There are indications that the COVID-19 pandemic has 
started to retreat, allowing many countries around the 
globe to awaken from the restrictions that have bound us 
to our homes, forced us to social distance and hindered 
the normal human experience. Thanks to the administra-
tion of tens of millions of doses of vaccines, great num-
bers of people can enjoy some level of protection from 
this deadly virus. Many countries have either opened their 
borders or plan to soon while lifting many of the limita-
tions that have prevented us from travel, separated fam-
ilies and curtailed live in-person educational meetings 
around the globe. Fortunately, continuing education pro-
grammes have restarted, and many courses and sym-
posia have sold out owing to huge pent-up demand by 
clinicians, who need this especially important personal 
interaction to enhance their knowledge and skill set, a 
need that online Zoom sessions were not able to ful�l.

During the pandemic, social media became a major focus 
of our attention to keep track of friends, relatives and col-
leagues around the globe. Many lecturers, educators and 
authors were able to utilise the forced time constraints of 
everyday practice to continue to develop excellent con-
tent to eventually share in the form of webinars, articles, 
textbooks, videos, etc. So, despite the shutdowns of our 
clinical practices and constraints on our ability to lead 
normal lives, people have been productive and commu-
nicative throughout the past year and a half. Hopefully, 
clinicians have also had the time to sit in front of their 

computers, smartphones or tablets to learn about differ-
ent concepts, techniques and treatment modalities that 
were presented online via a variety of platforms.

Currently, we are awakening from the depths of the pan-
demic and are anxious to get back to work, exploring 
all the opportunities to deliver improved care for our pa-
tients. Whether for a single-tooth restoration or a full-arch 
guided solution, a simple sinus bump procedure or a 
lateral sinus augmentation, a socket shield or a socket 
preservation, a particulate bone graft or harvesting cor-
tical bone from the ramus, there are both analogue and 
digital solutions available for successful treatment out-
comes. As in-person courses and larger symposia are 
becoming a reality once again, practitioners will have the 
opportunity to expand their knowledge base and inter-
act with peers for meaningful discussion and debate. 
Education will always be the foundation for success.

This most recent edition of digital presents excellent 
content delivered from some of the �nest practitioners 
and educators, who have documented clinical case pre-
sentations, research and important treatment modalities 
in our continued efforts to serve as a global platform and 
resource for our readership. Enjoy and be safe.

Dr Scott D. Ganz
Editor-in-Chief

Dr Scott D. Ganz

Editor-in-Chief

editorial | 
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The COVID-19 practice manager 2021:
Four steps to con� dence—Part 2
Chris Barrow, UK

Introduction

I promised you a series of articles speci�cally for practice 
managers as we move into the post-pandemic environ-
ment, to cover:
– leadership;
– management;
– teamwork; and
– extreme self-care.

In the �rst part of this series, we looked at the character-
istics of great leadership and how this applies to the role 
of the practice manager. We discussed the communities 
who look to you for guidance; answers to some common 
FAQs from practice managers; your personal manifesto; 
the Karpman Drama Triangle; the Courtesy System; and 
The Chimp Paradox—overall, what it takes to be a leader, 
even when you do not feel like one (most of the time—as 
great leaders will tell you).

Management

The economic pundits suggest that franchises are the 
most successful business model in history, measured 
by �nancial return on investment. Franchises make more 
money because they are designed to create simple and 
repeatable systems which, if followed, will ensure success.

Business author Michael Gerber expanded on this in 
his award-winning 1995 book, The E-Myth Revisited. 
By sharing with his readers a parable—the story of Sarah’s 
pie shop—Gerber was able to demonstrate that every 
business employs �ve basic management systems (with 
my dentistry examples):

– marketing systems—the way you get new patients in 
the door;

– patient journey systems—the way you care for and sell 
treatment to your patients;

– �nancial systems—the way you measure and analyse 
the money that �ows through your business;

– operational systems—the way you make sure that 
things work and are compliant; and

– team systems—the way you hire, train, appraise, pay, 
promote, discipline and remove your people.

The role of the practice manager as head of systems is to 
ensure that all of these systems are in place and are fol-
lowed to the letter—because if you do that, success follows.

Would it not be great if I could say so off you go then and 
�nish this article now? Sadly, it is rarely that simple. What 
gets in the way? If a system is the wrong system, you will 
soon �nd out. That is why it is essential to have your sys-
tems constantly under review.

Think about how many systems became defunct after 
lockdown 1.0 and had to be adapted to our new working 
environment. The ability to change course quickly when 
external factors change is called “pivoting”, and it is a sign 
of an agile business when it can pivot quickly. Many of 
us have learned all about pivoting and agility in the last 
15 months. Those who have not are in trouble. As a man-
ager, you have to equally be aware of internal changes 
in your business, whether systemic or the people you 
hire, and exercise the same degree of agility in changing 
course (or crew) should it be necessary.

For many years now I have shared a monthly manage-
ment meeting agenda with my clients as a template for 
the questions they should be able to answer on a regu-
lar basis. Imagine this as a sea vessel taking a positional 
reading in order to determine whether it is on course. 
As you work through this agenda, ask yourself whether 
you have this information to hand and/or how quickly 
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you could lay your hands on it and whether you review 
this information with the practice owners at least monthly.

Marketing
  1.  Overall progress of annual marketing plan
  2.  Website review and analytics
  3.  Online reviews
  4.  Social media connection and engagement
  5.  Word-of-mouth patient referrals
  6.  Testimonials collected
  7.  Review of any advertising
  8.  General dental practitioner referral development 

(where relevant)
  9.  Return on investment from marketing spend
10. Treatment Co-ordinator (TCO) conversion statistics

The patient journey
1.  Ef�ciency of online booking systems
2. Front of House (FOH) and telephony review of FAQs
3. Treatment Co-ordinator (TCO) analysis:   

1.  Treatment delivered
2.  Pipeline management
3.  Patient referrals

4.  End-of-treatment reviews
5.  Membership plan sign-ups

Financial
1.  Review of pro�t and loss statement for previous month 

and year to date
2.  Twelve-month cash �ow—comparison of budget ver-

sus actual
3.  Analysis of key performance indicators against indus-

try benchmarks
4.  Average daily production of all fee earners
5.  Pro�tability of fee earners

Operational
1.  Clinical issues
2.  Non-clinical issues
3.  Operational issues
4.  Governance and compliance
5.  Clinical mentoring

Team
1.  Review of overall team performance
2.  Review of individual team members
3.  Review of compensation systems
4.  Review of daily huddles
5.  Schedule of team meetings ahead
6.  Training issues
7.  Personal progress interviews

Strategy

For the sake of completeness (although not directly rated 
to this article), I would also add that practice managers 
should be invited to share their opinions on the overall 

strategic direction of the business—matters such as tac-
tics for growth and market positioning moving forward. 

As Gerber suggests in The E-Myth Revisited, even if you 
only ever trade from one location, you should build systems 
that are so robust and automated that you could safely 
open other practices, drop the systems into place and be 
rest assured that things would get done effectively and ef�-
ciently. Over the years, I have invested many hours in helping 
clients to build these systems and then train the team to 
operate them. Once my initial work is done, it becomes the 
remit of the practice manager to ensure their continuity.

The post-pandemic landscape

I am the �rst to admit that adherence to systems during 
the pandemic has been an order of magnitude more dif-
�cult than at any time previous. COVID-19 threw all of our 
systems in the shredder for a good while; we became the 
ultimate Zen businesses, living in the now and reacting 
on a daily basis to whatever was thrown at us.

My admiration for those who have survived this period 
knows no bounds. I have had many a conversation with 
long-suffering practice managers who have burned their 
candle at both ends and in the middle. But as I write this 
article at the very end of April 2021, I have a real sense that 
the world is slowly coming back to life and that, as lock-
down eases, we shall see a return to that much quoted 
“new normal”. It will never be the same as the world we left 
behind in 2019, but I do believe that we have learned many 
valuable lessons, both personally and professionally, along 
the way. Perhaps personally, we have learned to appreciate 
family, friends and fresh air. Perhaps professionally, we have 
learned that we are capable of much more than we imagine.

We must take the opportunity now to return to a system-
atic approach to business delivery, leaving little to chance 
and making sure that we are on course. The practice 
manager is the principle navigator in this.

In Part 3, I would like to visit the subject of teamwork: what 
makes an ideal team player and an ideal team, and how 
does the practice manager �nd and keep the right people?

about

Chris Barrow has been active as 
a consultant, trainer and coach to the 
UK dental profession for over 24 years. 
His main professional focus now 
is through his Extreme Business 
 company, providing coaching and 
 mentorship to independent dentistry 
around the world via face-to-face 
meetings, a workshop programme 
and an online learning platform.
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“You cannot push people 
into digital dentistry”
An interview with Prof. Markus Blatz, chair of the Department 
of Preventive and Restorative Sciences

By Iveta Ramonaite, Dental Tribune International

It is safe to say that Prof. Markus Blatz has dedicated 
his life to the furthering of clinical and theoretical knowl-
edge in order to advance dentistry. His passion for the 
dental profession is unmistakable and can be seen 
in his numerous degrees, professional awards and 
academic publications, among other achievements. 
In his current role, Blatz serves as chair of the De-
partment of Preventive and Restorative Sciences and 
assistant dean for digital innovation and professional 
development at the University of Pennsylvania School of 
Dental Medicine in Philadelphia, US, where he founded 
the Penn Dental Medicine CAD/CAM Ceramic Cen-
ter and is leading the Digital Innovation Initiative. In this 
interview, he discusses all things digital dentistry, in-
cluding the CAD/CAM work�ow, 3D printing and the 
use of arti�cial intelligence (AI).

Prof. Blatz, you’ve dedicated a large part of your life 
to dentistry and have received numerous  teaching 
and research awards. What inspired you to start 
 using digital technology in your clinics, and how 
happy are you with the results?
Innovative clinical protocols, new technologies and ad-
vanced treatment concepts that have a positive impact 
on patient care have always been at the center of my 
work, going back to my time at the University of Freiburg 
in Germany. A strong quest for clinical excellence and 
an excitement about new technological developments 
and materials, paired with a deep passion for teaching 
and research, motivated me to engage in digital den-
tistry and material research early on. However, I am not 
someone who always has to have the “latest and great-
est” tools out there. For me, these tools need to provide 

Prof. Markus Blatz has always been excited about technological advancements in dentistry. However, he only uses dental technology when it is evidence-based 

and provides a true bene� t for the patient. 
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a true bene�t for our patients and have at least some 
scienti�c support.

Current digital work�ows, including intra- and extra-oral 
scanners and chairside and laboratory-based CAD/CAM 
systems, have reached a level of quality as good as or even 
better than conventional ones. Quality, accuracy and pre-
cision of �t achieved with digital tools are excellent and 
undergo constant improvements. Another key argument 
is the enhanced patient experience, for example, through 
intra-oral scanning, digital smile design or in-of�ce restoration 
fabrication. Just ask patients which impression technique 
they prefer: digital or conventional rubber impressions. 
Also, using a scanner allows the rescanning of irregular-
ities without having to remake the entire impression.

You are leading the Digital Innovation Initiative at the 
University of Pennsylvania’s School of Dental Medi-
cine. Could you tell us a bit about the initiative and 
your role in it?
As chair of the Department of Preventive and Restorative 
Sciences, I am responsible for the entire preclinical, clini-
cal and postgraduate education in operative dentistry and 
prosthodontics. We are teaching a comprehensive care 
model that embraces all aspects of modern restorative 
dentistry, from caries control to complete dentures and 
implant-supported reconstructions. In my role as assistant 
dean for digital innovation, I developed and implemented a 
school-wide strategic plan for integrating new technologies 

in clinics, preclinical education, dental laboratory technol-
ogy and research.

I believe that having experts in some central leadership 
positions is key to success. Soon after I had joined Penn 
Dental Medicine (PDM) in 2006, we hired a master den-
tal technician from Germany who had extensive expe-
rience in CAD/CAM technologies. Together, we founded 

the Penn Dental Medicine CAD/CAM Ceramic Center, 
which is a unique industry-supported venture that focuses 
on digital planning, work�ows and materials in dental labo-
ratory technology. The appointment of a clinical CAD/CAM 
director to lead the training of students, residents and fac-
ulty with chairside CAD/CAM technologies has ensued 
more recently.

Dental students at the university are required to gain an in-depth experience with CAD/CAM technologies, and they happily embrace digital tools. 

“The COVID-19  pandemic 
has given digital  dentistry, 

 especially chairside 
 restoration fabrication, 

a great boost.”
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