
Welcome!!!



OM Workshop: 
Unlocking Leadership Brilliance In Dental Practice 
Management 

November, 3rd-4th, 2023



Executive Director of Operations 
Dental Success Companies

● Peer to Peer Coaching 
● Dental Savings
● Continuing Education
● Over 500 Downloadable Documents

● Rookie to Rockstar Virtual Training 
● Over 500 Downloadable Documents
● Monthly Webinars ( Office Hours)



Founder & CEO 
Sydology 101

Live OM Workshops, Private Office Manager 
Coaching, Team Training, Implementation and 

Strategies



What is an Office Manager? 





What is an Office Leader? 

Developing and 
Implementing Strategy

Oversee Daily 
Operations

Lead/Mentor Team 
Members

The office manager plays a critical role in running an efficient dental 
practice and delivering high-quality patient care.



Develop and Implement Practice Strategies

Develops, implements, and maintains office policies and procedures.

Lead weekly, monthly and quarterly meetings with a continuous growth and productive mindset.

Oversees Practice Marketing & Patient Retention.

Tracking Practice KPI.

Identifying patient-reported problems and implementing 
modifications to prevent recurrences.



Front Office Manual



Oversees Daily Operations 
• Manage Office 

Budget
• Manages the Financial 

health of the practice
• Manage Patient 

Scheduling 

• Ensures regulatory 
compliance with HIPAA, 
OSHA, Labor Laws and other 
federal, state, and local 
regulations. • Oversees Lifetime 

Patient Experience

• Support Business 
Goals and Financial 
Expectations

• Oversee Hiring/Firing 

• Ensure Sufficient 
Personnel For Daily 
Operations



Office Manager Job 
Description Example



Office Manager Job 
Description Example



Daily/Weekly/Monthly Reporting

Daily Weekly
• Adjustments
• Payment by 

Provider
• Production & 

Income

• Unearned Income
• Overpaid 

Procedure
• Overpaid Claim 

• Office Expense Report (P&L)

• Patient and Insurance AR

• Unschedule Tx

• Daily and weekly Reporting 

Monthly

• New Patient Report



Example Expense 
Report



Leadership Influence 

Erica Dhawan is a best-selling 
author and an award-winning 
keynote speaker based out of 
New York. Live, hybrid, and 
virtual keynotes



Leadership Influence

Empower

Give your team members the tools and 
resources to execute their daily tasks 

efficiently. 

Influence

Influence team members by actively 
listening, streamlining workflows and 
communications.

 

Inspire

Inspire team members to collaborate, 

innovate and take calculated risks. 

Mastered

Master emotional regulations skills. 



OMs and Marketing
With Ryan Gross



Operations and Marketing

Marketing is an important part of most dental offices. It is one of 
the foundation blocks to running a highly successful practice. On 
it’s own marketing can contribute results but when combined 
with a strong operation is when marketing reaches is highest 
potential and ROI.  

The best practices have the best systems and metrics.



Operations and Marketing

•Conversations I have with doctors and practice owners:

o Phone call answer rate
o Call conversions
o Online scheduling
o Availability
o Cancellations 



You are a major 
component to the 
success of marketing



What Should I Do?

•How do you evaluate what you need to do?

o Where are you at?
o What is your goal?
o What is your demand?
o How do you reach your goal?



What Should I Do?

•Looking to the numbers for the answer. 

o Where are you at? 60 NPs
o What is your goal? 90 NPs
o What is your demand? 75 NPs
o How do you reach your goal? 

▪ Need more availability to reach the current 75 NP demand
▪ Need 15 more NPs
▪ 11 through marketing and 4 through referrals 



Phone Calls

• Number of inbound phone calls
o Typically 8% of inbound calls are NPs

• Call answer rate 
o Goal of 85%

• Answered calls conversion rate
o 85% if qualified 





Online Scheduling 

• Is it set up correctly?
o Exams, cleaning, consults for NPs

• Do you have availability?
• Check online scheduling each Monday. We check the 
practices we work with twice a month. 

o This will catch issues with the schedule and a potential loss 
of NPs.







Online Scheduling 

• For every 1 schedule online conversion you should 
have .4 calls if there is availability.

• If you don’t have availability you will see .2 calls for 
every 1 schedule online. 

• Calls decrease from the website if there are little to 
no appointments online. People “shop” the online 
scheduling before calling. 



Cancellations

• Are you sending out reminders 2 or 3 days before?
• Are you removing a patient from the schedule if they 
don’t confirm?

• Are you moving NPs scheduled in advance to a 
cancelled appointment? 

o This will open up a NP spot in the future that is more likely 
to be filled. 



“
”

Doctors can get frustrated 
when marketing doesn’t work. 
Really it's just a marketing & 
operations disconnect. When 
operations are optimized, 
your marketing can be wildly 
successful. 

- DR. ADDISON KILLEEN



Ryan Gross
myCMOShare.com
ryan@mycmoshare.com



Amy Hernandez
PPO Profits
RCM Division lead

Amyh@PPOProfits.com
 www.PPOProfits.com



“How to Build a 
Profitable Billing 

Department”



How to Work 
Reports

Necessary 
Reports

Positions within 
Your Practice

Purpose of a 
Billing 

Department

**Everything we show that pertains to management software will be from 
Open Dental and Google Sheets



● Incoming Revenue
● Clean Claims
● Insurance Payments
● Accuracy of Insurance Payments
● Claims Follow up
● Patient Statements
● Patient Credits
● Customer Service

       Regardless of how big or small your office is, this position is KEY and should be handled with great  
care.

What is the Purpose of a Billing Department?



Check In Check Out

Treatment 
Coordinator

Billing 
Department









Treatment Acceptance Tracker





● Second set of eyes to the dentist
● Must be able to read xrays
● Understand dental terminology and decipher chart notes
● Understands what attachments are needed when submitting claims
● Know what questions to ask insurance to get to the bottom of why claims were denied
● Know when to appeal a denied claim in order to get them paid
● Understand how Insurance contracts work with write offs and what the patient is allowed to 

be charged
● Understands your state laws regardless of what the EOB remarks state
● Know how to read EOB’s and how to post insurance payments accurately

Which Candidate is Qualified for This 
Position



What Needs to be Established Before Staffing This 
Position

● Expectations of how often claims should be sent out
● Expectations of how often insurance payments should be 

posted
● Access to banking for EFT purposes
● When to appeal
● Understanding of how/when to Request a peer to peer review
● How to handle balances on accounts
● How to handle credits on accounts





Creating Track Stats in Open Dental





How to Create a Commlog

** Create two Commlog types:
 
 Red- Insurance
 Green- Financial



How to Create a CommLog



How to create a CommLog



1st of the Month Reports

● Outstanding Insurance Report
● Appeals Tracker
● Pre auth only report
● Aging Report
● Credit Report
● EFT Report



Outstanding Insurance Report



Redacted Patient Info 

Outstanding Insurance Report



Downloading the Exported File



Importing into Google Sheets



Outstanding Insurance 
Report

Redacted Patient Info



Create Appeals Tracker



Pre Authorization Report



Pre Authorization Report

Redacted Patient Info

** This file must have the file name 
changed, it will try to save as another 
outstanding insurance file. 



Importing into Google Sheets



Pre Authorization Report

Redacted Patient Info



Accounts Receivable Report



Accounts Receivable Report



Importing Into Google Sheets



Accounts Receivable Report

Redacted 
Patient Info



Patient Credit Report

** This file has to be saved as 
patient credits because it will Try 
to save as accounts receivable 
automatically



Importing into Google Sheets



Patient Credit Report

Redacted 
patient 
info



Create Tracker Page



Formulas: 

Weekly goal: =B2/2 for OI and 
=B2/4 for AR and Credits

Total Remaining: =B2-F2
% of Completion: =F2/B2

Create Tracker Page



Formulas

Completed: 
=CountA(range)

Create Tracker Page



Create Tracker Page



Share Your Reports



15th of the Month Reports

● On the 15th the only report updated is the OI Report. All other reports are completed for the entire 
month. 

● The OI Report is changed to date sent, and generated the same way. 
● On the spreadsheet, add another tab and label it OI 15
● Add a line in the tracker to calculate % worked for the new report



Outstanding Insurance Report- 15th



Outstanding Insurance Report- 15th

Redacted Patient 
Info



Downloading the Exported File

** We can save this file over the top of the existing insurance file



Importing into Google Sheets



Redacted 
patient Info

Outstanding Insurance Report- 15th



Update OI 15 on Tracker

** On the 15th of the month, the first OI report should be completed, Appeals and Preauths 
should be all sent for what needed to be sent so far, AR and Credits should be at least halfway 
finished. 



End Of Month Reports

● Submit your finished spreadsheet to the doctor, 
including an OI report finished twice, Pre Auth Report, 
Appeal Tracker, AR Report, and Credit Report

● Add a screenshot of Month End numbers after all 
posting has been completed

● Add a screenshot of Year to Date numbers after all 
posting for the month has been completed



End Of Month Reports

** Add two tabs to the report at the end of the 
month, label one EOM, and the other YTD



End Of Month Reports

** Screenshot the 
End of month 
report 



End Of Month Reports



End Of Month Reports

** Screenshot the 
This Year Report



End Of Month Reports



How to Work Reports- OI

When working OI Report:

● Keep detailed notes of every conversation had with the insurance companies- this should be 
in a commlog and the track stat as well as your exported spreadsheet- Include reference 
numbers in your notes.

● Color Code your spreadsheet 
● Appeal what you can
● Work with the OI Report in Open Dental While also working off of your Spreadsheet



How to Work Reports- OI

● Color coding is to be able to easily identify 
if the claim is finished, or what additional 
information is needed

● If you have more than one person working 
on this report, everyone should be using 
the same color coding system

5 Points of Information Needed for Claims 
Follow-up

● Recap of conversation with Rep
● Reference number
● Track Stat Update
● Color Coding
● Status update on Claim



How to work Reports- OI

Redacted Patient 
Info



How to work Reports- OI

Redacted Patient Info



How to Work Reports- OI



Appeals Tracker



How to work Reports- AR

Purpose of working the AR Report is to be able to catch patient balances and get those 
collected. 

● Work this as close to the DOS as possible
● Send Necessary Statements
● Call Patients when needed
● Establish with your Doctor what arrangements can be made with the Patient
● All notes are created as a commlog so they are a part of the patient chart, even if you 

are not able to get ahold of the patient
● Detailed notes in commlog and family financial box if a balance or credit is left when 

the insurance has settled



Tips to lower your AR Report

● Establish why there is a balance and what was estimated incorrectly (if anything) so the mistake 
doesn’t happen again.

● Review signed treatment plans if the insurance payment differs from what was paid
● Review fee schedules to ensure accuracy
● Possible downgrades not accounted for and how to add them into Open Dental
● If you are contracted with the insurance, you should enter insurance in as a PPO Percentage vs 

Category Percentage to ensure correct treatment plans
● Update fee schedules if needed
● Did the pt pay full estimated amount?
● At the time of Insurance posting, if patient is left with a balance send a statement right away



How to work Reports- AR

Redacted 
Patient Info



How to work the Patient Credits Reports

● Establish with your doctor the amount of money to refund per month
● Audit first- never assume it is an accurate credit on the account.

Ensure Patient has a true credit and Insurance didn’t overpay or extra write offs were done
● Check for future work that patient might have pre paid for
● What unscheduled work does the patient have? 
● Document all conversations with patients even if they are just left messages



Redacted Patient Info



THINGS TO REMEMBER
● MISSING TOOTH CLAUSE:  this will cause the patient to have 0 coverage for a tooth extracted prior to 

the effective date with their current insurance
● Implants: some insurances will not pay for an implant if there are no adjacent teeth. A Panorex MUST be 

taken prior to the procedure.
● Always push for full payment for every treatment scheduled, explain 3rd party financing options. If pt 

does not qualify, offer in house financing option, if applicable.. 
● If a crown- Offer to split the cost into 2 payments and have the patient return for 2 visits (crown prep 

and 2 weeks later, crown delivery)
● Always think about the patients, the less you talk the better the outcome.  Be very extra, talk fast and be 

enthusiastic about each treatment plan.  They only get the treatment they need, so let them know it’s 
for their health and collect the $$$!

● If an x-ray was taken that doesn’t show the full apex of the tooth, insurances will most likely NOT pay for 
the submitted treatment.

● You WILL make mistakes, but it won’t be the end of the world, just don’t fuss about it, fix it, learn from it 
and move on!

● Insurances are a business; they are there to find every way NOT to pay us. We as the provider must find 
every way to maximize the patient's benefits while providing amazing care

● Make sure to always see if there is a downgrade to posterior teeth. This can refer to fillings and crowns. 
You will need to default these settings in your software to accurately estimate the copays

● Never present treatment unless you have verified your Insurance Breakdown. This is how mistakes are 
made.





The Art of 
Building The 
Ideal Team: A 
Masterpiece in 
Collaboration



The leaders in my practice actively listen and try to 
understand my perspective and needs.



Leaders in my practice take ownership of 
their mistakes.



Leaders in my practice strive to create a supportive and 
healthy work environment where I feel empowered, safe 

and valued.



Leaders in my practice genuinely believe in 
teamwork and collaboration. 



Leaders in my practice invest in my professional 
growth, allowing me to meet my full potential.



How would you rate communication 
from leaders in your practice?



How would you rate your team culture?



How would you rate your office systems 
and processes?



If you could change one thing in your office, 
what would it be?

"Communication, We need to communicate 

front staff with back staff. We need to have 

employees who come to work everyday. We 

need everyone to be at the same standards. 

We believe some can do things and others 

cant. We need everyone even managers to 

follow rules."

“Communication and input. Like most 

recent the schedule change. It would have 

been nice if we were told about it and was 

giving the reason why we were doing it and 

a chance to give our input so that we might 

have made the transition better.….

"The  increase in phone calls, some help 

with the phones more communication 

between the back and front offices."

“If I could change one thing in the office 

it would be better communication skills 

between the back of the office and the 

front.”



"We have a lot of good "word of mouth" 

processes. I would just recommend putting 

them in writing. Also, put on a shared 

drive/centralized location so everyone can 

reference them without contacting 

someone who is off from work."

“I think we should follow stricter 

HIPAA regulations.”

“I would like to have more routine processes in 

place for guiding patients through their 

treatment plans. I would like to improve 

communication for increased treatment plan 

acceptance. I think we need a better process 

with helping patients finance large treatment 

plans."

"How about 2........Clear definition of 

job duties among the admin staff 

and help the leaders hold others 

accountable."

If you could change one thing in your office, 
what would it be?



Order Vs Chaos

The Perfect Schedule New Credit Card Processing 
System.

Short Staff Office Servers



Let’s Put It All Into 
Action



Caroline Webb
“Ensuring that colleagues feel that workplace decisions are fair not only keeps their 
reward systems happy, but leaves people with more mental energy to focus on 
other things.”
-Caroline



The Science Behind Effective 
Communication

Automatic System

Deliberate System

Automatic System

2 System Brain 



Automatic System

Is the part of your brain that 
operates on autopilot, 
handling routine tasks and 
responses with minimal 
conscious effort. 

This system is responsible 
for everyday habits, 
reactions, and behaviors 
that have become ingrained 
through repetition and 
experience. 



Automatic System

• Reflex

• Unconscious

• Filters what you see and hear

• Fast Thinking

• Controls Freeze, Flight or Fight response



Deliberate System

The Deliberate system is the 
part of your brain that engages 
in thoughtful, conscious 
decision-making and is 
responsible for planning, 
analyzing, and strategizing. 

When you use the 
Deliberate system, you 
actively focus on specific 
tasks, set goals, and make 
intentional choices.



Deliberate System

• Conscious Reasoning

• Self Control

• Emotional Self-Regulation

• Planning

• Forward Thinking



How Does This Affect Your Communication?

• The delibate system has limited capacity and can only 
focus on one thing at a time

• Automatic System can alter your attitude and reactions 
to tasks that you have deemed irrelevant or low priority

• Deficient Mental Energy



How Does Automatic and 
Deliberate System Affect Your 
Interaction With Your Team?

• Defensive Mood- Fight, Flight or Freeze

• Confirmation Bias

• Selective Attention

• Inattentional blindness



Defense > Discovery Mode

• Notice the signs

• Ask Questions

• Distance

• Personal Why 



Reflection
Think of a time you were in a meeting or speaking 
with a team member and they refused to 
understand the importance of a task. 

• Were they in defense mode or discovery 
mode? 

• Were you affected by “Confirmation bias” 
preventing you from keeping an open mind? 

• Did you dismissing the team members 
reasoning?



Humble, Hungry & Smart

•  Humble
Lack excessive ego

Share credit

• Hungry
Self-motivated

Delgent Always looking for more

•  Smart
People common sense

Emotional intelligence



Ideal Team Player Assessment

• The purpose of this assessment is to help 
develop team culture throughout the 
organization.

• This also helps you and your teammates 
understand how we all embody the three 
virtues of an ideal team player



How Does This Affect Your Leadership Skills? 

• Hiring the right person who fits within these 
three virtues

• Delegating task

• Communication

• Builds Trust 

• Recognition 



Productive Time Management and 
Delegation skills

• Prioritize Tasks: Identify the most important and time-sensitive tasks. This 
can include patient scheduling ,inventory management, and staff 
coordination.

• Time Blocking: Allocate specific time blocks for different types of tasks. For 
instance, set aside dedicated periods for patient appointments, staff 
meetings, Training and Development and administrative work.

• Delegate Wisely: Understand your team's strengths and weaknesses, and 
delegate tasks accordingly. Empower your team members to take 
ownership of their responsibilities.



Let’s Put It All Into 
Action



Intentional Goal Setting

Aim- What matters most? What do I 
want to get out of this? 

Attitude- What mood is dominating 
my thoughts? Do they help with what 
matters most? If not, can you push 
them aside? 

Attention- Where do you want to 
direct your focus? 

Assumption- What negative 
expectations do you have going into 
a task or conversation? 



Leadership Skills To Make This All Possible

• Mastering the art of servant leadership and what it means 
to have a leadership presence in your practice.
• Humble, Hungry, Smart

• Intentional Goal Setting
• Aim, Attitude, Attention, Assumption

• Recognitions and Rewards 
• Celebrate team members who take the initiative 

• Feedback Loop
• Giving team members the opportunity to share ideas and insights 

on process improvement

• Autonomy with Boundaries 
• Empower team members to take ownership in their task.



Wrap it in a bow

• Aim, Attitude, Check Your Assumptions, 
Attention 

• GTRSD

• Humble Hungry Smart!!!!



2-Day OM Workshop 2023

Thank You!


