
Acquiring a new dental practice is a significant 
opportunity and undertaking for a growing DSO. 
Throughout the acquisition process, however, 
essential steps can get overlooked that stunt the 
potential success of your new location. One area 
in particular, operations, is a key component for 
any DSO to focus on during the acquisition process 
to develop consistent, measurable strategies. 
Hone in on the five simple steps offered in this 
guide to get your newly acquired location in top-
notch shape.

5 STEPS
Every Growing DSO Needs to Take 
After Acquiring a New Location 
for a Seamless Transition

FREE CHECKLIST
INCLUDED!
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INTRODUCTION
Rapidly growing or emerging DSOs are piled with a laundry list of items upon the acquisition 
or purchase of a new location. During the post-acquisition process, phone processes, new 
patient acquisition strategies, and technological decisions commonly get overlooked in 
that shift. To have a successful transition, you need to have a foothold in the door and be 
sure you aren’t forgetting vital steps.

Be prepared to learn about your new practice’s current technology and understand their 
marketing tactics. Then plan to teach staff how to effectively handle patient phone calls 
and create consistency across all your locations with handling objections, prioritizing soft 
phone skills, and creating a culture of outbound accountability. With the right transitional 
process, acquiring a new location is a win-win for both sides.
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When acquiring a new practice, it’s important to 
look at what technology the office is currently 
using. You need to make sure their practice 
management system is adequately organized 
and managed, they have an updated cloud-
based phone system, their internet network 
is running smoothly, and they utilize a call 
tracking provider. If they already have a well-
run and regulated system in place, it is your 
job to understand it. But if they have outdated 
phone systems and a disorganized practice 
management software, it ’s time to make 
adjustments. While this can cause hesitation 
or resistance for some, it’s a vital step to ensure 
the newly acquired practice’s success.

PRACTICE MANAGEMENT SOFTWARE

There is an abundance of practice management 
software’s for dentists to use and some 
practices may not have one at all. As a DSO, 
it is important to decide whether you want 
consistency in the PMS system used across 
all locations, or if you want each practice to 
use what is already set in place. If you decide 
each practice should have freedom to choose, 
the next step is to make sure it is organized 
and regularly managed. This ensures patient 
information is kept up to date, regular 
communication is made with patients, and 
treatment plans are properly managed. If you 
want every location to be consistent, the next 
step is to verify all patient information migrates 
over correctly to a new PMS system. This may 
seem like a daunting task, but is beneficial to 
relieve pain points for the DSO such as security, 
accessibility, cost effectiveness, and scalability. 
Make sure to provide training resources for staff 
to feel comfortable with the new system and 
develop consistent processes for managing it.
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PHONE SYSTEM

Having an updated cloud-based phone system 
is an essential component to the success of a 
dental practice. While it may not be used as a 
tool during an appointment, phone systems 
play a critical role in patient experience. Phone 
systems have changed tremendously throughout 
the years — they are now cloud-based, cost-
efficient, reliable, and flexible. Cloud-based 
phone systems often reduce costs by working 
with your existing hardware. Furthermore, 
they allow real-time changes to be made from 
anywhere with an easy-to-use web interface. 
They can also be personalized through routing 
for each location within your DSO, and present 
training opportunities by monitoring calls. By 
doing so, you are not only benefiting your DSO, 
but also improving customer interactions.

INTERNET

An important step that can be easily overlooked 
is the dental practice’s internet network. This 
is a perfect opportunity for an upgrade to 
make sure everything is running quickly and 
smoothly. Having a poor internet connection 
can severely slow down an otherwise effective 
practice, decreasing staff productivity and 
wasting valuable time. This can also cause 
problems when working with patients due to 
delayed phone networks, lagging PMS systems, 
and limited email communication. By upgrading 
your internet network, you can add more devices 
while still guaranteeing there is no lag time, and 
your internet will stay reliable.

CALL TRACKING

Lastly, verify your new office is taking advantage 
of a call tracking system. Many growing DSOs are 
blind to how their newly acquired locations are 
performing over the phone. By implementing 
a comprehensive call tracking system, you will 
have full insight into how staff are performing 
and patient calls are being handled. It will be 
clear if a location is losing prime opportunities 
over the phone, booking current and new patient 
appointments, and if staff is making outbound 
calling efforts. From one platform, you can look 
at each location’s staff individually or compare 
every location’s performance. The phone is the 
patient’s first impression of your new location, 
so having the ability to track and listen to phone 
performance will prepare your new team for 
success. Furthermore, by comparing all your 
locations, you can see which locations need to be 
focused on for phone handling training. Call Box 
offers comprehensive phone solutions that track 
and record 100% of your inbound and outbound 
calls. Every call is reviewed by human reviewers 
and AI to resolve gaps in your phone process. By 
turning to Call Box as your call tracking provider, 
you will have actionable feedback on every call 
so your team can start Owning the Phone.
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Once you have a handle on your newly acquired 
practice’s technology, it’s time to understand 
their marketing strategy and determine what’s 
going well versus what could be improved. Is 
the practice focused on new patient acquisition 
or patient recall efforts? Where does marketing 
spend go? What are their techniques for 
attracting new patients and retaining existing 
patients? These are all important questions 
to answer when managing the success of 
your newly acquired practice. Here are a 
few solutions to add at each practice to help 
manage their marketing efforts.

TRACKING LINES

As a DSO, it is important to understand 
what advertisements and tracking lines are 
performing well so you can evaluate where 
to allocate the most money. Tracking lines are 
unique phone numbers placed across different 
advertising sources that ring back to your 
practice’s main line. By implementing unique 
tracking lines, you can pinpoint which sources 
patients called from. For example, if you are 
comparing the performance of a new patient 
mailer with the performance of Facebook 
Ads or Yelp, tracking lines will tell you which 
source is bringing in more calls. With Call Box 
as your tracking line provider, you will know 
if your marketing is delivering quality leads 
with local and toll-free lines. Instead of only 
calculating call counts, we track, record, and 
review 100% of your dental practice’s calls to 
determine if sources are leading to appointment 
opportunities, and if those opportunities are 
converting. We also have a strong integration 
with Google Analytics to gain comprehensive 
insight into which advertisements are working.
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SESSION DATA 

Website Calls attributes a phone call from 
your website to the referring source, keyword, 
or campaign that led a patient to your site. This 
allows you to track your digital marketing efforts 
and provide clarity into what’s bringing patients 
to find your office. By leveraging Dynamic 
Number Insertion (DNI) with Website Calls, 
each patient that reaches your website will be 
presented with a unique phone number. In doing 
so, you’re given insight into their session data. 
For example, if patient A and patient B are both 
on your website at the same time, they will have 
different phone numbers appear at the top of 
your landing page. This way, you can see that 
patient A came to your website from a Google 
Ad and search for the keyword “best dentist in 
Miami,” whereas patient B came from Facebook 
Ad. By having rotating phone numbers, you can 
see where that patient started their journey that 
led them to your website and to make a phone 
call. This is a helpful tool for your new office when 
deciding which digital campaigns to allocate your 
marketing spend to after seeing which drew in 
new patient opportunities.

WHISPERS

A whisper is a short sound bite that plays for 
your dental practice’s phone handler prior to the 
patient speaking. If you create a unique phone 
number for a summer promotion campaign you 
are running, as soon as your staff answers the 
phone, a preset whisper will be played such as, 
“summer promotion.” This gives them insight to 
specifically speak on that summer ad and address 
the promotion that captured the patient’s 
attention. Having each practice implement 
whispers will allow staff to more appropriately 
handle the conversation at hand with details 
of which advertisement led the patient to your 
practice. Another use of whispers is when a call 
comes into one of your locations but isn’t picked 
up and therefore rolls to another practice. The 
whisper can say “Dallas Location” when the Frisco 
location answers the call. As a DSO, this can be a 
useful tool for staff handling the phone.
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SCHEDULING CONFLICTS 

When patients call with limited availability or 
an emergency appointment is needed, it can 
be difficult to find time to book them. To resolve 
limited availability, consider extended hours. 
Many adults struggle to get time off work 
to make an appointment during their work 
hours, causing a lot of conflict in scheduling. 
Choosing one day a week for early mornings or 
late nights gives more freedom for the tough 
patients. If preferred, opening one Saturday a 
month gives the same appointment flexibility. 
Start taking note of popular requested times 
outside of business hours to determine the 
appropriate time to consider. 

When a patient calls and is having a difficult 
time picking an appointment date, try utilizing 
the “whittle and shepherd” technique. This 
involves offering two increasingly specific 
options on the calendar to best fit the patient’s 
schedule. Your staff will ask A/B questions to 
avoid the patient needing to mentally shuffle 
through their schedule and direct them to the 
best appointment option. For example: “Does 
earlier or later in the week work better for you? 
Earlier? Great, do mornings or afternoons work 
better for you? Afternoons? We have openings 
next week Monday at 2 p.m. and 4:15 p.m. Which 
works best for you?”

Often, the best way to resolve emergency 
appointments is by preemptively blocking time 
out each week to keep available for dental 

Patients will always have objections when 
it comes to scheduling an appointment, but 
being able to overcome these objections will 
make your new location exceed competitors 
in the area. In 2021, only 56.3% of patient 
appointment opportunities were converted 
into scheduled appointments. This means half 
of the patients who called in looking to get an 
appointment scheduled were not converted on 
the call and could still be prime opportunities. 
Make sure your new dental practice is the 
location they choose. Determine top reasons 
your staff is struggling to convert appointment 
opportunities and train them on how to 
overcome the objections that arise. These can 
be difficult to address, but it is important that 
your new practice’s staff is consistent with 
their answers and consistent with the DSO’s 
guidelines. Below are suggestions on how to 
resolve the most common patient objections 
so your newly acquired dental practice isn’t 
letting patient opportunities go.
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emergencies that need immediate attention. 
Having this time slot available demonstrates that 
your DSO’s location prioritizes the patient’s needs.

PRICING AND INSURANCE OBJECTIONS 

When a dental practice does not take a patient’s 
insurance, many patients will hang up and call the 
next practice on their list. Instead of hanging up, 
gather their information and explain how your 
out-of-network process works. This is a concept 
that can be confusing for many patients, and they 
may not know about your specific processes. Also, 
make sure staff explain all the options available for 
payment, including cash discounts, if available. If 
they have a pricing question regarding a particular 
procedure, it’s best to avoid having your new 
dental practice give a specific quote and then hang 
up. Instead, ask them to come in for a consultation 
to assess what is really going on before giving a 
price. If they continue to press on price, provide 
a range or a “starts at” price.

SERVICE AVAILABILITY

Just like pricing, instead of hanging up the phone 
after saying you do not offer the service a patient 
is looking for, ask questions to confirm how they 
know they need a specific treatment. How do they 
know they need a crown? Are they set on Invisalign 
specifically or will other aligners or more traditional 
orthodontics work? There may be other options they 
were not aware of. In the event you do not offer 
an alternative that will work for them, implement 
processes to refer patients to an affiliated partner 
that offers the service suggested. This builds 
trust and keeps the door open when the patient 
requires services you do offer.
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Soft phone skills are easily overlooked, but small 
changes in verbiage go a long way in how each 
practice is perceived on the phone. A phone call 
is the patient’s first interaction with your practice, 
so it is vital they have a good first impression. 
Soft phone skills can include anything from 
smiling on the phone to the verbiage and tone 
used when answering the patient objections 
previously mentioned. When acquiring a new 
dental practice, take the time to train staff on soft 
phone skills to ensure positive patient relations 
and good first impressions.

GREETINGS

Your new dental practice’s first interaction with a 
patient starts as soon as they pick up the phone. 
People create opinions of your new practice 
early in the conversation, so be sure your staff is 
giving them a friendly greeting. If they answer an 
inbound call by saying a short “Hello?”, the patient 
may form a negative impression from the lack of 
professionalism and could possibly believe they 
called the wrong number — which may even lead 
them to hang up! Suggest that each staff member 
creates a consistent, personalized greeting such 
as, “Hi this is Mary with ABC Dental. How can I help 
you?” This simple change creates a professional 
interaction and a positive first impression. 

SMILE ON THE PHONE

Smiling on the phone can be an awkward 
practice to implement but can go a long way. If 
a patient is calling in panic over a chipped tooth 
or is frustrated with their billing, it is important 
to show sincere care to their concerns over the 

STEP 4
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phone. It is easy to get into a routine and forget 
to transfer liveliness and friendliness over the 
phone. Simply placing a small mirror at each desk 
is a reminder to smile, which helps the patient 
feel warm and welcomed. Always treat a phone 
conversation like a face-to-face interaction. 

AVOID SAYING “NO”

Soft phone skills can also include strategies to 
increase conversion rates when handling the 
aforementioned patient objections. Instead of 
simply saying “no,” accommodate the patient and 
offer advice, help, or even a referral to another 
practice to show you prioritize and care about 
their needs.

WARM TRANSFER PROCESS

Implementing a warm transfer process will quickly 
and efficiently get each patient ear-to-ear with 
the right party. If they call the main desk but have 
billing questions or follow-up questions for the 
dentist, a warm transfer process will decrease 
hold times and get relevant information relayed 

so the patient isn’t constantly repeating themself. 
Implement this at your practice by having staff 
translate relevant information to the intended 
contact. For example, if a patient calls in asking 
for Dr. John, ask to put the patient on hold while 
you check to see if the dentist is available. If yes, 
give him all relevant information to prepare for 
his call. If Dr. John is not available, answer any 
questions you can, connect the patient with an 
assistant who can answer those questions, or 
take notes to have Dr. John call back at his next 
available time. 

BE PERSONABLE

Lastly, soft phone skills include being personable 
when speaking to patients over the phone. 
Being personable may sound simple, but once 
someone is in their routine of picking up the 
phone on a busy day, it is an important reminder 
to make a habit. Write down the patient’s name 
the first time it’s stated and use it throughout the 
conversation. Listen to what their service needs 
and concerns are and summarize those back to 
the patient. By doing so, you are building trust 
and putting the customer at ease. 
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STEP 5

CREATE A CULTURE OF
OUTBOUND ACCOUNTABILITY

Outbound calls are key for both patient retention 
and recapturing patient opportunities. Making 
outbound calls can easily be overlooked if you 
are getting a flood of inbound calls, but they 
hold equal, if not greater, importance. Prioritizing 
outbound calls builds trust and respect with your 
current patients but is also a tool when finding 
new patient opportunities. Below are three of 
the most important areas to focus on to keep 
the staff at your new practice held accountable 
for outbound calling efforts. 

MISSED PATIENT OPPORTUNITIES

Responding to missed patient opportunities 
is the easiest way to get your newly acquired 
practice fully booked and enhance patient 
experience. Whether a patient got left on hold 
and hung up without leaving a voicemail, called 
after business hours, or left a voicemail after 
not being connected with a staff member, these 
are patients ready to get time booked with your 
location. If your newly acquired practice isn’t 
staying accountable for reaching back out to 
new and existing patients that don’t receive the 

ŭ Appointment Reminders

ŭ Missed Patient Opportunities

ŭ Recall Efforts
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help they need on their initial call, the practice is 
losing potential appointments and revenue. Make 
sure your DSO is creating a culture of outbound 
accountability from the day you purchase your 
new practice so it becomes a habit and a part of 
the staff’s daily routine. A good rule of thumb is 
to reach back out within 2 hours after the patient 
called in. Be sure to never let the wait time go 
more than 24 hours.  

RECALL EFFORTS 

As an emerging DSO, your practice’s patient 
retention is important to focus on. If patient 
churn shows signs of increasing with a change in 
management, the first place to look is the phone. 
Is your new location making outbound efforts to 
keep patients coming back? A prime opportunity 
to keep your current patients loyal is to book 
their appointment before they have time to look 
elsewhere. If a patient is overdue for treatment or 
a cleaning, or that time is coming up, have staff 
recall them to proactively retain your valuable 
patients.

APPOINTMENT REMINDERS 

Appointment reminders are easy to forget 
during a busy day. Make sure all your locations 
are making reminder calls to optimize your 
availability and continue to grow relationships 
with patients. Set aside time each day to make 
reminder calls a week before and the morning 
of each appointment. This not only benefits you 
by building a trusting relationship, but if a patient 
does need to reschedule, it gives you time to fill 
their appointment with another patient instead 
of being left with a no-show and wasted time 
and space.
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LEARN THEIR TECHNOLOGY 

 Ż Create consistency with the PMS used across all your locations 

 Ż Provide training for your new PMS system and have proper management processes 

 Ż Invest in an updated cloud-based phone system

 Ż Upgrade their internet network

 Ż Utilize a comprehensive call tracking provider

GET A GRASP ON THEIR MARKETING 

 Ż Leveraging tracking lines to determine the success of your campaigns

 Ż Implement Website Calls and Dynamic Number Insertion to evaluate your patients’ journey

 Ż Place whispers on phone calls to assist phone handlers

CREATE CONSISTENCY WHEN HANDLING OBJECTIONS 

 Ż Keep time open each week for emergency appointments

 Ż Consider extended hours 

DSO’S CHECKLIST
FOR EVERY NEW PRACTICE

( Cont’d on next page )
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 Ż Train staff to explain your out of network insurance policy

 Ż Coach staff to offer consultations before turning patients away due to service and pricing 
objections 

 Ż Have specialty offices prepared to send patient referrals

IMPLEMENT SOFT PHONE SKILLS 

 Ż Create personalized greetings over the phone

 Ż Place mirrors by each phone as a reminder to “smile on the phone” 

 Ż Translate positive sentiment over the phone

 Ż Use the patient’s name throughout the phone call 

 Ż Create a warm transfer process

OUTBOUND ACCOUNTABILITY 

 Ż Schedule time to respond to voicemails 

 Ż Make outbound calls to existing patients who are overdue for treatment

 Ż Determine patients who hung up on hold and call them back within 2 hours 

 Ż Call for appointment reminders a week before and morning of date scheduled

As an emerging DSO, there are many steps that need to be taken in order to prepare your new practice 
for success that are easily overlooked or forgotten. By taking advantage of this outline checklist, the post-
purchase process of acquiring a new location will become more manageable. Through understanding 
the practice’s technology, getting a grasp on their marketing, creating consistency with objections, 
implementing soft phone skills, and creating a culture of outbound accountability, the dental practice 
will be readily prepared for success.

LEarN MOrE about how Call Box is helping top DSOs and dental practices at www.callbox.com.
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gET yOur NEW PraCTICE TO

OWN THE PHONE

www.callbox.com/dental    |    833-991-4080

ARE YOU READY TO 
OWN YOUR PHONES?

Call Box can help 
you by providing:

An easy-to-use cloud-based phone system

Optimized marketing with tracking line data

Transparent staff activity reports that track 
performance at individual locations and at an 
enterprise level

Human & artificial intelligence call reviews

And so much more!
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