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Stability in the Face of Change
Joerg Aumueller | Vice President and Global Head of Enterprise Solutions | Straumann Group

An interview with Joerge Aumueller providing an overview of the changes in the 
dental industry giving rise to dental service organisations and the challenges 
they face in fulfilling the promise of consolidation, creating a greater end-to-end  
experience for patients and strengthening operations and efficiency. 

Opportunities for Growth
Dental service organisations (DSOs) are facing unique chal-
lenges. These include operational inefficiencies, lack of stand-
ardisation, and a shortage of qualified dental staff. This is 
mainly an outcome of being built from the ground up and 
acquiring practices with differing philosophies, systems, and 
protocols.
 There is a need for DSOs to discover ways of ensuring stand-
ardisation in the quality of care, building meaningful relation-
ships with patients and consumers, enhancing reputation and 
brand recognition, and increasing efficiency within highly frag-
mented workflows and diverse infrastructures. Today, patients 
are digitally empowered and better informed and have become 
a catalyst of rising healthcare consumerism and an increase 
in demand for personalised treatment.
 End-to-end oral health enablement can be the pathway to 
improve patient experience and outcomes. The Straumann 
Group understands these needs and can become a long-term 
partner to help unlock the potential of oral health through the 
following measures:
 •  Activating growth potential by generating additional 

consumer demand across specialties and mining for high-
value treatment opportunities.

 •  Sustaining clinical excellence by ensuring high treatment 
quality and reduced variability in care delivery.

 •  Improving operational efficiency by increasing case effi-
ciency and throughput and optimising workflows.

 There has never been a more important time for DSOs 
to transform business operations by finding efficiencies 
across the patient pathway, enhancing technology, activating 
patients, and establishing clear and harmonised standards  
of care. 

Transforming the Dental Industry
The dental industry today is consolidating as clinicians seek 
relief from pressures ranging from dental school debt, busi-
ness headaches and rapid technological change. According to 
a report from the American Dental Association (ADA), inde-
pendent practices in the U.S. have dropped from nearly 85% 
of dentists in 2005 to 73% in 2021. Solo practices have 
declined even further, to just over 46% of dentists. As stand-
ards of living rise and more consumers are able to access 
quality care, the U.S. and global dental services markets are 
expected to grow at an average of 6.4% per year, reaching 
more than $550 billion by 2028 (Grandview Research 2021). 
 DSOs are ideally suited to capture the full benefits of the 
industry’s consolidation and growth. They can serve and 
support dental practices, offer back-office business manage-
ment, access to laboratories, marketing, hiring of support 
staff, professional training, and more. DSOs represent about 
10.4% of U.S. dentists as of 2019—the most recent available 
ADA estimates (American Dental Association Health Policy 
Institute 2020) but are expected to grow almost 100% from 
2018 to 2025 and triple their market share by 2035.

• Dental service organisations (DSOs) can lead the way in 

dentistry’s transformation as a technologically advanced 

field. 

• DSOs need to ensure standardisation in the quality of 

care, build meaningful relationships with patients and 

consumers, enhance reputation and brand recognition, 

and increase efficiency. 

• DSOs are ideally suited to capture the benefits of the 

dental industry’s consolidation and growth.

• The key challenges for DSOs are integrating technologies 

to deliver a high-quality, end-to-end patient experience, 

creating a supportive clinician environment and ensuring 

cost-effective business operations.

Key Points

https://healthmanagement.org/viewProfile/137943/Joerg_Aumueller
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 DSOs can lead the way in dentistry’s transformation as a 
technologically advanced field serving more consumers than 
ever before and ensuring  high-quality standards and afford-
able dental care. However, this will be challenging to achieve. 

Despite consolidation, the dental industry still remains highly 
fragmented - from the technologies for specific procedures 
to the business processes that general dentists, specialists, 
and laboratories use to interact and exchange information.
 The two key challenges facing DSOs include ensuring stand-
ardisation and quality of care and integrating clinicians with 
different levels of experience and at different stages of their 
careers. DSOs must also build greater patient trust, acti-
vate leads, maintain efficient communication and produc-
tion schedules with labs, and increase workflow productivity. 
In addition, dental practices need to educate patients on the 
most appropriate treatment options. 

DSO Value Proposition
With an ageing population and an increase in demand for 
tooth replacement, the global implant market is expected 
to grow to $6.7 billion by 2026, up from $4.6 billion in 2019 
(Research and Markets 2021). Cosmetic dentistry, including 
implants, prosthetics, teeth whitening, and other treatments, 
is expected to grow globally by 7.9% per year to more than 
$41 billion by 2028 (Research Dive 2021). These trends 
are encouraging for the industry and are likely to benefit all 
dentists, whether it is a solo practice, group practice, or a 
DSO- affiliated practice. 
 Many dentists, particularly younger ones, find value in the 
DSO model. DSOs offer stable income compared with the 
uncertainties of building a practice—some DSOs even help 
pay off loans. According to recent figures from ADA, dentists 
34 and younger are four times as likely as dentists in their 
50s and early 60s to join DSOs. DSOs enjoy economies of 
scale in purchasing equipment and supplies, and their finan-
cial resources can help during uncertain times. 

Serving Consumers Across their Journey
Consumers today are better educated and more selective 
about treatments and clinicians. For DSOs, the challenge is 
not limited to attracting new patients but also retaining them. 
For example, software investments can make a big difference 
in the customer experience, such as apps allowing patients 

to schedule their appointments. As consumers become more 
informed and selective, dentists have to become more profes-
sional and service-oriented. Dental practices need to have 
a range of disciplines, from paediatric dentists to implant 

specialists. Offering multiple services under one roof can 
attract multigenerational families, increase the chances of 
keeping a patient for life, and promote patient loyalty. DSOs 
also need to connect with consumers at an emotional and 
intellectual level. This can help patients open up about their 
conditions and their needs. 

Digital Transformation of Dentistry 
New technologies are reshaping how dentists treat patients. 
For example, in recent years the growing adoption of digital 
intraoral scanners and handheld devices offer the ability to 
obtain accurate, real-time images of a patient’s mouth. Simi-
larly, cone-beam computed tomography or CBCT can take 
multiple images from different angles and create a 3D image 
of a patient’s teeth, jaw, and neck. There is also technology 
that can digitise patient records. The next iteration of dental 
technology will be artificial intelligence (AI). In future, AI will 
play a greater role in the early diagnosis and prevention of 
oral cancer and other diseases. 

Clinician-Based Culture
DSOs must use their size and financial resources to lead the 
way as quality care providers. This will include prioritising 

The influence of DSOs will continue to grow 
 as the global dental market expands, complexities  
of running a dental practice escalate, and use of  

advanced technologies becomes standard practice

Figure 1: Value realisation along holistic patient and clinician path-
way with end-to-end solutions



347 HealthManagement.org The Journal • Volume 22 • Issue 6  • 2022

clinicians and patient care, focusing on transparency, and 
involving clinicians directly at the highest levels of decision-
making. Clinicians should be encouraged to learn best prac-
tices from one another and harmonise and elevate the quality 
of care. In addition, they should be directly involved in a DSO’s 
key decisions. Clinicians have frontline experience treating 
patients and can bring valuable perspectives on elevating 
treatment quality and the patient experience.

Conclusion
Successful companies empower dentists to grow and develop 

with the organisation. Every organisation has its own culture. 
The influence of DSOs will continue to grow in the years to 
come as the global dental market expands, the complexities 
of running a dental practice escalate, and the use of advanced 
technologies becomes standard practice. With their finan-
cial resources and national to international reach, DSOs are 
well-positioned to support clinicians, serve consumer needs, 
and define the future of oral health. Organisations that grow 
with purpose, help clinicians, do the work they love, and earn 
the loyalty and trust of consumers will be the ones that truly 
cement the DSO model.  
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