
efforts. Swensen states that investors should seek to minimize 
fees and expenses and avoid strategies that rely on picking hot 
stocks and guessing the direction of short-term market moves.

 I believe that investors would benefit by following 
Swensen’s principles of portfolio management. An asset 
allocation should have an equity orientation and also be broadly 
diversified and sensitive to tax consequences. The allocation 
should use the six core asset classes and be comprised of passive 
index funds. The policy targets for the allocation should be 
maintained by periodic rebalancing. This rational, disciplined 
approach provides a blueprint for unconventional success. 
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Practice Overhead: Staff & Supply Expense
Chris Bentson, President of Bentson Clark & Copple, LLC

n the 2nd quarter edition of the Bentson Clark reSource, we performed a high level 
review of practice overhead from 25 valuations that were completed in 2007. The 
article categorized adjusted practice overhead into four primary categories: staff 

expenses (averaging 22.8% of net collections), orthodontic supply expenses (averaging 
9.6%), business management expenses (averaging 9.9%), and occupancy expenses 
(averaging 8.6%). When all categories were combined, the average adjusted practice 
overhead was 50.9% of net collections. Of course, these averages are discretionary; 
personal and other non-operating expenses have been removed. 

 This article will break down the first two categories, staff expense and 
orthodontic expense, into different subcategories. A sample section of an income 
statement is shown below, with averages from the sample data given in percent of net 
collections for the line items in each category. This article will discuss each category 
and common adjustments that may be deducted from various line items to eliminate 
discretionary expenses and arrive at a net adjusted overhead rate.

Total Staff Expense: The average 
staff expense for the 25 practices 
reviewed equaled 22.8% of net 
collections. Generally, staff expenses 
can be broken down into seven 
separate categories:

Salaries & Wages: The average
salaries and wages for the 25 
practices analyzed were 18.7% of 
net collections. This number includes 
salaries and wages for all necessary 
employees who work within the 
practice, front office and clinical 
staff members, including  fair market 

wages of family members who provide essential services to the practice. Generally, 
wages for associates or independent contractors who provide orthodontic services to 
the practice’s patients are excluded from this category during the valuation process. It 
is important to note that certain geographic areas of the country require higher wage 
scales than others due to cost of living, education/licensing requirements and employee 
availability. Certain states require specific licenses or certifications for clinical 
employees who treat patients. Orthodontic practices located within these specific states 
will often have higher than average salaries and wages.

Payroll Taxes: The average payroll tax for the practices in this sample was 1.4% of net 
collections (federal payroll tax rates are 7.5% of taxable staff wages). This percentage 
represents total payroll taxes for all practice employees, excluding all payroll taxes 
for the owner and non-owner doctors and non-essential employees (family members). 
Payroll taxes for any clinical doctor salaries are not considered overhead but rather part 
of doctor compensation.  Payroll taxes for non-essential employees (family members) 
are discretionary and not part of the true practice overhead.
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Book Review: Investment Philosophy of David Swensen

Practice Expenses Average
Salaries & Wages 18.7%
Payroll Taxes 1.4%
Uniforms 0.2%
Continuing Education, Meetings 0.5%
Health, Life & Disability Insurance 1.0%
Pension, Profit Sharing 0.9%
Other Staff Expenses 0.1%
       Total Staff Expense 22.8%
Orthodontic Supplies 7.7%
Lab Expense 1.9%
       Total Orthodontic Supply Expense 9.6%

allocation. Rebalancing is supremely rational and invariably 
contrarian. By definition, the rebalancing investor must sell a 
portion of those assets that have relatively outperformed and 
purchase additional exposure to 
those assets that have relatively 
underperformed. The discipline 
of periodic rebalancing forces the 
portfolio manager to “sell what’s 
hot and buy what’s not.”

 Swensen considers his overall investment approach 
unconventional and contrarian because it runs counter to the 
standard fare pushed by Wall Street and most mutual fund 
companies. In fact, Swensen provides numerous examples of 
the financial services industry’s doing harm and disservice to 
individual investors. In addition to the erosion of high fees 
and expenses, investors may also suffer underperformance 
via poor securities selection and/or unlucky market timing 

Continued from page 6

Tom E. Cartee, Jr., is Vice President of Sheets Smith Wealth 
Management. The firm provides comprehensive professional services 
to individuals and families having substantial assets and/or income. The 
firm is investment-oriented and offers portfolio management, financial 
modeling, retirement planning, cash flow and investment analysis. He 
can be contacted at (336) 765-2020 or tcartee@sheetssmith.com.

"Investors 
should seek to 
minimize fees 
and expenses."
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Considering Selling Your Practice or Adding a Partner?
Call today and request Bentson Clark & Copple's Transition Planning Guide!

1-800-621-4664



by investing back in it.  The current economic environment can 
open your awareness to the fact that it is a great time to make 
your move!

 Content written for an e-newsletter is quite different 
than that of a printed newsletter. As a rule of thumb, give 
readers something small enough to understand and remember. 
This can be accomplished by writing ‘nuggets’ or short and 
simple informative summaries with links to the full article. The 
reader can then click on specific items of interest to read the 
entire article. Overbearing the reader by providing too much 
information should be avoided within an e-newsletter.  Keep 
the information useful, interesting and practical for your readers 
to enjoy, without any overwhelming technical information. The 
e-newsletter will serve as a voice of the practice, and it is 
acceptable to use conversational language if such approach best 
conveys the practice’s image. 

 In order to compile an e-mail mailing list, simply go 
through your patient records and pull their e-mail address. If 
e-mail addresses have not been included as part of the patient’s 
record, simply ask for it during their next visit. The e-newsletter 
hosting sites provide an easy-to-use format to enter and manage 
the list of contact addresses. 

 Once the internet mailing list and e-newsletter have 
become established, the practice will have a new marketing 
and communication outlet.  Create a schedule for when the 
e-newsletter will be sent and stick with it. Start small and 
increase the frequency of the e-newsletter if you are inclined. 
After a few e-newsletters are created, the process will become 
almost effortless. As time and skill level progresses, consider 
sending out other internet communications through your 
e-newsletter host website. Items such as appointment reminders, 
holiday greetings, birthday wishes and important practice news 
can be sent as needed.  Keep in mind, for your reader’s sake, that 
all electronic communication should be simple, informative and 
appealing. Sit back, relax and let your computer do the talking 
for improved communication with your patients.
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The Trend of Electronic Newsletters

Uniforms: Not all practices provide uniforms or offer laundry 
services for uniforms to its employees; however, of the 25 
practices within this sample, the average uniform expense is a 
relatively minimal expenditure at only 0.2% of net collections. 
If a uniform allowance is given or the practice offers laundry 
services for uniforms, the cost is included in this category. 
A doctor’s personal laundry and dry cleaning expenses are 
excluded in calculating the uniform percentage. 

Continuing Education, Meetings: All expenses related to 
continuing education for staff are included in this category, 
and the average for the practices reviewed was 0.5% of 
net collections. Some examples of meetings and education 
include CPR training, expenses for state, regional or national 
meetings and other items of this nature. 

Health, Life & Disability Insurance: If the practice offers 
health, life or disability insurance benefits to its staff, the 
money spent on these policies is included in this category. 
The average for the orthodontic practices reviewed was 
1.0 % of net collections, however this expense category varies 
significantly from practice to practice.  Many practices do 
not offer health insurance coverage due to ever-increasing 

insurance premiums, while others offer health coverage to 
attract quality employees or in lieu of higher hourly wages. This 
expense category for the practice in the sample varied from 0% 
to 2.8% of net collections. 
Health, life and disability 
insurance premiums 
attributed to the owner/
doctor are not included 
in this expense; instead, 
they are distinguished 
as compensation to the 
doctor.

Pension, Profit Sharing: Any retirement benefit given to 
the staff is reflected in this category, with the average for the 
practices reviewed equaling 0.9% of net collections. Similar 
to health insurance benefits, the amount of retirement benefits 
offered to employees varies greatly. Some practices offer no 
retirement benefits, while others contribute significant amounts 
of money to the staff’s retirement plans. In this sample of 25 
practices, the practice with the most generous retirement and 
profit sharing plans contributed 3.2% of net collections for the 
benefit of the staff.

“Practices that have 
a large number of 
aligner cases will 

generally recognize 
noticeably higher 

lab fees."

Laura Overcash, Director of Marketing at Bentson Clark & Copple, LLC

Continued on page 4 
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t was nice to see so many of our friends at the AAO Annual 
Session in Denver; we enjoyed the opportunity to spend 
time with each of you.  We will be attending the Graduate 

Orthodontic Resident Program (GORP) at the beginning 
of August in Ann Arbor.  If you are talking with a resident 
about your practice or want to talk with us about identifying 
a candidate, please call our office. Bentson Clark & Copple, 
LLC is also participating in the 1st Annual Dolphin Graduating 
Resident Seminar on November 1st in St. Louis where we will 
be sharing a full day with residents from across the country. 
We will be presenting with Paul Zuelke at this event.  Finally, 
Bentson Clark & Copple, LLC will be presenting at the AAO 
Transition Conference scheduled for May 1st, 2009 in Boston.  
This full day seminar will be held the Friday before the AAO 
Annual Session begins, and we will be sharing the stage with 
three other panelists on the subject of transition. We hope you 
will register for this event if a practice transition is in the near 
term horizon for you.

 You may have noticed that we have added to our 
company name as Doug Copple’s full partnership now 
makes us Bentson Clark & Copple, LLC.  Doug’s partnership 
is a reflection of his many years of service with us and his 
outstanding work and service to our clients. Doug is a CPA and 
CVA; he is a pleasure to work alongside and makes us better in 
every way.

 You may also notice that there is an insert in this 
newsletter.  The Bentson Clark reSource has been published 
at no charge for the past few years. Our intent has always 
been to provide content-rich, data-driven information to the 
professionals within the orthodontic industry that is useful in all 
stages of their practice life.  Each issue features an article from a 
leading practice consultant; we can verify that practices that use 
consultants statistically run more efficiently and value higher 
than practices that do not. The feedback we have received over 
the years reveals that many orthodontists place a high value 
in the content we have been delivering in the reSource.  It 
seems all costs are going up (paper, printing, and postage have 
certainly increased); and, while some have offered, we did not 
want to incorporate advertisements in our newsletter. Thus, the 
insert included in this newsletter is your invitation to subscribe.    
In addition to all future issues, each subscriber will receive a 
CD with all past issues so you can go back and catch up or 
review any topic.  I hope you will take a moment to send in your 
subscription request today to ensure the reSource will continue 
to be delivered to you each quarter. Don’t miss out on the future 
issues by subscribing today! 

  Chris B. Bentson
  President, Bentson Clark & Copple, LLC

I

 While you are looking at the office and its condition, 
evaluate your current location, parking and visibility. Can the 
demographics of growth and change enhance the future growth 
of the practice? How will this impact the value of the practice 
for future transitions? Evaluate these possible challenges using 
local recourses as well as specialized consultants. Listen to 
your own dialog! 

 Most importantly, dynamically stay in the game! Think 
positively for the future, not just for the moment.  Your office 
is the Golden Goose for many of you. Grow your investment 

Joyce Matlack, A.S.I.D., is Principal, Managing Director of Matlack-
Van Every Design, Inc., specializing in creative orthodontic and dental 
office design, with over 500 innovative projects in the United States 
and internationally. Prior to receiving her degree in interior design, 
she was a dental hygienist and gained valuable experience in dental 
care. Her background gives her an understanding of office procedures, 
patient flow, working and operating conditions, and the philosophy 
behind proper patient care. For more information visit www.matlack-
vaneverydesign.com or contact Joyce via phone at (831) 429-5200. 

echnology is one simple word, one complicated 
concept, and it is constantly shaping our lives. 
Thanks to the wonders of technology, many medical 

advances have been made, the world is a safer place, and we 
have become a more time efficient society. Are you using the 
available technology to enhance the contact you have with your 
patients?  Some doctors and staff feel that they are not savvy 
enough to use the computer programs effectively to reach their 
patients.  With the number of how-to guides on the market and 
information available on the internet, computer programs are 
easier to use than ever before. 

 The best way to use technology to your advantage is 
to develop an e-newsletter for your patients. At first this can 
seem like a daunting task, but in reality it is much easier than 
it seems. Most individuals find that producing and writing 
content for the e-newsletter is the most difficult part of the 
creative task. Brainstorm what issues and topics are important 
to your patients and use those ideas in creating content.

 There are many internet companies that specialize in 
e-newsletter hosting at highly competitive prices.  These sites 
are simple to use and provide a wide variety of pre-designed 
templates that can easily be modified with your information. 
The hosting companies provide free, easy-to-use tutorials to 
learn how to use the programs in minutes and often provide 
free one-on-one customer service for any questions that may 
arise. No technical skills or past experience is necessary 
because these programs are designed with the user in mind. The 
templates provided allow you to simply click and enter your 
information into the pre-designed user fields in just minutes.  
These programs have tracking ability, allowing you to monitor 
who has opened the message, to see the links that have been 
clicked or to see if the e-newsletter was forwarded to a friend, 
providing immediate results.  

 E-newsletters are a growing trend with no end in 
sight. Their popularity is caused partly because they are simple 
and inexpensive to produce.  It is easy to add images to your 
e-newsletter or photographs taken with a digital camera.

T

Laura Overcash is Director of Marketing at Bentson Clark & Copple, 
LLC. She graduated from Appalachian State University where she 
recieved her Bachelor’s Degree in Advertising. Laura can be reached 
via e-mail at laura@bentsonclark.com.



Bentson Clark reSource Bentson Clark reSource
3rd Quarter 2008

Don’t Fall Short: Planning Ahead to Achieve Success

36

or many, the concept of fourth quarter translates to “fall” 
in every aspect of the word. But with proper planning, 
the fall season doesn’t have to mean falling numbers or 

a decrease in productivity. Quite the contrary! 

 It is true that summer boasts a few magical months 
that often include our best memories of the year, including 
family picnics, vacations, and braces! Even in a down 
economy, it is hard to deny the magic that summer brings. It’s 
easy to see that during the sunny summer months people are a 
bit more carefree, smiles come a bit more easily, and we all find 
ourselves reminiscing about our best summer vacations while 
creating even more happy moments to add to our wonderful 
stockpile of memories. As we bask in longer days, golden tans 
and financial success, it is still imperative to keep an eye on 
the upcoming season. After all, as summer winds down, as it 
inevitably will, fall will be upon us. It’s true; even the name of 
the season should be a hint that things may not stay on the up 
and up. Historically, doctors in our field have discovered that 
a great year can be marred by a weak fourth quarter, with a 
drop in exams and starts and a general decline in productivity. 
In other words, they “fall” a little short. 

 It is so common to hear this woe from doctors, but 
I just smile and tell my audiences and readers that it doesn’t 
have to be that way! I am a firm believer that you don’t have to 
participate in "fall" if you plan ahead for a successful autumn! 
It is especially vital in this 
uncertain economy to plan 
ahead, to set your strategy 
and sights now on a sound 
plan for your marketing 
campaigns and systems, 
which, once in place, will 
allow you to have a warm 
and financially productive fourth quarter and a festive holiday 
season. Unfortunately, most offices do not set a firm plan in 
place ahead of time, which often leads to trouble. 
 

 One crucial mistake practices make is to become so 
busy in the summer months that they cannot even think about 
the “fall.” They find that one day the office is slammed with 
exams and bandings and then, before they know it, school starts 
and productivity takes a rapid downturn. We in the orthodontic 
field find ourselves competing with school activities and 
sports schedules, holiday events and alternative ways to spend 
hard-earned dollars. We compete with insurance changes and 
flexible spending accounts. With all that competition, we start 
to panic. The result is that we become reactive rather than 
proactive, a fatal mistake! 

 In the magical summer months, many offices skip 
weekly staff meetings and monthly planning meetings 
altogether simply because they are too busy! Don’t fall prey to 

this error! Summer is the best time to look at what is working, 
where the patients are coming from, and who needs special 
attention and acknowledgement. Don’t forget to offer rewards 
for good and extraordinary behavior! Unfortunately, many 
offices do not pay close enough attention to this pivotal practice 
information, and it is reflected in their lack of knowledge about 
the statistics of their practices.

 Let me illustrate, during the 2008 Denver AAO, I 
asked my audience a few questions, such as:
     Who won the 2008 Super Bowl?
     Who won American Idol? 
     Who won Dancing with the Stars? 
Now… 
   Who can tell me the names of the top five referring 
        families to your practice? 
   How much revenue was created from those wonderful 
        families?
     How did you show your sincere appreciation?

 Here’s the really telling part: Most of my audience 
knew the answers to the pop and sports trivia, but not to the 
questions regarding their referral sources! Keep in mind that 
these are the referral sources that ultimately paid for them 
to be attending the AAO by referring their friends to their 
practice! All this is said to illustrate that summer is the time 
to look at what makes your practice hum and then repeat those 
tactics every season. This is the time to design and plan your 
upcoming school program, draft teacher letters, acknowledge 
your schools, and offer your presentations. 

 Of course, you can’t forget about National Orthodontic 
Health Month! It’s your birthday month, so live it up! It is cause 
to celebrate and educate! This should be far more than simply 
tacking up a free poster. Think letters, office activities, games 
and prizes…anything that will draw attention to the benefits of 
a healthy smile and, most importantly, to the benefits of making 
your office a patient’s smile headquarters! This month is a gift 
that will keep on giving if you play your cards right, so 
make this gift work for you! Start planning NOW for your 
Ortho Month celebration activities and events. 

 This is also a great time to remind your patients 
about their flexible spending dollars. Spreading the word now 
about the benefits of flex spending is well worth it. After all, 
if they don’t use ‘em, they’ll lose ‘em; so remind them early 
to use these dollars toward a beautiful new smile through the 
distribution of letters or mailers. Don’t wait until “fall,” lest 
you appear desperate and competing for holiday dollars.

 Choose your charity now and start enrolling your 
professional partners. Do more than simply write a check; put 
some sincere sweat equity into making a difference. Choose a 
charitable organization or event that really means something 

F
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ould you be interested in learning about the 
investment philosophy employed by an Ivy 
League endowment to produce a two-decade 

record of 16.1% per annum returns? I was. Fortunately, 
David F. Swensen has written Unconventional Success: A 
Fundamental Approach to Personal Investment to give us 
an open window into the brilliant strategies he used to pilot 
the endowment at Yale University. As 
Yale’s Chief Investment Officer, David 
Swensen distinguished himself as one 
of the truly great investment managers 
of our time. Even better is the discovery 
that the core doctrines advocated by 
Swensen and the core asset classes upon 
which he relied are within the grasp of 
the individual investor today. Swensen 
states that his goal with his book is 
“to describe the blueprint of a well-
diversified, equity-oriented, passively managed portfolio,” 
and he outlines his suggestions as to how to best implement 
this “sensible investment framework for individuals.”

 The first principle of Swensen’s blueprint is the 
superiority of equity ownership for long-term investment 
programs. Financial theory is validated by historical evidence 
showing that equity market returns have been greater than 
the returns of less risky financial assets over long periods of 
time. He cites well-known studies by Ibbotson and by Siegel 
showing actual long-term market returns from large company 
U.S. stocks well in excess of returns from U.S. government 
bonds. In short, investors have been rewarded in the long run 
by exposure to equity securities.

 The second principle of Swensen’s blueprint for 
a successful asset allocation involves diversification using 
six core asset classes. Specifically, portfolios should be 

constructed using domestic 
equities, foreign developed 
market equities, foreign 
emerging market equities, 
real estate, conventional 
domestic fixed income, 
and inflation-indexed 
securities. There are three 
critical characteristics of 

the six core asset classes. They are distinct from each other, and 
thereby are not correlated. They rely upon market-generated 
passive returns – not active management. They represent very 
broad, deep, and liquid investable markets.

W  A proper asset allocation must employ broad asset 
classes that behave differently in order to be well diversified 
and need not look to prescient stock selection to produce 
satisfactory returns. Swensen provides ample evidence to prove 
that active management consistently fails to beat the passive 
benchmarks. The burden of high management fees, transactions 
costs, operating expenses, and taxes is usually too great for the 
active manager to overcome. Therefore, most actively managed 
funds trail their relevant benchmarks over time. According 
to Morningstar, over the ten year period ending 12/31/07, 
after fees and taxes, 72% of Large Cap Core mutual funds 
underperformed the S&P 500. For Mid-Cap Core mutual funds, 
90% underperformed their benchmark. Swensen sites academic 
research studies that show a pre-tax underperformance rate for 
actively managed mutual funds of 78% to 95% over periods 
of 10 to 20 years. Furthermore, the after-tax failure rate ranges 
from 86% to 96%. After 
laying out in detail all the 
reasons why it is essentially 
impossible for active mutual 
funds to beat their passive 
benchmarks, Swensen 
concludes that individual 
investors should rely on 
low-cost index funds to 
access the core asset classes he recommends. He makes a very 
convincing argument that the for-profit, active management 
mutual fund industry does not do a very good job for investors. 
Since market timing and security selection are not at all likely 
to add value, he urges investors to build rational, stable asset 
allocation portfolios using low-cost, passive index funds.

 The third principle of Swensen’s blueprint is tax 
sensitivity. In short – taxes matter, and investors must consider 
the tax implications of various portfolio structuring alternatives. 
Within retirement accounts, tax questions are usually not part 
of the equation. However, for taxable investment accounts it is 
very important that tax questions be considered. For example, 
deferral of capital gains taxes by holding equities long-term is a 
valuable tactic.

 One very important element in Swensen’s approach 
is rebalancing. Portfolio management involves adherence to a 
stated investment policy that specifies a target asset allocation. 
Since the various asset categories will have different return 
dynamics, the actual allocation will drift away from the policy 
targets over time. The rational response to this is to rebalance 
the portfolio in order to return to the pre-ordained target 

Tom E. Cartee, Jr.,Vice President of Sheets Smith Wealth Management

"The allocation 
should use the six 
core asset classes 
and be comprised 
of passive index 

funds."

"Most offices do 
not set a firm plan 
in place ahead of 
time, which often 
leads to trouble."

"This rational, 
disciplined 

approach provides 
a blueprint for 
unconventional 

success."

Any tax advice contained in this publication, including any attachments, was not written or intended to be used, and cannot be used, 
for the purpose of avoiding tax-related penalties or promoting, marketing or recommending to another party any tax-related matter 
addressed herein. This publication is not intended to render authoritative legal or accounting advice.  If legal or accounting advice 
or other expert assistance is required, the services of a competent professional should be sought.



with hours and days blocked off the schedule to complete 
these projects in a manner that will represent the quality of 
orthodontics and service you provide.

 The great news is that with a firm plan and time for 
superior execution of that plan in place, your year end and fourth 
quarter will not mean “fall” at all.  Think of autumn instead as 
a celebratory harvest time, a time to reap the many rewards of 
your hard work and excellent planning. Finally, don’t forget to 
count your blessings and be thankful for another fabulous year. 
Yes, it may be July, but any time you set yourself up for success 
by planning ahead it’s a Happy New Year!
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Joyce Matlack, A.S.I.D., Principal, Managing Director of Matlack - Van Every Design, Inc.
 Most of us make immediate evaluations of the spaces 
we walk into during our day, such as homes, restaurants, or 
other professional offices. You will know immediately if the 
space does not fulfill your expectations in terms of cleanliness, 

order, flow, technology (state 
of the art or cutting edge), and 
comfort level of color and light.  
These expectations do not always 
jump out to your awareness; 
they can be subliminal and be 
just as powerful subconsciously!  
Perspective and impression are 
real factors to take into account for 

multiple generations.  Children are as aware of surroundings 
as their grandparents who bring the kids to their orthodontic 
appointments are.  Either way, the “it” awareness is there for 
most of us. We all react to what we hear, see, feel or touch.  
The importance of each modality differs from one person to 
another.

 Patients evaluate an office upon first entering the 
parking lot, front door and reception area.  Evaluate your site 
and office as if it were your first time coming to the office. Enter 
the office with new vision. What does the first visit look like, 
sound like, feel like, or even smell like? When we see things 
as routine, we lose initial perspective. As doctors and staff, 
we become so accustomed to all of these factors. We become 
prisoners in our own environment.  We can’t see the forest 
through the trees! Does the aroma of warmed pizza from the 
staff lunch waft through the office for the afternoon patients/
parents? This could be alleviated by having a proper ventilation 
system in a new office.  There are so many areas to evaluate! 
You and your team can write down your wish lists to create your 
dream office.  Define what is needed in each employee’s area, 
as well as the overall view of needs in the office.  What is the 
doctor’s view of what would make 
a perfect office functionally and 
aesthetically?  This brainstorming/
dreaming is only a start.

 The next item to attend 
to is having a “Dumpster Day” 
Meticulously go through each 
cabinet, drawer, closet, storage 
room, and side unit and toss or 
donate anything not used in the last six months. It is amazing 
how much this process can create less stress and organization 
for the entire team.  Your patients will notice the difference too. 
This will assist in the assessment of the size your office needs to 
be. Remove boxes and items above and below cabinetry that do 
not belong there and post-it notes from doors. Clean off counter 
tops; get rid of clutter. Magazines from the last decade say 
nothing positive about your current office technology! Present 
a polished front to everyone in your office.

Office Design in the Current Economic Environment

hese are challenging times in the orthodontic 
community. The concept of building a new office or 
remodeling an older one might be a daunting thought 

in 2008. However, this can be an exceptional time to tackle 
the challenge. Compared to the past 6-10 years, contractors 
are now “hungry,” interest rates are lower, land prices are 
coming down, and the Economic Stimulus Act of 2008 is 
at $250,000.  All of this might quickly change in 2009 with 
political adjustments, oil prices, etc. There is a real opportunity 
today to make those changes to your office to show that you 
are an optimistic professional leader in your community. It is 
more important than ever before for you to have an office that 
speaks to your quality of care and functionally, and also that 
aesthetically supports your vision. 

 Do you want your practice to grow, thrive, and be 
exceptional? The opportunity to pay closer attention to these 
factors for your facility should be now.  Be creative and 
innovative! The dynamic combination of a new office facility’s 
reflecting your vision could put your practice in the forefront 
of successful orthodontic practices now and in the future. This 
encompasses maintaining optimally trained staff and having 
your practice management systems, software, hardware and 

technology also in place. 
Add in amenities of Wi-Fi for 
parents in the reception area, 
kids’ game areas, a unique 
coffee bar, adult-on-deck area, 
and large plasma screens with 
multiple use possibilities in 
the reception area for a total 
package.   Use office facility 
modifications to enhance your 
internal and external marketing 

with building a new or remodeled office.  Approach this new 
office design project with greater focus and clarity of what is 
needed, wanted, and appropriate for the future of the practice.  
A changed environment has always been a boost to new 
patients coming into the office.   It also greatly reduces the 
stress levels of the doctor and staff.  You and your staff spend 
more time in the office than in your own homes. Being proud 
of this environment with greater functionality and aesthetics 
will boost staff, doctor and patient satisfaction.

 How do you know if you can really benefit from a 
change?  First of all, listen to the little voice that is chatting 
in your ear.  Pay attention to whether the voice tells you about 
things you could do to feel more proud of your office. Does this 
voice chat with you about what you might want to apologize 
for about your present office? This reference pertains to a 
referring doctor, dental and orthodontic classmates, patients 
and parents.  How might your current facility aesthetically 
and functionally impact the future transition and sale of your 
practice?
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than 25 years.   LeeAnn’s consulting company, Peniche & Associates, has 
earned a reputation as one the country’s premier orthodontic consulting 
firms that specializes in case acceptance, scripting, marketing and 
practice systemization.  Through national lectures, workshops, study 
clubs and private consulting, over 2,000 practices have experienced 
first-hand their creative outlook, years of expertise and 
proven track record of success. You may contact Peniche and 
Associates via telephone at (503) 666-8538 or via their website at 
www.leeannpenicheandassociates.com.
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to you, and begin your involvement no later than September 
so that you have enough time to gather patient contributions 
and support. You have so many options in this arena -- start 
thinking now about what you want to do. Whether you choose 
a canned food drive, offer support to a local shelter, or walk 
for cancer research, do it with heart and sincerity and make 
sure you get your plan in place now in order to make your 
charity involvement a success! 

 When it comes to your holiday party, don’t wait until 
it is too late. After all, you want the best turnout possible, so 
get your “Save the Dates” out in September, invitations and 
RSVPs in October and put a plan in place now for your first 
week of December celebration!

 Of course, planning for the year’s end is only part of 
the story. The true measure of success comes in the execution 
of that plan. Once you have your plan set -- complete with 
strategies, goals, audience, and budget -- you must give 
yourselves time for exceptional execution. This requires you 
to make the plan and begin the execution months in advance, 

Other Staff Expenses: This is a catch-all category for any staff 
expense not included in the previous six items. In the reviewed 
data, five of the 25 practices reviewed had expenses in this 
line. Examples of the types of expenses within this category 
include payroll service charges, staff lunches, birthday 

gifts and other 
miscellaneous staff 
benefits. The average 
as a percent of net 
collections for the 
practices reviewed 
was 0.1% of net 
collections.

Total Orthodontic Supply Expense: The average for 
orthodontic supply expense within the 25 practices reviewed 
totaled 9.6%. This category has two expense items:

Orthodontic Supplies: This category includes all expenses 
for any orthodontic supplies needed for patient treatment 
(brackets, bands, ligatures, rubber bands, gloves, etc.). 
Handpieces are generally capitalized as equipment, but some 
practices include certain of these instruments in this expense 
category. The average expense for the practices reviewed for 
this category was 7.7% of net collections. 

Lab Expense: This category includes all monies spent 

for non-capital lab expense items and generally includes 
all outside lab fees and any material needed in the lab for 
creating impressions, making retainers, or molding other 
appliances. Fees for Invisalign, Red White and Blue aligners, 
and SureSmile are all included in this category. The average for 
the practices reviewed was 1.9% of net collections. Practices 
that have a large number of aligner cases will generally 
recognize noticeably higher lab fees. Out of the practices 
reviewed, the highest percentage of lab expenses was 6.5% 
of net collections and represented a practice that was heavily 
involved with Invisalign and SureSmile. 

 One word of caution -- remember that the data 
presented in this three part series is given as averages. When 
comparing your practice to the averages we have presented, 
simply use this data as a guide to understand average expenses 
as a percent of net collections. Use this information only as a 
reference and realize there are variations from the average from 
practice to practice. Some geographic areas and practice styles 
will inherently push certain expense items higher or lower.

Chris Bentson is President of Bentson Clark & Copple, LLC. Chris is 
veteran in the field of orthodontics with an 19-year career in the industry. 
He can be reached via email at Chris@bentsonclark.com.
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with hours and days blocked off the schedule to complete 
these projects in a manner that will represent the quality of 
orthodontics and service you provide.

 The great news is that with a firm plan and time for 
superior execution of that plan in place, your year end and fourth 
quarter will not mean “fall” at all.  Think of autumn instead as 
a celebratory harvest time, a time to reap the many rewards of 
your hard work and excellent planning. Finally, don’t forget to 
count your blessings and be thankful for another fabulous year. 
Yes, it may be July, but any time you set yourself up for success 
by planning ahead it’s a Happy New Year!
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Joyce Matlack, A.S.I.D., Principal, Managing Director of Matlack - Van Every Design, Inc.
 Most of us make immediate evaluations of the spaces 
we walk into during our day, such as homes, restaurants, or 
other professional offices. You will know immediately if the 
space does not fulfill your expectations in terms of cleanliness, 

order, flow, technology (state 
of the art or cutting edge), and 
comfort level of color and light.  
These expectations do not always 
jump out to your awareness; 
they can be subliminal and be 
just as powerful subconsciously!  
Perspective and impression are 
real factors to take into account for 

multiple generations.  Children are as aware of surroundings 
as their grandparents who bring the kids to their orthodontic 
appointments are.  Either way, the “it” awareness is there for 
most of us. We all react to what we hear, see, feel or touch.  
The importance of each modality differs from one person to 
another.

 Patients evaluate an office upon first entering the 
parking lot, front door and reception area.  Evaluate your site 
and office as if it were your first time coming to the office. Enter 
the office with new vision. What does the first visit look like, 
sound like, feel like, or even smell like? When we see things 
as routine, we lose initial perspective. As doctors and staff, 
we become so accustomed to all of these factors. We become 
prisoners in our own environment.  We can’t see the forest 
through the trees! Does the aroma of warmed pizza from the 
staff lunch waft through the office for the afternoon patients/
parents? This could be alleviated by having a proper ventilation 
system in a new office.  There are so many areas to evaluate! 
You and your team can write down your wish lists to create your 
dream office.  Define what is needed in each employee’s area, 
as well as the overall view of needs in the office.  What is the 
doctor’s view of what would make 
a perfect office functionally and 
aesthetically?  This brainstorming/
dreaming is only a start.

 The next item to attend 
to is having a “Dumpster Day” 
Meticulously go through each 
cabinet, drawer, closet, storage 
room, and side unit and toss or 
donate anything not used in the last six months. It is amazing 
how much this process can create less stress and organization 
for the entire team.  Your patients will notice the difference too. 
This will assist in the assessment of the size your office needs to 
be. Remove boxes and items above and below cabinetry that do 
not belong there and post-it notes from doors. Clean off counter 
tops; get rid of clutter. Magazines from the last decade say 
nothing positive about your current office technology! Present 
a polished front to everyone in your office.

Office Design in the Current Economic Environment

hese are challenging times in the orthodontic 
community. The concept of building a new office or 
remodeling an older one might be a daunting thought 

in 2008. However, this can be an exceptional time to tackle 
the challenge. Compared to the past 6-10 years, contractors 
are now “hungry,” interest rates are lower, land prices are 
coming down, and the Economic Stimulus Act of 2008 is 
at $250,000.  All of this might quickly change in 2009 with 
political adjustments, oil prices, etc. There is a real opportunity 
today to make those changes to your office to show that you 
are an optimistic professional leader in your community. It is 
more important than ever before for you to have an office that 
speaks to your quality of care and functionally, and also that 
aesthetically supports your vision. 

 Do you want your practice to grow, thrive, and be 
exceptional? The opportunity to pay closer attention to these 
factors for your facility should be now.  Be creative and 
innovative! The dynamic combination of a new office facility’s 
reflecting your vision could put your practice in the forefront 
of successful orthodontic practices now and in the future. This 
encompasses maintaining optimally trained staff and having 
your practice management systems, software, hardware and 

technology also in place. 
Add in amenities of Wi-Fi for 
parents in the reception area, 
kids’ game areas, a unique 
coffee bar, adult-on-deck area, 
and large plasma screens with 
multiple use possibilities in 
the reception area for a total 
package.   Use office facility 
modifications to enhance your 
internal and external marketing 

with building a new or remodeled office.  Approach this new 
office design project with greater focus and clarity of what is 
needed, wanted, and appropriate for the future of the practice.  
A changed environment has always been a boost to new 
patients coming into the office.   It also greatly reduces the 
stress levels of the doctor and staff.  You and your staff spend 
more time in the office than in your own homes. Being proud 
of this environment with greater functionality and aesthetics 
will boost staff, doctor and patient satisfaction.

 How do you know if you can really benefit from a 
change?  First of all, listen to the little voice that is chatting 
in your ear.  Pay attention to whether the voice tells you about 
things you could do to feel more proud of your office. Does this 
voice chat with you about what you might want to apologize 
for about your present office? This reference pertains to a 
referring doctor, dental and orthodontic classmates, patients 
and parents.  How might your current facility aesthetically 
and functionally impact the future transition and sale of your 
practice?
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to you, and begin your involvement no later than September 
so that you have enough time to gather patient contributions 
and support. You have so many options in this arena -- start 
thinking now about what you want to do. Whether you choose 
a canned food drive, offer support to a local shelter, or walk 
for cancer research, do it with heart and sincerity and make 
sure you get your plan in place now in order to make your 
charity involvement a success! 

 When it comes to your holiday party, don’t wait until 
it is too late. After all, you want the best turnout possible, so 
get your “Save the Dates” out in September, invitations and 
RSVPs in October and put a plan in place now for your first 
week of December celebration!

 Of course, planning for the year’s end is only part of 
the story. The true measure of success comes in the execution 
of that plan. Once you have your plan set -- complete with 
strategies, goals, audience, and budget -- you must give 
yourselves time for exceptional execution. This requires you 
to make the plan and begin the execution months in advance, 

Other Staff Expenses: This is a catch-all category for any staff 
expense not included in the previous six items. In the reviewed 
data, five of the 25 practices reviewed had expenses in this 
line. Examples of the types of expenses within this category 
include payroll service charges, staff lunches, birthday 

gifts and other 
miscellaneous staff 
benefits. The average 
as a percent of net 
collections for the 
practices reviewed 
was 0.1% of net 
collections.

Total Orthodontic Supply Expense: The average for 
orthodontic supply expense within the 25 practices reviewed 
totaled 9.6%. This category has two expense items:

Orthodontic Supplies: This category includes all expenses 
for any orthodontic supplies needed for patient treatment 
(brackets, bands, ligatures, rubber bands, gloves, etc.). 
Handpieces are generally capitalized as equipment, but some 
practices include certain of these instruments in this expense 
category. The average expense for the practices reviewed for 
this category was 7.7% of net collections. 

Lab Expense: This category includes all monies spent 

for non-capital lab expense items and generally includes 
all outside lab fees and any material needed in the lab for 
creating impressions, making retainers, or molding other 
appliances. Fees for Invisalign, Red White and Blue aligners, 
and SureSmile are all included in this category. The average for 
the practices reviewed was 1.9% of net collections. Practices 
that have a large number of aligner cases will generally 
recognize noticeably higher lab fees. Out of the practices 
reviewed, the highest percentage of lab expenses was 6.5% 
of net collections and represented a practice that was heavily 
involved with Invisalign and SureSmile. 

 One word of caution -- remember that the data 
presented in this three part series is given as averages. When 
comparing your practice to the averages we have presented, 
simply use this data as a guide to understand average expenses 
as a percent of net collections. Use this information only as a 
reference and realize there are variations from the average from 
practice to practice. Some geographic areas and practice styles 
will inherently push certain expense items higher or lower.

Chris Bentson is President of Bentson Clark & Copple, LLC. Chris is 
veteran in the field of orthodontics with an 19-year career in the industry. 
He can be reached via email at Chris@bentsonclark.com.
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or many, the concept of fourth quarter translates to “fall” 
in every aspect of the word. But with proper planning, 
the fall season doesn’t have to mean falling numbers or 

a decrease in productivity. Quite the contrary! 

 It is true that summer boasts a few magical months 
that often include our best memories of the year, including 
family picnics, vacations, and braces! Even in a down 
economy, it is hard to deny the magic that summer brings. It’s 
easy to see that during the sunny summer months people are a 
bit more carefree, smiles come a bit more easily, and we all find 
ourselves reminiscing about our best summer vacations while 
creating even more happy moments to add to our wonderful 
stockpile of memories. As we bask in longer days, golden tans 
and financial success, it is still imperative to keep an eye on 
the upcoming season. After all, as summer winds down, as it 
inevitably will, fall will be upon us. It’s true; even the name of 
the season should be a hint that things may not stay on the up 
and up. Historically, doctors in our field have discovered that 
a great year can be marred by a weak fourth quarter, with a 
drop in exams and starts and a general decline in productivity. 
In other words, they “fall” a little short. 

 It is so common to hear this woe from doctors, but 
I just smile and tell my audiences and readers that it doesn’t 
have to be that way! I am a firm believer that you don’t have to 
participate in "fall" if you plan ahead for a successful autumn! 
It is especially vital in this 
uncertain economy to plan 
ahead, to set your strategy 
and sights now on a sound 
plan for your marketing 
campaigns and systems, 
which, once in place, will 
allow you to have a warm 
and financially productive fourth quarter and a festive holiday 
season. Unfortunately, most offices do not set a firm plan in 
place ahead of time, which often leads to trouble. 
 

 One crucial mistake practices make is to become so 
busy in the summer months that they cannot even think about 
the “fall.” They find that one day the office is slammed with 
exams and bandings and then, before they know it, school starts 
and productivity takes a rapid downturn. We in the orthodontic 
field find ourselves competing with school activities and 
sports schedules, holiday events and alternative ways to spend 
hard-earned dollars. We compete with insurance changes and 
flexible spending accounts. With all that competition, we start 
to panic. The result is that we become reactive rather than 
proactive, a fatal mistake! 

 In the magical summer months, many offices skip 
weekly staff meetings and monthly planning meetings 
altogether simply because they are too busy! Don’t fall prey to 

this error! Summer is the best time to look at what is working, 
where the patients are coming from, and who needs special 
attention and acknowledgement. Don’t forget to offer rewards 
for good and extraordinary behavior! Unfortunately, many 
offices do not pay close enough attention to this pivotal practice 
information, and it is reflected in their lack of knowledge about 
the statistics of their practices.

 Let me illustrate, during the 2008 Denver AAO, I 
asked my audience a few questions, such as:
     Who won the 2008 Super Bowl?
     Who won American Idol? 
     Who won Dancing with the Stars? 
Now… 
   Who can tell me the names of the top five referring 
        families to your practice? 
   How much revenue was created from those wonderful 
        families?
     How did you show your sincere appreciation?

 Here’s the really telling part: Most of my audience 
knew the answers to the pop and sports trivia, but not to the 
questions regarding their referral sources! Keep in mind that 
these are the referral sources that ultimately paid for them 
to be attending the AAO by referring their friends to their 
practice! All this is said to illustrate that summer is the time 
to look at what makes your practice hum and then repeat those 
tactics every season. This is the time to design and plan your 
upcoming school program, draft teacher letters, acknowledge 
your schools, and offer your presentations. 

 Of course, you can’t forget about National Orthodontic 
Health Month! It’s your birthday month, so live it up! It is cause 
to celebrate and educate! This should be far more than simply 
tacking up a free poster. Think letters, office activities, games 
and prizes…anything that will draw attention to the benefits of 
a healthy smile and, most importantly, to the benefits of making 
your office a patient’s smile headquarters! This month is a gift 
that will keep on giving if you play your cards right, so 
make this gift work for you! Start planning NOW for your 
Ortho Month celebration activities and events. 

 This is also a great time to remind your patients 
about their flexible spending dollars. Spreading the word now 
about the benefits of flex spending is well worth it. After all, 
if they don’t use ‘em, they’ll lose ‘em; so remind them early 
to use these dollars toward a beautiful new smile through the 
distribution of letters or mailers. Don’t wait until “fall,” lest 
you appear desperate and competing for holiday dollars.

 Choose your charity now and start enrolling your 
professional partners. Do more than simply write a check; put 
some sincere sweat equity into making a difference. Choose a 
charitable organization or event that really means something 

F
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ould you be interested in learning about the 
investment philosophy employed by an Ivy 
League endowment to produce a two-decade 

record of 16.1% per annum returns? I was. Fortunately, 
David F. Swensen has written Unconventional Success: A 
Fundamental Approach to Personal Investment to give us 
an open window into the brilliant strategies he used to pilot 
the endowment at Yale University. As 
Yale’s Chief Investment Officer, David 
Swensen distinguished himself as one 
of the truly great investment managers 
of our time. Even better is the discovery 
that the core doctrines advocated by 
Swensen and the core asset classes upon 
which he relied are within the grasp of 
the individual investor today. Swensen 
states that his goal with his book is 
“to describe the blueprint of a well-
diversified, equity-oriented, passively managed portfolio,” 
and he outlines his suggestions as to how to best implement 
this “sensible investment framework for individuals.”

 The first principle of Swensen’s blueprint is the 
superiority of equity ownership for long-term investment 
programs. Financial theory is validated by historical evidence 
showing that equity market returns have been greater than 
the returns of less risky financial assets over long periods of 
time. He cites well-known studies by Ibbotson and by Siegel 
showing actual long-term market returns from large company 
U.S. stocks well in excess of returns from U.S. government 
bonds. In short, investors have been rewarded in the long run 
by exposure to equity securities.

 The second principle of Swensen’s blueprint for 
a successful asset allocation involves diversification using 
six core asset classes. Specifically, portfolios should be 

constructed using domestic 
equities, foreign developed 
market equities, foreign 
emerging market equities, 
real estate, conventional 
domestic fixed income, 
and inflation-indexed 
securities. There are three 
critical characteristics of 

the six core asset classes. They are distinct from each other, and 
thereby are not correlated. They rely upon market-generated 
passive returns – not active management. They represent very 
broad, deep, and liquid investable markets.

W  A proper asset allocation must employ broad asset 
classes that behave differently in order to be well diversified 
and need not look to prescient stock selection to produce 
satisfactory returns. Swensen provides ample evidence to prove 
that active management consistently fails to beat the passive 
benchmarks. The burden of high management fees, transactions 
costs, operating expenses, and taxes is usually too great for the 
active manager to overcome. Therefore, most actively managed 
funds trail their relevant benchmarks over time. According 
to Morningstar, over the ten year period ending 12/31/07, 
after fees and taxes, 72% of Large Cap Core mutual funds 
underperformed the S&P 500. For Mid-Cap Core mutual funds, 
90% underperformed their benchmark. Swensen sites academic 
research studies that show a pre-tax underperformance rate for 
actively managed mutual funds of 78% to 95% over periods 
of 10 to 20 years. Furthermore, the after-tax failure rate ranges 
from 86% to 96%. After 
laying out in detail all the 
reasons why it is essentially 
impossible for active mutual 
funds to beat their passive 
benchmarks, Swensen 
concludes that individual 
investors should rely on 
low-cost index funds to 
access the core asset classes he recommends. He makes a very 
convincing argument that the for-profit, active management 
mutual fund industry does not do a very good job for investors. 
Since market timing and security selection are not at all likely 
to add value, he urges investors to build rational, stable asset 
allocation portfolios using low-cost, passive index funds.

 The third principle of Swensen’s blueprint is tax 
sensitivity. In short – taxes matter, and investors must consider 
the tax implications of various portfolio structuring alternatives. 
Within retirement accounts, tax questions are usually not part 
of the equation. However, for taxable investment accounts it is 
very important that tax questions be considered. For example, 
deferral of capital gains taxes by holding equities long-term is a 
valuable tactic.

 One very important element in Swensen’s approach 
is rebalancing. Portfolio management involves adherence to a 
stated investment policy that specifies a target asset allocation. 
Since the various asset categories will have different return 
dynamics, the actual allocation will drift away from the policy 
targets over time. The rational response to this is to rebalance 
the portfolio in order to return to the pre-ordained target 

Tom E. Cartee, Jr.,Vice President of Sheets Smith Wealth Management
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Any tax advice contained in this publication, including any attachments, was not written or intended to be used, and cannot be used, 
for the purpose of avoiding tax-related penalties or promoting, marketing or recommending to another party any tax-related matter 
addressed herein. This publication is not intended to render authoritative legal or accounting advice.  If legal or accounting advice 
or other expert assistance is required, the services of a competent professional should be sought.



by investing back in it.  The current economic environment can 
open your awareness to the fact that it is a great time to make 
your move!

 Content written for an e-newsletter is quite different 
than that of a printed newsletter. As a rule of thumb, give 
readers something small enough to understand and remember. 
This can be accomplished by writing ‘nuggets’ or short and 
simple informative summaries with links to the full article. The 
reader can then click on specific items of interest to read the 
entire article. Overbearing the reader by providing too much 
information should be avoided within an e-newsletter.  Keep 
the information useful, interesting and practical for your readers 
to enjoy, without any overwhelming technical information. The 
e-newsletter will serve as a voice of the practice, and it is 
acceptable to use conversational language if such approach best 
conveys the practice’s image. 

 In order to compile an e-mail mailing list, simply go 
through your patient records and pull their e-mail address. If 
e-mail addresses have not been included as part of the patient’s 
record, simply ask for it during their next visit. The e-newsletter 
hosting sites provide an easy-to-use format to enter and manage 
the list of contact addresses. 

 Once the internet mailing list and e-newsletter have 
become established, the practice will have a new marketing 
and communication outlet.  Create a schedule for when the 
e-newsletter will be sent and stick with it. Start small and 
increase the frequency of the e-newsletter if you are inclined. 
After a few e-newsletters are created, the process will become 
almost effortless. As time and skill level progresses, consider 
sending out other internet communications through your 
e-newsletter host website. Items such as appointment reminders, 
holiday greetings, birthday wishes and important practice news 
can be sent as needed.  Keep in mind, for your reader’s sake, that 
all electronic communication should be simple, informative and 
appealing. Sit back, relax and let your computer do the talking 
for improved communication with your patients.
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The Trend of Electronic Newsletters

Uniforms: Not all practices provide uniforms or offer laundry 
services for uniforms to its employees; however, of the 25 
practices within this sample, the average uniform expense is a 
relatively minimal expenditure at only 0.2% of net collections. 
If a uniform allowance is given or the practice offers laundry 
services for uniforms, the cost is included in this category. 
A doctor’s personal laundry and dry cleaning expenses are 
excluded in calculating the uniform percentage. 

Continuing Education, Meetings: All expenses related to 
continuing education for staff are included in this category, 
and the average for the practices reviewed was 0.5% of 
net collections. Some examples of meetings and education 
include CPR training, expenses for state, regional or national 
meetings and other items of this nature. 

Health, Life & Disability Insurance: If the practice offers 
health, life or disability insurance benefits to its staff, the 
money spent on these policies is included in this category. 
The average for the orthodontic practices reviewed was 
1.0 % of net collections, however this expense category varies 
significantly from practice to practice.  Many practices do 
not offer health insurance coverage due to ever-increasing 

insurance premiums, while others offer health coverage to 
attract quality employees or in lieu of higher hourly wages. This 
expense category for the practice in the sample varied from 0% 
to 2.8% of net collections. 
Health, life and disability 
insurance premiums 
attributed to the owner/
doctor are not included 
in this expense; instead, 
they are distinguished 
as compensation to the 
doctor.

Pension, Profit Sharing: Any retirement benefit given to 
the staff is reflected in this category, with the average for the 
practices reviewed equaling 0.9% of net collections. Similar 
to health insurance benefits, the amount of retirement benefits 
offered to employees varies greatly. Some practices offer no 
retirement benefits, while others contribute significant amounts 
of money to the staff’s retirement plans. In this sample of 25 
practices, the practice with the most generous retirement and 
profit sharing plans contributed 3.2% of net collections for the 
benefit of the staff.

“Practices that have 
a large number of 
aligner cases will 

generally recognize 
noticeably higher 

lab fees."

Laura Overcash, Director of Marketing at Bentson Clark & Copple, LLC
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t was nice to see so many of our friends at the AAO Annual 
Session in Denver; we enjoyed the opportunity to spend 
time with each of you.  We will be attending the Graduate 

Orthodontic Resident Program (GORP) at the beginning 
of August in Ann Arbor.  If you are talking with a resident 
about your practice or want to talk with us about identifying 
a candidate, please call our office. Bentson Clark & Copple, 
LLC is also participating in the 1st Annual Dolphin Graduating 
Resident Seminar on November 1st in St. Louis where we will 
be sharing a full day with residents from across the country. 
We will be presenting with Paul Zuelke at this event.  Finally, 
Bentson Clark & Copple, LLC will be presenting at the AAO 
Transition Conference scheduled for May 1st, 2009 in Boston.  
This full day seminar will be held the Friday before the AAO 
Annual Session begins, and we will be sharing the stage with 
three other panelists on the subject of transition. We hope you 
will register for this event if a practice transition is in the near 
term horizon for you.

 You may have noticed that we have added to our 
company name as Doug Copple’s full partnership now 
makes us Bentson Clark & Copple, LLC.  Doug’s partnership 
is a reflection of his many years of service with us and his 
outstanding work and service to our clients. Doug is a CPA and 
CVA; he is a pleasure to work alongside and makes us better in 
every way.

 You may also notice that there is an insert in this 
newsletter.  The Bentson Clark reSource has been published 
at no charge for the past few years. Our intent has always 
been to provide content-rich, data-driven information to the 
professionals within the orthodontic industry that is useful in all 
stages of their practice life.  Each issue features an article from a 
leading practice consultant; we can verify that practices that use 
consultants statistically run more efficiently and value higher 
than practices that do not. The feedback we have received over 
the years reveals that many orthodontists place a high value 
in the content we have been delivering in the reSource.  It 
seems all costs are going up (paper, printing, and postage have 
certainly increased); and, while some have offered, we did not 
want to incorporate advertisements in our newsletter. Thus, the 
insert included in this newsletter is your invitation to subscribe.    
In addition to all future issues, each subscriber will receive a 
CD with all past issues so you can go back and catch up or 
review any topic.  I hope you will take a moment to send in your 
subscription request today to ensure the reSource will continue 
to be delivered to you each quarter. Don’t miss out on the future 
issues by subscribing today! 

  Chris B. Bentson
  President, Bentson Clark & Copple, LLC

I

 While you are looking at the office and its condition, 
evaluate your current location, parking and visibility. Can the 
demographics of growth and change enhance the future growth 
of the practice? How will this impact the value of the practice 
for future transitions? Evaluate these possible challenges using 
local recourses as well as specialized consultants. Listen to 
your own dialog! 

 Most importantly, dynamically stay in the game! Think 
positively for the future, not just for the moment.  Your office 
is the Golden Goose for many of you. Grow your investment 

Joyce Matlack, A.S.I.D., is Principal, Managing Director of Matlack-
Van Every Design, Inc., specializing in creative orthodontic and dental 
office design, with over 500 innovative projects in the United States 
and internationally. Prior to receiving her degree in interior design, 
she was a dental hygienist and gained valuable experience in dental 
care. Her background gives her an understanding of office procedures, 
patient flow, working and operating conditions, and the philosophy 
behind proper patient care. For more information visit www.matlack-
vaneverydesign.com or contact Joyce via phone at (831) 429-5200. 

echnology is one simple word, one complicated 
concept, and it is constantly shaping our lives. 
Thanks to the wonders of technology, many medical 

advances have been made, the world is a safer place, and we 
have become a more time efficient society. Are you using the 
available technology to enhance the contact you have with your 
patients?  Some doctors and staff feel that they are not savvy 
enough to use the computer programs effectively to reach their 
patients.  With the number of how-to guides on the market and 
information available on the internet, computer programs are 
easier to use than ever before. 

 The best way to use technology to your advantage is 
to develop an e-newsletter for your patients. At first this can 
seem like a daunting task, but in reality it is much easier than 
it seems. Most individuals find that producing and writing 
content for the e-newsletter is the most difficult part of the 
creative task. Brainstorm what issues and topics are important 
to your patients and use those ideas in creating content.

 There are many internet companies that specialize in 
e-newsletter hosting at highly competitive prices.  These sites 
are simple to use and provide a wide variety of pre-designed 
templates that can easily be modified with your information. 
The hosting companies provide free, easy-to-use tutorials to 
learn how to use the programs in minutes and often provide 
free one-on-one customer service for any questions that may 
arise. No technical skills or past experience is necessary 
because these programs are designed with the user in mind. The 
templates provided allow you to simply click and enter your 
information into the pre-designed user fields in just minutes.  
These programs have tracking ability, allowing you to monitor 
who has opened the message, to see the links that have been 
clicked or to see if the e-newsletter was forwarded to a friend, 
providing immediate results.  

 E-newsletters are a growing trend with no end in 
sight. Their popularity is caused partly because they are simple 
and inexpensive to produce.  It is easy to add images to your 
e-newsletter or photographs taken with a digital camera.

T

Laura Overcash is Director of Marketing at Bentson Clark & Copple, 
LLC. She graduated from Appalachian State University where she 
recieved her Bachelor’s Degree in Advertising. Laura can be reached 
via e-mail at laura@bentsonclark.com.



efforts. Swensen states that investors should seek to minimize 
fees and expenses and avoid strategies that rely on picking hot 
stocks and guessing the direction of short-term market moves.

 I believe that investors would benefit by following 
Swensen’s principles of portfolio management. An asset 
allocation should have an equity orientation and also be broadly 
diversified and sensitive to tax consequences. The allocation 
should use the six core asset classes and be comprised of passive 
index funds. The policy targets for the allocation should be 
maintained by periodic rebalancing. This rational, disciplined 
approach provides a blueprint for unconventional success. 
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Practice Overhead: Staff & Supply Expense
Chris Bentson, President of Bentson Clark & Copple, LLC

n the 2nd quarter edition of the Bentson Clark reSource, we performed a high level 
review of practice overhead from 25 valuations that were completed in 2007. The 
article categorized adjusted practice overhead into four primary categories: staff 

expenses (averaging 22.8% of net collections), orthodontic supply expenses (averaging 
9.6%), business management expenses (averaging 9.9%), and occupancy expenses 
(averaging 8.6%). When all categories were combined, the average adjusted practice 
overhead was 50.9% of net collections. Of course, these averages are discretionary; 
personal and other non-operating expenses have been removed. 

 This article will break down the first two categories, staff expense and 
orthodontic expense, into different subcategories. A sample section of an income 
statement is shown below, with averages from the sample data given in percent of net 
collections for the line items in each category. This article will discuss each category 
and common adjustments that may be deducted from various line items to eliminate 
discretionary expenses and arrive at a net adjusted overhead rate.

Total Staff Expense: The average 
staff expense for the 25 practices 
reviewed equaled 22.8% of net 
collections. Generally, staff expenses 
can be broken down into seven 
separate categories:

Salaries & Wages: The average
salaries and wages for the 25 
practices analyzed were 18.7% of 
net collections. This number includes 
salaries and wages for all necessary 
employees who work within the 
practice, front office and clinical 
staff members, including  fair market 

wages of family members who provide essential services to the practice. Generally, 
wages for associates or independent contractors who provide orthodontic services to 
the practice’s patients are excluded from this category during the valuation process. It 
is important to note that certain geographic areas of the country require higher wage 
scales than others due to cost of living, education/licensing requirements and employee 
availability. Certain states require specific licenses or certifications for clinical 
employees who treat patients. Orthodontic practices located within these specific states 
will often have higher than average salaries and wages.

Payroll Taxes: The average payroll tax for the practices in this sample was 1.4% of net 
collections (federal payroll tax rates are 7.5% of taxable staff wages). This percentage 
represents total payroll taxes for all practice employees, excluding all payroll taxes 
for the owner and non-owner doctors and non-essential employees (family members). 
Payroll taxes for any clinical doctor salaries are not considered overhead but rather part 
of doctor compensation.  Payroll taxes for non-essential employees (family members) 
are discretionary and not part of the true practice overhead.
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Book Review: Investment Philosophy of David Swensen

Practice Expenses Average
Salaries & Wages 18.7%
Payroll Taxes 1.4%
Uniforms 0.2%
Continuing Education, Meetings 0.5%
Health, Life & Disability Insurance 1.0%
Pension, Profit Sharing 0.9%
Other Staff Expenses 0.1%
       Total Staff Expense 22.8%
Orthodontic Supplies 7.7%
Lab Expense 1.9%
       Total Orthodontic Supply Expense 9.6%

allocation. Rebalancing is supremely rational and invariably 
contrarian. By definition, the rebalancing investor must sell a 
portion of those assets that have relatively outperformed and 
purchase additional exposure to 
those assets that have relatively 
underperformed. The discipline 
of periodic rebalancing forces the 
portfolio manager to “sell what’s 
hot and buy what’s not.”

 Swensen considers his overall investment approach 
unconventional and contrarian because it runs counter to the 
standard fare pushed by Wall Street and most mutual fund 
companies. In fact, Swensen provides numerous examples of 
the financial services industry’s doing harm and disservice to 
individual investors. In addition to the erosion of high fees 
and expenses, investors may also suffer underperformance 
via poor securities selection and/or unlucky market timing 

Continued from page 6

Tom E. Cartee, Jr., is Vice President of Sheets Smith Wealth 
Management. The firm provides comprehensive professional services 
to individuals and families having substantial assets and/or income. The 
firm is investment-oriented and offers portfolio management, financial 
modeling, retirement planning, cash flow and investment analysis. He 
can be contacted at (336) 765-2020 or tcartee@sheetssmith.com.

"Investors 
should seek to 
minimize fees 
and expenses."
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Considering Selling Your Practice or Adding a Partner?
Call today and request Bentson Clark & Copple's Transition Planning Guide!
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