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DISCLAIMER: This article of 

ours is targeted at small to 

medium level dental practitioners 

and new practitioners who deal in 

a limited level OPD and have small 

to medium sized premises. No 

disrespect, whatsoever to those 

who are having big spacious 

interiors, jam packed OPD’s and 

big numbers (financial) associated 

with their name. We would like to 

re-iterate here that the 

distinguishing factor is the 

number of patients and size of 

practice and not the skill set of 

any individual which can be highly 

inequitable. The only reason for 

dishing out this disclaimer is that 

highly successful running dental 

clinics won’t find the content of 

the article identifiable and suitable 

for adaptation in their enormous 

practices, but, if willing to, can 

read on and send your feedback at 

email id, drbhavdeep@gmail.com 

or call/Whatsapp at 9876193039. 
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ABSTRACT 

The pricing you charge for your 

clinical services is one of the most 

important technical decisions you 

will ever make in your practice. 

The first thing we have to 

remember is that we are not 

shopkeepers who sell products or 

in our case, dental materials. We 

have seen many fellow colleagues 

arguing with patients and vice 

versa too, about materials being 

expensive as the reason for the 

high cost of dental treatment and 

a few even going to the extent of 

explaining the patient about the 

break-up of treatment charges 

making the materials appear 

inflationary and being responsible 

for 80% of the cost of the job or 

process, they finished. We would 

say that is a wrong approach to 

sell your self. Please remember, 

the bottom line is that we sell our 

skill via our services and not our 

dental materials which we use in 

our clinical practice. No matter 

what type of services you sell 

(technical or non-technical) 

depending upon urban or rural set 

up; the price you charge your 

patients will have a direct effect on 

the success of your clinical 

practice. The above mentioned 

technical (skilful) or non-technical 

(routine) in our language means 

skilful services like implantology, 

surgeries viz. apicoectomy, 

impactions etc., rotary 

endodontics or routine services 

like a restoration (filling), normal 

extractions, prophylaxis (scaling 

and polishing). We don’t want to 

hurt or demean any of the above 

mentioned services by categorizing 

them into technical or non-

technical, it’s just a simple 

classification to distinguish the 

more tedious and the less tedious 

ones. Apologies if any one felt hurt 

by the same.   

 
REVIEW 

For pricing and charging in clinic, 

it is sometimes really easy to get 

caught up in the internal 

perceptions of the market. We have 

to look for external market 

influences and how they might 

affect your practice and the 

competition. Consider the political, 

economic, social and technical 

issues surrounding your patients 
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including regulatory requirements.  

Are political conditions and 

economic factors like inflation a 

major concern to your patients?

  

 

(Image Courtesy: Google) 

All of the above usually boils down 

to one line 

Charge your worth or you slowly 

become worthy of what you 

charge 

The first question that pops up is 

how we increase our self-worth so 

that we can charge more for our 

services?  

This is a question asked by a lot of 

my (First Author) 

lecture/workshop participants that 

I (First Author) conduct all over 

India. This is something that 

affects everyone and what you get 

paid plays far too much of a role in 

our modern day society. 

How do we elevate our sense of 

worthiness such that we feel like 

we can charge more so as to feel 

justified and have a sense of 

certainty in what we are charging?  

This is just to make sure that what 

we are offering is worth what we 

are charging or does it need more, 

either way. 

If we want to be remunerated for 

what we are worth, we do need to 

have a level of certainty and 

confidence in what we are offering 

and there are quite a few 

components in there.  
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1. The need to have a sense of 

self-belief in ourselves.  

2. The need to have a degree of 

confidence in what we are 

offering.  

3. The need to have a level of 

competency to back that up.  

 
Fundamentally, our sense of 

worthiness is just a concept that is 

made up and in some industries, it 

is also called as an imposter 

syndrome with a feeling that like 

an imposter, we are getting paid or 

valued well and truly above, what 

our genuine competency is. We all 

know inside what the truth is – 

well, at least most of the times and 

it oscillates between the feeling like 

we are out of our depth and that 

we are definitely getting overpaid 

versus we are being underpaid and 

are being undervalued. There is 

always going to be an 

incongruence there because we 

know intellectually that we have 

the skills, competency, knowledge 

and experience and sometimes, 

those are well beyond what we are 

actually being paid, but for some 

reason or the other, we lack a 

sense of certainty or confidence to 

actually demand that we get paid 

our worth and want to ask for a 

pay raise (superior) or enhanced 

charges from our patients, we 

make this raised ‘call’ slowly and 

in a slurred speech for our 

services. Even though we kind of 

know that we are worth more, 

there is still some sort of a tickle in 

our throat, a bit of pause or wee 

bit of hesitancy to really stand 

behind our value. So, we have to 

constantly remind ourselves of the 

value of what we can offer in the 

market place and this is one of the 

most important things that 

determine how much we get paid, 

eventually. The other variables 

contributing to this include 

whether we are aware of our 

worth, whether we appreciate our 

own value and decide what we 

actually end up getting paid or we 

earn.  

 We need to be very aware of 

the impact that we are making 

on someone’s lives.  

 We need to be aware of what 

is the benefit that we are 

providing our patients with? 

Just think of the colleagues doing 

a Zirconia or a Metal free Crown in 

7000 or 8000 INR.  
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What do you think the patient is 

going to do? 

Of course, apart from flaunting it 

in his/her social circles, the value 

of the same will be told as 18000 

or 20000 INR and not what the 

colleague charged actually. 

So, as we said, we have to look at 

the benefits that we provide for an 

individual with our services. 

Remember, we are helping 

someone tap into and access the 

infinite part of themselves by 

transforming their lives via their 

smile and function (chewing) which 

is the most magnificent, creative, 

empowered, beautiful, inspiring 

part of them so that they can live 

their best life ever.  

How do we put a price on that?  

Although, it is very difficult to put 

a price on liberating someone from 

the invisible handcuffs in their 

mind and the invisible hand rags 

that they have got in their life 

preventing them from living the 

most expansive, inspired life ever.  

How do we put a price and then 

equip someone with the tools and 

knowledge to be able to go out and 

live a magnificent life?  

We just can't put a price on it.  

When we say we can't put a price 

on it because it is priceless, special 

and magnificent.  

The patients might be trapped in a 

smile or functional disability that 

they feel like they can't get out of. 

Remember, we have the ability to 

impact someone’s life profoundly 

and on that level, it is priceless, for 

e.g. imagine a farmer whose job is 

to grow crops, made into food (via 

wheat or rice), which sustains 

people's lives, keep them alive. If 

we look at the price of a bag of 

wheat/rice, it might be a few 

hundred rupees. Well, that bag of 

wheat is worth a lot more than 

those few hundred rupees because 

it sustains someone's life and can 

feed a family. Thus, the market 

value that we place on something 

and the rupee value that we charge 

for it is always going to be less 

than the value that it actually 

deserves.  

Why? 

Because, there is market 

equilibrium process in motion and 

a series of market forces that go 

together to determine what people 

eventually end up paying and a 

large percentage of that is to do 

with just their perception of the 

cost of how much they value it. 



Dr. Ahuja Et Al: Pricing & Charging in a Dental Clinic – Part 1 

 

www.wjasr.in  World J Adv Sci Res   Vol. 3 Issue 1 January – February 2020 Pgs. 154 - 186 

 

But the point here is that if you 

truly and deeply reflect on the 

impact that you make on a 

patient's life and if you can 

actually track that, look at the 

trajectory, look at the effect and 

the benefits, it is almost 

immeasurable.  

The ‘charges’ or the ‘worth’ issue is 

quite intriguing as some friends 

and colleagues deliberately lower 

their charges in an endeavour of 

one-upmanship. We will give you a 

few reasons for NOT doing so: 

1. Protect you brand: Your 

brand is more than a logo and 

this is how your ideal patient 

feels about you. You are an 

integral part of your brand 

thanks to the enthusiasm, 

personal flair and individual 

attention you present to each 

of your patients. From your 

identity to your consistency, 

your niche, your reputation 

and your gush-worthiness, 

having a positive brand goes a 

long way to charging what you 

are worth. 

2. Understand Your Numbers: 

There can always be a debate 

about the charge for your 

services (higher or lower), but 

that doesn’t hold any value, if 

you want to charge what you 

are worth. Copying your 

competitors is not the right 

answer. Start by 

understanding the cost of 

each treatment option you 

have; this includes any 

overheads including your 

electricity, rent, assistants’ 

and associate/s’ salary etc. 

and then you mark up your 

costs based on the laws of 

proportion and aggregation. 

Once you understand these 

laws along with your figures & 

numbers, you will have your 

bare minimum cost. From 

there, you can look at setting 

your charges depending upon 

the net profit you want to 

earn. Before you decide upon 

anything, always remember, 

Medicine / Dentistry is a 

prized science. You have 

slogged a lot getting through 

your entrance exam, burnt a 

lot of midnight oil in dental 

college and even struggled, 

thereafter, as you hopped on 

from one job to another before 
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opening up your practice 

which is also an expensive 

proposition since it is more 

like a business where you wait 

for the patients after doing a 

lot of investment. If all the 

above has been as easy as 

falling off a log, you are free to 

lower your charges and do a 

nice charity. Nothing wrong in 

it, unless you have an 

ancestral income flowing 

which will take care of your 

routine monthly expenses in 

this ever demanding and 

inflationary world.  The key is 

to do a nice job while earning 

a decent bread and butter at 

the end of the day which will 

keep the river flowing. Don’t 

ever send a wrong message by 

offering freebies like your 

nearby Kiryana store. You are 

a doctor / dentist, so better 

behave like one. Choose the 

right ways to attract patients 

who love what you do, never 

attract the wrong price 

sensitive buyers (read 

patients) with discounts only. 

3. Make Marketing Decisions 

that thrill: To charge what 

you are worth, you must have 

offerings that are not easy to 

imitate. Marketing starts with 

products and services that 

your patients can’t easily get 

elsewhere. Your patients 

should go gaga over you if you 

want them to pay more for 

you. To do that, you need to 

have offerings that are extra 

special, customized, 

unmatched, interesting or 

even shocking. They need to 

be special enough to make 

someone want to talk about 

them and not just because of 

the price. Instead of searching 

for ways to raise prices, slash 

your costs or become faster 

instead, find the empty place 

for your ideal patient where 

you can add a thrill for them. 

The more customized your 

offerings are, the more 

difficult it will be for anyone to 

copy you and your perceived 

value will continue to rise. We 

believe that you can’t control 

the output i.e. the number of 

patients and the income from 

those patients, but what you 

can definitely control is the 

input i.e. the costs. There are 

two ways to earn; either 
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externally market yourself too 

high, reap rich dividends, pay 

the costs and what you are 

left with is the profit (which 

may be occasionally very high) 

or the other way, where you 

internally market yourself, 

control the costs and though 

with limited income, you can 

still end up with a higher 

profit. The former is a double 

edged sword where you spend 

too high with a risk of all 

investment being wasted 

sometimes albeit also with a 

chance of yielding very high 

profits, whilst the latter poses 

a lesser risk of your 

investment going down the 

drain while still earning a 

reasonable profit. The choice 

is yours, whichever way you 

choose. We also believe that 

drawing a line of satisfaction 

over your drawings sometimes 

gives you a sound sleep in the 

night rather than spending 

the night dreaming and 

aiming at certain targets, well 

beyond your reach. We are in 

no way telling you to stop 

dreaming or stop chasing 

them either. What we mean by 

the same is that ultimately, it 

is the peace of mind that 

matters at the end of the day.  

4. Promote Differently: 

Promotion is what you do to 

tell people about your 

offerings and it goes beyond 

paid advertising. For the most 

part, dentists should steer 

clear of traditional advertising 

and focus not on reaching the 

masses, but instead reaching 

the right people (or the target 

group) who may be drawn to 

what you do. Ideas for 

promotion include giving a 

presentation or educational 

session that highlights your 

expert status, working with 

charities or organizations like 

Red Cross, Lions, Rotary etc. 

to help elevate their cause 

while attracting new patients 

to your practice and 

developing a promotional 

piece that makes your ideal 

patient gush about you to 

their friends. Remember do 

the above (read: camps etc.) 

as a part of your CSR 

(Corporate Social 

Responsibility) and not as a 



Dr. Ahuja Et Al: Pricing & Charging in a Dental Clinic – Part 1 

 

www.wjasr.in  World J Adv Sci Res   Vol. 3 Issue 1 January – February 2020 Pgs. 154 - 186 

 

turnover or conversion rate 

vis-à-vis your clinic OPD. 

5. Sell Better: Dentistry isn’t 

about schmoozing, high 

pressure or manipulation so if 

that is what you are doing, 

this may be where you are 

going wrong. In dentistry, 

there is high engagement 

between you and your 

patients. You need to build a 

rapport, get to know your 

patients and spend time 

educating them. Your first 

thought should be ‘What 

problem do they have?’ ‘How 

can I help them?’ The process 

should be relationship based 

and the service and 

experience should continue 

after the transaction. Instead 

of just giving them a smooth 

talk, you should search for 

solutions that will absolutely, 

positively satisfy their needs 

and bring them joy. 

 

Image Courtesy - Google 

Now the most trivial question 

that props up is how to charge 

what you are worth.  

     

     

Setting a price that is too high or 

too low will at best limit your own 

expansion and growth plans. At 

worst, it could cause serious 

problems for your sales and cash 
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flow. If the pricing for your services 

doesn't cover all your costs, your 

cash collection will be cumulatively 

negative, you will exhaust your 

financial resources and your 

clinical practice will ultimately fail. 

Established clinics can improve 

their profitability through regular 

pricing reviews. Though pricing 

strategies can be very complex 

sometimes, the basic rules of 

pricing are pretty much 

straightforward: 

 

(Image Courtesy: Google) 

1. All pricing of your clinical 

services should minimum 

cover all costs and profits. 

2. The most effective way to 

lower your costs is to lower 

your expenses because you 

can’t control the output, but 

you can definitely control the 

input. 

3. You have to keep reviewing 

the prices frequently to assure 

that they reflect the dynamics 

of cost and fulfill the primary 

aim of any business; to see a 

flourishing of achieving profit 

objectives. 

4. Prices must be established to 

ensure proper sales and 

productivity. 
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If you are starting a new set up of 

clinical practice, carefully consider 

your pricing strategy before you 

start and don’t just stoop to the 

worldly pressures of keeping prices 

ultra-low to kill competition. We 

are not sure about the 

competition, but you can surely 

kill yourself with such a timid 

approach. Before setting the 

pricing in your clinic, you have to 

know the costs of running your 

clinical practice. To determine how 

much it costs to run your clinic, 

kindly do include rental, any 

property or equipment lease, cost 

of EMI or loan repayment, cost of 

inventory, cost of materials, any 

financing costs from parents or 

any other, salaries and wages etc. 

Never forget to add the costs of 

markdowns (discounts), shortages, 

damaged, expired or wasted 

materials, cost of small utilities 

and your desired profits (of course, 

decent ones) to your list of 

operating expenses. When setting 

your prices, you must make sure 

that the price and sales levels you 

set, will allow your clinic to be 

profitable from day one. You must 

also take note of where your 

services stand when compared 

with your competition (not 

necessarily comparing with an 

established one). The single most 

important RULE is to ALWAYS add 

profit in your calculation of costs. 

Treat profit as a fixed cost, like a 

loan payment EMI or 

salary/wages, since none of us is 

in the clinical practice to just 

break even in the final financial 

analysis. One thing you need to 

remember is that, we don’t have to 

recover our COSTS, but recover 

our VALUE (skill and worth) as 

well. 

 

 

 

 

 

(Image Courtesy: Google) 
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Knowing the difference between 

cost and value can always increase 

your profitability: 

1. the cost of your service is the 

amount you spend to produce 

it 

2. the price is your financial 

reward for providing the 

service 

3. the value is what your patient 

believes the product or service 

is worth to them 

But then having said that above, 

please always remember, that 

patient has come to you for teeth 

and your service and not for the 

cost of your materials. For e.g. as 

they say, you go to a restaurant to 

eat food and if you just order for 

one chapaati (Indian bread), they 

won’t include the grams of wheat 

or flour or water or the time and 

energy to knead the same and then 

the cost of flame or heating used in 

that one chapaati because if they 

will start doing that, that one 

chapaati which is roughly priced @ 

Rs. 10 in a normal restaurant will 

have a landing cost of Rs. 100 with 

profits. So in certain costing, you 

don’t have to take the literal cost 

especially small targeted work. The 

above example is to make sure 

when we don’t start adding the 

costs of small trivial things in 

small jobs done in our practice. 

     

 Now imagine a scenario, for 

e.g. a plumber, the cost for a 

plumber to fix a burst pipe at a 

customer's home may be Rs. 150 

for visit costs, materials costing 

Rs. 200 and labour at Rs. 150 (the 

labour should include his profits 

also). However, the value of the 

service to the customer who may 

be having water leakage all over 

his house is far greater than the 

Rs. 500 cost, so the plumber may 

decide to charge a total of Rs. 1000 

and the customer will also be 

happily ready and willing to pay 

that cost to minimize the damage 

at the earliest. The above example 

is to exemplify that you can add 

even a double profit to a few jobs 

in clinic and not necessarily add 

fixed percentage in every job 

proportionately as will be clear in a 

canopy generator example we are 

going to give below. Hence, the 

pricing should be in line with the 

value of the benefits that your 

clinic or business provides to its 

patients, while also bearing in 



Dr. Ahuja Et Al: Pricing & Charging in a Dental Clinic – Part 1 

 

www.wjasr.in  World J Adv Sci Res   Vol. 3 Issue 1 January – February 2020 Pgs. 154 - 186 

 

mind, the prices prevalent in the 

market or saying in crude 

language, what your neighbouring 

competitors charge. Sometimes, 

pricing decisions require time and 

market research and they also vary 

from one clinical set up to another 

because of fixed and variable costs, 

but unfortunately, the strategy of 

many dentists is to set prices once 

and then "hope for the best." 

However, such a back footed policy 

risks profits that are elusive or not 

as high as they could be. 

To maximize your profitability, we 

have to find out: 

1. what benefits our patients 

gain from using our services 

2. the criterion our patients 

used for selecting us in their 

decisions – for e.g., word of 

mouth referral, convenience or 

reliability 

3. what value our patients place 

on receiving the benefits we 

provide 

4. Wherever possible (intricate 

procedures), set prices that 

reflect the value you provide – 

not just the cost. 

 

(Image Courtesy: Google) 

Pricing decisions once made must 

be reviewed as and when the need 

arises, so if one may ask, when is 

the right time to review the prices?  
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You may do so if: 

1. You introduce a new product 

or a service; 

2. Your costs change due to any 

reason; 

3. You decide to enter a new 

competitive market zone; 

4. The general prevalent pricings 

in market change; 

5. The economy experiences 

either inflation or recession; 

6. Your sales strategy changes; 

or 

7. Your patients are getting more 

value for money because of 

your unique services. 

Pricing Basics 

Every clinical practice needs to 

cover its costs in order to make a 

reasonable profit. Working out 

your costs accurately is an 

essential part of working out your 

pricing. To price your services, you 

need to get familiar with the 

pricing structures, especially the 

difference between margin and 

markup (discount). When you set a 

price, it must be higher than the 

variable cost of providing your 

services. Each sale will then make 

a contribution towards covering 

your fixed costs and making 

profits. As mentioned earlier, every 

service must be priced to cover its 

fixed costs, a proportionate share 

of overhead (fixed and variable 

operating expenses) and a more 

than decent profit. Factors such as 

high overhead expenses 

(particularly when renting in a 

prime location or main market or a 

shopping center), other factors like 

change in expenses due to change 

in market scenario or rise in costs 

or employee status will all affect 

the final pricing. 

Overhead Expenses 

Overhead expenses refer to all 

non-labor expenses required to 

operate your clinical practice. 

These expenses are either fixed or 

variable: 

 Fixed Expenses: No matter 

what the volume of sales in 

clinic is, these costs have to 

be met every month. Fixed 

expenses include rent 

payments, depreciation on 

fixed assets (like clinic 

equipment and furniture), 

salaries and wages, 

corporation licenses, bio-
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medical waste authority 

payments, electricity bills 

(these can be considered 

variable depending upon AC 

usage in summers vs. no 

usage in winters, but some 

portion is surely the fixed cost 

or a monthly commitment, 

you can say), water and 

sewerage bills, telephone bills, 

house tax, property tax, other 

liabilities, utilities, association 

membership dues, 

subscriptions, accounting 

costs and other misc. costs. 

These expenses do not 

change, regardless of whether 

a clinic's cash collection goes 

up or down. 

 

 Variable Expenses: Most so-

called variable expenses are 

really semi-variable expenses 

that fluctuate from month to 

month in relation to sales and 

other factors, such as 

advertising and promotions, 

electricity bills, water and 

sewerage bills, telephone bills 

(as mentioned above, some 

portion of the same is fixed 

and some variable depending 

upon seasonal variation w.r.t. 

usage), house tax, property 

tax, increased demand and 

need for more dental materials 

in NRI season and increased 

rates deliberately by vendors 

sometimes in the garb of 

backend price raise by 

companies, which usually is a 

cover up to black market the 

same. When estimating 

variable expenses, use an 

average figure based on an 

estimate of the yearly total. 
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(Image Courtesy: Google) 

We will simplify it for you guys by 

quoting an e.g. here. A Generator 

dealer agency has variable costs of 

Rs. 2,00,000 per Canopy 

Generator (silent version) sold and 

total fixed costs of Rs. 10,00,000 a 

month (showroom maintenance 

and salaries/wages and bills etc.) 

that must be covered. If the 

company sells 100 generators each 

month, it needs a contribution 

towards the fixed costs of at least 

Rs. 10,000 per generator (Rs. 

10,00,000 divided by 100) to avoid 

making a loss. Using this 

structure, you can assess the 

consequences of setting different 

price levels: 

1. If the generator dealership 

sells generators at less than 

Rs. 2,00,000 (the variable cost 

per generator), it makes a loss 

on each generators it sells and 

does not cover any of its fixed 

costs or even the variable 

costs. 

2. Selling 100 generators at Rs. 

2,00,000 means a loss of Rs. 

10,00,000 per month as none 

of the fixed costs are covered 

(however the variable costs are 

covered). 

3. Selling generators at Rs. 

2,10,000 results in breaking 

even, assuming the target 100 

generators are sold (100 

contributions of Rs. 10,000 

per generator = Rs. 10,00,000, 

i.e. the fixed costs). 

4. Selling generators at Rs. 

2,20,000 results in a profit, 

assuming 100 generators are 
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sold (100 contributions of Rs. 

20,000 = Rs. 20,00,000, i.e. 

Rs. 10,00,000 profit over the 

fixed costs). 

5. If more or fewer than 100 

generators are sold, profits are 

correspondingly higher or 

lower at this pricing. 

As told in the plumber example 

and what the above example also 

tells you are that, the Generator 

Company is looking to compensate 

its fixed costs by selling the prime 

product or the flagship product 

(Canopy Generator). It is not going 

to add that desired percentage of 

recovering fixed costs to its 

products of smaller revenue like 

engine oil or spare parts etc. 

Similarly, we should pick and 

choose the prime services 

(expensive) which we sell the most, 

are highly priced which should 

compensate our fixed costs rather 

than adding small percentage in 

every small little job we do. 

 
Different Pricing Tactics & 

Underlying Patient (Consumer) 

Psychology 

Pricing is a phenomenon 

accomplished with the goal of 

keeping our professional income 

running and our ‘business’ of 

dentistry afloat. The underlying 

patient (consumer) psychology has 

to be correctly understood which 

usually underpins the failure and 

success of any business strategy. 

The sooner we start viewing our 

services as a business dealing with 

patient (consumer) satisfaction, 

the sooner we shall start staying in 

the green zone rather than the red 

zone which demarcates 

profitability and loss. Pricing of 

services is the way which brings 

about revenue and we should be 

familiar with all the methods 

before we choose the right one for 

our clinical set up. The below given 

pricing tactics followed all over the 

world are for your knowledge as 

they are established methods used 

all around for marketing to attract 

more clients to reap rich dividends 

and maximize profits. Prices are 

generally established in many 

ways mentioned below but 

precisely the first four below 

written ways are followed by most 

of us but we know quite a few 

dentists who are fond of a few of 

the other methods and employ the 

same sometimes to ward off 



Dr. Ahuja Et Al: Pricing & Charging in a Dental Clinic – Part 1 

 

www.wjasr.in  World J Adv Sci Res   Vol. 3 Issue 1 January – February 2020 Pgs. 154 - 186 

 

competition; however, a word of 

caution, in our field, there is a very 

thin line between ethical and 

unethical, especially in this 

regard, so be sure never to cross 

that line.   

 

(Image Courtesy: Google) 

1. Cost-Plus Pricing: Many 

clinics use a cost-plus pricing 

method. The key to being 

successful with this method is 

making sure that the "plus" 

figure (profit) not only covers 

all overheads but generates 

the percentage of profit you 

require as well. If your 

overhead figure is not 

accurate, you may risk profits 

that may be too low and are 

further bound to suffer, if the 

patient turn-out is low.  

 

(Image Courtesy: Google) 
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2. Demand Pricing: Demand 

pricing is determined by the 

optimum combination of 

volume and profit. Products 

usually sold through different 

sources at different prices – 

retailers, discount chains, 

wholesalers or direct mail 

marketers are examples of 

goods whose price is 

determined by demand. In our 

case, an optimum example 

would be bulk purchasing of 

dental materials (usually most 

used materials and not the 

whole stuff) at Expodent 

Delhi, Mumbai, Kolkata, 

Bengaluru, Zirakpur etc. 

depending upon the place 

closest to us. The bulk buying 

usually offsets the price raise 

and variations (usually uphill 

only) for the whole year, 

decreases the dependence on 

dental dealers through out the 

year and also, no change on 

fluctuation of dollar prices on 

dental materials. In this case, 

we act like a wholesaler who 

usually buys greater 

quantities than a retailer, 

which results in purchasing at 

a lower unit price. The 

wholesaler then profits from a 

greater volume of sales of a 

product priced lower than that 

of the retailer. We have lower 

costs as we have purchased at 

a lower cost and can stock 

and sell as and when we want. 

Demand pricing, however, is 

difficult to master because for 

this the demand estimation of 

materials used has to be 

perfect otherwise we have in a 

way blocked our finances 

which could have earned a 

rate of interest and also 

carried the risk of expiry of 

the materials bought along 

with the cost of storage (space 

wise and commodity wise). 

The expiry aspect is usually 

taken care of as at the 

Exhibitions like Expodent, we 

usually get fresh stock and 

long expiry dates, but even 

then, we have to and must 

correctly calculate beforehand 

what our most used materials 

are and how many units we 

require in whole year for the 

same. 

3. Competitive Pricing: 

Competitive pricing is 

generally used when there is 
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an established market price 

for a particular product or 

service. If the average market 

price for a restoration is Rs. 

1000, which is what you 

should charge. Keeping the 

same at Rs. 900 won’t fetch 

you many patients and if you 

think that way, you are badly 

and sadly mistaken. 

Competitive pricing is used 

most often within markets 

with similar services and 

service providers and those 

that are difficult to 

differentiate from another. In 

an otherwise market scenario, 

if there is a major market 

player, commonly referred to 

as the market leader that 

premise will often set the price 

that other, smaller ones 

within that same market will 

be compelled to follow or keep 

lower than that. To use 

competitive pricing effectively, 

we have to know the prevalent 

market prices and then 

figuring out our optimum 

price and decide; based on 

direct comparison, whether we 

can defend those prices (high 

or low) we have set. If we wish 

to charge more than our 

neighbours or the prevalent 

average market price, we 

should be able to differentiate 

to be able to make a case for a 

higher price, such as 

providing better services etc. 

Before making a final 

commitment to your prices, 

make sure you know the level 

of price awareness within the 

market. If you use competitive 

pricing to set the fees for a 

particular service, be aware 

that unlike a situation in 

which several service 

providers are providing the 

same but the services vary 

widely from one clinic to 

another. Hence, you can 

charge bigger remuneration 

for a superior service and still 

be considered much 

competitive within your 

market. 

4. Markup Pricing: This pricing 

is avoided in our field, but 

there are certain market 

scenarios where both patients 

are used to bargaining and 

dentists also resort to 

providing discounts willfully. 

A markup (discount) is 
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calculated by adding a set 

amount to the cost of a 

particular service or a 

product, which results in the 

price charged to the customer 

(in our case, patient). For 

example, if you want to keep 

the cost of a particular service 

at Rs. 900 and your selling 

price at Rs. 1200, the markup 

would be Rs. 300 @ 25% 

discount. At the cost of 

repetition, we would say again 

that ethically this pricing 

should be AVOIDED in clinical 

setups. 

 

 

(Image Courtesy: Google) 

5. Value-based Pricing 

Strategy: Also known as the 

Value-optimized pricing, it is a 

pricing strategy which sets 

prices primarily, but not 

exclusively, according to the 

perceived or estimated value of 

a product or service to the 

customer rather than according 

to the cost of the product or 

historical prices (Wikipedia). 

Where it is successfully used, 

it improves profitability 

through generating higher 

prices without impacting 

greatly on sales volumes. The 

approach is most successful 

when products are sold, based 

on emotions (fashion), in 

niche markets, in shortages 

(e.g. drinks on a hot summer 

day) etc. Due to modern 

pricing software and pricing 

systems and the ability to 
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capture and analyze market 

data, more and more markets 

are migrating towards value-

based pricing. This pricing 

strategy is the one which only 

really affects products and 

speaks the relative value 

placed on an object. The 

perceived value of something 

is what creates its value or the 

brand value. If one can find 

out how much, the clients 

(patients) are willing to spend 

before the price becomes a 

deal-breaker, we can really be 

well-placed to maximize our 

profits.  

6. Pre-Emptive Pricing 

Strategy: This pricing 

strategy is pretty much 

aggressive in nature and is 

basically meant to drive away 

competitors, therefore, also 

called as predatory pricing. Its 

inherent nature is to deter 

others from entering the 

marketplace by deliberately 

selling at below market prices 

(temporarily, of course). Pre-

emptive pricing strategies are 

usually common in 

monopolistic markets which 

have typically low competition 

levels. It is not that relevant to 

new start-ups usually, but 

can be very important and 

potentially useful strategy 

occasionally.   

7. Premium Decoy Pricing 

Strategy: This is a pricing 

structure which sets prices in 

conflict with one another 

internally (products) in own 

set up. In this pricing, one can 

price any product or a service 

at a slightly higher price 

to encourage sales of a lower 

valued product and as 

marketing research has 

shown, the results of this type 

of pricing are surprisingly 

superlative and consistent, for 

e.g. in dental clinics having a 

target group of lower and 

middle strata of patients who 

can’t afford Zirconia crowns 

(highly priced) but also try to 

shift to Metal crowns can be 

relocated to PFM crowns via 

this type of pricing. This type 

of pricing effectively 

implements price pointers, 

thereby, increasing overall 

volume of sales. We, the 



Dr. Ahuja Et Al: Pricing & Charging in a Dental Clinic – Part 1 

 

www.wjasr.in  World J Adv Sci Res   Vol. 3 Issue 1 January – February 2020 Pgs. 154 - 186 

 

dentists can particularly use 

this pricing strategy as we 

usually have more than one 

product or service on offer for 

our patients and we can set a 

price that maximizes our 

conversion rates from Metal 

Crowns to PFM Crowns and 

patients skipping Zirconia 

Crowns also to PFM Crowns 

(P.S. This is just an e.g. and 

strictly applies to markets 

where you know the target 

group of patients can rarely 

afford a Zirconia crown). 

8. Discounted Pricing Strategy: 

This is slightly similar to mark 

up pricing, but still somewhat 

different. Offering specially-

reduced prices is used as a 

marketing tool to clear off old 

stock, a reason for making 

clients do a multiple purchase 

of popular products or to 

encourage larger orders in one 

go. This usually comes across 

as a powerful masterstroke as 

sellers usually make bigger 

profits in one go through 

discounted pricing as the 

catch word is ‘bulk sale’. One 

of the commonest reasons for 

clients to rush for the sale is 

discounted pricing especially 

if it is on a branded product. A 

word of caution is to be 

exercised as for a too much 

discount (like a 50% or 70% 

off), clients can sometimes 

question the full-rate price or 

we can be seen as a cheap 

option, making us difficult to 

charge full-rate prices in the 

future and potential patients 

waiting for a discounted price 

(sale) based on hearsay from 

peers for the similar products 

leading to no sale in fresh 

stock (no pun intended). 

9. Odd Value Pricing Strategy 

or Psychological Pricing 

Strategy: Odd value pricing 

sometimes comes across as an 

attractive option of buying as 

Rs. 999 comes across a 

substantially cheaper option 

than Rs. 1000, although, the 

difference is just a single 

rupee. In behavioral 

economics analyzing the 

buyer decision process, 

psychological pricing is 

something that makes a 

dramatic difference in sales 
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and there is a lot of statistical 

data to prove it as well. 

10. Skimming Pricing Strategy: 

A unique product or service 

can be sold at a higher price, 

but the catch word here is 

unique, otherwise you may 

just price yourself out of the 

market if there is credible 

competition for a similar 

product or a service. 

11. Penetration Pricing 

Strategy: A pricing option, 

supposedly, the opposite of 

skimming pricing and the one 

traditionally, our seniors and 

parents have been forcing 

upon us since time 

immemorial by starting at low 

prices to attract customers, 

capturing a good market 

share before competitors 

catch up with you and finally, 

on having a loyal customer 

base, raising your prices. The 

thought process behind this is 

very simple; boosting the 

initial footfall, registering your 

presence in minds of public, 

establishing the product or 

service in the minds of the 

prospective clients and then, 

the prices can be escalated. 

The thought is also to set up 

ourselves nicely in a 

comfortable position to 

capitalize on sales later at a 

higher price. (In Punjabi, my 

{First Author} local language, 

this is signified into three 

words – Chatti, Hatti & 

Khatti/Watti – Chatti means, 

that you will have very less 

clients as a start-up, so keep 

prices low to spread the name 

and so, you will have to pay 

expenses from your own 

pocket with no savings 

initially; Hatti means, now you 

are going to have some 

footfalls in your set-up, so now 

you will start to break even, 

but will have no savings, but 

surely you will not have to pay 

for expenses from your pocket 

also and Khatti/Watti means 

that finally, your clients know 

about your existence and you 

start having regular footfalls in 

your practice, you will earn 

profits for sure). Alternatively, 

penetration pricing can also 

be used to promote brand 

loyalty effectively. 
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12. Premium Pricing Strategy: A 

premium quality product or a 

service can be used to set its 

value artificially high in an 

attempt to encourage a 

favorable audience 

perception, something that 

will be the USP (Unique 

Selling Proposition) of our 

setup. Later, if the services or 

products begin to establish a 

reputation for quality, this is a 

great pricing strategy to 

implement. We strongly 

believe there should be some 

products which should be 

premium priced in each set up 

especially in clinics with 

mixed strata of patients. That 

is why I (First Author) stress 

time and again in my various 

write-ups on practice 

management and in my 

lectures / workshops all over 

India about knowing your 

target audience because that 

plays a huge role in deciding 

what a dentist has to target 

and market accordingly in his 

practice. 

13. Price Leadership Pricing 

Strategy: The price leadership 

scenario is attained, once the 

business or clinical practice is 

at a stage to dictate terms and 

becomes self-sufficient to 

command prices at will within 

the same marketplace. This 

should be the target and goal 

of any practice and usually 

works best for clinics where 

competition is scarce or not 

great in number.  

14. Loss Leadership Pricing 

Strategy: The loss leadership 

scenario in today’s time 

stands on flimsy grounds as 

someone rarely gives us a 

second chance in this cut 

throat competitive world. This 

strategy involves selling a 

product at ultra low, almost a 

loss making price. The logic or 

philosophy of this strategy 

says that although there 

might not be a profit on selling 

that product or service, but 

the clients could be attracted 

to have a view of the facilities 

available (if we have cutting 

edge technology available and 

we are using this strategy as a 

back door entrant for the 

patients to have a look at the 
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state of art facilities available) 

and could be lured to buy 

other more profitable options 

(for us) because of the 

reputation of being on the 

lower side of the pricing. This 

strategy usually backfires as 

the patients are very smart 

these days and in the longer 

run, we can end up making 

big losses. 

 
Which pricing strategy is thus 

MOST effective in Dental 

scenarios? 

Out of the total 14 strategies 

explained, the two most commonly 

used pricing are the cost-plus or 

value-based pricing. It is very 

important to be in sync with 

normal market prices for a 

particular service. There has to be 

a benchmark for this and that 

needn’t necessarily be your 

competitors’ price list of what they 

are charging.  It is no rocket 

science that setting the prices too 

much higher or lower is not going 

to work out unless we have an 

established brand and patients are 

convinced with our services 

provided. Too low prices will throw 

away all profit and too high prices 

will make us lose patients, unless 

we can offer them something 

which is our forte and otherwise 

unique which they can't get 

anywhere else easily (and most 

important is for that, they ought to 

have knowledge of the same also). 

The perception of our service in 

market scenario is also important 

which we effectively call as the 

grapevine. 

 

(Image Courtesy: Google) 
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Sometimes at many places, high 

pricing makes the perception of 

our services we are offering as 

being of premium value which 

might encourage patients to take 

services from us but the drawback 

is that it might deter price-

conscious patients. We always 

believe majority of people won’t 

bargain for their health, at least. 

We also suggest giving some 

benefits in the form of value-added 

services in same price at least to 

our loyal patients (no discount in 

price, by the way) as a thank you 

gesture. The golden point to 

remember here is that patients 

who are expensive to satisfy will 

always be much less profitable, 

unless we charge them higher 

prices from start. One-off sales 

may cost you more than repeat 

footfalls, so any of the 14 pricing 

strategies can be used for such 

patients (a word of advice: not all 

pricing strategies suit our ‘noble’ 

profession, so pick and choose 

accordingly). Whatever prices you 

set, just make sure that they cover 

all the costs and have the potential 

to deliver a profit.  Bottom-line, we 

will say, the two best methods of 

pricing our products and services 

are Cost-plus and Value-based 

pricing. The best choice depends 

on the type of our practice (mass 

practice or class practice) that 

influences our patients to spend 

and the nature of the competition 

around us (branded or non-

branded). 

1. Cost-plus Pricing: Many 

clinics use the cost-plus 

pricing method to make sure 

that the profit not only covers 

all overheads but generates 

the requisite percentage for 

our needs. It is usually 

expressed as a percentage of 

the cost. It is generally more 

suited to clinics or practices 

dealing in mass practices with 

huge number of OPD’s in 

markets usually dominated by 

price competition. The main 

drawback of cost-plus pricing 

is that it never builds our 

image or gives us a market 

positioning. Also, in this 

method, hidden costs are 

easily forgotten and true profit 

per sale is often lower than we 

can estimate. 
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(Image Courtesy: Google) 

2. Value-based Pricing: This 

focuses on a mutual 

relationship of the strength of 

the benefits; our practice 

offers to our patients’ vis-à-vis 

the price, our patients are 

willing to pay. Usually seen in 

markets with class or elite 

practice, value-based pricing 

deciphers clearly-defined 

benefits to patients that give 

us a distinct advantage over 

our competitors, thereby, we 

can charge according to the 

value we offer to them. This 

approach can lead to a 

windfall of income several 

times, seemingly very 

profitable but in the market it 

sometimes alienates potential 

customers who are price 

driven only and also can breed 

or harbour new competitors. 

Price Shift – upward or 

downward? 

There will be times when we need 

to change our prices, but before 

that we really need to analyze the 

impact on our profitability of any 

proposed price change, be it 

upward or downward.  

There are two key questions which 

will need to be answered for sure: 
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 What effect will the price 

change have on the volume of 

sales? 

 What will be the effect on 

the profit per sale? 

 

 

(Image Courtesy: Google) 

1. Increasing prices: Increasing 

prices can improve our 

profitability even though our 

sales volume may drop. If we 

are increasing our prices, we 

always got to explain to our 

patients why we are doing it. 

Price increase gives us an 

opportunity to re-emphasize 

and explain in a nice manner 

to our patients, the benefits 

we offer, thereby 

strengthening our relationship 

with them. There are also 

ways that you can hide price 

increase, for e.g. you might: 

 Introduce new, higher-

priced products or services 

and make older, cheaper 

ones obsolete for e.g. 

discontinuing silver 

amalgam restoration and 

making composite 

restoration, the choice or 

the preferred one. 

 Lowering the specification 

and the input costs for e.g. 

via bulk buying (if we have 

those consumption levels) 

while maintaining the same 

price 

 
The patients should always be 
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kept in loop regarding price 

increase otherwise; it can risk 

adverse reactions from them if 

they find that out later. 

2. Decreasing Prices: In my 

view, decreasing prices should 

never be resorted to as they 

are synonymous with poor 

quality especially with the 

infiltration of Chinese 

materials in dental practice 

and they attribute to offer us a 

bad reputation. Low prices 

often go hand-in-hand with 

poor image for our clinic. 

Every patient is smart enough 

to search for info around him 

as to what is the prevalent 

market price of that particular 

product or service. 

The bottom-line is that we should 

concentrate on building profits 

rather than cutting prices to push 

up sales. In most cases, our 

patients decide to take our services 

from us because of the value 

added benefits we offer, along with 

our price. It is futile to think that 

such decisions are made, based 

solely on the price factor by our 

patients. 

 

Most Common Pricing Mistakes 

There is no magic formula for right 

pricing especially in our field. We 

got to realize our own worth 

ourselves while pricing any 

particular service or while 

introducing a new product line. 

Lemme tell you the biggest and the 

most common mistake we guys do 

in pricing – under-pricing. Let’s see 

what other most commonly 

committed mistakes are: 

 

We shall continue the same in the Part – II of this article. 

(To be Continued) 
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Dear Readers: Important Announcement 
 

The above article by Dr. Bhavdeep S. Ahuja & Dr. Vandana Dhameja will 

be published in 2 parts. 

 

The above is Part I. 
 

Check out WJASR Volume 3 Issue 2 March-April 2020 for the IInd and 

final part of the above article. 
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