
Competitive

Edge }}}}

� dentallabproducts      November 2008 dlpmagazine.com

No-pain, 
all-gain
Dealing with high-cost/low-profit clients doesn’t need to be high-stress.

Chuck Yenkner

business Strategies }}}}  by chuck yenkner

We all have them, don’t we? Those 

accounts that hold your business back from achieving the 

profit levels you should be making. In some labs, they are 

called “PITAs” (short for Pain In The _ _ _). These are the 

clients that disrupt your production schedule because their 

case “has to be done today.” They have way-above-average 

remake numbers and, of course, want the lowest prices. 

And to add insult to injury, they make you chase them to 

collect overdue bills. In short, they are the ones that make 

you ask yourself: Why exactly did I think owning or man-

aging a laboratory was a good idea.” They are the reason 

you have that bottle of Mallox anti-acid medicine in your 

desk drawer.

Turning the tide
The bad news is dealing with this type of client is never 

going to be easy. However, the good news is they can be 

managed and the stress they cause significantly reduced 

to make it all wothwhile.

It’s your business, and you do have some control. Your 

goal is to either reduce your expenditures over these high-

cost/low-profit (HC/LP) clients or increase the revenues 

you receive from them, making them a high-profit /low-cost 

(HP/LC) account. 

If the client is low-volume, with little possibility of 

increased business, they may not be worth the effort. Why 

not just raise your price to make them profitable or simply 

refuse further business from them? In either case you win. 

They become profitable or your stress is reduced. 

Attitude adjustment
Assuming an HC/LP client does a significant volume of busi-

ness and you want to keep them, here are some ideas:

Who & why: You can probably name your HC/LP clients 

off the top of your head, but for this exercise list them on a 

sheet of paper. Then, write next to each name specifically 

what it is that makes them HC/LP (e.g., slow payment, dis-

counted price, bad impressions, service demands, etc.) along 

with the traits that make you keep them as clients. 

You will probably find that most HC/LP accounts have 

a couple problem issues, but very few have all the problems, 

and most have a redeeming feature or two. For example, 

the dentist that sends bad impressions and has a remake 

problem might pay promptly. 

The point of this exercise is to identify the behavior 

that’s causing a particular account to fall into the HC/LP 

category.

Get specific: Try to categorize the issues between techni-

cal (e.g., bad impressions, reduction problems, etc.); busi-

ness issues (late payments, discount requests, etc.); and 

service issues (demands for immediate pickup, constant 

rush cases, etc.). 

Look internally at your laboratory first. Are these issues 

that you can correct? Consider the possibility the prob-

lems are your fault, at least partially, and explore potential 

solutions. Are your turnaround policies clearly stated and 

communicated? Have you tried saying no to those special 

requests when they are being frequently abused?

Cause & effect: Once you have determined specifically 

what the cause of the problem is and that it does in fact lie 

with the client, you can then start to address it with them. 

In most cases, problem clients are all about commu-

nication. In order to make any change, you have to get the 

issue on the table and discuss it. I would recommend a 

personal visit with the Dr. and open the conversation along 

these lines:

Lab Owner: Doctor, I appreciate your business and the 

work you send to our lab. I really like your (insert something 

positive). 

Dr.: Thank you.

Lab Owner: I do have a problem, however, and I was 

wondering if you could help me out.

Dr.: I’ll try. What’s the problem?

Lab Owner: I appreciate your effort. I’m having a prob-

lem with my fees, and I need to see if we can work something 

out. Here is what I’m proposing…

The key here is to focus on one issue at a time. Go into the 

meeting with a specific proposal to solve a single problem. 

Get that problem resolved, wait a month or so, and then 

start on the next one. 

Happy ending?
I’d love to tell you that you will be able to work things out with 

all your HC/LP accounts, but the reality is you won’t. 

Sometimes, the gap between what the client wants and 

what you can deliver just can’t be bridged. That’s the reason 

you need to have a constant marketing program percolat-

ing along bringing you new accounts. It’s much easier to 

take action dealing with a HC/LP account when you have 

confidence that you can ultimately replace them with an 

HP/LC account.  lab  
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