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e started 
with 12 
practices 
in January 

2021, now we are on 28 
practices. We handle the 
scale because of a unique 
and robust model.

James Hull was one 
of the first corporates 
to focus on the private 
sector some 20 years ago. 
Using that as a marker, 
I’ve always tried to keep 
quality high, and improve 
the NHS offering in our 
practices. We do this 
because I believe it is a 
bit of a disservice to the UK public with the 
physical appearance of NHS practices, the 
mentality, the service, and it should not be 
seen as the worst of the worst, but at a much 
better level – and well managed - like M&S 
on the high street. This is what Dental Beauty 
is trying to achieve.

TRIPLED TURNOVER IN MY FIRST 
PRACTICE
My first practice was in Swanley. We grew it 
quickly between 2015 and 2018, expanding 
from two chairs to six chairs. During that 
time, I realised how difficult it is to run a 
practice properly. The practice is within the 
M25. I put in the right team and offered 
not a 10-minute appointment with NHS 
patients but a 45-minute comprehensive 
examination including a full set of SLR 
photographs coupled with a high-quality 
service. We offered all treatments in house 
including specialisms. The patient base and 
our five-star reputation rapidly grew and this 
helped drive demand for the private side and 
as a result we tripled turnover in those three 
years.

It is a bit obvious, but so few practices do 
it. We took time educating patients about 
oral health and available treatments and the 
private side of the business flourished.

THE MODEL STEMMED
We won some FMC awards at Dental Beauty 

in Swanley and word 
of the practice’s 
success spread 
in dental circles. 
And with Dental 
Circle – the largest 
dental professional 
networking website 
for dentists.

Other like-minded 
entrepreneurial 

dentists wanted to know how we had 
achieved such success and they wanted to 
do it with us.

In 2017, I had other business concerns and 
went down to one day a month clinically. 
It was when I needed to run the practice 
effectively but remotely that a viable, 
scalable and digital business model was 
forged.

The secret is actually to share the pie. That’s 
what we do at Dental Beauty Partners.

THE STORY BEHIND THE 
DENTAL BEAUTY GROUP

Julian English talks to Dev Patel, the man  
behind the award-winning Dental Beauty group 

W Many corporates 
are selfish about 
sharing equity or 
options, but I have 
discovered that the 
team will work better 
for the business 
when they are 
invested in its future. 
We are about quality 
and longevity and 
for that we need a 
younger, invested 
and motivated team 
to deliver.

We bought a 
practice last year that 
had no computers, 

website, signage or Wi-Fi in the practice. They 
were still working off hand-written notes 
and checked emails once a month. There is 
nothing medicolegally wrong with this, but it 
probably inhibited growth. So, we went fully 
digital, freed up staff time, did some simple 
marketing, accepted new patients, and 
doubled turnover in six months.

I am not saying all the UK is like this of 
course. Many thousands of practices are 
very well run. But there are some out there 
that just need simple basic business ideals 
introduced and they could hit their potential.

This is where the model stemmed.

HOW WE MAINTAIN GROWTH
Quick good growth is needed too to make 
any UK dental practice acquisition make 
financial sense, with sellers asking for 
historically high EBITDA multiples. To do this 
we find the gems. 

The gems come from small NHS practices 
in good locations. They have the footfall. 
They have the patient demographics. The 
marketing message can be powerful – saying 
that for the first time in 20 years, the practice 
is accepting new patients. In the home 
counties, there is a huge demand for the 
right service. The middle tier of patients who 
can afford private but not Harley Street fees, 
will pay for good dentistry surrounded by a 
good service. Very few corporate groups are 
looking at these practices – so there is less 
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The secret is to share the pie. That’s what we do
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competition for us. There is a lot of 
work to do. The practice needs to be 
refurbished and grown. Marketing 
needs to happen. Not all groups are 
up for the hard work.

The contract needs to be the right 
size. Not too big as the practice 
needs to grow organically, but not 
be swamped by the UDA demands.

At the Swanley practice, we hit on 
a model to maintain growth over 
a long time period. Even with a three to 
five-year earn out for the practice principal 
previous owner, eventually that key person 
will leave and the practice will dip, and 
fall below the value of the multiple paid. I 
encouraged the associate at the practice to 
buy into the practice. In my absence, I still 
knew he would not drop the ball.

I own less than 100% of the practice, but I 
sleep better with less problems and I prefer 
to own a smaller percentage of a successful, 
motivated and growing practice, than all of 
a troublesome business. This same associate 
kept the team there and kept the quality 
high. And I could still dial into the cloud-
based business to see how it was performing 
financially.

THE BENEFITS OF OUR MODEL
The benefits are that younger dentists are 
great at learning from courses, but they 
don’t have a lot of business 
experience. There is a huge 
demand young dentists to 
get financial help in getting 
their own practice. They 
are mentored and gain 
experience in finding their 
own practice.

After we did this, six young 
dentists approached me 
wanting to partner in buying 
their first practice. And the 
demand has not slowed. The 
practices we were looking 
for were not on the radar of 
the bigger corporates, so we 
have been able to grow very 

quickly, based on finding a practice that fits 
our profile.

Also, I might pay slightly over the odds if 
I can see three empty chairs for example. 
I know I can grow the practice organically 
and quickly, so the multiple and price is 
not always an issue. Dental Beauty buys on 
potential not EDITDA.

PRIVATE EQUITY
The basic tenets of the model are; we 
invest alongside young dentists who are 
entrepreneurial, with good hands and 
want to become owners. We give them 
their dream of clinical freedom in their 
own business, but without the headache 
of management – which is what we do. 
We also provide all the bank debt and half 
the deposit required with no personal 
guarantee’s, which significantly reduces the 
risk for them buying their first practice.

And we give them the benefit of 
growing it really quickly so they can 
realise their dreams in a successful 
environment.

We bought a second practice at 
the start of 2019, then one a month 
for the year before COVID-19 hit.

We then had to decide what 
to do about the business during 
lockdown. We ran out of finance 
options from the banks – there 

are only six high street banks. We could 
grow with our own money but slowly, or 
we could pitch for venture capital/private 
equity and continue to scale much faster. The 
decision was made for us because we had a 
growing list of enthusiastic young dentists 
ready to partner with us – particularly when 
associates struggled during the COVID-19 
crisis. So, we have done a deal with one the 
largest private equity healthcare investors in 
the world – Nordic Capital. And we are now 
part of the group – the European Dental 
Group – second biggest in Europe. We are 
growing at one to two acquisitions a month 
and business is buoyant. And we are trusted 
now to do what we say we will do.

SUMMARY
How do we do it: it is all about the team – 
that’s how. We’ve built the team from four 
to 23 in the last 12 months. That journey 

of recruitment has made 
me realise the importance 
of getting the right team 
together.

It is all about caring. All 
24 of us at head office here 
cares about the growth and 
productivity in our ‘client’ 
practices. We’re all invested 
in things going right. We all 
have a slice of the pie. We all 
have some skin in the game 
– and that’s the route to long 
term success in corporate 
dentistry.  

THE BASIC TENETS OF THE 
MODEL ARE; WE INVEST 

ALONGSIDE YOUNG DENTISTS 
WHO ARE ENTREPRENEURIAL, 

WITH GOOD HANDS AND WANT 
TO BECOME OWNERS

We have done a deal with Nordic Capital, one of the world’s largest private equity healthcare investorsSix young dentists approached me wanting to partner
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