(e

Strategic Partnership Analysis:

Dental
Labs

The Economic and Clinical Case
for the‘Race to Zero’

\ME »
6:9

Ny $ o
< m
= 0O
(®) ~

00“64

JF.Dental

©2026 J & F Dental Labs | Est. 1994 — All Rights Reserved — Confidential & Proprietary



S ——————————————————————————
(JaF s

Strategic Partnership Analysis: The Economic and Clinical
Case for the ‘Race to Zero’

1. The Paradigm Shift in Implant Restorations

In the contemporary dental landscape, implantology has matured beyond clinical execution into a complex
challenge of operational efficiency. Historically, dental laboratories were categorized as external commodity
vendors—a source of unhedged operational risk rather than a strategic asset. However, as practice overhead
tightens and patient demand for “first-time-right” outcomes intensifies, high-performing clinicians are transitioning
to a model of laboratory integration. This shift moves the laboratory from a line-item expense to a critical
operational partnership designed to safeguard the practice’s most finite resource: chair time.

The vanguard of this shift is the “Race to Zero” initiative. This philosophy, pioneered by J & F Dental Labs, rejects

the industry-standard resignation that remakes are an inevitable “cost of doing business.” Instead, the “Race to

Zero" treats every remake as a failure of process. By relentlessly “eliminating variables” through standardized

clinical protocols, J & F has moved the needle from traditional craftsmanship to a zero-variable environment. This
evolution is underpinned by a significant leadership pivot in 2024. Under the direction of COO Laura Watkins and
the implementation of German-trained oversight, the lab has institutionalized a culture of technical mastery. To
returning partners, the message is clear: “If you haven't worked with us in the last 24 months, you haven't worked
with this lab!” By merging the surgical credibility of a Misch Institute legacy with rigorous German engineering, J & F
has established a foundation for a current remake rate of <1%. This framework allows for a cold, analytical evaluation
of laboratory performance based on quantifiable economic impact.

2. Comparative Performance Analysis: J & F vs. Industry Standards

The financial fallout of a laboratory remake extends far beyond the direct cost of the restoration. Each remake
introduces systemic volatility into a practice’s schedule, representing a compounding loss of clinical supplies,
labor costs, and—most critically—the opportunity cost of displaced billable procedures. When a lab operates at
industry-average failure rates, it effectively forces the practitioner to absorb the financial risk of production errors.

The following table contrasts the volatile industry standard against the “Race to Zero” benchmarks currently
maintained by J & F Dental Labs:

Metric | Industry Standard Performance | J & F Dental Labs Performance

Average Remake Rate ~8% <1%

Management Focus Traditional Craftsmanship German-Trained Oversight
Component Source Variable / Third-Party 100% OEM Protected
Error Mitigation Reactive (Remake as needed) Proactive (Protocol-driven)
Financial Risk High / Practitioner-Borne Zero / Lab-Hedged

The “So What?” Layer: Scalability and Predictability: Since the 2024 leadership transition, J & F has achieved a 50%
reduction in remake rates, a direct result of the Watkins-led management overhaul. For a practice, this reduction

is the difference between systemic volatility and a scalable business model. An 8% failure rate prevents efficient
scheduling and erodes patient trust; a <1% rate means 99 out of 100 cases seat perfectly the first time. This level of
clinical predictability is the only pathway to long-term revenue retention and is maintained through the rigorous
clinical architecture detailed below.
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3. Clinical Architecture: The Implant Assist™ Workflow

Protecting chair time requires a standardized, protocol-driven workflow that mitigates clinical risk long before the

patient arrives for delivery. J & F Dental Labs has codified this into the Implant Assist™ protocol, a four-step sequence

designed to remove clinical variables from the restorative cycle.

The Implant Assist™ Protocol

1. Surgical Report Integration: The clinician submits the surgical report prior to the impression appointment. This
allows the lab to calibrate the restorative plan against the actual surgical data.

2. OEM Component Control: Utilizing the report, J & F identifies and ships the exact Original Equipment
Manufacturer (OEM) impression posts and scan bodies to the office at no charge. This is a massive “Quality of
Life” win for the dental team, removing the logistical burden of component procurement from office staff and
eliminating hardware mismatches.

3. Radiographic Verification: The clinician must take a radiograph to confirm the impression component is fully
seated. This is a mandatory verification step; without this data point, the precision of the entire workflow is
compromised.

4. Precision Delivery: The final restoration is engineered under German-trained oversight, focusing on functional
harmony and esthetics to ensure a seamless “first-time” fit.

Speed of Service Timeline & Pro-Tip
« Day 0: Practice requests impression components online.
« Day 1:J & F ships complimentary OEM components.
« Day 2: Components arrive at the practice, ready for the patient.
« Day 3: Practice performs the scan/impression and ships the case back to J & F.

« Operational Pro-Tip: To ensure clinical stability, clinicians should allow 5 business days for the receipt of
impression parts before the scheduled patient appointment.

This clinical rigor is the absolute prerequisite for the laboratory’s aggressive financial guarantees.

4, Financial Safeguards: The Chair Time Respect Policy

The Chair Time Respect Policy is not a standard warranty; it is a “recognition of precision”and a voluntary hedge
against practice revenue loss. It acknowledges that if the lab’s protocols are followed and a failure still occurs, the
laboratory, under the terms and conditions of the Chair Time respect Policy will share the financial burden of the
lost chair time.

Credit Structures: In the rare event that a remake is required on a case where the Implant Assist™ protocol was
strictly followed, J & F applies the following credits to the account:

« $500 Credit: For cases involving 1 to 9 units.
« $1,000 Credit: For cases involving 10 or more units.

The “Respect for Time” Determination Process Adherence to the “Race to Zero” principles is mandatory for credit
qualification. J & F maintains a rigorous determination process: the credit is approved only if the first radiograph
(taken during the initial impression) clearly shows the components were fully seated. If the first radiograph was
not taken or shows unseated components, the credit is denied. This ensures the policy remains a partnership in
precision rather than a blank check for clinical variance.

The Risk-Free Trial (“Show Me” Offer) To eliminate the friction of transitioning to J & F, the lab offers a “No-Fit, No-Pay”
guarantee on the initial trial case. If a single implant case does not fit, the practice is not invoiced. This “Show Me”
offer provides a risk-free pathway for new and returning partners to audit the lab’s performance.
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5. Strategic Onboarding and Partnership Roadmap

The transition to the J & F ecosystem provides immediate economic incentives while establishing a long-term
framework for clinical success. By treating the clinician’s chair time as a finite, high-value asset, J & F positions
itself as a true surgical partner.

New & Returning Client Welcome: For new partners and returning accounts that have been inactive for 6+
months, J & F offers a significant re-onboarding incentive:

» 30% Discount: Applied to the first three implant units.

« Total Risk Mitigation: Includes the “Show Me” fit guarantee and complimentary OEM components.
Call to Action: To initiate the “Race to Zero” in your practice, contact the Pittsburgh-based facility:

« Phone: 888.868.6684 | 724.327.4553 (Ext. 115)

« Email: Laura@jf.dental

« Shipping Address: 1861 Golden Mile Hwy, Pittsburgh, PA 15239

The COO’s Promise: The accountability of J & F is summarized by Laura Watkins, COO:

“| personally oversee the Implant Assist workflow. If we fail you, | will personally authorize your reimbursement
check. We are that confident”

Ultimately, the value of this partnership lies in the alignment of incentives. In a“Race to Zero,” the laboratory only
succeeds when the clinician is freed from the volatility of remakes, allowing the practice to focus on growth and
patient care.
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