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Summary of Findings 
 Dentsply Sirona Inc. (XRAY) will see steady growth in the adoption 

of its CEREC system, according to 14 of 18 dentists, dental lab 
professionals, competitors and industry specialists. The four 
dissenters included two non-CEREC dentists and two competitors. 

 Adoption of digital and chairside dentistry overall is expected to 
experience steady rather than rapid growth as older dentists are 
replaced by younger, more tech-savvy colleagues and as the 
systems become cheaper and easier to use. One source said digital 
dentistry has about 15% to 20% of the market and should expand 
to 25% during the next five years. 

 CEREC’s strengths include its first-to-market position, its positive 
history, product innovation, frequent software upgrades, numerous 
positive studies, a wide range of applicable procedures, a large, 
loyal and active user base, the recent addition of zirconia 
processing capability, and a quick payback. 

 CEREC’s primary weakness is its closed-system architecture. 
Sources also questioned the ROI as CEREC does cut lab expenses 
but increases internal operating and consumable expenses. Lab 
professionals and competitors said CEREC is a second-tier or not a 
best-in-class system, and two sources said zirconia is not 
appropriate for chair-side dentistry due to the sintering 
requirement to achieve optimum strength and appropriate color. 

 Sources were overwhelmingly positive about the Dentsply Sirona 
merger, which has created a stronger, more diverse company with 
new opportunities in individual dental practices and end-to-end 
solutions to meet practices’ equipment and consumable needs. 

 Key competitors include Ivoclar Vivadent Inc., whose IPS e.max 
CAD was described as a “huge breakthrough”; Planmeca USA Inc., 
an industry leader with a system considered equal or superior to 
CEREC; Align Technology Inc.’s (ALGN) iTero, which is easy to use 
and well-priced; and 3Shape A/S, whose intra-oral scanner Trios 
was referred to as best-in-class. One source said dental technology 
is evolving quickly and that Hewlett Packard Enterprise Co. (HPE) is 
introducing 3D dental printing products for the laboratory market. 

 The exclusive CEREC distribution agreement with Patterson 
Companies Inc. (PDCO) is scheduled to end in 2017, which has 
generated a great deal of discussion about possible sales through 
other distributers or even directly from Dentsply Sirona. 

Research Question: 

Will Dentsply Sirona’s merger lead to accelerated adoption of its CEREC CAD/CAM 
system? 
 

Silo Summaries 
1) Dentists and Dental Practice Professionals 
The three CEREC users expect the Dentsply Sirona 
merger to boost the adoption of the CEREC system 
while the two nonusers have no interest in the system. 
User sources cited the system’s quick payback, wide 
range of procedural uses, frequent software upgrades, 
long track record with patients and product innovation, 
numerous positive studies on the equipment and 
materials, and the recent addition of zirconia 
processing capabilities as reasons CEREC will continue 
to be adopted. The merger of Dentsply and Sirona will 
create a stronger, more diverse company that will gain 
share by penetrating deeper into dental practices and 
through the creation of opportunities, according to four 
of the five dentists. 
 
2) Dental Lab Professionals 
Despite the possible loss of lab business to 
chairside/digital dentistry, these sources’ comments 
were surprisingly favorable toward CEREC and the 
Dentsply Sirona merger. All three see an opportunity for 
CEREC to gain share. The merger is expected to make a 
stronger company. One source said Dentsply saw a 
“diamond in the rough” in CEREC and now has a 
turnaround project that it should be able to grow during 
the next several years. Another is concerned about 
Dentsply Sirona’s intentions regarding its work with 
dental labs. 
 
3) Competitors 
Four of the six competitors think the Dentsply Sirona 
merger will result in increased adoption of CEREC. Two 
others think CEREC’s closed-system architecture will 
make it difficult for the company to significantly grow 
sales because dentists are showing a preference for 
open systems. All six sources think the merger is a 
positive for both Dentsply and Sirona and will result in a 
stronger company, boost overall sales and create an 
end-to-end solution not offered by any other company. 
 
4) Industry Specialists 
These four sources, representing academia, consulting 
and CAD/CAM training, expect CEREC adoption to 
increase. All four sources were positive regarding the 
merger of Dentsply and Sirona, citing the increased 
product diversity and synergies, the opportunity to 
expand share in the dental consumable category, the 
company’s intent to build off of the CEREC system, and 
the legitimacy the merger brings to CEREC, making it a 
mainstream technology. 

Report Type:  Initial Coverage ☐ Previously Covered Full Report ☐ Update Report 
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Background 
Dentsply completed its merger with Sirona in February 2016, joining together leaders in dental consumables and in dental 
technology and equipment. Dentsply Sirona now boasts CEREC, a leading standard in dental hardware that allows patients to 
get inlays, onlays, crowns and veneers in one appointment instead of the usual two. The merger comes with the hope that it 
will accelerate adoption of CEREC and expand its market share. 
 
Dentsply Sirona has identified the adoption of digital dentistry and single-visit dentistry as two megatrends worth targeting. 
This entails using CEREC, a $100,000-plus complete CAD/CAM system, to capitalize on the growing dental equipment 
market, which a recent report stated will be worth $7.25 billion by 2021. The general equipment segment made up the 
biggest share of the global dental equipment product segment in 2015, led by growing adoption of CAD/CAM systems. 
Approximately 5,000 to 10,000 dentists are expected to move to fully digitized workflows during the next few years. 
 
Still, convincing dental practices to transition to digital dentistry or upgrade their digital equipment will not be easy. First, film 
is not dead. A 2015 survey of 6,500 dental practices revealed that 30% were still film-based. Also, digital has been criticized 
for inferior resolution, not being as safe for patients as reported, and being more expensive than X-rays when considering the 
cost of the machine and sensors. Furthermore, competition in the digital dentistry and CAD/CAM space is fierce, with every 
company claiming to have state-of-the-art technology. A dental product review website listed 15 different CAD/CAM systems 
and 30 different brands of digital radiography systems. 
 
Dentsply Sirona reported mixed second-quarter performance, exceeding EPS expectations but missing on revenues. Net sales 
increased 46.4%, with the dental & healthcare consumable segment reporting sales of $543.8 million and the technologies 
segment bringing in $478.2 million. Dental consumables experienced growth across all categories and imaging, and 
specialties drove growth in the technologies segment. Demand was robust for CEREC zirconia packages during the quarter. 
Full-year guidance was reiterated at $2.70 to $2.80. A red flag, however, came as the industry had an unexpected slowdown 
in June, followed by a slight recovery in July. 
 
Current Research 
Blueshift Research assessed whether the merger of Dentsply and Sirona would lead to increased use and adoption of the 
CERC CAD/CAM system. We employed our pattern mining approach to establish five independent silos, comprising 18 primary 
sources and four secondary sources focused on Patterson’s growth objectives for CEREC, demand for dental prosthetics, a 
new distribution partnership for Dentsply Sirona, and a significant design award for the CEREC SpeedFire: 

1) Dentists and dental practice professionals (5) 
2) Dental lab professionals (3) 
3) Competitors (6) 
4) Industry specialists (4) 
5) Secondary sources (4) 

 CEREC Adoption Dentsply Sirona 
Merger 

Dentists and Dental Practice Professionals 
  

Dental Lab Professionals  
  

Competitors 
  

Industry Specialists  
  

http://www.prnewswire.com/news-releases/dental-equipment-market-worth-752-billion-usd-by-2021-587295421.html
http://www.dentaleconomics.com/articles/print/volume-106/issue-2/science-tech/what-are-the-parameters-that-ensure-success-with-digital-dentistry.html
http://x-raysupport.com/blog/index.php/has-films-ship-really-sailed/
http://x-raysupport.com/blog/index.php/busting-the-myths-of-digital-x-rays/
http://dentalproducts.dentalproductsreport.com/s/dental-cad-cam/
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Next Steps 
Blueshift Research will continue to monitor the sales and marketing of Dentsply Sirona’s CEREC system to determine if it is 
accelerating the CAD/CAM/digital dentistry adoption rate. We also will research competitors to determine the extent of their 
threat to Dentsply Sirona. Finally, we will determine how a possible change in the exclusive CEREC distribution channel could 
affect sales and support. 
 
 

Silos 
 
1) Dentists and Dental Practice Professionals 
Three CEREC users and two nonusers were interviewed. The three users expect the Dentsply Sirona merger to boost the 
adoption of the CEREC system while the two nonusers have no interest in the system. User sources cited the system’s quick 
payback, wide range of procedural uses, frequent software upgrades, long track record with patients and product innovation, 
numerous positive studies on the equipment and materials, and the recent addition of zirconia processing capabilities as 
reasons CEREC will continue to be adopted. One of the nonusers said the system is too expensive and produces “cookie-
cutter” results. The other thinks dental labs can do a better job and, at 61 years old, he is not comfortable with technology. 
He recently sold his practice in anticipation of retiring in five years, and the new owners are encouraging him to use a 
competing system. He acknowledged that he would consider a digital CAD/CAM system if he were younger. The merger of 
Dentsply and Sirona will create a stronger, more diverse company that will gain share by penetrating deeper into dental 
practices and through the creation of opportunities, according to four of the five dentists. Three sources experienced no 
slowdown this year. One said July was soft but that business was trending up. The remaining source said business has been 
up and down but is improving overall. CEREC’s competitors include Ivoclar Vivadent’s IPS e.max CAD, which was referred to 
as a “huge breakthrough,” and Planmeca’s E4D Technologies, but their support does not compare to Dentsply Sirona’s. Two 
sources commented on Dentsply Sirona possibly changing its exclusive CEREC distribution agreement with Patterson, which 
one added is scheduled to end next year. Both think shaking up the channel by allowing other distributers to market and sell 
CEREC and by offering more direct Dentsply Sirona support would hasten the system’s adoption. 
 
 
Key Silo Findings 
CEREC CAD/CAM Adoption 

- 3 of 5 expect increased adoption of the Dentsply Sirona CEREC system. 
- 2 do not use the CEREC or any CAD/CAM system and do not expect to. 

o 1 would consider using a CAD/CAM system if he were younger. 
- CEREC’s strengths include the quick payback, wide range of procedural uses, frequent software upgrades, long track 

record with patients and product innovation, numerous positive studies on the equipment and materials, and the 
recent addition of zirconia processing capabilities. 

- CEREC’s challenges include its high cost, cookie-cutter results, and better results from lab-produced products. 
- Challengers include Ivoclar Vivadent and Planmeca. 

Dentsply Sirona Merger 
- 4 expect the merger to create a stronger, more diverse company that will gain market share by penetrating deeper 

into dental practices and through the creation of new opportunities. 
- 1 had no knowledge of the merger. 

Dental Industry Market Conditions 
- 3 did not experience any patient visit slowdown this year, and anticipate a strong Q3 and Q4. 
- 1 said visits were seasonally down in July, but the trend has reversed; 2H16 is expected to be solid. 
- 1 said business is up and down but, overall, much improved. 

Miscellaneous 
- 2 think a change in Dentsply Sirona’s exclusive distribution with Patterson, due to expire Sept. 30, 2017, could 

hasten adoption. 

https://e4d.com/
http://www.wikinvest.com/stock/Sirona_Dental_Systems_(SIRO)/Distribution
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1) Dentist in Evanston, IL; CEREC user 

This source has owned the CEREC machine for more than five years and is very satisfied with it. The company merger has 
not had much effect on his end, but he said Dentsply has been growing through repeated mergers and generally picks up 
quality companies that make quality products. His business has not softened, but he may be an outlier as he has not 
experienced any slowdowns since he began his practice 35 years ago. Still, he said colleagues in other offices no longer 
complained about sluggish business as they had six to seven years ago. 

CEREC CAD/CAM Adoption 
 “I’ve been using it for 5-½ years, and I love it. The software updates a couple times a year are helpful. It’s moving 

forward with innovation. Getting a crown in one visit obviously saves the patient time, and it’s a quality product.” 
 “Financially it’s something of a wash. You’re saving on lab expenses, but there’s a big outlay for the machine It takes 

a while to pay for itself. There’s not huge savings.” 
 “Upgrades are pretty expensive. We probably get one every other time it’s offered. We are considering one now. It 

would allow us to stop using powder, and offers more of a movie than a picture so it would move things a little 
faster.” 

 “There’s nothing the company needs to do to make CREC better—not within 
the reasonable limits of science anyway. The software we’ve received since 
we first got it is really good, even though we thought it would be difficult at 
adopt at first.” 

 “We tried a similar system from [Henry] Schein [Inc./HSIC] six or seven 
years ago, and there were some problems with it.” 

Dentsply Sirona Merger 
 “The merger doesn’t excite us or worry us. It’s interesting to watch, 

interesting to see Dentsply Sirona turn into a behemoth. They make quality 
stuff, good products. Their R&D is good too. Dentsply has been getting bigger and bigger. It tends to aim for solid 
companies and solid products. Sirona is best-in-class.” 

 “I’m an unabashed fan of Dentsply Sirona. We’re a happy customer.” 
Dental Industry Market Conditions 
 “I haven’t seen any softening in my practice, so I’m more positive about the market. But then I’ve been working 

usually straight through from 8 a.m. to 5 p.m. for the last 35 years. This will differ from one practice to the next. Most 
of my close friends say they were struggling six to seven years ago but are doing better now.” 

Miscellaneous 
 “There looks to be a trend toward corporate takeovers of dentistry by private equity firms. There are limits because in 

many states dental practices must be owned by dentists. But I have heard about it happening.” 
 “A lot of dentists like dentistry but don’t like running a business. The business side is intimidating to a lot of dentists. 

So it’s enticing for some to sell to a private equity firm.” 
 “Dentistry practices get pricing on their supplies by buying in volume, so these rollups could put a little pricing 

pressure on Dentsply Sirona.” 
 
 

2) Dentist with a six-year-old practice; CEREC user 

This source has about three years of experience working with CEREC, which he has able to use for complete in-office 
solutions on all but about 2% of his cases. He receives regular continuing education on CEREC and helps train other area 
dentists on its use. He rates CEREC as a superior technology but one that practitioners must continually work with to 
achieve good results and expanded practice applications. Competitors, though increasing in number, likely face an uphill 
battle to chip away at CEREC’s dominance. A stronger, more diverse company behind CEREC should yield more inroads 
into dental practices, but changes to the distribution channel could be coming and may lead to greater adoption. Demand 
for CAD/CAM should continue to grow, and CEREC likely will retain and even expand its presence as it becomes better 
supported, more capable and increasingly easy to learn and regularly use in progressive dental practices. 

 
 

I’m an unabashed fan of 
Dentsply Sirona. We’re a happy 
customer. 

Dentist/CEREC user 
Evanston, IL 

https://www.henryschein.com/us-en/dental/
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CEREC CAD/CAM Adoption 
 “My use of CEREC has evolved. As I’ve become more educated on how to use it, I’m able to use more of its 

functions.” 
 “I want to start treating sleep apnea patients using CEREC in combination with the companion cone beam X-ray, and 

also begin placing implants using the cone beam. The advantage of using theirs is that you can scan with CEREC and 
move data back and forth easily, and be more virtual in how you treat the implant patient. It will allow me to use a 
guided system to plan where crowns go and make the restoration more predictable.” 

 “It’s the best and most usable as far as the variety of procedures you can complete. It has the longest track record 
and has the most studies behind it on the system itself and the materials used with it.” 

 “The other ones out there now are inferior to CEREC. They can do what they claim well enough, but they’re limited in 
scope of use. Talk to other doctors, and it’s kind of the consensus that they sit in the corner and don’t get much use. 
And there’s not as much support or education.” 

 “It’s kind of late in the game if you’re a competitor who doesn’t already have a system on the market.” 
 “The zirconia milling option is only being sold with a bundled package for brand-new users. I don’t need other 

components in that bundle, so I’ll be waiting to get it by itself. Before this, realistically you could only get zirconia 
from a lab. This makes it even easier to do it in the office.” 

 “The CEREC technology is user-friendly. Doctors who’ve never seen the system before can be up and running with a 
simple crown after a day and a half of training.” 

Dentsply Sirona Merger 
 “It looks like most of the executive board of Sirona is going to be in charge of the merged company, which probably 

means they like the way things have been going with Sirona and how they’re developing CEREC and how it’s 
progressing as a technology.” 

 “Part of the reason I like CEREC is that they spend money on R&D, and you 
can expect software updates annually. I’d care about any changes that 
would affect the product. I think they’d like to make sure that CEREC is a 
priority as far as its development over time.” 

 “CEREC is a six-figure investment for dentists, and they want to know that 
if they spend that kind of money the product won’t be a sitting duck and 
would continue to have improvements. If it turned out that Dentsply was in 
charge, I maybe would have foreseen some changes, and it might not be 
positive.” 

 “Patterson Dental has the exclusive distribution rights in North America, 
and with the merger one big question is whether the new company will 
allow other distributors to sell the machine.” 

 “It’s a benefit for prospective users because it will probably increase the 
company’s ability to get CEREC out to more doctors, and more will get a 
chance to hear about it.” 

 “The goal, in my opinion, is to wipe out the other CAD/CAM systems for chairside use but not necessarily those for 
lab use. They want to be able to have the vast majority of the CAD/CAM market.” 

Dental Industry Market Conditions 
 “We’re on a par with last year, maybe better. This month we should probably surpass last year, so we’re ahead by 

one quarter.” 
 “This is our sixth year, so we’re probably at a point where you get more ups and downs, but we’ve seen an upswing in 

our growth pattern overall.” 
 “We’ll be doing more capital spending, making a big investment in a cone beam X-ray machine and a new milling 

chamber for CEREC.” 
Miscellaneous 
 “The more complex stuff you may have to have labs do still, and there may be days you need the help. So there will 

always be a need for dental labs, especially where there’s a need to work on every tooth.” 
 “The payback on this is pretty quick. But it’s a difficult decision because this is probably the most expensive thing 

you’ll buy outside of taking out a loan to start your practice.” 
 
 

The payback on this is pretty 
quick. But it’s a difficult 
decision because this is 
probably the most expensive 
thing you’ll buy outside of 
taking out a loan to start your 
practice. 

Dentist with a 6-year-old practice 
CEREC user 
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3) Dentist/dental practice owner; CEREC user 

A veteran with 16 years of experience, six as a practice owner, this source is on her third generation of CEREC 
technology, employing two Omnicam units to achieve single-visit solutions in most patient cases. Adoption of CEREC is 
high in her market, with some 30 practices in the surrounding area on board. In an evolving dental market with a lot of 
patient churn and more demand for noncovered, cosmetic work, digital dentistry is central to controlling costs, improving 
efficiency and appealing to demanding new customers. CEREC’s integration of chairside zirconia is just the latest piece of 
evidence that the company is committed to improving the technology and making it more relevant to dental practice 
realities. It buttresses the company’s effort to position CEREC as a solution for growing implant and bridge work, not just 
simple single-crown solutions. Meanwhile, CEREC is poised to get a further boost over time as the merged companies 
integrate and likely shake up a stale distribution model. Look for the company to move away from its exclusive contract 
with Patterson and to cultivate its own CEREC specialists to complement any new distribution arrangement. 

CEREC CAD/CAM Adoption 
 “CEREC has been around so long that its support systems are there. The feedback you hear is that competitors like 

E4D don’t have the same level of support. And with other companies, they don’t have the studies, whereas CEREC is 
one of the most studied systems in any capacity.” 

 “CEREC could ramp up dramatically now that they can do zirconia. That’s a game changer because it’s popular with 
dentists, so usage will continually ramp up. The problem with chairside had been that it couldn’t be done in a single 
visit because the oven process took 12 hours. Now a whole procedure can be done in 90 minutes.” 

 “A $150,000 investment is not small change, but the technology is 
exploding and dentists almost have to take a leap of faith with it. But with 
a day and a half of CEREC ACCEPT training, lectures and hands-on work, 
people can get comfortable with it quickly. And some end up being able to 
do some incredible cases just a few months later.” 

 “I don’t think [Dentsply Sirona expects] that they’ll ever enable dentists to 
bypass the lab entirely, but they do want to get them to the point they can 
do more chairside work.” 

 “Planmeca is coming on strong with their product. A lot of dentists want to 
integrate a 3D cone X-ray machine when they do implant work. Now 
Planmeca has a big cone beam machine entry, but I don’t see that as 
much of a threat because they don’t the infrastructure to support it.” 

Dentsply Sirona Merger 
 “It will open up new opportunities for CEREC; there’ll be more capital 

available for advertising probably.” 
 “The licensing arrangement they have with Patterson has limited them, 

especially for those who refuse to work with Patterson.” 
 “We’ll see what happens when the Patterson contract is up next year. I 

think it will be open to other dental suppliers, and the company will move 
away from them.” 

 “It will probably trend toward Sirona going into dental offices to sell products and the support also coming more from 
them.” 

 “Their goal is to double the CAD/CAM user market, and I think the merger will help in that effort.” 
 “One of the hardest things that Dentsply will face is that Ivoclar Vivadent has had a huge breakthrough in the CEREC 

market with its IPS e.max line. We’re big users of that here. But Dentsply has zirconia, and they have their own 
blocks and compete with e.max.” 

Dental Industry Market Conditions 
 “Like almost every year, we had a slowdown in July; summer trends that way. But we’re already picking up from that, 

and we’re trending upward again.” 
 “We’ll continue picking up into the end of the year probably, the time when patients want to use up their remaining 

insurance.” 
 “There’s not the patient loyalty like they’re used to be. A lot of dentists have opened their doors, and it’s like patients 

are saying, ‘I like your reviews, and you can accommodate my insurance.’ Now, it’s a consumer market where you 
have to meet patient demands.” 

CEREC could ramp up 
dramatically now that they can 
do zirconia. That’s a game 
changer because it’s popular 
with dentists, so usage will 
continually ramp up. The 
problem with chairside had 
been that it couldn’t be done in 
a single visit because the oven 
process took 12 hours. Now a 
whole procedure can be done 
in 90 minutes. 

Dentist/dental practice owner 
CEREC user 

http://www.sirona.com/en/products/digital-dentistry/restorations-with-cerec/?tab=3717
http://www.cerecaccept.com/
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4) Dentist in Palm Beach Gardens, FL; nonuser 

This source does not own a CEREC machine and has no interest in purchasing one because of its cost and “cookie-
cutter” results. She likes to customize products for her patients. She has not seen a slowdown in her business and does 
not expect one in the coming months. Business has been getting progressively better since the recession. 

CEREC CAD/CAM Adoption 
 “I don’t have one because it’s a crappy machine. The material for it isn’t pretty, even though they have tried to make 

it prettier. I have had patients come in to me with the product from CEREC breaking. Patients have to sit an extra 
hour in the dental office waiting. And it costs over $100,000, compared to $24,000 for my iTero scanner.” 

 “When we fill crowns, we try to base it on what the person needs. A young person may be concerned about the tooth 
color. With an older person, we want to do something quick and fast 
because they can’t keep their mouth open too long, and dry up quickly, so 
we use personal silver amalgam.” 

 “When you spend more than $100,000, everybody gets CEREC treatment. 
So instead of charging $195 for getting a tooth colored, a dentist probably 
has to charge $600 to $700 for using a CEREC.” 

 “They train you how to sell it, so you’re using it day-in and day-out on 
everyone. But then you can’t give individualized treatment, or the machine 
is collecting dust. They’re marketing it like an air conditioner or 
refrigerator—that it will pay for itself over time.” 

 “My iTero scanner has an all-touch screen. It takes video in the mouth, and 
you don’t have to use powder. My work has to be sent to the lab for 
production, but I have choices from the lab. I can customize the tooth 
treatments much better. With CEREC, it’s whatever you plunge into it.” 

 “I wouldn’t consider CEREC. I know a couple of people who bought it and then after a couple years don’t use it as 
much as advertised.” 

Dentsply Sirona Merger 
 “I didn’t even know they merged, so I can’t offer much insight here.” 
Dental Industry Market Conditions 
 “I haven’t seen a slowdown; it’s been business as usual. I’m fully booked. It’s gotten progressively busier since the 

recession ended in 2009 because the economy is getting better. Things should be strong for the rest of the year 
because seasonal residents will start coming down next month.” 

 
 

5) Dentist in Blue Bell, PA; nonuser 

This source does not have a CEREC machine and has no interest in obtaining one. He thinks a lab can do a better job 
than he can, and he is not comfortable with high technology. At the age of 61, he is more looking toward retirement than 
a fancy new machine. His business has grown since the recession ended in 2009, but it has never been a straight line 
up, and he expects that pattern to continue. 

CEREC CAD/CAM Adoption 
 “I don’t have one because I’m just not that advanced technologically. Anything the lab can do, I let them. I don’t see 

how what I do can come out as good as what a lab technician does. This requires carving of material.” 
 “I don’t want to do anything that I’m not proficient at doing. I’m not very artistic. Its’s easier to have the lab do it, and 

I think the end product is a little better from a lab.” 
 “Not having the machine is a little more inconvenient for the patient because they have to come back for a 

restoration, but the product quality issue is paramount.” 
 “The machine is so expensive, you’d have to really be sharp to have the right cost-benefit analysis on it. Not having 

the machine means you spend on impression trays, adhesive for trays, the extra chair costs of having a patient come 
back and perhaps Novocain.” 

I wouldn’t consider CEREC. I 
know a couple of people who 
bought it and then after a 
couple years don’t use it as 
much as advertised. 

Dentist 
Palm Beach Gardens, FL 



 

 301 Battery Street, 2nd Floor, San Francisco, CA 94111 | www.blueshiftideas.com 
8 

Dentsply Sirona Inc.’s CEREC 
 

 “But if you have the CEREC machine, you have to have enough volume. You have to do a certain amount of work on 
it per month to make it profitable. That’s more likely for a group practice. If you share it, you’ll get enough use. But 
that’s not so true for a single practitioner or someone like me with just one other dentist.” 

 “In addition, you have to do inlays and onlays on the machine to make it economical, and insurance companies 
won’t cover that. This means more costs for the patient.” 

 “I’m within five years of retirement, so I probably wouldn’t consider it. In addition to the other factors, I’m not swift 
with computers, and the technology scares me. But I just sold my practice, and the new owner has a competing 
machine to CEREC that he’s trying to convince me to use. If I was just starting out and busy enough and could afford 
it, I’d probably consider it.” 

Dentsply Sirona Merger 
 “I have worked with Dentsply since I began my practice in 1981. They have always been a good company. They have 

great composite and compression material. I’m a big Dentsply fan. If Dentsply is in control of the merged company, 
that should be good.” 

Dental Industry Market Conditions 
 “Things have picked up since 2009, especially the last couple years, but every time things get busy, they slow down 

again afterward. Things have definitely improved, but they haven’t taken off. That probably reflects the economy, 
which is sputtering along.” 

 “I think this pattern will continue unless the economy gets better, creating more jobs. Of course, jobs have been 
created in recent months—jobs with dental insurance. But insurance companies are cutting back on what they pay 
for. They put a ceiling on dental spending from patients.” 

 “About 90% of my patients have dental insurance. They make appointments, but they may not be getting a good 
dental plan. Basic plans don’t cover technology like the CEREC machine. The cost of technology is outpacing 
people’s ability to pay for it.” 

 
 
 
2) Dental Lab Professionals 
Despite the possible loss of lab business to chairside/digital dentistry, these sources’ comments were surprisingly favorable 
toward CEREC and the Dentsply Sirona merger. All three see an opportunity for CEREC to gain share. The use of CEREC 
systems in dental schools, the industry trend toward digital dentistry, Sirona’s aggressive sales efforts following its recent 
system upgrade, and the untapped market were all cited as potential growth drivers for the company. Sources tempered their 
remarks by adding that CEREC is not considered best-in-class; instead, it is a second-tier system whose closed architecture is 
inappropriate for dental labs. The merger is expected to make a stronger company. One source said Dentsply saw a “diamond 
in the rough” in CEREC and now has a turnaround project that it should be able to grow during the next several years. Another 
is concerned about Dentsply Sirona’s intentions regarding its work with dental labs. A third source’s CEREC systems were 
largely idle because of the superior alternatives, and suggested that Dentsply salvage its relationships by investing in focus 
groups with both lab owners and dentists. Significant competition in the digital dentistry field comes from 3Shape, Ivoclar 
Vivadent, Planmeca and Carestream Health. The market has not slowed for two sources. The third said sales were off in July 
but recovered in August, and he expects a strong fourth quarter. 
 
 
Key Silo Findings 
CEREC CAD/CAM Adoption 

- All 3 expect Dentsply Sirona’s CEREC to gain market share. 
- Driving forces include the use of the system in dental schools, the industry trend toward digital dentistry, Sirona’s 

aggressive sales efforts following its recent system upgrade, and the untapped market of nondigital dentists. 
- Deterrents to adoption include the CEREC’s second-tier, non–best-in-class status and the closed system. 
- Competitors include 3Shape, Ivoclar Vivadent, Planmeca and Carestream. 

Dentsply Sirona Merger 
- 1 said the merger has created a stronger company. 
- 1 said Dentsply has acquired a “diamond in the rough” that should provide growth for several years. 
- 1 expressed concern regarding the merged company’s future plans for dental labs. 

 

http://www.carestream.com/default.aspx?LangType=1033
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Dental Industry Market Conditions 
- 2 did not experience any business declines in 1H16. 
- 1 said sales were down in July but recovered in August. 
- 3 expect a strong 2H16 performance and for the full-year performance to exceed 2015. 
- 1 thinks any slowdown in performance may have been due to the stronger economy leading to increased summer 

travel and a reduction in patient visits. 
Miscellaneous 

- 1 said his CEREC equipment was largely idle because better equipment was available. Also, the supporting CEREC 
dental practice community never developed in his service area. 

- Hewlett-Packard is introducing 3D dental printing products that could challenge CEREC. 
 
 

1) Dental lab owner 

This source has mixed views on CEREC and thinks 3Shape makes a better machine. The merger may lead to investments 
that will improve CEREC, but Ivoclar Vivadent could provide game-changing competition. Dental labs throughout the 
country reported that business was dismal in July, which may stem from consumers’ increased summer travel. 

CEREC CAD/CAM Adoption 
 “Sirona tells people using CEREC that they will get rid of their lab bills. That’s not true. There are some things that the 

machine can’t do. Single molars are no problem, but dentists don’t want to spend two to three hours making a crown 
that a lab can do. They can scan images and then send them to labs.” 

 “Some dentists don’t understand that it takes two to three hours to make 
crowns. Patients don’t want to wait. I don’t think some dentists have 
worked out to have their patients come in the morning and then back 
again after lunch.” 

 “On the plus side for CEREC, Sirona gives dental school teachers 
equipment to teach use of CEREC to their students, while 3Shape doesn’t.” 

 “CEREC has actually increased our revenue. Instead of sending us simple 
cases, dentists will now send us bigger cases, say a six-unit anterior or a 
four- to five-unit bridge they couldn’t do in-house. CEREC also allows me to 
offer more products. If dentists don’t want to design a product, I can do 
that and send it back to them.” 

 “Game-changing competition may be on the way for CEREC. Ivoclar 
Vivadent is working on a machine that will have clearer images. With 
CEREC, you have to insert a cord into the patient’s mouth that draws blood 
and saliva into the image. That won’t be the case with the Ivoclar 
machine.” 

Dentsply Sirona Merger 
 “I think it makes the company stronger. They are both strong companies in 

their own right, and both have something to offer to labs. What one doesn’t 
have, the other does—basic supplies in Dentsply’s case and digital products in Sirona’s case. It keeps the business 
under one roof for labs, making things simple.” 

 “Sirona is not best-in-class. We had nothing but problems with Sirona’s [CEREC] milling machine. 3Shape has a 
better inner-oral scanner. Those machines are horses. They never give out.” 

 “Now Dentsply has money to invest in the future for both of these companies. If they were going on the same path by 
themselves, they would get there slower.” 

Dental Industry Market Conditions 
 “Board members from the National Association of Dental Labs across the country reported that July was a horrible 

month for their business. It may be that more people were traveling that month.” 
 “With the economy doing better, there is more money for people to travel. And with school starting earlier and 

earlier—in the first week of August here—there is more incentive for families to travel in July.” 
 “Business has picked up in August. For us, it’s really strong. October and November are generally good months, and I 

expect strength for the rest of the year.” 

CEREC has actually increased 
our revenue. Instead of sending 
us simple cases, dentists will 
now send us bigger cases, say 
a six-unit anterior or a four- to 
five-unit bridge they couldn’t do 
in-house. CEREC also allows 
me to offer more products. If 
dentists don’t want to design a 
product, I can do that and send 
it back to them. 

Dental lab owner 
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Miscellaneous 
 “Sirona knows how to throw a party. They don’t hold back on the spending. At one industry gathering they paid for a 

private concert by Train. And they’ll bring in expensive speakers like Richard Branson.” 
 
 

2) Dental lab CAD/CAM manager; 3Shape user 

Although CEREC has made significant strides in recent years, it remains a second-tier player in many respects of the 
CAD/CAM dental space. Dental office adoption of the technology could be enhanced by the merger, especially as CEREC 
grows more closely aligned with the Dentsply line of related consumables needed to mill dental replacements. CEREC use 
also could grow as the company moves away from a closed-architecture format. CEREC and similar scanning/chairside 
milling technologies likely will continue to pressure the source’s industry, but labs should retain their status as an 
indispensable supplier of solutions to more complex dental reconstruction cases. However, CEREC’s recent introduction 
of a dental office zirconia milling solution illustrates the new company’s push to provide more chairside options. 

CEREC CAD/CAM Adoption 
 “A year or two ago, it seemed Sirona started to push it more, and there was a big influx after it was updated.” 
 “They seem to be aggressively selling the machine, and a lot more doctors are testing them. More are coming out of 

school inclined to jump on the digital and chairside dentistry bandwagon. Sirona is seeing that, and they want to 
keep up with the competition.” 

 “We’re getting more and more into digital. Two or three years ago we didn’t have much, and now it’s probably 90%. 
But the older doctors who’ve been in business 45 years doing it the same way, they’ll continue on with that.” 

 “If the doctor does the process correctly and produces a good, clean scan, 
we’ll be able to be much more accurate than using traditional impressions, 
because some impression materials expand, contract and even rip or tear. 
A lot of time can be lost sending information back and forth to correct 
problems. When you work with a digital scan file, it’s always there.” 

 “If dentists want to do more of this themselves, they have to spend money 
on the scanner and the materials. They have to decide if they’d rather 
spend $130 to buy a crown each time they need one from a lab, or spend 
$30,000 on a milling machine. It takes a big investment, and parts on a 
machine can fail and it can be expensive getting the equipment serviced. 
Using a lab, all they have to worry about is getting the crown back on 
time.” 

Dentsply Sirona Merger 
 “Sirona has been making a lot of headway in the market over the last few 

years; before, in my opinion, they were left in the dust by other CAD/CAM 
software products.” 

 “If you had asked me a few years ago to rate CEREC, I would have put 
them at the bottom of the line. But they’ve improved by leaps and bounds the last couple of years. CEREC was 
mostly for crown and bridge work, but now they’re getting into implants and removables, and the software seems 
more user-friendly on both the doctor and the laboratory end. Some of their tools are not as easy to use as they 
could be, so there’s a learning curve. But in many ways CEREC has pulled even with competitors in that regard.” 

 “CEREC is just one of many products on the market, and every time you turn around it seems there’s another 
scanner product on the market. But they’ve come a long way lately by dipping into the zirconia processing business, 
for example. I think the merger will be a plus for both Sirona and Dentsply.” 

 “Dentsply’s Atlantis titanium abutments, which a lot more doctors seem to be requiring for their implant cases, will 
make it easier for more CEREC users to go that route.” 

 “We don’t know what their intentions are with respect to keeping labs in the picture, and that’s the only thing we’re 
worried about.” 

Dental Industry Market Conditions 
 “We haven’t seen a slowdown this year, but traditionally it always does slow down around Christmas. Overall, we’ve 

been growing exponentially. We’re up over a year ago, as well as the year before that.” 
 

They seem to be aggressively 
selling the machine, and a lot 
more doctors are testing them. 
More are coming out of school 
inclined to jump on the digital 
and chairside dentistry 
bandwagon. Sirona is seeing 
that, and they want to keep up 
with the competition. 

Dental lab CAD/CAM manager 
3Shape user 

http://www.sirona.com/en/news-events/press-releases-news-detail/30889/
http://www.siroworld.com/
https://www.dentsply.com/en-us/implants/digital-solutions/atlantis-abutments.html#tabs=ATLANTIS%20abutments/Prosthetic%20solutions
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Miscellaneous 
 “Full mouth crown and bridge work won’t be as easy for dentists to do using the CEREC. I don’t think they can do 

removables onsite. The CEREC milling machine is designed more for singles or three-unit bridges.” 
 “Dentists are limited in what they can do when it comes to bypassing labs. I’ve known doctors who express an 

interest in going that route, but when they see how much it requires they want to stick with labs for all but the most 
simple stuff.” 

 
 

3) Dental lab executive 

The conversion to digital dentistry is a work in progress, and it remains unclear what effect the company merger will have 
on firming up the field of legitimate players or quickening the pace of dental technology adoption. For all its success with 
making CEREC the leading scanning system, the company must figure out its strategy for working with dental labs, which 
are dealing with chairside dentistry technology being marketed as the next frontier. To achieve a breakthrough in market 
penetration, Dentsply Sirona and marketers of CEREC-like technologies must refine technology, better acquaint dental 
professionals with their true capabilities and capacities, and ensure that labs remain part of the full-service equation. 

CEREC CAD/CAM Adoption 
 “The new company is in a position where if they straighten things out, they can gain huge market share with CEREC. 

Estimates of 15% market share are high; I’d say it’s more like 5% to 7% of the market. But we’re not even close to 
the tipping point.” 

 “It’s not so much the cost of these scanning systems that’s creating the issue. It’s more the change that’s required in 
office procedures, the paradigm shift.” 

 “From the dental office standpoint, CEREC had a lock up until a few years ago. The first real competitor was iTero 
that came out with a superior scanning system that was easy to use and 
was priced to get into the dental office. Then 3Shape came in and started 
doing more and more every year, and now we have Planmeca and 
Carestream. Every time you turn around, there’s another new system 
coming out. There were around 24 different systems at a recent IDS 
meeting in Germany; less than half of that the year before.” 

 “When dentists have problems with their scanning systems, they want to 
be able to answer those questions. 3Shape has trained people in our lab 
to understand their systems, and 3M [Co./MMM] is in the process of doing 
the same thing. We don’t find anyone with Sirona doing that.” 

 “I don’t know the strength of their zirconia offering, and I know that 
Glidewell Dental Labs offers it. But I don’t think it’s as strong as zirconia 
milled in the lab.” 

 “We’ve done a lot of continuing education with dentists the last five years, 
where we bring in scanners and let them play with them. We had a bunch 
of people in in April to look at the new iTero Element, but we have no idea 
how many that converted.” 

 “Getting dentists to do this is still difficult. Until these get into more dental schools where students can learn how to 
use them, adoption will take even longer.” 

Dentsply Sirona Merger 
 “They saw a diamond in the rough [with CEREC] that they could work with, but it will be tough. This is a turnaround 

acquisition, one that they’ll work to continue to grow over the course of several years.” 
 “Sirona as an independent company prior to the merger had several problems, and one has been a lack of lab 

representation [with CEREC]. They couldn’t care less about the lab industry, and we were always scrambling to find 
someone at corporate when we had issues. Tech support at Patterson [the CEREC distributor] when it came to the 
software was good, but doing business with Sirona was horrible. They only responded when you made a loud enough 
noise.” 

 “We bought into the CEREC system years ago on the premise that they were going to create a really strong link 
between labs and dental offices so we could assist them in CAD/CAM dentistry. But in our market area that never 
happened; there was no push to get dentists to work with labs that had the CEREC lab system. And their closed 

The new company is in a 
position where if they 
straighten things out, they can 
gain huge market share with 
CEREC. Estimates of 15% 
market share are high; I’d say 
it’s more like 5% to 7% of the 
market. But we’re not even 
close to the tipping point. 

Dental lab executive 

http://english.ids-cologne.de/ids/index-2.php
http://english.ids-cologne.de/ids/index-2.php
http://www.3m.com/3M/en_US/dental-us/products/true-definition-scanner/
http://glidewelldental.com/


 

 301 Battery Street, 2nd Floor, San Francisco, CA 94111 | www.blueshiftideas.com 
12 

Dentsply Sirona Inc.’s CEREC 
 

architecture even made it difficult for labs to get a scan, design it and send it back for dentists to mill themselves. 
They were more interested in selling systems to dentists and bypassing the lab.” 

 “We have a couple of CEREC mills and scanners, and they might as well be boat anchors. We handle about a half-
dozen files a month to do milling work, but that’s it.” 

 “There are better scanners out there for intra-oral scanning, and most are open systems. CEREC was the leader at 
one time, and we embraced and adopted it and invested a lot of money in the system. Labs that are doing well with 
CAD/CAM have embraced other systems and have let CEREC die a slow death.” 

 “What they need to do is go to large dental industry meetings and get together a focus group of lab owners who’ve 
had Sirona design and milling systems, and ask them what needs to be done to regain their business. If they get in 
there with lab owners who were loyal to their system and tried to keep it alive, they can build a new direction. And 
they need to do the same thing with dentists; web surveys won’t work.” 

Dental Industry Market Conditions 
 “The market is changing and evolving so fast. We used to do five-year plans, but now our long-range plan is six 

months.” 
 “We’ve seen no real slowdown; our business has been increasing, and we’re up year over year. The outlook is that 

we’ll finish this year in a stronger position than last.” 
 “CAD/CAM dentistry is still an evolving world, and there will probably be a shakeout over the course of the next five 

years. But for now there are more people entering the market, including big players coming in with milling products 
and companies like Hewlett-Packard introducing 3D dental printing products for the laboratory market.” 

 “We haven’t really seen it yet, but we may see a future where more DSOs [dental service organizations] start buying 
their own labs and have their practices send work to those labs to keep down prices. DSOs are buying up more 
healthy practices that have owners ready to exit, and one of the cost control approaches they may take is with lab 
work being directed to large milling centers. And we could see large labs making group purchasing arrangements 
with these groups on the basis of razor-thin margins.” 

Miscellaneous 
 “Salespeople for many of these systems are making the mistake of telling dentists they’ll do everything for them and 

that they’ll save money on impressions, trays, materials and adhesives, the cost-benefit. They don’t talk about the 
extra time that’s required. These systems are not meant now for doing full scans, so they’re focusing on the wrong 
thing. They’re not telling them how they can work with labs to make the system most profitable for the practice.” 

 
 
 
3) Competitors 
Four of the six competitors think the Dentsply Sirona merger will result in increased adoption of CEREC. Two others think 
CEREC’s closed-system architecture will make it difficult for the company to significantly grow sales because dentists are 
showing a preference for open systems. The adoption of digital dentistry overall is expected to grow further as younger 
dentists graduate from schools with the latest technology and as older dentists retire. However, the pace of adoption is 
expected to be slow. One source said penetration of digital dentistry currently is at 15% to 20% and should reach 25% of the 
market in the next five years. Another said the dental community is 50-50 regarding the CAD/CAM ROI. Dentists who grow 
their practice with the system are the most satisfied with their return. All six sources think the merger is a positive for both 
Dentsply and Sirona and will result in a stronger company, boost overall sales and create an end-to-end solution not offered 
by any other company. CEREC’s competition includes 3Shape’s Trios, which was described as innovative and best-in-class; 
Planmeca, which was called an industry leader; Align Technology’s iTero Element; and 3M although one source said its 
CAD/CAM system was “terrible.” The exclusive CEREC distribution agreement between Dentsply Sirona and Patterson was 
discussed by three sources. One distributor sales professional would like to be able to sell the CEREC system and praised 
Sirona’s marketing. Another questioned whether the company could ramp up its support and service network enough to sell 
directly to dentists. Three sources discussed an industry slowdown while one source’s business was flat. Sources predicted 
growth through the second half of 2016. 
 
 
Key Silo Findings 
CEREC CAD/CAM Adoption 

- 4 of 6 expect Dentsply Sirona’s CEREC system to experience increased adoption. 

http://www.3m.com/3M/en_US/dental-us/products/lava-ultimate/
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- 2 think CEREC’s closed-system architecture will curtail its adoption. 
- Digital dentistry is growing. 1 said adoption is at 15% to 20% and should reach 25% in the next 5 years. 
- Strong competition is coming from 3Sharp, Planmeca and Align Technology. 

Dentsply Sirona Merger 
- All 6 were positive regarding the Dentsply Sirona merger. 
- The merger is expected to make a stronger company, increase sales and create an unparalleled end-to-end solution. 

Dental Industry Market Conditions 
- 3 said the dental industry was slow earlier this year. 
- 1 said his company’s performance was flat. 
- 1 said online sales are taking 1% share from the dental consumables sector. 
- Market conditions should improve over the second half of 2016. 

Miscellaneous 
- 3 discussed the pending end of Patterson-exclusive CEREC distribution. 

o 1 wants to sell CEREC despite selling 2 competitive products, because of Sirona’s strong marketing. 
o 1 said if Dentsply Sirona were to sell direct, the support and service network would be a challenge. 

 
 

1) Product manager for a competing dental products company; previously worked at Dentsply Sirona 

This source thinks the merger likely will result in a stronger company and will lift sales of CEREC. Dentsply’s purchase of 
Sirona makes an amazing end-to-end solution for dentists, from Sirona’s machine itself to the accompanying materials 
made by Dentsply. He has not seen a slowdown in the dental industry, though a lot of people have been made nervous by 
the restructuring at Patterson. 

CEREC CAD/CAM Adoption 
 “The merger will accelerate adoption of the machine. CEREC is one of the main reasons why Dentsply bought Sirona. 

It makes sense as an amazing end-to-end solution for dentists. It makes a lot of sense to make a push for CEREC to 
be the standard for CAD/CAM machinery, which it already is, with widespread distribution.” 

 “The iTero Element scanner provides strong competition, so Dentsply 
Sirona has to up their game and modernize a bit. CEREC’s hardware is 
great, but it’s two to three years old. It also never hurts to refresh the 
software.” 

 “As for cost-benefit analysis, the biggest reason to get CEREC is the same 
reason not to get it: It has amazing integration and a proprietary workflow.” 

 “For some people that will work. Anything a dentist needs to do can be 
done with CEREC. But a lot of people want an open system. If someone 
doesn’t want one company providing the majority of his workflow and wants 
to move files around, then he has to go with something else. CEREC 
doesn’t allow for the open-ended export of files.” 

Dentsply Sirona Merger 
 “The merger probably makes for a stronger company. No one else can offer 

as complete an end-to-end solution for dentists. It’s scanners, implants, 
equipment, software, the works. No one company comes close to offering 
what they do.” 

 “To be sure, they might lose some focus on what each company does well. 
For example, Sirona has 3D side cone beam computerized tomography, 
which is amazing equipment. But Sirona is known only for CEREC. It hasn’t 
marketed all of its technology. I don’t know if Dentsply will continue that 
mistake and just emphasize CEREC.” 

 “This certainly helps Dentsply for selling inserts and other materials that are used with CEREC. Dentsply seems to be 
run in a very silo-oriented manner, according to geographical region and product. Sirona isn’t so broken up. They 
could end up isolating CEREC and 3D in separate silos.” 

The merger will accelerate 
adoption of the machine. 
CEREC is one of the main 
reasons why Dentsply bought 
Sirona. It makes sense as an 
amazing end-to-end solution for 
dentists. It makes a lot of 
sense to make a push for 
CEREC to be the standard for 
CAD/CAM machinery, which it 
already is, with widespread 
distribution. 

Product manager 
Competing dental products company 

Former Dentsply Sirona employee 
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 “The leadership at Dentsply Sirona is one of the best I’ve seen in the industry. They really seem to know what they’re 
doing. If they leave Sirona alone and integrate where it makes sense, that’s great. If they start killing off projects that 
may have been successful for Sirona, that’s a problem.” 

 “When companies merge, they never seem to achieve as much growth as they did separately, but I think the CEO 
Jeffrey Slovin will do a good job.” 

Dental Industry Market Conditions 
 “I haven’t seen much of a slowdown. But there is a lot of nervousness in the wake of Patterson’s big management 

shakeup. They let a lot of people go, and that really worries me. It’s almost as if they’re taking the mindset that they’ll 
lose the exclusivity contract for CEREC when it expires next year.” 

 “If they’re giving up trying for a renewal, which is the sense I’m getting from them, that leads to worries in the 
industry because of their size.” 

 “While the industry as a whole may have slowed in the second quarter, dental shows in the first quarter were strong, 
with a lot of attendance, sales and energy. So hopefully there will be a bounce back in the fourth quarter.” 

 
 

2) Sales manager for a competing dental products company 

The merger will help boost CEREC sales. Dentsply Sirona now will have the “razor and the razor blades,” with the razor 
being CEREC that Sirona sells and the razor blades being the complementary products that Dentsply sells. The source 
noted a recent slowdown in the dental industry but expects an improvement for the rest of the year. 

CEREC CAD/CAM Adoption 
 “Usage of CEREC will grow, no doubt about it.” 
 “The CEREC machine was the key to the acquisition. With Patterson’s exclusive 10-year deal to sell the machine 

expiring next year, maybe Dentsply will sell it directly. Patterson and Dentsply traditionally haven’t gotten along very 
well.” 

 “If Dentsply does go alone, can they really ramp up and build the infrastructure for the machine? It takes a lot of 
hand-holding, field support and service. If you’re not having a dealer do that for you, you’re going to a different 
model. That could end up being more expensive than the acquisition.” 

 “I think adoption of CEREC will accelerate. It’s a razor/razor blade 
situation, with Sirona’s CEREC machine as the razor and Dentsply’s 
materials that are needed with the machine as the razor blades.” 

 “Dentsply is a materials company. They want to move goods. So the 
question for them is: How can we make purchase of the system easy, 
because we have the opportunity for long-term supply of materials?” 

 “When it comes to cost-benefit, the dentist obviously avoids lab bills. The 
question is are they saving money net-net when you factor in chair time? 
Not necessarily.” 

 “A lot of dentists see benefits in doing crowns in an hour. The patient doesn’t have to come back. That’s a strong 
value-add for people for whom time is money: lawyers, accountants, doctors, etc. That’s one driver.” 

 “I think most dentists are satisfied with CEREC. Some are still sending some work to labs, but CEREC generally works 
well. If the patient is happy, that’s all that counts.” 

 “As for competition, Planmeca has a system that’s as good as CEREC; it just hasn’t been around as long. It hasn’t 
challenged CEREC so far.” 

 “I see no other roadblocks for CEREC. Costs are coming down. And younger dentists are being exposed to the 
technology in dental school while older dentists are retiring. There’s not a real challenge to the adoption of the 
technology.” 

Dentsply Sirona Merger 
 “The merger makes for a stronger competitor and was a smart move. It adds a key product category where Dentsply 

wasn’t keeping pace: CAD/CAM. That’s a huge piece of where the business is.” 
 “Maybe Dentsply overpaid, but strategically they had to do it. It took a while for them to get there, but now they’re in 

a powerful position.” 
 
 

Usage of CEREC will grow, no 
doubt about it. 

Sales manager 
Competing dental products company 

https://www.dentsplysirona.com/en/company/executive-team/jeffrey-t-slovin.html
http://www.businesswire.com/news/home/20160602005743/en/Patterson-Companies-Names-Paul-Guggenheim-Chief-Innovation
http://www.businesswire.com/news/home/20160602005743/en/Patterson-Companies-Names-Paul-Guggenheim-Chief-Innovation
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Dental Industry Market Conditions 
 “There’s been a slowdown. I see it in Georgia and Alabama, where I operate. I’m not sure why. I would think 

uncertainty about reimbursements is part of it. Dentistry basically follows the trend of the economy, especially 
elective dentistry. I think things will pick up for the rest of the year.” 

 
 

3) Equipment and technology sales professional for a dental distribution company 

CEREC is still the market leader, and the merger is likely to benefit both companies. Industry speculation indicates the 
CEREC will become open to other distributors beyond Patterson. About half of dentists—the ones who use it to build their 
client base—are satisfied with CAD/CAM ROI. Approximately 10% to 15% of clinics have CAD/CAM technology. Greater 
adoption likely will be a result of lower price and user simplicity. 

CEREC CAD/CAM Adoption 
 “Early CAD/CAM adoption began 10 to 15 years ago. We are not at the next phase, but we are getting there. The 

technology is improving, and eventually CAD/CAM will be a staple in most dental offices.” 
 “Reluctance to adopt CAD/CAM is usually based around fears of cost and efficiency. Time is money, and dentists do 

not want to play laboratory technician. There is a desire for systems to be more intuitive and very simple to operate.” 
 “Many dentists see CAD/CAM as something in which they will invest in the next five years.” 
 “Greater simplicity will drive more adoption. Presently CAD/CAM is still a little more complex and challenging than 

dentists expect.” 
 “Sirona/CEREC is the CAD/CAM monster, the market leader by far. They have done a great job building brand loyalty. 

It is like a community, almost a cult. They must have an enormous 
marketing budget.” 

 “If a dentist is going to evaluate CAD/CAM, CEREC will definitely be part of 
the mix.” 

 “The future for CEREC sales and distribution is uncertain. Will they pull the 
Patterson exclusivity? Will they build their own sales force? Dentsply sells 
through all the distributors and has their own sales force. It is uncertain 
what path CEREC will follow, but hearsay indicates they will open up to the 
other distributors.” 

 “Trios is the most innovative and considered the best-in-class; plus, it 
integrates with the device of choice. 3Shape, Sirona and Planmeca are the 
industry leaders; all the others will struggle for a place in the market. For 
example, 3M, a huge company, has a terrible CAD/CAM offering.” 

 “It is about a 50-50 split as to whether dentists feel the CAD/CAM ROI is 
worth the expense. Laboratory savings should not be the focus. Those who 
use it to grow the practice are the ones happiest with the return. Some do, 
however, return the systems because they do not realize the return.” 

 “The biggest challenges to CAD/CAM adoption are list price, fear of 
change/paradigm shift, and the rapidly advancing technology.” 

 “I would estimate 10% to 15% of practices have CAD/CAM now, and adoption is growing steadily. The technology is 
still advancing. The price point needs to drop and the user simplicity increased to influence faster adoption.” 

 “Zirconia is popular, but it is not really a same-day visit; it takes hours.” 
Dentsply Sirona Merger 
 “It is likely to benefit both companies: one with technology and the other with greater distribution.” 
Dental Industry Market Conditions 
 “There is a bit of a slowdown in the industry. Dentists by nature are risk-averse. It may simply be the result of a 

fluctuating stock market and the uncertainty of a presidential year.” 
 
 
 
 

It is about a 50-50 split as to 
whether dentists feel the 
CAD/CAM ROI is worth the 
expense. Laboratory savings 
should not be the focus. Those 
who use it to grow the practice 
are the ones happiest with the 
return. Some do, however, 
return the systems because 
they do not realize the return. 

Equipment and technology sales pro 
Dental distribution company 
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4) Field sales consultant in central California for a company that makes and distributes dental products 

The merger will help increase sales of the CEREC machine though the source was unsure how much given the company’s 
heavy competition. CEREC now is roughly twice as expensive as the Trios machine that he sells for about $75,000. The 
merger will force CEREC’s price down. July was his second best month of the year, but he was aware of a general industry 
slowdown. 

CEREC CAD/CAM Adoption 
 “While the merger should lead to an increase in sales of CEREC machines, I don’t know how strong the rise will be. 

There are challengers, including 3M and Planmeca. I think we’ll see a myriad of products in the next 24 months.” 
 “I’m currently selling the 3Shape Trios for about $75,000. It’s more accurate, smaller and faster than CEREC, with 

open architecture. Dentsply Sirona will have to rework their hardware, but 
their software is awesome. They have the money to make it better, and 
they will have to make it cheaper, which is only better for doctors.” 

 “[Sirona has] enjoyed exclusivity on the market for 25 years, but they 
weren’t keeping up with the times. They didn’t feel like they had to keep 
up. Now they are.” 

 “Patterson has a 10-year exclusive contract with Sirona to sell the CEREC 
machine. Early next year the contract could be renewed or opened up to 
everyone. I’m hoping it opens to everyone. I feel I have a better product 
now, but [Dentsply has] a better marketing structure. They reinvest in their 
product.” 

 “Zirconia is very important. It makes for a good, solid product and is a lot 
cheaper than the alternatives.” 

Dentsply Sirona Merger 
 “The Sirona CEREC machine is a positive product with a price that is 

double newer products. It was hard for Sirona to change that, and I think 
that’s why they sold to Dentsply.” 

 “We are a big customer for Dentsply and Sirona. For the long term, this 
merger is good both for us and for doctors looking to get into technology, 
because it will give us a good option that will come down in price.” 

Dental Industry Market Conditions 
 “I don’t see a slowdown. I just had my second best month of the year in July. More spending on digital technology is 

beginning to occur. 3D printers are coming to the market now and will probably be the next wave. I think spending 
will grow in central California. I’m on pace to grow double digits this year, but I have heard talk of a slowdown 
elsewhere.” 

Miscellaneous 
 “There are many dentists who don’t understand new technology, and some are afraid of it.” 
 “When it comes to technology, there are the early adopters, the middle adopters and the never adopters. The trend 

in our industry is to have a few earlys and many nevers. Plenty of dentists don’t even do digital X-rays even though 
that’s a huge advantage.” 

 “So it could take a while for usage of the CEREC machine to spread. But if the cost gets cut in half and the math 
makes sense, that makes a good argument: no more rips and tears and inexactitude. It’s a pretty good sales pitch.” 

 
 

5) CAD/CAM national sales manager for a CEREC competitor 

CEREC established the industry but is stagnant. Still, the system has a loyal following, and the merger has provided more 
distribution options. The lack of an open architecture puts CEREC at a disadvantage. The devices are all quite similar in 
terms of hardware; the software is the differentiator. CAD/CAM has passed the early adopter phase. In the next five 
years, as much as 25% of dental clinical may have digital solutions. 
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exclusive contract with Sirona 
to sell the CEREC machine. 
Early next year the contract 
could be renewed or opened up 
to everyone. I’m hoping it 
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CEREC CAD/CAM Adoption 
 “Technology is fragmenting the industry. There are a lot of options. Sirona thinks they still dominate the industry. 

Without open architecture, it is tougher to compete. I do not think Sirona has plans for introducing open architecture. 
They have tried to introduce new solutions with existing products but have not had great success. Zirconia is a buzz 
word in the lab space because of the strength of the material, but it did not pan out for Sirona. It is a messy material, 
and you really have to know what you are doing to make it look good. Zirconia does not really make sense chairside; 
the engineers did not think it through.” 

 “Defining a best-in-class for CAD/CAM technology is really not the right 
question. Each competitor is focused in a different niche/market segment. 
Investors are often focused on hardware, but software innovations are 
where the advantages are. At this point the devices are all similar; the 
software is the differentiator.” 

 “I would never slam CEREC. It is a little stagnated in innovation, but it 
established the industry. Longevity is a big asset.” 

 “CEREC has an established following that truly believes in the brand 
regardless of what a competitor offers. Although the technology may be 
stagnant, once the dentist has adopted a technology, they more often than 
not stick with it.” 

 “CEREC is locked down and closed, and that is not the future of the 
industry.” 

 “Digital is transformational, but the industry is slow-moving. Presently 
approximately 15% to 20% of clinics have digital technology. Digital X-ray is 
the largest segment.” 

 “We are getting to the end of the early adopter phase, so all the 
competitors are trying to advance and refine the technology to break through the 20% market penetration threshold. 
In five years, up to 25% of clinics may have digital technology in place.” 

Dentsply Sirona Merger 
 “The merger was probably done out of necessity. The companies add value to each other: Dentsply adds technology 

to their portfolio, and Sirona gets more distribution options with Dentsply. Technology is the future, and it is 
important to have an offering. But effective distribution, and the option for direct sales, is still important also. It is 
hard to say which company benefits more.” 

 “The acquisition likely slowed R&D innovation.” 
Dental Industry Market Conditions 
 “Manufacturers see less quarter-to-quarter fluctuation as the distributors have already made purchase 

commitments.” 
 “I would not say it has been a robust year. Some equipment sales are flat, but others are up.” 

 
 

6) CAD/CAM specialist for a major dental distributor 

Traditional distribution is experiencing slowly eroding sales from online purchases, particularly supplies and other 
commodities. This trend is less likely to affect complex capital equipment. CEREC is a good system, and Sirona is a great 
company, but the lack of open architecture is a significant disadvantage. CAD/CAM technology has advanced 
significantly, and cost savings on impression material, along with increasing patient demand, are driving strong and 
continued growth. The best-in-class scanner is the Trios while the best-in-class miller is manufactured by Planmeca. 

CEREC CAD/CAM Adoption 
 “CEREC is a good system, but dentists do not like the closed architecture. It does not play well with others.” 
 “CEREC cannot integrate with any other system. A dentist can only use CEREC components. CEREC users are also 

forced into high-priced hardware upgrades as the company introduces them. Other systems use software and 
firmware upgrades automatically.” 

 “The Planmeca milling unit is the best in the market. It is super-efficient and high-tech. The built-in [Microsoft] 
Windows software allows for online troubleshooting and software updates remotely. Planmeca is also known for its 
excellent service.” 

CEREC has an established 
following that truly believes in 
the brand regardless of what a 
competitor offers. Although the 
technology may be stagnant, 
once the dentist has adopted a 
technology, they more often 
than not stick with it. 

CAD/CAM national sales manager 
CEREC competitor 
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 “The 3Shape Trios scanner is the best available. The American Dental Association did a comparison of the systems, 
and Trios blew them all away for accuracy and speed.” 

 “Dentists can be afraid of the capital cost, but on average clinics spend $3,000 to $4,000 per month on impression 
materials. Monthly payments on a Trios are $1,110 to $1,200 a month. That is a significant cost savings. 
Furthermore, approximately 70% of dental labs are going digital. So if a clinic only has the scanner [and no miller] 
and sends the digital file to the lab, the lab will give them a discount for the digital scan.” 

 “Dentists can be concerned about the ability of their technologists to use the scanner, but all that is required is a 
simple training. Virtually anyone can run it.” 

Dentsply Sirona Merger 
 “Sirona has been around probably longer than anyone else. It is a great company with a good reputation. The merger 

will be a good thing.” 
 “The company will need to develop an open system CAD/CAM architecture. This is a huge selling point for 

competitive systems.” 
Dental Industry Market Conditions 
 “The ability for dentists to research and purchase products online has definitely had impact on the industry. I would 

say online sales erodes distributor sales approximately 1% per quarter.” 
 “Although more established dentists generally rely on their well-developed distributor relationships, newer dentists 

are more accustomed to online research and very interested in saving a dollar wherever they can. This is particularly 
true of less complex and consumable products. Although capital equipment is available for online purchase as well, 
these purchases often do not include the level of support, warranty and 
rebates available with a direct sale, so CAD/CAM is less likely to be 
affected by online purchasing.” 

 “There are an enormous number of new competitors throughout the dental 
industry and in CAD/CAM specifically. Fortunately, however, outside of the 
East and West Coast urban areas, the market is relatively unpenetrated, 
and the technology has advanced so much. It is a great time to be selling 
CAD/CAM.” 

 “Dental PPOs are affecting dentists’ bottom line, so there is a great deal of 
cost shopping, particularly with supplies.” 

Miscellaneous 
 “The CAD/CAM technology is amazing today. What could once take weeks 

can be done in a day.” 
 “The dental industry is definitely going digital, no question. The CAD/CAM technology makes it more and more 

appealing to dentists both from a convenience perspective and a competitive one. Patients are researching their 
options, and the digital clinic is stealing business from more traditional practices.” 

 “CAD/CAM sales are growing, and there is still a lot of untapped territory in regions like the Midwest.” 
 “To have a high-quality zirconia restoration, it needs to be furnace/processed for eight hours. The short CEREC 

process [less than three hours] is unlikely to yield a quality restoration.” 
 “Every scanner has an associated subscription fee that covers support, maintenance, software upgrades. The 

monthly fee varies but is in the range of $200 to 300 a month. Other than the occasional cost to replace tips or 
mirror frames, there are no other associated costs/consumables.” 

 “The consumable revenue stream for the milling units is related to the blocks, but this material is not a revenue 
stream for the milling unit manufacturer. Blocks are manufactured and sold by another company.” 

 “I’m just back from the California Dental Association meeting in San Francisco, and many people commented on how 
slow it was. CDA meetings used to be packed, but this year’s was at least 25% lower attendance. Internet research is 
replacing what once was considered the only place to get information about new products and technologies.” 

 
 
 
4) Industry Specialists 
These four sources, representing academia, consulting and CAD/CAM training, expect CEREC adoption to increase. Adoption 
drivers and CEREC’s strengths include the trend toward digital dentistry; young, tech-savvy professionals practicing with the 
latest digital equipment; the potential for increased marketing and ad spending, including direct-to-consumer efforts; the 
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CAD/CAM specialist 
Major dental distributor 

http://www.cdapresents.com/SF2016.aspx
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1,000 sales reps from the merged company and the 1,500 Patterson representatives; CEREC’s reputation for continued 
enhancement and improvements; and its committed and active user community. The recent addition of zirconia processing 
capabilities also is expected to contribute to adoption. All four sources were positive regarding the merger of Dentsply and 
Sirona, citing the increased product diversity and synergies, the opportunity to expand share in the dental consumable 
category, the company’s intent to build off of the CEREC system, and the legitimacy the merger brings to CEREC, making it a 
mainstream technology. Challenges include heightened competition, a dental community that is being cautious with capex, 
CEREC’s closed-system architecture, and the merged companies’ different cultures. One source also questioned CEREC’s ROI 
given its $100,000-plus price tag and additional operating and consumable expenses. Two sources were unaware of a 
patient base and/or sales slowdown, while one said demand had slowed but has since picked up. One source said cosmetic 
dentistry mirrors the economy. 
 
 
Key Silo Findings 
CEREC CAD/CAM Adoption 

- All 4 expect increased adoption of the CEREC system. 
- Adoption drivers include the trend toward digital dentistry; young tech-savvy professionals practicing with the latest 

digital equipment; the potential of increased marketing and ad spending, including possibly direct-to-consumer 
efforts; the expanded combined sales forces of 1,000 from the Dentsply Sirona company and 1,500 Patterson sale 
reps; CEREC’s reputation for continued enhancement and improvements; and its committed, active user base. 

- Challenges to wider CEREC adoption include increasing competition, a dental community that is being cautious with 
spending, a closed-system architecture, and the merged companies’ different cultures. 

Dentsply Sirona Merger 
- All 4 were positive regarding the merger of Dentsply and Sirona. 
- Strengths include the increased product diversity, the product synergies, the opportunity to expand share in the 

dental consumable category, the company’s intent to build off of CEREC, and CEREC becoming a mainstream rather 
than a fringe system. 

Dental Industry Market Conditions 
- 2 noticed no slowdown in the dentistry market earlier this year. 
- 1 acknowledged a slowdown, but indicated it had turned around. 
- 1 said cosmetic dentistry follows the economy. 

Miscellaneous 
- 1 said rapid model deposition could become a competitive innovation. 

 
 

1) Digital dentistry consultant  

How the merger will affect CEREC sales is unclear and depends on how the company manages it. If it is able to create 
some synergies, that could help sales. CEREC’s main advantages are is its same-day, one-stop shopping and lower lab 
bills. Still, the source noted little ROI, and said most of his clients select alternative machines, which he would not name. 
He has seen no slowdown in his business, and said the summer traditionally is weak for the industry. 

CEREC CAD/CAM Adoption 
 “The main benefits of CEREC are same-day dentistry and a lower lab bill, but overall I’m not sure there’s a cost-

benefit. The ROI isn’t there. It’s a $100,000-plus investment. Then you’re financing that investment, paying 
assistants to design and do other work and paying for blocks and other materials.” 

 “All of that increases your costs. The check you write to your staff may be more than the money you save on lab 
bills.” 

 “When I advise a dentist, I say buy CEREC because you want to differentiate yourself and offer same-day dentistry, 
not to save money. Buy it to offer a service that your competitor doesn’t if that’s the best treatment plan for your 
patients.” 

 “In advising dentists on purchasing CAD/CAM technology, we go through all the priorities—staff, space, etc.—to find 
the combination that fits best for them. It’s not often that they go for CEREC. In addition to cost, it’s often issues of 
staffing, materials they want to work with and scheduling that drives them away. 
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 “The dentists who choose CEREC are ones who like the one-stop shopping, who want it simple with easy-to-follow 
instructions. Sirona also is a big organization with an excellent distribution network.” 

 “But on the downside, dentists using CEREC don’t have as much control and detail available. The self-integration 
inhibits control and sometimes detail, because you have to follow a set process.” 

 “It’s kind of like Macs vs. PCs, where CEREC is the Mac and its competitors are the PCs. If you like it the way Mac 
gives it to you, that’s great. If you want something more customized, Windows lets you do more, but there’s also 
more complexity.” 

 “Zirconia processing does make a difference. Anytime you can expand the utility of a capital investment, that make it 
valuable, but usually there’s a compromise involved. The broader the utility of a product, the more compromises you 
have to make.” 

Dentsply Sirona Merger 
 “In terms of the merger’s impact on CEREC sales, I don’t think dentists care. If it leads to more spending on 

marketing and advertising, that could drive sales. But Sirona was very successful marketing its own product. I’m not 
sure what Dentsply adds except to direct its current customers to CEREC. It’s all about how they integrate the 
companies.” 

 “The merger creates a more diversified company. Is the company stronger? 
Time will tell. That’s a function of leadership and how well the companies 
harmonize. I’ve seen mergers in the industry work positively and 
negatively. There’s no way to know until you see how management 
operates.” 

 “If they pool resources, it works well. If they just cherry-pick certain 
markets from the new company, it will be stagnant. This gives Dentsply 
more opportunities to sell digital products and integrate its products with 
Sirona. Are they leveraging the strength of each organization, or does 
Dentsply just want a piece of the digital market?” 

Dental Industry Market Conditions 
 “I haven’t personally seen a slowdown. From a production standpoint, the 

summer is traditionally slower, but I don’t know of anything special this 
time around. My business is doing very well. Generally, the industry picks up in the third and fourth quarter.” 

 “Cosmetic work and higher-dollar dentistry will follow trends in the economy. If that’s stable, as it appears to be, the 
industry is generally stable.” 

 
 

2) Dental school adjunct professor, former assistant dean for clinical research 

Digital dentistry is undeniably the future, and the well-established CEREC technology probably is even better positioned to 
make inroads into an industry increasingly dominated by younger, tech-savvy professionals. The challenge for the new 
Dentsply Sirona will be to make CEREC stand out and stay ahead in a market that is growing more competitive and to 
offer more varied reconstructive options to dental professionals. New synergies produced by the merger should further 
hone market penetration strategies. 

CEREC CAD/CAM Adoption 
 “There’s a lot of room for growth. Their market penetration of about 15% has not been outstanding. Some 15,000 

CEREC units are in use now, according to Dentsply, and there are about 115,000 dentists in this country. The 
potential market is that, plus prosthodontists.” 

 “CEREC, especially its latest Omnicam, is head and shoulders above a lot of the competition. It’s been well thought 
out and has features that make it the best system, especially if you’re going to make impressions and do the full 
restoration in the office. If not, if you just want to get an impression and send them out to a lab for milling, there are 
other systems as good or better. If you’re a design guy and like working with CAD/CAM, you’ll like it. Sirona has both 
sides covered with CEREC.” 

 “The market is not so much for the machine but for the technology and the software. This equipment is becoming 
easier to use, which is good because sales will perk up as the process becomes simpler and more intuitive. I think 
that’s the future.” 
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 “If they want to make an advance, they need to get these in the hands of people who will be the long-term users of 
these systems. Many marketers of these systems are trying to gain inroads into different communities through 
dental schools, the military, the VA, giving people experience in working with them.” 

 “We use CEREC here, along with other systems, doing clinical studies and giving students hands-on experience with 
the units. But CEREC has been slow to move into dental schools around the country, and I’m not sure why. They have 
offered older units to dental schools, 10 to 12 at time in some cases, and that’s not a cheap investment. But they 
need to more aggressively introduce the systems to younger users, the newer grads who’ll use them over their 
careers. The ones who can afford them now aren’t computer-literate while the younger ones have a harder time 
making the investment.” 

 “There are an enormous amount of systems like CEREC popping up. There’s a big meeting every year in Germany 
where this equipment is presented, and these units are just exploding. A lot are very innovative and are becoming 
easier to use.” 

 “The recent release of the zirconia sintering oven that does zirconia restorations will open up markets for them. 
Zirconia is a much stronger and more durable material, and the 15-minute cycle time is reasonable.” 

Dentsply Sirona Merger 
 “It’s a nice merger between the two companies and not a lot of overlap. Dentsply has the potential of making the 

blocks, bonding materials, cements and other products, so all of the paraphernalia that goes with the CEREC unit 
could be readily marketed.” 

 “But they’re two different companies with two different cultures. Sirona has a rah-rah, cheerleader-type culture, but 
Dentsply is staid and very careful, and its marketing is very factual. They’re not long on hyperbole.” 

 “Everyone involved is hoping that it will help, but the fact is that Dentsply people have not sold these kinds of 
systems before. There’s always a period of time where you’re having to 
learn the other party’s business. But they know that there’s a lot that can 
be complementary here.” 

Dental Industry Market Conditions 
 “There has been a slowdown although we’ve had worse in the past three or 

four years, in the wake of the recession.” 
 “The first thing that goes, which is normal in the dental community, is that 

people stop aesthetic procedures that involve high-end, all-ceramic work 
which CEREC is geared for. There’s a cutback on unnecessary work.” 

 “There’s evidence that things are picking back up, because you can only 
delay some of these procedures for just so long.” 

Miscellaneous 
 “CEREC’s closed-system architecture means users are limited to where 

they can send scanned images. Embedded coding in them means some 
milling machines can’t recognize or won’t accept the images. Competitor 
3M was the first to open up its architecture, and some others followed 
suit.” 

 “Whether a dentist adopts CEREC or not depends a lot on the kind of dentist you are and if you want to bypass the 
dental lab. If you’re doing high-end work and want restorations that offer invisibility, this system won’t do that.” 

 “A competitive area that could rise up in the near future is rapid model deposition, one that could offer a way around 
the traditional milling process, which only allow you to go so far with appearance. It’s a new technology that might 
someday knock out milling machines, which labs have sunk a lot of money into.” 

 “We offer courses here where we demonstrate different CAD/CAM units, and allow people to sit down and do 
restorations side-by-side. That allows them to get an idea of which one is better and whether they want to do their 
own milling or not. Attendance seems to be picking up for these courses.” 

 “Technical advances in these CAD/CAM units seem to be slowing somewhat. There’s still an upgrade cycle, and 
that’s been the case with CEREC. What these offer now is as good as what a lab can offer, with the exception of high-
end aesthetics. A lab can layer things better than a CAD/CAM milling system, but the fit can be just as good.” 
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3) Dental practice management consultant/coach 

The Dentsply Sirona alliance coincides with what is likely to be a period of greater adoption for CAD/CAM dental 
technologies, setting the stage for the Sirona product line to bolster its market-leading presence. Its transformation into a 
single supplier of digital imaging technology and the materials needed to fashion the dental products greatly enhance its 
prospects in a steadily growing and evolving market. Emerging opportunities in the dental implant market bode especially 
well for CEREC as practices look to streamline procedures and improve results for patients. The merger might encounter 
some logistical headwinds, but over time it should result in a stronger platform for putting CEREC in more dental 
practices. And long term, it could even shake up the industry’s entrenched distribution model. 

CEREC CAD/CAM Adoption 
 “I don’t know what their expectations are for CEREC, but I’m sure they want to improve the adoption rate. CAD/CAM 

equipment is in about 15% of dental practices, and CEREC has about 80% of that. But there is more competition.” 
 “CEREC continues to get better and better, but for the crown and restoration market there’s not much more to do. 

Where it’s expanding is in the growing dental implant industry, where imaging capabilities can improve and increase 
the likelihood of better outcomes. Surgeons often end up having to do crazy things to get aesthetically pleasing 
outcomes. With CEREC imaging, you can do designs virtually and place them into the jaw before you even touch the 
patient. It’s a game changer for dental implants, enabling guided surgeries and more predictable outcomes.” 

 “CEREC technology has been around 28 years or so, so there’s a lot of familiarity with it now. I’m guessing everyone 
knows at least one person who’s been wildly successful with it. I think 
they’d all love to have these things, but they have to have confidence to 
make a six-figure investment that can be 10% to 15% of a practice’s 
annual revenue.” 

 “We’re getting toward the meat of the bell curve, where adoption should be 
ramping up, and I see no reason that it won’t happen. We had the early 
adopters, and we’ll have the laggards in the last 10%. But I doubt that a lot 
of baby boomer dentists will end up pulling the trigger before they leave.” 

 “For the dentist who’s really busy, the cost-benefit is there. If you’re a 
smaller practice and not all that busy, it perhaps doesn’t make sense. The 
average practice brings in around $600,000 a year in revenue. If you’re in 
the $1 million range, it’s a no-brainer because you can cut out the lab. 
What’s even more valuable is making it more convenient for patients who 
don’t need temporaries, three visits and the need to take time off work.” 

Dentsply Sirona Merger 
 “The stage is set for them to take a run at being a market share player in 

the consumables piece of the business; there’s more profit margin there 
than there is on the machine part of the business.” 

 “The consumables materials is a big chunk of the business, and this brings 
additional expertise and distribution capabilities to the table. Sirona hadn’t been doing well in that area while 
Dentsply had their own line of blocks and other materials. Now they merge forces and maybe get more of that 
market; the new company has the ability now to get both ends of the deal.” 

 “Sirona is very ‘German.’ There are potentially some challenges and cultural obstacles there. When Sirona merged 
with Schick Technologies [a dental radiography company] it took time to merge those two families, and they may not 
be fully integrated even yet.” 

 “Dentsply has distribution know-how and experience, and they had a division that sold direct to dentists and not 
through distributors. CEREC all goes through distributors in the U.S., just through Patterson Dental. It’s just 
speculation and not highly likely, but making CEREC its own distributor, in the longer term perhaps, would mean 
huge cost savings and might make it the third-largest dental distributor by volume.” 

 “Dentsply has so many product lines that I can’t fathom that they don’t have some products in almost every dental 
office, and that opens up doors to have different conversations. That would have been a huge benefit 10 years ago 
when Sirona was moving into the CEREC market. So it won’t be the game changer it would have been.” 

Dental Industry Market Conditions 
 “If the dental industry was slowing down, I think they’d be searching for more consulting help. If it saw a retraction in 

patients, you’d see them reaching out to people like us more, but we’re not seeing anything like that.” 

We’re getting toward the meat 
of the bell curve, where 
adoption should be ramping 
up, and I see no reason that it 
won’t happen. We had the early 
adopters, and we’ll have the 
laggards in the last 10%. But I 
doubt that a lot of baby boomer 
dentists will end up pulling the 
trigger before they leave. 

Dental practice management 
consultant/coach 
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 “Doctors are making fewer capital investments right now than they were in the first quarter of the year. They’re being 
more cautious about capital expenditures. You never know what the real reason for that is, but I don’t think it’s a 
lack of interest, more just a confidence thing. What’ll be telling is Q4, the period when a lot of doctors typically make 
purchases for tax incentive reasons.” 

 “I’ve seen, in some cases, some paralysis, which I attribute in part to election-year jitters, wondering what the future 
holds.” 

Miscellaneous 
 “Sirona did some nationwide TV spots recently for CEREC to try to create consumer demand pull, whereas it’s always 

before been supply push. Now they have a pull strategy they’re trying in selected markets. I don’t know how it’s been 
received, but I suspect few patients have any idea what it is. I think there’s a huge opportunity there with direct-to-
patient marketing.” 

 “Sirona is a leader in the technology, and I think the competition has yet to be in the black. Sirona has deep pockets 
and CEREC is self-sustaining now, so as the technology expands they’ll streamline their efforts and make more of an 
outreach to the dental community.” 

 “These are very exciting times to watch and see what happens. I think it’ll be good for the clinician and the patient 
and for both companies.” 

 
 

4) CAD/CAM dentistry expert/educator 

Sirona’s alliance with Dentsply could mark the beginning of an important and productive chapter in CEREC’s 30-year-old 
story, according to this veteran CEREC user and trainer. It has fended off persistent competition and now stands alone as 
the premier CAD/CAM solution targeting the dental practice, although it may lag somewhat in the dental lab application 
sphere. Growing CEREC is almost certainly among the new company’s top priorities although the source did not know if 
the company was sticking to Sirona’s ambitious five-year sales target. CEREC continues to labor under some 
misperceptions regarding its capabilities and flexibility, but a more aggressive effort to bring the CEREC story to the 
industry should continue to boost adoption over time. Some competing products show promise, and more are testing the 
waters. Still, all but a few seem to lack the capabilities or persistence needed to try to unseat the undisputed leader. A 
committed, active user base also should bodes well for CEREC’s prospects under the new Dentsply Sirona banner. 

CEREC CAD/CAM Adoption 
 “CEREC has more competitors, and 85% of the dental professional market is not involved in CAD/CAM. Patterson 

said last year its goal was to double the CEREC user base to 30,000 users by 2020. They’re not selling 3,000 
machines a year yet, but they’ve had a good year so far.” 

 “CEREC has been focused on the chairside of the system, and no doubt their goal has been to dominate that. From a 
lab perspective adoption of CAD/CAM is much higher, of some sort of 
system, and there are about 1,500 labs with CEREC. But Sirona’s lab 
system is not as robust as other systems.” 

 “You can do complex stuff with a dental office system but most don’t, so 
there isn’t a need for a chairside system to be open. If you need to go the 
open system with CEREC and use a CAD/CAM system outside of Sirona’s, 
you’re not locked out. It’s an open system if you work with a lab, and that’s 
where you want it to be open. Those more complex cases is what the lab is 
for.” 

 “They have the biggest training community around the product. There were 
6,500 users at the CEREC 30 meeting last year. About 150 showed up at a 
competitor’s meeting.” 

 “I’ve been to the IDS show in Germany the last three years, and every time 
there’s 50 or 60 different CAD/CAM systems in the hall. But then a year 
later most are no longer in business, so there are a lot trying to get into it. There are some leaders, but the rest are 
horrible.” 

 “Sirona has patents that make it difficult to replicate their technology and what can be done with their systems. On a 
scale of 1 to 10, CEREC is a 10. Everyone else is in the 1 to 4 range.” 

Sirona has patents that make it 
difficult to replicate their 
technology and what can be 
done with their systems. On a 
scale of 1 to 10, CEREC is a 10. 
Everyone else is in the 1 to 4 
range. 

CAD/CAM dentistry expert/educator 
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 “Zirconia is a very popular material for use in crowns, but it’s always been limited to labs because you’d need a 12-
hour cycle to heat it up. With Sirona’s new SpeedFire oven technology, it can be done in 15 minutes. So with the 
ability to mill zirconia, dentists are realizing they can do pretty much everything my lab can do.” 

 “Studies on CEREC show you can now get as good or a better fit than with a lab in many cases. A lot of the early 
objections to the milling technology are no longer valid. It’s becoming easier to use to the point that it’s now second 
nature for many dentists. Now, in training, they’re looking for how to do more complex restorations and implants. 
Training is more about applications, not ‘here’s how you turn the machine on.’” 

Dentsply Sirona Merger 
 “When the merger was announced, one school of thought was that CEREC, the big profit center, the golden goose, 

would be pushed aside as just another part of a big new product line, and that they’d then figure they have 10 
golden geese.” 

 “It became clear at a big meeting after the sale that they’ll make other technologies to kind of spin off of CEREC—
endodontic/root canal and implant applications with their Astra products. From what we’re seeing happening now, I 
think they intend to make CEREC a hub, and gravitate to the Dentsply restorative system, blocks and ancillary 
products. I don’t think they’ll lose focus on CEREC, and they’ll do very well within that approach.” 

 “The big game changer is that they now have 1,000 of their own sales reps now who can talk about CEREC, whereas 
they’ve been leveraging Patterson’s 1,500 sales reps. So they have a bigger army on the ground to help expose the 
technology to prospects.” 

 “Dentsply was a well-respected company, and Sirona was known as the CEREC company. Now, with Dentsply 
legitimizing CEREC more, that will help with adoption and make people realize it’s no longer a fringe technology and 
not just something for only 18% of the market to use. It’s something that can be used in the office on a daily basis.” 

 “They’ll try to leverage the Dentsply consumables piece, but I’m not sure they’ve gotten their heads together to see 
how best to do it. They have, in terms of technologies, one or two of the unchallenged best on the market.” 

Dental Industry Market Conditions 
 N/A 

 
 

Secondary Sources 
These four secondary sources addressed Patterson’s growth objectives for CEREC, market demand for dental prosthetics, a 
new distribution partnership for Dentsply Sirona, and a significant design award for the CEREC SpeedFire. 
 
 
Patterson’s May 21, 2015, earnings call for its fiscal fourth quarter 2015 

Dentsply Sirona’s exclusive distributor of CEREC indicated its sales goal of 30,000 CEREC users by 2020. 

 “During the fiscal year, we significantly increased the number of users of the CEREC CAD/CAM platform, as we 
continued towards our goal of achieving 30,000 CEREC users by 2020, doubling the CEREC user base in the next 
five years.” 

 
Aug. 18 SBWire article 

This report revealed that global demand for crowns and dentures is rising significantly as more people seek dental care. 

 “Dental Prosthetics Market Driven by Demand for Crowns and Dentures, to Reach US$5.8 bn Globally by 2023.” 
 “The global market for dental prosthetics is consolidated to a considerable degree, with the top three players having 

taken up 48.5% of the market value in 2014. Institut Straumann AG, Nobel Biocare Holdings AG, and DENTSPLY 
International, Inc., the leading providers of dental prosthetics in the world, show a consistently high level of market 
activity. This involves collaborative strategies and a high focus on developed regions that possess advanced 
healthcare infrastructure.” 

 “‘Multiple healthcare studies across the world have shown that the number of people applying for dental care 
procedures is increasing significantly,’ states a TMR analyst. ‘Bodies such as the WHO and the American Academy of 
Implant Dentistry have revealed an increase in the number of patients suffering from severe periodontal diseases.’” 

 “Additionally, the number of patients diagnosed with oral cancer is also on the rise, further increasing the demand 
for dental prosthetics. Negative dental hygiene, consumption of unhealthy foods, growing geriatric population, and 

http://www.sironausa.com/us/news-events/press-releases-news-detail/33268/
http://files.shareholder.com/downloads/AMDA-1HGAMJ/0x0x832051/FB634F12-9AAB-4292-9115-B0C078A683DA/Patterson_2015_Q4_Earnings_Transcript.pdf
http://www.sbwire.com/press-releases/dental-prosthetics-market/release-715849.htm
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growing disposable income are collectively responsible for the growth in demand for dental prosthetics around the 
world.” 

 
Aug. 17 Dentalaegis.com article 

Dentsply Sirona and AvaDent Digital Dental Solutions have established a distribution partnership. 

 “Dentsply Sirona Inc. has announced a strategic collaboration with AvaDent Digital Dental Solutions to promote, 
distribute, and service digital denture products in the US.” 

 “Tom Leonardi, Dentsply Sirona Group Vice President, Global Prosthetics, commented, ‘This collaboration is an 
exciting endeavor for both companies and synergistic with the new Dentsply Sirona mission to deliver innovative 
dental solutions to improve oral health worldwide. Through this collaboration, we will advance digital denture 
solutions in the dental laboratory market, bringing together Dentsply Sirona’s market leadership in removable 
prosthetic materials and CAD/CAM solutions with AvaDent’s recognition as an innovator and leader in true digital 
denture solutions. Digital dentures deliver real value for the dental laboratory, the dentist, and ultimately the patient. 
AvaDent offers a broad portfolio of digital prosthetic options, making it a great complement to our material and 
CAD/CAM products. This agreement underscores our commitment as a leader in removable prosthetics to drive 
growth and create shareholder value.’” 

 “Tim Thompson, Chief Executive Officer of AvaDent, commented, ‘Dentsply Sirona is recognized as the world's largest 
manufacturer of professional dental products and technologies, with a strong history of innovation within the dental 
industry. Dentsply Sirona prosthetic materials have been the market-leading premium brands in prosthetic dentistry 
for many decades. AvaDent is the market leader in digital dentistry for prosthetics. Our commitment to innovation 
and product development enables us to provide dental practitioners, technicians, and laboratories with solutions for 
advancing dentistry and improving patient care. This partnership, aligning our strengths and shared mission in the 
dental industry, makes sense.’” 

 
Aug. 17 Dental Asia article 

The CEREC SpeedFire has won a significant product design award. 

 “The CEREC SpeedFire sintering furnace from Dentsply Sirona CAD/CAM has won the coveted Red Dot design award. 
The award ceremony was held recently in the Aalto Theatre in Essen. Zirconium oxide restorations can be sintered in 
less than 15 minutes using induction technology.” 

 “The CEREC SpeedFire induction furnace, which has been available for five months, is part of the CEREC Zirconia 
workflow that now enables dentists to offer their patients chair-side restorations using zirconium oxide. The compact 
and user-friendly device combines the sintering and finalisation process (glazing), making it unique on the market. 
Both processes take just a few minutes. A crown, for example, can be sintered in 10 to 15 minutes and glazed in 
nine minutes. Its connection to the system provides the furnace with all the necessary information on the material, 
colour, type and size of restoration via the CEREC software of Dentsply Sirona CAD/CAM. Based on this information, 
the furnace gets the right programme for the restoration. An important benefit: The intuitive handling of the software 
makes all processes easy—there is no need for any special training or long practice sessions. The smallest and 
fastest sintering furnace on the market has become very popular with dentists in just a short time with the 1000th 
Dentsply Sirona CEREC furnace having already been manufactured.” 

 “Outstanding products, design concepts and communication designs have been awarded by the globally 
acknowledged Red Dot Award since 1954. This year, the jury, which is made up of independent designers, design 
professors and journalists, will evaluate a total of 5,214 products from 57 countries in 31 categories. The most 
important criterion for awarding the coveted prize is high design quality.” 

 
 
 

Additional research by Dan Weil, Tom Zind and Pam Conboy. 
 
 
The Author(s) of this research report certify that all of the views expressed in the report accurately reflect their personal views about any and all of the subject securities 
and that no part of the Author(s) compensation was, is or will be, directly or indirectly, related to the specific recommendations or views in this report. The Author does not 
own securities in any of the aforementioned companies. 

https://www.dentalaegis.com/news/2016/08/17/Dentsply-Sirona-AvaDent-to-Collaborate
http://www.dentalasia.net/en/news-archive/design-award-for-innovative-sintering-furnace-cerec-speedfire-from-dentsply-sirona-cad-cam-wins-a-red-dot-award/770
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