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L
ike most marketers, we get 
excited about traffic and leads. 
They are how we win in the 
marketing field. In health care 
marketing, however, our clients 

(cataract and refractive surgeons) win 
with appointments and patients. A 
dichotomy between the goals of the 
marketing agency and those of the 
surgeon can lead to dissatisfaction and 
frustration on both sides. 

 D I V E R G E N T G O A L S 
Confronted by a dissatisfied surgeon, 

many marketers would say, “I got you 
the traffic and the leads. If you can’t 
convert them, that’s your problem.” 
Many surgeons would respond, “I don’t 
care how much traffic my website 
gets, and leads are useless to me if they 
don’t become patients!”

Frustrated eye surgeons move from 
agency to agency without getting 
what they want, and marketing 
agencies become frustrated with 
surgeons who do not seem to value 
their efforts. Neither party is at fault. 
The problem is a misalignment of 
objectives—the surgeon and the 
agency never agreed on what winning 
looks like.

 T H E M A R K E T I N G P E R S P E C T I V E 
Marketers can spend a lot of time 

and energy trying to change people’s 
minds. Changing minds is difficult. It is 
much easier to change the audience or 
the offer.

Changing the 
audience. Changing 
the audience 
means spending 
more time 
with someone 
else. Many 
marketers enter 
the health care 
space expecting a clientele with 
deep pockets but soon realize that 
marketing for surgical services 
is typically underfunded, overly 
restrictive, and underappreciated by 
surgeon clients. Surgeons, moreover, 
do not spend time developing their 
practices like other businesspeople. 
Surgeons are often too focused on 

working in their practice to focus on 
working on their practice (scan the 
QR code to read a related article). 
This makes it harder for marketers to 
initiate projects, obtain feedback, and 
implement solutions. Many marketers 
look for customers outside of health 
care as a result. 

Changing the offer. Some marketers 
change the offer when faced with 
challenges. This is the road we 
chose when we realized that most 
surgeons do not want to understand 
marketing but simply want results in 
the form of more appointments and 
patients. Shared goals are crucial for 
marketing agencies and eye surgeons 
to cooperate effectively.

HOW TO GET WHAT YOU WANT 
FROM YOUR MARKETING AGENCY

Traffic and leads are nice, but appointments and patients pay the bills. 
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T A B L E. A B R O K E N V E R S U S A N E F F I C I E N T F U N N E L 

Broken: The Old Way Efficient: The Better Way

•  The practice does not respond to and qualify 
leads promptly.

•  The practice receives inquiries only through forms, 
emails, or phone calls.

•  The practice does not communicate with patients how 
they want (text messaging, social media, web chat).

• The practice does not offer easy online booking.
•  The practice loses valuable clinic time when patients 

fail to show up for scheduled appointments.
•  The practice staff wastes time on repetitive and 

error-prone tasks.
•  The practice has challenges getting online reviews 

from patients.
•  The practice owner hopes that paid advertising is 

cost-effective.

•  The practice responds to and qualifies leads 
within 5 minutes.

•  The practice engages with leads on their 
mobile phones.

•  The practice engages with leads and patients 
with two-way communications. 

•  The practice makes online booking easy.
•  The practice has a low appointment 

no-show rate.
•  The practice has automated repetitive tasks.
•  The practice has automated the review 

generation process.
•  The practice owner knows precisely 

how much money is spent on advertising 
per patient.

READ IT NOW
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 A  B R O K E N F U N N E L 
Characteristics. When surgeons offer their 

services, they are simultaneously creating 
a marketing and sales funnel. Rather than 
effortlessly move patients through the journey, 
most of the time, the funnel is full of leaks and 
bottlenecks that prevent leads from becoming 
patients. This is understandable. Why would 
surgeons be expected to know how to create 
an effective sales and marketing funnel?

The Table on the previous page shows some 
traits of a broken marketing and sales funnel 
on the left and an efficient marketing and 
sales funnel on the right (ie, the old and better 
ways, respectively). Nearly every practice we 
have encountered in the past 20 years has 
had the profile on the left, probably because 
they did not adopt new technology quickly 
enough and their marketing agencies focused 
mainly on pouring traffic and leads into a 
broken funnel.

How to fix it. We recommend taking the 
following steps to bring the objectives of a 
practice and a marketing agency into alignment: 

s

 No. 1. Tell the agency how many patients 
you want;

s

 No. 2. Agree on a budget. This is the 
amount the agency can spend to deliver the 
targeted number of patients;

s

 No. 3. Monitor the funnel to determine 
whether it begins to exhibit more characteristics 
of the better way. Traffic and leads are nice, but 
appointments and patients pay the bills;

s

 No. 4. Agree on the fee you’ll pay your 
agency to aim to achieve the mutually agreed 
upon objective in a reasonable time;

s

 No. 5. Let the agency do its work; and 

s

 No. 6. Evaluate the agency’s performance 
against objectives every 90 days. n
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