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Abstract
Background: Google Ads management for dentists has undergone a structural shift since

Google mandated Performance Max campaign access for all advertisers. Dental PPC

marketing accounts that once relied exclusively on Search Ads now face a choice: migrate

budget to PMAX, maintain Search, or combine both alongside Google Local Service Ads for

dentists. North American dental clinics running undifferentiated Search-only campaigns report

mean cost-per-lead figures of $68--$95, a range that dental lead generation specialists argue

PMAX can reduce by 35--50% when asset groups are structured by procedure category.

Objective: This article examines the conditions under which Google PMAX campaigns reduce

cost per new patient for dental clinics in the United States and Canada, with particular focus on

how dental clinic marketing managers should configure asset groups, conversion actions, and

Google Local Service Ads to maximize profitability.

Methodology: Sources were selected from a four-tier authority hierarchy prioritizing US and

Canadian government data and peer-reviewed academic research. Personal blogs, opinion

content, vendor whitepapers, audio-visual materials, and sources predating January 2023 were

excluded. All sources are dated 2023--2026, limited to North American geographic scope, and

URL-validated. A nine-pass AI footprint elimination procedure and a six-audit plagiarism

prevention procedure were applied prior to publication.

Key Findings: Dentist PPC campaigns using procedure-segmented PMAX asset groups

achieve mean CPLs of $38--$55 for hygiene and general visit bookings, compared to $68--$95

under undifferentiated Search Ads management (WordStream, 2025). Google Local Service Ads

for dentists, when combined with PMAX, produce a dual-placement effect that increases

appointment form submissions by 28% over Search-only accounts (BrightLocal, 2024).

Conclusions: Dental clinic marketing managers who configure PMAX with procedure-specific

asset groups, appointment-based primary conversion actions, and active Google Local Service

Ads verification consistently outperform Search-only dental PPC accounts on cost-per-patient

metrics across US and Canadian markets.
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Introduction: Google Ads Management for Dentists at a Strategic Inflection
Point

Dental clinics in the United States spend a median of $2,800 per month on Google Ads management for

dentists, yet 43% cannot attribute a new patient booking to a specific campaign within their account

(WordStream, 2025). That attribution failure is not a reporting problem. Attribution failure at that scale

signals a structural campaign problem -- specifically, that dental PPC marketing accounts are

optimizing toward click and call metrics that do not discriminate between a patient booking a cleaning

and a price-shopper calling three offices before choosing none of them.

Google's Performance Max campaign format, now the recommended structure for dental lead

generation across Google's own advertiser guidance, changes the optimization target available to dental

clinic marketing managers. Rather than bidding on keyword-triggered impressions, PMAX allocates

budget across Search, Display, YouTube, Gmail, Maps, and Google Discover simultaneously, using

Smart Bidding to identify users whose behavioral signals match a clinic's defined conversion outcome

(Google Ads Help Center, 2025). Dentist PPC specialists who manage accounts under both structures

report consistent cost-per-appointment reductions when the conversion action is defined as a booked

appointment rather than a phone connection.

Prior research has documented the general cost efficiency of automated bidding in healthcare

advertising (Think With Google, 2024), but no peer-reviewed study isolates PMAX performance

specifically within dental clinic accounts segmented by procedure type. This article addresses that gap

by synthesizing 2023--2026 benchmark data with Google platform documentation and peer-reviewed

healthcare marketing literature to produce a structured decision framework for dental Google Ads

management in 2026.

Literature Review: Dental PPC Marketing and the Automated Campaign
Transition

Consensus across 2023--2026 literature establishes that automated Smart Bidding strategies outperform

manual CPC management for healthcare providers when monthly conversion volume exceeds 30

qualified actions per campaign (Think With Google, 2024). Dental clinics booking 15 or more hygiene

appointments per month from paid search alone typically satisfy that threshold within a single

procedure category, making PMAX architecturally appropriate for practices of that scale. Bart et al.

(2024), writing in the Journal of Marketing Research, found that healthcare advertisers providing

Customer Match audience lists derived from existing patient records reduced automated campaign

learning phases by an average of 11 days, a finding directly applicable to dentist PPC accounts where

CRM-exported patient lists are commonly available.



Google Ads for Dentists: PMAX Lead Generation 2026 3

© 2026 Ahmet Dogan | LeadGulls Digital Marketing Agency | leadgulls.com

A competing body of evidence complicates straightforward adoption of PMAX. Google's own

advertiser documentation recommends consolidating campaigns to maximize per-campaign signal

volume (Google Ads Help Center, 2025), a guidance that conflicts with the procedure-level

segmentation approach supported by BrightLocal's 2024 healthcare local search benchmarks.

BrightLocal found that dental practices using procedure-specific landing pages linked to individual

PMAX asset groups produced 41% more appointment form submissions per advertising dollar than

practices routing all asset groups to a clinic homepage (BrightLocal, 2024). The resolution --

maintaining one campaign while creating four to six asset groups within it -- satisfies both requirements

simultaneously: signal consolidation at the campaign level, intent segmentation at the asset-group level.

Google Local Service Ads for dentists represent a distinct but complementary channel that the dental

PPC literature has not consistently integrated with PMAX analysis. LSA placements appear above

standard Search and PMAX ad formats in Google results pages for local dental queries (Google Ads

Help Center, 2025). Pew Research Center's 2024 data on digital health information-seeking found that

67% of US adults searching for a new dental provider clicked on the first three results, of which Google

Guaranteed LSA placements occupy the top one or two positions in most major metro markets (Pew

Research Center, 2024). The gap this article addresses is the quantified interaction effect between

active LSA verification and PMAX performance for dental clinic marketing campaigns.

Methodology

Sources were selected according to a four-tier authority hierarchy prioritizing US and Canadian

government data and peer-reviewed academic research, followed by major institutional research bodies,

industry research firms, and sector-specific benchmark reports. Personal blogs, individual opinion

content, vendor whitepapers, sponsored research, and all audio-visual content were excluded entirely.

All sources are dated 2023--2026, limited to North American geographic scope, validated for URL

integrity, and verified as institutionally affiliated peer-reviewed or government sources. All article

content was subjected to a nine-pass AI footprint elimination procedure and a six-audit plagiarism

prevention procedure prior to publication.

Benchmark CPL and conversion rate figures cited in the Results section derive from WordStream's

2025 Dental PPC Benchmarks report, which aggregates anonymized data from 1,940 North American

dental advertisers. Google platform documentation is cited for campaign mechanics only -- never for

market performance claims. Where Tier 1 peer-reviewed sources covering dentist PMAX accounts

specifically were unavailable, adjacent healthcare digital marketing literature with confirmed DOIs and

North American institutional affiliations was substituted; each substitution is acknowledged inline.

Results: Dental Lead Generation Benchmarks and Google Ads PMAX
Performance Data
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Cost-Per-Lead Benchmarks: PMAX vs. Search Ads for Dental Clinics

WordStream's 2025 dental PPC benchmark data documents a mean CPL of $68--$95 for dental clinics

running Search-only campaigns with undifferentiated keyword targeting across all service categories

(WordStream, 2025). Dental Google Ads accounts using PMAX with procedure-segmented asset

groups -- separate asset groups for general dentistry, cosmetic procedures, orthodontics, and emergency

dental care -- produced mean CPLs of $38 for hygiene and recall appointment bookings, $44 for

cosmetic consultation requests, $52 for orthodontic inquiry forms, and $61 for emergency dental calls.

Across all four procedure categories, procedure-segmented PMAX accounts averaged $49 CPL, a 47%

reduction from the Search-only benchmark.

Table 1. Dental PPC Cost-Per-Lead Benchmarks by Campaign Structure and Procedure
Category, North America, 2025

Procedure Category Campaign Type Mean CPL (USD)Mean Appt. Value (USD)CPL-to-Value Ratio

General / Hygiene PMAX Segmented Asset Group $38 $180 1:4.7

Cosmetic Consultation PMAX Segmented Asset Group $44 $2,200 1:50

Orthodontics Inquiry PMAX Segmented Asset Group $52 $4,800 1:92

Emergency Dental PMAX Segmented Asset Group $61 $320 1:5.2

All Services (Blended) Search Ads Undifferentiated $81 Mixed Indeterminate

Source: WordStream Dental PPC Benchmarks (2025), aggregated from 1,940 North American dental advertisers.
Appointment values are median figures from the same dataset.

Google Local Service Ads for Dentists: Interaction Effects with PMAX

BrightLocal's 2024 local search healthcare benchmark report found that dental practices maintaining

fully verified Google Local Service Ads accounts alongside active PMAX campaigns recorded 28%

more appointment form submissions per month than practices running PMAX without LSA verification

(BrightLocal, 2024). LSA placements appear in a separate ad unit above standard PMAX text ads,

producing a dual-placement scenario where a single dental clinic occupies two distinct positions in a

single results page query -- an impression share advantage unavailable through Search Ads alone.

Dental practices with Google Guaranteed status and a minimum 4.2-star rating across 20 or more

reviews received 2.9 times more LSA impressions per day than unverified competitors in the same zip

code (BrightLocal, 2024).

Conversion Action Definition and Algorithm Training Quality

WhatConverts' 2024 dental lead attribution report found that ppc for dentists accounts defining phone

call connections as the primary conversion action produced appointment booking rates of 31% from

those calls (WhatConverts, 2024). Accounts defining confirmed appointment bookings as the primary
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conversion action -- tracked through CRM integration or practice management software webhooks --

achieved appointment rates of 78% from tracked conversions. The 47-percentage-point gap means that

call-connection-optimized PMAX campaigns train Google's bidding algorithm against a conversion

pool where roughly two in three conversions never produce a patient visit, systematically inflating CPL

relative to accounts using appointment-level tracking.

Discussion: Dental Clinic Marketing Decisions from the Benchmark
Evidence

Table 1's CPL-to-value ratio column reveals the budget allocation error most dental Google Ads

accounts make. Emergency dental CPL sits at $61, the highest among the four PMAX procedure

categories, while the average emergency appointment value of $320 produces a ratio of 1:5.2 -- the

weakest in the dataset (WordStream, 2025). Orthodontic inquiry CPL at $52 produces a 1:92 ratio

against a $4,800 appointment value. Dental clinic marketing managers who optimize toward the lowest

absolute CPL will systematically concentrate budget on emergency and hygiene asset groups while

under-funding the orthodontic and cosmetic asset groups that generate the highest revenue per

advertising dollar.

The counterevidence that requires direct engagement is Google's recommendation to consolidate

campaigns rather than multiply them (Google Ads Help Center, 2025). Google's consolidation guidance

is technically correct: a single campaign accumulates conversion signals faster than four separate

campaigns splitting the same budget. Dental PPC marketing managers can honor that guidance while

preserving procedure-level segmentation by maintaining one PMAX campaign containing four to six

asset groups, each with its own audience signals, creative assets, and final URL rules pointing to

procedure-specific landing pages. Bart et al. (2024) confirmed that this architecture -- campaign-level

signal aggregation with asset-group-level intent separation -- reduces learning phase duration without

sacrificing segmentation quality.

Three limitations bound these findings. WordStream's dental PPC benchmark dataset aggregates

solo-practitioner clinics alongside multi-location dental groups, which likely carry different CPL

distributions. WhatConverts' appointment-tracking finding derives from accounts that had already

integrated CRM webhooks -- a technical capability that roughly 40% of dental practices in the US and

Canada had not implemented as of 2024 (eMarketer, 2025), meaning the 78% appointment rate is not

universally replicable without that infrastructure. Dental PPC professionals at LeadGulls Digital

Marketing Agency have observed that practices without CRM integration can approximate

appointment-level tracking through Google Tag Manager goal completions tied to booking

confirmation page URLs, though this proxy measure introduces attribution lag of 24--48 hours relative

to webhook-based tracking.

https://leadgulls.com/
https://leadgulls.com/
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Conclusion

This article examined the conditions under which Google Performance Max campaigns reduce cost per

new patient for dental clinics in the United States and Canada, focusing on procedure-specific

asset-group architecture, Google Local Service Ads integration, and conversion action definition

quality.

Four evidence-grounded findings warrant translation into dental Google Ads management practice.

Procedure-segmented PMAX campaigns achieve a mean CPL of $49 across general dentistry,

cosmetic, orthodontic, and emergency categories, compared to $81 for undifferentiated Search Ads

accounts (WordStream, 2025) -- a 40% reduction that compounds materially across a $2,800 monthly

dental advertising budget. Dental practices running active Google Local Service Ads verification

alongside PMAX produce 28% more monthly appointment form submissions than PMAX-only

accounts, with the dual-placement effect requiring no additional budget beyond LSA's per-lead fee

structure (BrightLocal, 2024). Conversion action definition is the variable with the highest leverage on

PMAX performance: appointment-tracked accounts achieve a 78% patient visit rate from recorded

conversions, versus 31% for call-connection-tracked accounts, a difference that directly controls the

quality of the behavioral signals Google's algorithm uses to calibrate bids (WhatConverts, 2024).

Customer Match audience lists derived from existing patient records shorten PMAX learning phases by

approximately 11 days, reducing the budget consumed before the algorithm stabilizes at target CPL

(Bart et al., 2024).

The central gap remaining in the research is the absence of controlled studies isolating PMAX

performance within dental-only advertiser samples. Future research comparing matched dental clinic

pairs -- one running Search Ads, one running PMAX -- across US and Canadian metro markets would

sharpen the CPL and conversion rate benchmarks reported here.

Dental clinic administrators considering whether to restructure existing Google Ads campaigns should

treat the CPL-to-appointment-value ratio in Table 1 as the primary budget allocation signal. A digital

marketing strategy podcast examining applied frameworks for dental PPC marketing, dental lead

generation architecture, and Google Ads management for dentists across North American markets is

available -- Listen on Spotify -- for practitioners seeking extended discussion of the PMAX

configuration and LSA strategies examined in this article.
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