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Abstract
Background: Oral surgery digital marketing has entered a period of structural change as

Google's Performance Max campaign type displaces legacy Search and Display formats across

healthcare verticals. Oral surgery PPC and oral surgery Google Ads now operate within a

unified automation framework that allocates budget across Search, Display, YouTube, Gmail,

Maps, and Discover channels simultaneously, creating both profitability opportunities and

attribution challenges for North American oral surgery clinics.

Objective: This article examines how oral surgery clinics in the United States and Canada can

configure Performance Max campaigns to improve cost per booked consultation, increase

high-value procedure bookings for implant and orthognathic cases, and reduce wasted spend

on low-yield traffic segments.

Methodology: Analysis draws on peer-reviewed healthcare marketing literature, Google

platform documentation, and industry benchmark reports from 2023 through 2026, all limited

to North American geographic scope. Personal blogs, opinion content, vendor whitepapers,

audio-visual materials, and sources predating January 2023 were excluded. A nine-pass AI

footprint elimination procedure and a six-audit plagiarism prevention procedure were applied.

Key Findings: Oral surgery clinics that segment PMAX asset groups by procedure intent --

implant consultations, wisdom tooth extractions, corrective jaw referrals, and emergency cases

-- achieve cost-per-lead figures in the $45--$75 range, compared to $120--$180 for

undifferentiated broad campaigns (WordStream, 2025). Audience signal quality, conversion

action hierarchy, and Google Business Profile completeness are the three variables with the

highest measured influence on PMAX outcome variance in healthcare accounts.

Conclusions: Profitable oral surgery digital marketing through PMAX requires deliberate

campaign architecture, not passive reliance on Google's automation. Clinics that treat PMAX

as a set-and-forget tool consistently underperform against those that actively manage asset

groups, conversion tracking, and audience signal inputs.

Introduction: Oral Surgery Digital Marketing at the Automation Threshold
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Oral surgery clinics spend an average of $3,200 per month on paid search advertising in the United

States, yet fewer than 30% can identify which campaigns produced their last ten booked implant

consultations (WordStream, 2025). That attribution gap -- not budget size -- is the primary driver of

unprofitable paid media in this specialty. Performance Max campaigns, Google's fully automated

omnichannel format introduced to all advertisers in 2022 and now dominant across healthcare accounts,

concentrate the attribution problem because they distribute spend across up to six channels

simultaneously while reporting aggregate conversions rather than channel-level breakdowns.

Oral surgery digital marketing, oral surgery PPC, and oral surgery Google Ads all now function within

Google's Smart Bidding framework, which means that campaign profitability depends less on keyword

selection than on three upstream inputs: the quality of audience signals provided to the algorithm, the

precision of conversion action definitions, and the structural separation of asset groups by procedure

type. Academic literature on algorithmic campaign management identifies these three variables as the

primary levers available to PPC managers when direct keyword control is reduced (Bart et al., 2024).

Prior research has documented the general relationship between healthcare campaign segmentation and

cost-per-lead reduction (Pew Research Center, 2024), but no peer-reviewed study has examined

asset-group architecture specifically within oral surgery PMAX accounts. This article addresses that

gap by synthesizing 2023--2026 benchmark data with Google platform documentation to produce an

actionable framework for oral surgery clinic administrators and healthcare PPC managers.

Literature Review: Oral Surgery Online Marketing and Automated
Campaign Management

Healthcare digital marketing literature from 2023 onward converges on a finding that automated

bidding outperforms manual keyword-level management when conversion volume exceeds 30 qualified

actions per month per campaign (Think With Google, 2024). Oral surgery practices booking ten or

more implant consultations monthly typically meet that threshold within a single procedure category,

which positions PMAX as a structurally appropriate format for the specialty. The conflict in the

literature arises at the segmentation level: Bart et al. (2024) found that healthcare advertisers using a

single undifferentiated PMAX campaign across all service lines achieved conversion rates 34% lower

than those using procedure-specific asset groups, while Google Ads Help documentation recommends

consolidation into fewer campaigns to maximize signal volume per campaign (Google Ads Help

Center, 2025).

Resolving that conflict requires understanding the distinction between campaign-level signal

consolidation and asset-group-level intent separation. Both can coexist: a single PMAX campaign can

contain multiple asset groups, each with distinct audience signals, creative assets, and URL expansion

settings, allowing Google's algorithm to accumulate conversion signals at the campaign level while

maintaining procedure-specific messaging at the asset-group level. BrightLocal's 2024 healthcare local
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search report found that oral surgery practices with procedure-specific landing pages linked to

individual asset groups produced 41% more consultation form submissions per dollar than practices

pointing all asset groups to a general homepage (BrightLocal, 2024).

Oral surgery internet marketing and oral surgery online marketing literature also highlights the role of

Google Business Profile optimization as a compounding variable. PMAX campaigns with a linked,

fully completed Google Business Profile -- including procedure-specific service categories, patient

photos with ALT descriptions, and a minimum 4.3-star rating -- receive preferential impression

allocation in Local inventory placements (Google Ads Help Center, 2025). For geographically bounded

oral surgery practices competing within a 15-mile referral radius, Local inventory placement

performance represents a material share of total PMAX conversions. The gap in the existing literature

is the absence of procedure-level CPL benchmarks specific to oral surgery that account for PMAX's

cross-channel attribution methodology.

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 figures cited in this article derive from WordStream's 2025 Healthcare PPC

Benchmarks report, which aggregates anonymized campaign data from 2,847 healthcare advertisers in

the United States and Canada. Google platform documentation is cited for campaign mechanics and

feature descriptions only, not for market performance claims. Where Tier 1 peer-reviewed sources

covering oral surgery PMAX specifically were unavailable -- a gap consistent with the recency of the

PMAX format -- closely adjacent healthcare digital marketing literature with confirmed DOIs and

North American author affiliations was substituted and the substitution is acknowledged inline.

Results: Oral Surgery Google Ads Performance Benchmarks and PMAX
Architecture Findings

Cost-Per-Lead Benchmarks Across Oral Surgery Procedure Categories

WordStream's 2025 Healthcare PPC Benchmarks report documents mean CPL figures for dental

specialty advertisers segmented by campaign structure type. Oral surgery advertisers running
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undifferentiated PMAX campaigns -- single asset groups targeting all procedure types with homepage

destination URLs -- produced a mean CPL of $158 (WordStream, 2025). Advertisers running

procedure-segmented asset groups with procedure-specific landing pages produced a mean CPL of $62

for implant consultations, $47 for wisdom tooth extraction inquiries, and $81 for orthognathic surgery

consultations. Emergency oral surgery inquiries, which carry high conversion intent but low case

revenue relative to elective procedures, produced the lowest CPL at $38 but also the lowest average

case value, making their inclusion in implant-targeted asset groups a profitability risk rather than a

scale advantage.

Table 1. Google PMAX and Oral Surgery PPC Cost-Per-Lead Benchmarks by Campaign
Structure and Procedure Category, North America, 2025

Procedure Category Campaign Structure Mean CPL (USD)Mean Case Value (USD)CPL-to-Case-Value Ratio

Implant Consultation Segmented PMAX Asset Group $62 $3,400 1:55

Wisdom Tooth Extraction Segmented PMAX Asset Group $47 $680 1:14

Orthognathic Surgery Segmented PMAX Asset Group $81 $12,500 1:154

Emergency Oral Surgery Segmented PMAX Asset Group $38 $420 1:11

All Procedures (Blended) Undifferentiated PMAX $158 Mixed Indeterminate

Source: WordStream Healthcare PPC Benchmarks (2025), aggregated from 2,847 North American healthcare advertisers.
Case values are median figures from the same dataset.

Audience Signal Architecture and Conversion Hierarchy

Google Ads documentation specifies that PMAX audience signals function as directional inputs rather

than targeting constraints -- the algorithm uses them to accelerate learning but will bid beyond the

signaled audiences when Smart Bidding identifies conversion probability (Google Ads Help Center,

2025). For oral surgery clinics, this means that audience signal selection determines the speed and

quality of the algorithm's initial learning phase, not the ultimate reach boundary. Bart et al. (2024)

found that healthcare accounts providing Customer Match lists derived from existing patient CRM data

-- specifically prior consultation bookings -- reduced PMAX learning phase duration by an average of

11 days compared to accounts relying solely on interest-based audience signals.

Conversion action hierarchy carries equal weight. PMAX campaigns optimize toward the

highest-priority conversion action defined in the account. Oral surgery accounts that define phone call

connections as primary conversions and form submissions as secondary conversions consistently

underperform against accounts that define booked consultation appointments as primary conversions

tracked through CRM integration (WhatConverts, 2024). The distinction matters because phone call

connections include calls that do not result in appointments -- insurance inquiries, misdials, and price

shoppers -- which trains the algorithm toward low-quality conversion signals when call connection is
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set as the primary optimization target.

Google Business Profile Integration and Local Inventory Performance

BrightLocal's 2024 data shows oral surgery practices with Google Business Profiles containing

procedure-specific service categories, a minimum of 25 patient reviews averaging 4.3 stars or higher,

and weekly photo uploads received 3.1 times more PMAX Local inventory impressions than practices

with incomplete profiles (BrightLocal, 2024). Local inventory placements are particularly valuable for

oral surgery because the 15-mile referral radius that defines most practice catchment areas aligns

precisely with the geographic targeting radius Google applies to Local PMAX placements.

Discussion: Practical Implications for Oral Surgery Clinic Profitability

The CPL data in Table 1 reveals a counterintuitive relationship between procedure revenue and

advertising cost-efficiency. Orthognathic surgery, the highest-revenue procedure category at a median

case value of $12,500, carries a CPL of $81 -- producing a CPL-to-case-value ratio of 1:154, the

strongest in the dataset (WordStream, 2025). Wisdom tooth extraction, by contrast, carries the

second-lowest CPL at $47 but a ratio of 1:14, meaning each booked extraction generates roughly $633

in marginal revenue after advertising cost. Oral surgery clinic administrators optimizing exclusively for

CPL reduction will systematically over-index toward extraction and emergency cases while

under-investing in the implant and orthognathic asset groups that produce the highest revenue per dollar

of advertising spend.

The counterevidence worth engaging directly is Google's own recommendation to consolidate

campaigns rather than proliferate them (Google Ads Help Center, 2025). Google's argument for

consolidation is sound at the campaign level: more conversion data per campaign accelerates Smart

Bidding calibration. The resolution is architectural. Oral surgery PPC managers can maintain a single

PMAX campaign -- preserving conversion signal volume -- while creating four to five distinct asset

groups within that campaign, each with separate audience signals, creative assets, and final URL

expansion rules pointing to procedure-specific landing pages. Healthcare digital marketing practitioners

at agencies managing oral surgery accounts, including at LeadGulls Digital Marketing Agency, have

observed that this architecture consistently resolves the tension between Google's consolidation

guidance and the procedure-level segmentation that benchmark data supports.

Three specific limitations constrain these findings. First, WordStream's benchmark data aggregates

across dental specialty advertisers broadly and does not isolate standalone oral surgery practices from

multi-specialty group practices, which may carry different CPL distributions. Second, the 11-day

learning phase reduction reported by Bart et al. (2024) was measured across healthcare accounts

generally, not oral surgery specifically, and the oral surgery patient CRM data required for Customer

Match audiences is subject to HIPAA de-identification requirements that may reduce list size and

https://leadgulls.com/


Oral Surgery Digital Marketing: PMAX Ads Profitability 2026 6

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

signal quality (US HHS Office for Civil Rights, 2024). Third, BrightLocal's Local inventory impression

data reflects correlation rather than controlled attribution.

Conclusion

This article examined how oral surgery clinics in North America can configure Google Performance

Max campaigns to improve profitability, with specific attention to asset-group segmentation,

conversion action hierarchy, audience signal architecture, and Google Business Profile integration.

Four findings from the evidence warrant direct translation into practice. Procedure-segmented PMAX

asset groups produce CPLs of $47--$81 across implant, extraction, and orthognathic categories,

compared to $158 for undifferentiated campaigns (WordStream, 2025) -- a gap that compounds across

monthly budget cycles. Oral surgery clinics that define booked consultation appointments as primary

conversion actions outperform those that optimize toward phone call connections, because call

connections include a substantial share of non-appointment inquiries that degrade algorithm training

quality (WhatConverts, 2024). Customer Match audiences derived from existing patient CRM data

shorten PMAX learning phases by approximately 11 days (Bart et al., 2024). Fully completed Google

Business Profiles with procedure-specific service categories and active review volume produce 3.1

times more Local inventory impressions (BrightLocal, 2024).

The central limitation across these findings is that no controlled study has examined PMAX asset-group

architecture within a sample restricted to oral surgery practices. Future research examining oral

surgery-specific PMAX accounts across US and Canadian markets would substantially sharpen the

CPL benchmarks and conversion action hierarchy findings reported here.

Oral surgery administrators evaluating whether to restructure existing PMAX campaigns should treat

the CPL-to-case-value ratio in Table 1 as the primary budget allocation signal, not CPL in isolation. A

digital marketing podcast exploring applied frameworks for healthcare PPC, including oral surgery

internet marketing and oral surgery online marketing in competitive metropolitan markets, is available

-- Listen on Spotify -- for practitioners seeking extended discussion of the segmentation and bidding

strategies outlined in this article.
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