Case Study: How Specialty-Specific
Messaging Cut Sales Cycles and Boosted
Conversions in Dental SaaS

(Founder’s previous corporate work — now part of Sweep & Co'’s strategic toolkit)

Client Overview

Brand: Carestream Dental — Sensei
Industry: Dental SaaS / Health Tech
Product: Sensei Cloud — enterprise-grade, cloud-based dental practice management platform

Sensei Cloud connects the entire patient journey — from pre-care to point-of-care to post-care. It
had the functionality to lead the market, but not the perception.

The challenge? Buyers often saw it as just another dental software rather than a specialty-aware
solution tailored to the specific needs of orthodontic, surgical, multi-specialty, and enterprise
practices.

The Challenge

Before this repositioning work, Sensei Cloud’s marketing relied on broad, one-size-fits-all
messaging, creating three key problems:

1. Specialty Blind Spots — The unique priorities of orthodontics, surgical, and multi-
specialty practices were invisible in campaigns and sales scripts.

2. Enterprise-Centric Bias — Messaging resonated with DSOs but fell flat with mid-market
and specialty practices.

3. Internal Misalignment — Sales, marketing, and product teams lacked a shared, segment-
specific narrative.

The Strategy: Multi-Audience, Specialty-Specific Positioning

We pivoted Sensei Cloud from a generic product pitch to a specialty-driven market leader
through precise audience segmentation, tailored value propositions, and internal alignment.



1070J Segment Identification & Persona Development
Mapped four primary audiences and their decision drivers:

o Dental Service Organizations (DSOs) — Enterprise scalability, centralized control,
consistent patient experience across multiple sites.

e Multi-Specialty Practices (Super GPs) — Integrated workflows, shared patient records,
centralized scheduling.

e Orthodontic Practices — Aligner treatment tracking, long-term patient engagement,
specialty-specific workflows.

e General & Surgical Practices — Easy adoption, zero-downtime migration, operational
efficiency.

2[0][] Tailored Value Propositions

Replaced generic promises with outcome-focused messages for each specialty:

Pre-Repositioning - . g
(Generic) Post-Repositioning (Specialty-Specific)

“It works the way you Orthodontics: “Specialized workflows to manage aligner treatments
work” and long-term care efficiently.”

,» Multi-Specialty: “Unify multiple specialties with coordinated

“One platform, all access . .
p ’ schedules, records, and patient experiences.”

“Designed by dental DSO: “Enterprise-grade scalability with centralized control and
professionals” advanced analytics.”

,» General/Surgical: “Seamlessly migrate without downtime or

Simplify your workflow disruption to patient care.”

301[J Internal Alignment

Delivered cross-functional workshops to unify messaging across sales, marketing, and product.
Every customer-facing role could now confidently articulate value by specialty.

The Results

e 20% shorter sales cycles — Buyers recognized direct relevance faster.



o +32% MQL-to-Closed-Won conversion — Higher quality leads driven by segment-
specific campaigns.
e 100% adoption of new messaging — Across regions and roles.

Why It Matters for Health SaaS & MedTech

Whether you’re selling into DSOs, hospital groups, specialty networks, or multi-practice
providers, one-size-fits-all messaging leaves revenue on the table.

e Specialties expect recognition of their workflows, priorities, and patient realities.

o Enterprise bias is risky — mid-market and specialty buyers often hold the keys to
market share.

o Internal alignment is a force multiplier — consistent messaging builds trust faster and
drives sales efficiency.

Key Takeaway

By tailoring narratives to each audience, Sensei Cloud shifted from “just a tool” to a strategic
partner across the dental market.

It’s a playbook that works just as well for MedTech, Health SaaS, and non-profit health
organizations — any brand selling into diverse healthcare audiences.

'] At Sweep & Co:

We now bring this same specialty-specific positioning framework to growth-stage brands across:
IMedTech — diagnostics, imaging, surgical robotics

"JHealth SaaS — Al workflows, clinical operations, patient platforms

[1Oral Health — DSOs, labs, digital practices

"IHealthcare Non-Profits & NGOs — mission clarity, stakeholder alignment



