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THE TRUE VALUE OF 
MICRO-BRANDING: ONE 
PRACTICE’S INITIATIVE

One practice’s experience offers important considerations 
for implementing a successful private label skin care line.

By Steven Dayan, MD

Despite the potential benefits associated with product 
dispensing, some practices remain unconvinced of the 
rewards. Physicians often report being frustrated when 
patients ask for skin care recommendations and then 
purchase products elsewhere. Others find it increas-

ingly common for patients to snap photos of recommended 
products with the stated intention to do “research” at home. 
In actuality, many of these patients return to the practice 
proudly boasting that they found those very skin care prod-
ucts online for a lower price. With the wide availability of 
many of the most popular professional medical skin care lines 
on the Internet, aesthetic physicians are fighting an unwin-
nable battle. Additionally, we cannot vouch for the safety and 
efficacy of products purchased online. Counterfeit products 
may be sold online, and, in fact, negative outcomes have been 
documented from the use of mislabeled products. 

Taking stock of the situation, we determined that the best 
way to approach this skin care quandary was to be proactive. 
We decided to ensure best outcomes for both patients and 
our business by seeking a way to ensure that patients used top-
quality products we researched, recommended, and provided  
with assurance of quality. We believed that the most appropri-
ate response was to implement a micro-branding initiative, dis-
pensing products branded to our practice. However, to deter-

mine whether or not this was viable, we formally evaluated and 
tracked our efforts. 

OUR “EXPERIMENT”
We partnered with Topix Pharmaceuticals for our micro-

branding initiative, based in large part on the company’s his-
tory and strong reputation for private label skin care. They 
also have vast experience in product formulation for many 
leading commercial brands. 

We branded our line “Tried and True, a Dayan Wojak 
Evolution.” Terri Wojak, my lead aesthetician, has been a loyal 
employee, partner, and advisor for 10 years. Topix was delight-
ed to work with us and also was interested in what our formal 
evaluation would find. With assistance and support from Topix 
we quickly determined our product names, completed our 
logos and product art work, and were ready to launch in just a 
few weeks (See the products on the next page). 

Topix next sent a product educator to introduce our eight 
aestheticians and front desk staff to the line. To be honest, our 
team at first was resistant and skeptical, as they each already 
had their favorite go-to skin care brands and products.  

In order to motivate staff, we made a business decision to 
increase aesthetician commission rates on the private label 
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brand to 15 percent, compared to the 10 percent rate com-
mon to the other skin care lines.  We remained sensitive to 
maintaining competitive margins for the business and were 
pleased that the pricing on the products was such that we 
were able to provide this commission increase on our line. 
We set out to evaluate the first consecutive 100 people to 
purchase a product from our private labeled line. The sample 
represents the first 100 purchasers, who all agreed to partici-
pate. They were not incentivized. 

We surveyed both the patients (twice over a six -month 
period) and our aestheticians (once a month), assessing their 
satisfaction with the products, as well as their reason for pur-
chasing and using the products. 

We also evaluated the buying behaviors of the patients 
who purchased private label skin care. Specifically, we wanted 
to know if purchasing our micro-branded skin care would 
lead to other in-office aesthetic treatments, such as facials, 
fillers, neuromodulators, or laser procedures. We also looked 
at overall skin care sales. 

To promote our micro-branding initiative we used a variety of 
creative marketing strategies that didn’t differ significantly from 

what we normally undertake for new product launches. We 
employed social media outreach, including Instagram, Facebook 
and SnapChat posts. We made adjustments to our website and 
undertook email campaigns to our database. Office collateral, 
signage, and contests were also important to get the word out.  

PATIENT AND STAFF RESPONSE
It took just over 13 weeks to reach our first 100 Tried and 

True patients. Of the 100 patients surveyed:
• 99 reported satisfaction with the skin care products
•  99 stated that the surgeon’s endorsement of a product was 

very likely to impact their decision to purchase the product
•  99 patients said they would recommend our private label 

products to a friend. 
•  91 patients reported feeling that private label products are 

better quality than those purchased over the counter.  
•  85 said they believe the private label products are more 

potent than products sold at other practices. 
Our private label brand led to 79 patients purchasing other 

in-office aesthetic procedures, twice the volume we saw with 
other skin care brands. It is hard to explain why private label 
purchasing patients are more likely to convert to other proce-
dures in our office, but we surmise that it is due to greater loy-
alty to our office as well as a response to combined procedural/
skin care promotional campaigns we offered. 

DISCUSSION
Our experience shows that it may take up to three months 

to see the micro-branding initiative truly excel. It is noteworty 
that our most significant leap in sales came after a second 
in-office training at week 9. There was a direct correlation 
between in-service training and sales. 

More impressive is the fact that by 14 weeks, our micro-
branded line assumed one-third of all our skin care sales. By the 
completion of the 13- week evaluation when we surveyed our 

“ OUR PRIVATE LABEL BRAND 
LED TO 79% OF PATIENTS 
PURCHASING OTHER IN-OFFICE 
AESTHETIC PROCEDURES, TWICE 
THE VOLUME WE SAW WITH 
OTHER SKIN CARE BRANDS.”
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aestheticians, all eight corroborated the importance of training 
and also reported satisfaction with the micro-branded prod-
ucts. In fact, they reported believing that the micro-branded 
products sold at our practice are more potent than products 
sold over the counter or at other practices.  Seven aestheticians 
stated that the physician’s endorsement of a product was very 
likely to impact their decision to sell it.  But they all mentioned 
the need to see and believe in the results associated with a 
product prior to recommending it to their clients. 

Our experience highlights the critically important role that 
staff buy-in plays in the success of a dispensing program. In 
retrospect, we likely did not pay ample attention to the time 
and patience needed to capture the hearts and minds of our 
staff, converting them to believers. The margins on the micro-
branded products permitted us to increase the commission on 
these products, and we naively assumed that this incentive plus 
one training would immediately and directly increase sales. In 
considering this reality, I am heartened by the response we saw. 

Topix facilitated the micro-branding initiative in an efficient 
and practice-friendly way. They provided education to staff and 
were willing to repeat and extend that education as needed. 
Once staff were familiar with the products, sales increased.

We feel comfortable that we partnered with a quality 
company in Topix, and once our aestheticians and patients 
were satisfied with the results, sales and retention rates rose 
incrementally. In fact, our overall sales of skin care were up 30 
percent from the prior year. 

WHAT’S IN A NAME?
Aesthetic medicine is witnessing a creeping commoditiza-

tion. As one response to this commoditization, our practice 
has made an effort to brand aesthetic procedures by com-
bining multiple modalities into one treatment and giving 
it a unique “brand name.” From Subliminal Difference to 
DermaRich, Microsurfacing and TLC, we have found this is 
the best way to differentiate our practice from others and to 
combat commoditization. Therefore, it made sense for us to 
do the same with our skin care. 

It is easy for consumers to buy skin care online today, and 
the doctor’s office is in danger of becoming less relevant to 
the process. We felt that a micro-branded skin care range was 
the next logical step to further distinguish and protect our 
practice, as well as to be sure that our patients were receiving 
the best overall care. 

Our experience with micro-branding has been rewarding. 
The program was relatively easy to implement, and the over-
all outcome was very successful. While it took a few weeks 
to get our staff on board, we are now quite pleased that we 
went down this path with Topix.

FOCUS AND DEDICATION: 
FOUNDATIONS OF A 
BOOMING MICRO-BRAND

By Marguerite Germain, MD, FAAD

I have been an avid proponent of branding in my practice 
for many years. In fact, some might argue that I’m obsessive. 
Our staff wear branded scrubs, we have branded product 
bags, and when we host in-office functions we even serve 
M&M candies and cake pops with our logo. We also wear 

matching branded shirts to team-building outings. So having 
branded skin care was a very logical next step. 

Why didn’t I micro-brand? It’s a good question and one 
that I actually took some time to come around to. But once I 
took a hard look at the opportunity and made the decision to 
move forward, I have had incredible success. Micro-branding 
is not a tremendously difficult proposition—especially if you 
partner with the right company. I chose to work with Topix 
Pharmaceuticals, and I believe that was essential to my success. 

Effective micro-branding takes time and focus, and I 
learned some lessons along the way that I am happy to share.

Focus. Most practice undertakings can be effective if the prac-
tice dedicates sufficient focus to do it right. This is especially 
true for micro-branding. Investing time into planning for success 
is well worth it. In some practices, the physician may not be able 
to dedicate the time and attention needed to this endeavor. 
If you can only focus on making decisions during tiny gaps 
between seeing patients or in the evenings, you may find it diffi-
cult to move the process forward quickly. Your micro-branding 
program is going to evolve as you consider adding new SKUs 
and expanding your distribution channels. Your best chance for 
success is to deputize someone to help manage the process. In 
my practice, I hired a full-time employee to oversee our micro-
branding program, and the investment was well worth it. 

Educate. Many practices recognize the importance of 
employee education, but they may think of it primarily when 
starting the micro-branding initiative or onboarding new staff. 
In reality, education is an ongoing process, and it is essential 
that staff receive regular training updates. I believe that repeti-
tion is the motor of learning, which is another reason I was so 
pleased with the Topix solution. Quality skin care products 
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feature a variety of ingredients with multiple potential actions 
and benefits. There is a lot for staff to learn to feel comfort-
able conveying to your patients. You must ensure that patient 
education is accurate and consistent, which is a key reason to 
emphasize ongoing re-education. As your program expands 
over time,  there will be new products for staff to learn about. 

Set goals. Goal setting is essential. For starters, it is a key fac-
tor in the decision to micro-brand. Consider what you want to 
accomplish with the program. What benefits do you hope to 
achieve for your patients? For your staff?  It’s also important to set 
performance goals so you can plan strategies to help you and your 
staff achieve those goals. You may decide to focus on staff incen-
tives, marketing tactics designed around specific products and new 
launches, or other tactics to drive growth and replenishment. For 
example, last year we had a 33 percent increase in sales. (Figure 
above) I set a goal for a 50 percent increase for this year. 

Incentivize. We incentivize our staff for selling products. We 
also give large discounts to staff for their personal use and for 
friends and family. Our staff also receive a good deal of product 
at no charge. Your staff are your product ambassadors or “cheer-
leaders.” When you leave the room, patients talk to them and 
will ask about products, so they  need to be able to talk about 
your micro-brand and offer their experiences and testimonials 
firsthand to patients. They can only give authentic endorsements 
if they have tried the products themselves. The company you 
partner with on your micro-branding initiative should be able to 
help you understand and structure appropriate incentives.

Retain. Staff retention is essential to practice success and it 
is especially important to the success of your micro-branding 
effort. For example, longtime staff experience the cumula-
tive benefit from ongoing product education, and you don’t 
need to keep starting from scratch in terms of education. 
Additionally, if you focus on retention, then you are committed 
to developing happy staff  who will stick around. Happy staff 

lead to happy customers. Happy customers trust your practice, 
value your expertise, and embrace your product recommenda-
tions. They can also be your greatest source of referrals. 

Marketing. I tend to focus on internal marketing, which is key. 
It is also more cost effective than continuously having to look for 
new patients. As a physician, you are already dealing with people 
that appreciate you and know that you care about them and 
that you want them to be their best. In many ways, your micro-
branding program is a great form of internal marketing. At the 
same time, the program itself requires marketing. 

One way we market products is through events, which is 
an area where my practice excels. We do a lot of events in my 
office and they’re very popular with patients. An event creates 
a buzz of excitement and provides opportunities to cross pro-
mote your products and services. You can differentiate yourself 
from competitors, educate your patients, enhance patient loy-
alty, increase new patients, and re-engage old patients. We want 
our patients to become “lifers.” Our premier event is our annual 
Sparkle Party that we host during the first week of November. 
We had 1,000 people come to the party this year. When people 
walked into the office they saw two things: Germain and 
Germain Rx. We had some employees from Topix on hand to 
help with the guests and we sold $95,000 worth of products 
that night. It was a very successful night for our practice.  

Know Why. In his book, Start With Why, Simon Sinek suggests 
that individuals are most successful when they consider “why” 
they have set a particular goal or identified a specific desire. 
They must reflect that “why” in their actions. He discussed 
how people don’t buy what you do, they buy why you do it. 
Recognizing that “it starts with why,” we sat down as a group 
and came up with a vision statement and a mission statement 
for my office. Our staff carry a little card with them that reminds 
them of our core values, so they can recite it easily. 

Be Authentic. I have to believe in a product to recommend 
it. I don’t care if a product is the biggest seller somewhere else, 
it has to work for my patients. I need to see proven results and 
sound science. I also tend to believe that simple is best. I want 
patients to be adherent so they see results longterm. 

I partnered with Topix Pharmaceuticals because I believe in 
their products. Fortunately, they also offer excellent support. 
There are many crucial steps for launching a micro-branding 
initiative, and Topix was an essential partner for each step from 
product selection and label design to training and marketing 
support. I used to worry that patients were buying products 
online—often products that I recommended. Now I know that 
they are coming to my practice. They are coming through the 
door for that touchpoint when they buy our products. 

Micro-branding has worked in my practice and hopefully it 
will work for you, as well. n
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