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Shepherd’s Veterinary

Peter Shepherd is the owner of a well-established veterinary practice situated on a farm location
in the Newtown area. The practice caters mostly for large animals. Peter is a highly regarded
member of the local community and has cared for the animals on local farms for many years.
He is an enthusiastic environmentalist.

Peter has a busy practice and is assisted by three other full time vets, Jean Higgins, Thomas
Bryce and Robert Hardy. Peter is old fashioned in his approach to the running of the practice.
When he was working by himself, he simply responded to calls from animal owners as they
arose. He accepted payment for his services as and when it was given. He did not give a great
deal of attention to his billing system until his accountant forced him to be more rigorous in his
approach because he was losing money. Peter did not have any real structure or routine in the
way in which he conducted his work. Basically, he was much more interested in being a vet than
in making money. However, over the years he gradually introduced a bit more organisation into
the running of the practice and tried to establish a proper billing system, set times for routine
calls as well as vaccination schedules and other similar routines.

The practice has increased dramatically in size and diversity and while there are now four
full-time vets working at capacity, they are extremely stretched and intend to expand the team
further. There are plans for two more vets and a practice manager. They now offer a pet service
to the public and cater for all types of domestic pets. The practice also provides health care for
JD Dog Care, run by Peter’s son and daughter-in-law. The team already has a wide range of
experience and expertise and is highly effective.

Many ideas for the development of the practice have been discussed by the team at their
weekly meetings. However, expansion of provision as well as the necessity to provide an
efficient service for such a large practice, along with cover for sickness and holidays, is always
problematic. This is not helped by the fact that the administrative aspect of the practice requires
a considerable overhaul.

Some years ago Peter employed a secretary, Rose Bryce, to assist him in the day-to-day
running of the practice. At the time he saw this role as answering the phone, writing
appointments in the diary and sending out invoices. In reality the requirements of the job were
significantly greater than this and as the work expanded and more vets were employed, an
additional administrative member of staff, Stephen Jackson, was also employed.

Peter invested in a computer system in 2010. At that time there were just Peter and Robert in
the practice and very basic consultation regarding their administrative needs took place.
Because Peter had limited knowledge of the possibilities of a suitable computer system, there
were many oversights in the final installation. The system was extended to provide a small
network of computers and printing facilities for Rose, Stephen and the vets. This system is
insufficiently developed and does not have adequate software or capacity to facilitate the
services that the practice now delivers. The database is poorly structured and the appointment
booking system is error prone and does not access either the client database or the staff rota.
Queries and reports are not readily accessible. Client details are repeatedly entered. The
hardware is virtually obsolete and speed is an issue. There is no web site and consequently no
opportunity for on-line bookings. There is no way of interacting with clients.

Any of the vets should be able to log on to the system at any time and check their schedule for
the day/week. They should also be able to view animal records. If the system has not been
properly updated then information can be incorrect. Increasingly vets are going to Rose or
Stephen to check if they have anything written down in their notebooks/diaries regarding
appointments.
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Scheduling a correct amount of time for appointments to include travel between locations and
doing the work required is always difficult and can only be estimated based on previous
experience.

Rose and Stephen have resorted to maintaining a backup manual system. In order to avoid
delays on the telephone, they frequently jot down appointment requests and other queries in
notebooks/diaries and try to remember to enter them on to the system when they are not so
busy. This has resulted in serious mistakes and farmers are very unhappy when a vet does not
attend at an agreed time to conduct whatever service is required.

Because the system is so slow and unstructured, simple queries regarding appointments, bills
or availability of services cannot always be addressed immediately and clients are told that
there will be a follow-up phone call. This is highly unsatisfactory. Sometimes these queries are
overlooked or the client is not available to answer the phone when a return call is made.

If Rose or Stephen is busy, the details taken from a client may be minimal and lead to wrong
appointments, limited information regarding the issues involved, possible double bookings and
the need to try and contact the client to clarify arrangements. This is time consuming for
everyone and causes a great deal of frustration.

If Rose and Stephen are both taking calls and making notes because the system is inaccessible
then there is a major capacity for error. They can only see double bookings they have made or
unrealistic scheduling of appointments when they start to input the data to the computer system.

Extract from Rose’s notebook on 10th March 2020

e = HughesWednesday afternoon 2ishv sheep,
= (dip) 02890 777777

Bernawd Fowrvew Friday 27th 9.30 could
= manage Thursday afternoonw

«= Next Tuesday darwy Broww calf (sore
<= foot) 02890 555555

= *Check Wednesday appointiment |
for Forbes 02890 222222 ring back wrgent |

mu&/ not cleared for Mitchells ring
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Extract from Stephen’s notebook on 10th March 2020

e = Tuesday Firnmegawws Fowrm vaccinations

Wednesday 18th Cows all dovy

€= Note change appointment for Friday
<= qgfternoonto-M

<= Mitchell or Marxwell ?7?7? check ring back

Client satisfaction is extremely important to Peter and he has become aware that people have

complained about the difficulties they have encountered with appointments and payments. The
invoicing system is hopelessly behind schedule and there are problems with issuing reminders
and ensuring that payments are properly recorded.

When a vet completes a farm visit, details must be recorded on the system. These details
include the nature of the visit, the treatment provided, the length of time taken and any
medication or prescriptions issued. Initially vets tried to enter these details themselves following
a visit. However, because the system is so slow and the time taken caused a huge problem, a
document was designed for them to complete either at the farm or on return to the office. Details
from the document are then entered onto the system by Stephen. This data entry should be
done by close of business on the day after the visits, but this is rarely the case. The documents
are also sometimes incomplete and this means that the content has to be validated with the vet
concerned. These details are used to generate invoices.

Rose generally takes care of the accounts. Most clients have a running account because they
require the services of the practice on an on-going basis. Rose uses the data entered onto the
system about the appointments to create the invoices. Charges are based on the service
provided, the medication used, any additional resources required and the time taken based on
an hourly rate. Invoice production is very difficult as Rose must first check on any outstanding
invoices, go through every record for each calendar month selecting information on each client
and then calculate the bill. An additional problem for Rose is that clients might pay part of the
sum owed for any given month and there is a ‘carry over’ impact. Rose has to be careful not to
miss any of these incomplete payments and must note that VAT has already been calculated on
the previous total. There are frequent disputes on the amounts involved and Rose is not always
correct.

12778.03 4



Extract from sample document completed by Robert Hardy 5th March 2020

FARM VISIT RECORD

Farm: Hillcrest Fowrmv | Date: 10/3/20 | Start: 10 v End: 12.15 pmv
Owner: Willioumw Lyttle Duration (rounded): 2.5y

Service Medication Units used
Animals checked

Second round vaccination G125 20
administered S144 20

Black fly dosing Browwy lotionw 20

Red Eye dosing Broww's lotionw 20

Issues:

None

Notes: Animal Tag (ID) details attached (20)

Follow up required invtwo- weeks

Schedule further appointiment

Farmv Manager has noted that no-inwoices hawve beew supplied since
January

Vet: Robert Howdy
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Sample Invoice

SHEPHERD’S VETERINARY
INVOICE

Shepherd’s Veterinary
Coast Road
Newtown
02899444444
shepherds@animal.com

ClientID: 0025
William Lyttle Invoice No: 397746R
Hillcrest Farm Invoice Date: 3" April 2020
Church Road
Newtown
Appointment date: 10/3/2020 Duration: 2.5 hrs
Farm Visit Y No of Animals: 20
Service ID | Service Medication | Qty | Medication Amount
Unit Price
Vac2 Second round G125 20 5.00 £100.00
vaccination S144 20 3.00 £60.00
DS22 Black fly dosing BL2 20 1.50 £30.00
DS17 Red Eye dosing BL2 5 1.50 £7.50
Call out fee £20.00
Assessment Fee (Rate x Duration) £150.00
Sub-total £367.50
Vat (20%) £73.50
Total £441.00
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Shepherd’s Veterinary liaises directly with JD Dog Care. Any dog attending the Dog Care centre
must have a full health check. Unless owners can provide proof of this, an appointment is made
with Shepherd’s Veterinary pet facility. All dogs attending an appointment will have a full health
check, vaccination top-ups if required and an electronic chip if necessary. All details are
recorded for each dog on attendance and any medication dispensed is noted.

Initially, it was felt that the dog owners would prefer to be billed for veterinary services through
JD Dog Care. This meant that the vet facility had to notify JD Dog Care of all details relating to
check-ups and treatments. Shepherd’s Veterinary then billed JD Dog Care on a monthly basis.
JD Dog Care billed their clients using whatever method the client preferred.

After two months, it was realised that this was totally unsatisfactory. Information was not
communicated effectively and payments from JD Dog Care to Shepherd’s Veterinary were
sometimes incorrect, late and difficult to track. Many payments were lost as a result. In addition,
translating the vet bill and mapping it to the client bill was causing an enormous amount of
unnecessary work.

Shepherd’s Veterinary now bills clients coming from JD Dog Care in the same way as routine
customers. There is still an issue over the transfer of records for each dog from the vet to
JD Dog Care.

The team has a very dynamic approach to current developments and recognises that the
practice must address many new initiatives in order to remain popular with local farmers.
Robert, who along with Peter is a senior partner, wants to introduce Health Plans and Infection
Monitoring for animals in their care. Robert also understands the importance of the
administrative issues that will be involved in establishing these schemes. The team understands
that this development will provide a very secure financial income. They also recognise that a
new computer system is essential for this aspect of the business.

In addition, the new developments already in place with JD Dog Care and the public also
provide the possibility of establishing similar Health Care Plans.

It is clear to everyone that a complete overhaul of the system is necessary in order to maintain
the organisation.

Peter and his partners at Shepherd’s Veterinary have decided that it is now essential to
have a totally reliable computer system that will resolve the administrative issues they
are facing. They have approached Solutions Computer Consultancy (SCC) to review their
entire operation and implement a fully functional computer system.
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