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Abstract

The author implemented a production pay system within his
veterinary practice, Waupun Veterinary Services LLP, in which
partners and senior veterinarians are compensated for 2 differ-
ent activities. First, a percentage of client invoices is returned to
the veterinarian who generated the invoice. Second, activities
that benefit the overall health of the practice are compensated.
These activities include nights, weekends and holiday on-call, in-
clinic management, vacation, continuing education and student/
new hire mentoring. A pivot table within Excel® is used to sum-
marize the data on a monthly basis. Other applications of Excel
and pivot tables within the partnership are presented. They in-
clude customized client product and services breakout per client
requests, aged receivables management, and invoice develop-
ment from pharmaceutical distributors to client invoices within
Sage® accounting. The later invoicing requires no data entry by
office staff. All the Excel applications save office labor and in-
crease accuracy by eliminating manual data entry and transfer.
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Introduction

Waupun Veterinary Services (WVS) pays partners and senior
veterinary employees with a production-based system. The data
is downloaded into a pivot table within Excel®. WVS also uses
Excel and pivot tables for many other accounting management
procedures. An overview of the development and theory behind
the production pivot table is presented. Other Excel applica-
tions are also presented.

History

WVS, like many large animal practices, paid employees a sal-
ary. Partners were compensated with a percent of practice
profits based on percentage ownership of the practice. This
system produced some animosity, because individual partners
perceived their contribution as greater than their compensa-
tion. An alternative process, or ProSal system, was developed to
alleviate some of the animosity.

A ProSal system was developed that compensated partners for
field work billed, but also compensated partners for time spent
in the clinic for various management activities. The system was
also designed to compensate partners for vacation, continuing
education, in-clinic work and emergency nights. Basically, the
practice attempted to incentivize partners for behavior that ben-
efited the function of the practice. Clinic profits continued to be
shared equally by partners based on percent ownership (salary)
but after the production pay (production) is compensated.

After the production pay system was functioning for 2 years, se-
nior veterinary employees were given the option to participate.

Implementation

The development of a detailed chart of accounts in the practice
accounting software is the basis for a production-based pay sys-
tem. This allows activities that veterinarians bill clients for to
be categorized, summarized and thus tracked separately.

There are 2 compensation components to the WVS production
pay system. The first involves a pivot table that summarizes the
various itemized invoice charges that are developed within our
accounting software. Table 1 shows part of WVS’s chart of ac-
counts that individual invoices journal to. Table 1 on the right-
hand column also shows a weighting system for production pay.
These fractional numbers are multipliers from the pivot table
that assigns a compensation weight to various charges thata
veterinarian’s invoice could contain. For example, if a veteri-
narian ran an emergency call, they would be compensated for
70% of the call charge. If they spent 30 minutes time billed to
the client, the veterinarian would be compensated for 50% of
that time charge. If pharmaceuticals were dispensed, for ex-
ample a bottle of penicillin, there would be no compensation.
This was designed to minimize compensation for drug sales
and maximize compensation for running calls and interacting
with clients and patients.

Table 1: General ledger chart of accounts for sales and
weighting for production pay purposes.

Actual tab from ProSal Pivot table

401 Sales-Nutritional Per Cow Fee 0.5
405 Sales-Routine Call Charges 0.4
406 Sales-Emergency Call Charges 0.7
409 Sales-Chiropractic 0.5
410 Sales-Services 0.5
411 SALES OB time 0.5
412 SALES Surgery 0.5
413 SALES-Consulting 0.5
414 SALES-Nutrition Consulting 0.5
415 SALES-Milking Equipment Consul 0.5
416 Sales-Small Ruminant 0.5
417 Sales-Spanish Training 0.5
418 Sales-Radiology 0.5
420 Sales-Dispense Drugs 0
421 Sales-DRUGS DROP SHIP 0
422 Sales DRUGS INTERNET 0
423 Sales Drugs Administered 0.5
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The second component involves activities not directly affecting
client billing. Table 2 lists the activities and the rate of compen-
sation for said activities. Paid vacation, listed in the third row, is
$200 a day up to a maximum number of days per year. If a part-
ner chooses not take vacation, to work and earn more, then that
veterinarian forfeits the $200-a-day vacation. The On-Call Week-
night (per night) row shows compensation of $240 per night. This
is paid in addition to any income earned from invoicing clients.
Emergency duty is assigned initially, but trading is easy with this
system. It also allows senior partners to avoid emergency duty,
butin essence they are giving up income.

The In-Clinic Work (per hour) row incentivizes work involv-

ing practice management. This is arguably the most important
row in Table 3 from a practice management perspective. If a
doctor is involved with setting up a producer meeting, or with
human resources issues, they are thus compensated through
this system. This avoids the pitfalls other practices identified as
a drawback for a ProSal. If compensation is only derived from
production, then veterinarians just ran calls.

A later addition to the second component involved student men-
toring. Because some veterinarians enjoyed students and men-
toring new graduates, an additional row was added to the pay
incentive tab that included student mentoring (Table 2). WVS
veterinarians are compensated when senior veterinary stu-
dents and newly hired graduates ride along on call. This is de-
signed to compensate the WVS veterinarian to slow down and
invest in educating and guiding the new grad or student. Some
veterinarians enjoy this, and some don’t want to be bothered
and this system makes it work.

The monthly implementation

Once set up correctly in Excel, the production pay system is
simple to execute. First, all invoices must be entered for the prior
month. Then, using Sage® reports, a previously designed report
is downloaded and pasted into the ProSal pivot table. In the case
of WVS, this report contains roughly 10,000 rows of data each
month, which makes the use of a pivot table critical. Next is the
only manual data entry in the process. Data is entered for the 7
extra or incentivized activities that are compensated for. Table 3
shows a single veterinarian’s data by month. The process is com-
pleted in less than 30 minutes. Individual tabs within the Excel
spreadsheet monitor individual veterinarians.

Other Excel applications

WVS produces pivot table summaries by inventory items, in-
ventory class or by general ledger applications for select cli-
ents. The reports are tailored to the client per their request.

An example is shown in Table 4 and Table 5. The pivot table is
constructed so that a customized report from Sage is exported
to Excel and then copied and pasted into the pivot table. Table 4
sum varies based on an inventory report and Table 5 sum varies
based on general ledger category.

Excel is also used to sort delinquent clients through receivables
aging so that actions can be initiated in a timely fashion. Again,
areport is generated within Sage and exported into Excel. The
Excel report maintains notes on prior month’s actions minimiz-
ing the need to refer back to notes and allowing lists of a step
wise dunning system.

Table 2: Additional compensation areas within WVS Pro-Sal payment system. Tab from pivot table where values can be filled in.

1/2022 2/2022 3/2022 4/2022 5/2022 Total
Dr.1

Vacation 1 1 2
Clinic Advancement (CE) (per hr) 5
In-Clinic Work (per hr) 4.5 9.25 10.5 9.5 33.75
On-Call Weeknight 3 2 4 5 18
On-Call Long 1 1 3
On-Call Holiday 1 1
Student Mentoring (per day) 3 0.5 2 5.5

Table 3: Tab of a single veterinarian with monthly data. Extra data filled in through May 2022. These rates are set for the
month, so the second column is January, allows us to adjust midyear which has never happened. This table from a tab in
Excel Production Pay that sets rates with the 7 areas vets are compensated extra for performing.

Extra Rate Jan Rate Feb Rate Mar Rate Apr Rate May
Vacation (per day) 200 200 200 200 200
Clinic Advancement (CE) (per hour) 100 100 100 100 100
In-Clinic Work (per hour) 75 75 75 75 75
On-Call Weeknight (per night) 240 240 240 240 240
On-Call Long (per weekend) 1200 1200 1200 1200 1200
On-Call Holiday (per night) 600 600 600 600 600
Student Mentoring (per day) 200 200 200 200 200
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Another example of using Excel to decrease labor and increase
accuracy is to upload invoices produced from proprietary cloud
invoicing and medical records software. Invoices that veteri-
narians produce in the field are directly uploaded into Sage.
Invoices from our pharmaceutical distributors (provided in an
Excel format to WVS) are processed in Excel with two different
finished products. First are individual client invoices. We print
the tab for the client. Second, the invoices are uploaded from
Excel using a CSV file format, directly into the client’s account
within Sage. This eliminates data entry errors, and the process
takes less than an hour for 100 invoices.

Summary

Excel has tremendous potential to enhance veterinary practice
management. It can be used to produce a production pay system
that can be modified with minimal time involvement. Pivot ta-
bles can summarize data by categories, eliminating errors from
manual entry and allowing mathematical applications on large

data sets. The solutions arrived at by WVS can be developed with
many different pathways within Excel. This presentation is not
intended to teach you how to use Excel, but to show possibilities
and inspire practice management and owners to explore using
Excel to further enhance practice profitability and goals.
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