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Most veterinary practices are losing a significant amount of potential turnover every year 
for each of their veterinarians.  While it is important to focus on new client numbers and 
keeping the diary full with consultations, revisits and procedures, if each veterinarian is 
missing a charge in every invoice, the cumulative lost turnover is significant.  By helping 
your veterinarians identify why this occurs and giving them the knowledge and skills to 
overcome the challenges that contribute to it,  you can easily increase your turnover for the 
practice.   
 
While it is vital to be aware of the lost charges in every consult, the key to reversing this 
trend is to understand why it occurs.  It is not as simple as telling the veterinarians to 
charge appropriately.  You have to identify the underlying reasons, which may be an 
organisational, team or the individual, and address them for permanent change. 
 

What is a Leak? 
 
Most veterinarians are very mindful of over servicing but this is not the case.  This is for 
clients they are already seeing in consultations, the hospital and surgery.  The leaks are 
charges that are missed or not charged for.  One missed charge for each invoice per 
veterinarian each day amounts to a significant amount of lost revenue. 
 
There are three different definitions of leaks and it’s important to be aware of the intention 
behind them. 
1. Discounting - discounting occurs when the veterinarian is aware of what should be 

charged but chooses to charge a different amount.  There is active intent in this 
behaviour to charge a different fee, which is reduced. 
Example:   
- Choosing to charge a consult revisit instead of a full consultation 
- Charging a lesser grade dental procedure to keep the cost down rather than the 
correct fee 
- Incorrect bandaging fees 
 

2. Undercharging - when the individual doesn’t recognise the value in the service 
provided and isn’t aware of the true costs for this, they can incorrectly charge or 
estimate fees.  It isn’t intentional and can be the result of a lack of awareness about 
the true costs of practice and/or a mindset about money. 
Example: 
- Underestimating surgical procedures and medical workups 

 

 
3. Not Charging - when a fee isn’t charged and it should be.  This can occur for many 

reasons and there may or may not be active intent for each situation.  Reasons include 
confusion about fees and what to charge, busy periods where people forget to charge 
for medications, injections or services and missed opportunities to book revisits or 
procedures or correctly work up cases. 
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Example: 
- Charging no consultation fee when a fee should have been charged 
- Forgetting to charge for everything used in surgery or hospital 
- Not performing blood tests, ear or lump cytology in consultations 

 

How to Identify Leaks 
 
While it is essential that the individual veterinarian is aware of their responsibilities in 
ensuring they invoice correctly for everything they do in practice, the individual can’t be 
solely the focus in identifying the leaks. 
The team environment can contribute to missed charges and you must be aware of how 
the organisation is contributing as well. 
When lost opportunities and missed charges are identified, it is essential that you ask if 
this is the result of the individual, team or organisation or a combination. 
 
Investigating in more detail in the following way will help you identify the cause. 
 

Where does it occur? 
 
You should focus on every area of your hospital as you will find there are missed charges 
in every one of them.  To help identify the underlying cause, focus on each area 
individually. 
 

When does it occur? 
 
Look for patterns and be aware when it commonly occurs.  

• A certain time of day e.g. Early mornings when there are surgery admissions, consults 
and emergencies to see or the start of the afternoon consults when it’s been busy and 
the veterinary team haven’t had a lunch break or the end of the day when the team are 
fatigued 

• A certain day of the week e.g. Saturdays when the practice has reduced staff, Monday 
mornings  

• The time of the year e.g. Summer, after Bank holidays or the festive season 

• With specific clients or a type of client 

• With certain patients or breed or type of animal 
 

Who is responsible for the missed charges? 
 
It is important not to solely focus on the individual veterinarian but recognise if the team or 
the organisation is contributing to the issue. 
 
Is it an Organisational issue? 

• Does overbooking the consults or surgery commonly occur? 

• Do the veterinarians commonly have to fit in emergencies and walk ins? 

• Is there a lack of organisation? 

• Is there times where the team is understaffed to deal with the workload? 

• Is shorter consultation times contributing to rushed consults? 
 
Is the team contributing? 
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• Is there conflict in the team reducing performance? 

• Are inexperienced team members working without adequate supervision or training? 

• Do certain team members not work together well, reducing performance? 
 
Individuals 
When the individual is responsible, there are many areas to look at that may be 
contributing to the issue.  It is never as simple as asking them to charge appropriately.  For 
the best outcome, you must identify the underlying reason/s and address them with either 
an increase in knowledge, skills or experience or a combination. 

• Be aware of their confidence and competence 

• Determine their skill level 

• Do they have adequate communication skills and what areas do they need to build on? 

• Do they lack confidence or skills in interacting with clients? 

• What is their personal pace in the practice? 

• What are their beliefs about the fees in practice? 

• What is their mindset about money and costs in general? 

• What is their preference clinically and surgically? 

• Are they fatigued due to long working hours and missing lunch breaks? 
 

How to Address the Leaks 
 
It is important once you have identified the cause of the leaks to address them.  If you 
solely focus on the individual veterinarian and they are missing charges because of 
overbooking, reduced time in consultations, fatigue and working in a disorganised 
workplace, it will lead to further stress, frustration and disengagement. 
 
Speak with the individuals involved to build awareness of the leaks and to understand their 
reasons.  This will help you to identify where they need further skill development.   
 
For organisational issues, you may have to involve the whole team and speak specifically 
to each team in the practice.  Ensure each team is working collaboratively towards the 
practice vision.  
 

Summary 
By focusing on identifying where you are losing income in your practice, either by 
discounting, undercharging, missing charges or opportunities, you can significantly 
increase your turnover. 
The first step in identifying the leaks in your practice is to become aware of where it is 
occurring.  The next step to identify the when it occurs and to recognise if it’s an 
organisational, team or individual issue.  Then it is essential that you address the 
underlying reasons with further training and manage the organisational issues. 
 
 
 


