How to chart associate salary

Here’s how this veterinary practice COO/CFO uses two charts to inspire
unmotivated doctors and eager new hires alike.

economics
Jul 16, 2018

By Sachin Trivedi, MBA
VETERINARY ECONOMICS

I've found that roughly 80 percent of veterinary hospital revenue is generated by the work of doctors.
So a major metric for our multi-hospital chain is doctor’s production per shift. It's an apples-to-apples
comparison of doctors working within a group.

The model is known as the “production matrix.” It disaggregates production per shift into
“Transaction per day” multiplied by “Average transaction ($).” It shows doctors what they must do in
a day to achieve a desired salary and to meet the hospital’s expectations, and it helps managers set
the staff schedule based on shared expectations with the doctors.

Yearly practice production

matrix

Hilee Calls AveTage

(Transactions) Transaction 5 12000 5 13000 5 140.00 5 15000 5 160.00 5 170.00
11 SITETIO0 S 28022000 5 30124000 5 3FI40000 5 344596000 5 36652000
12 22224000 53057000 S IXGFRO00 5 3SDE00.00 5 ATEI20.00 5 35024000
13 S A05.7E0.00 533124000 5 3SETIO00 5 322 M00.00 5 S07E80.00 5 43316000
14 5 33528000 5 357HL00 5 32406000 541180000 543504000 5 26648000
15 SAS2E0000 53520000 541180000 544100000 547040000 5 45950000
16 SATEIN000 5 40743000 5 435040.00 5 AR0400.00 5 50176000 5 53312000
17 5 39984000 5 43316000 5 46648000 5 49980000 % 53312000 5 S66,440.00
18 542336000 5 45864000 5 493920.00 5 51020000 5 S64480.00 5 599,760.00
19 544688000 5 48412000 5 52136000 5 55860000 5 595E40.00 5 633,080.00
0 5 4T04A0D.00 5 50960000 5 S4ES00.00 5 SERO000.00 5 627.200.00 5 666400.00
21 549392000 553508000 5 STEX0.00 561740000 5 65856000 56590 72000
22 551744000 S SE05E0,00 5 E03ER000 5 G4680000 562092000 573004000
23 S 54096000 552604000 S 63112000 5676320000 5 72128000 5 76636000
24 S 55448000 561152000 S 6S8S560.00 5 70560000 5 75264000 5 799 680,00
25 5 52R000.00 563700000 5 6S6000.00 5 73500000 5 7E4000.00 5 833,000.00
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Yearly doctor salary

matrix

Office Calls  Average

(Trarsactions Trangaclion % 130000
11 5 5950560
12 5 8491520
13 % T0,324.80
14 5 7573440
15 5 8114400
16 5 8655360
17 5 91963.20
18 5 9737180
13 5 10378240
20 5 10815300
21 5 11360160
¥ 5 11901120
23 5 124 430,80
24 S 13983040
5 5 135, 240,00

2 130,00
5 64,464,490
5 7031480
% 7618520
5 B2,045.60
5 8790600
5 93,766,490
& 90.626.80
% 105,487.20
5 111.347.60
3 117.208,.00
4 123.068.40
& 128,928.80
5 134,789,320
9 140,649.60
5 146,510.00

5 140,00
5 6542300
5 7573440
L BROM5.ED
% BE356.ED
5 94655800
5 100,979,100
5 107.290.40
% 112.601.60
511991280
¥ 12622400
% 132.535.20
% 13284640
5 145,157.60
5 151,468 80
5 157, 780,00

150000
74.368.2.00
8114400
790600
94 658 00
5 101.430.00
5 108.192.00
5 114,954.00
$ 121,716.00
5 128.478.00
5 135240000
5 142,002.00
5 148.764.00
B 155.526.00
4 162, 25800
5 169.050.00

A AN O O 4N

5 160,00
5 7934080
5 8655360
% 03, 766.40
5 100,979.20
5 1046.192.00
5 115.404.80
% 122.617.60
% 129.230.40
5 137,043,230
5 144.256,00
5 151465880
5 15868160
= 165,594.40
3 173,007.20
5 180.320.00

= 170.00
5 B4.299.60
5 996300
4 09.626.ED
% 107,290.40
5 11495400
5 122.617.60
% 130.281.20
% 137,944 20
5 14560840
5 153.272.00
% 160.935.60
5 168.599.20
5 7626280
5 18392640
5 190,590.00

The two matrices above are two sides of the same coin: Each cell corresponds to the other table’s

cells.

First, look at the highlighted cell in the “Yearly practice production matrix.” Based on a 40-hour

workweek (four days, 10 hours a shift) and accounting for three weeks of vacation, a doctor can earn
for the hospital around $500,000 ($499,800) in yearly revenue by doing 17 office exams each day at

an average cost of $150.

Next, look at the highlighted cell on the “Yearly doctor salary matrix.” Using a commission of 23
percent for the doctor, we can calculate a doctor’s salary as roughly $115,000 ($114,954).

Why these matrices are cool

You can use a tool like this in hiring or salary negotiations. Typically, a new doctor has a desired
salary in mind, and an existing doctor hopes for a higher salary. Using the production matrix can
help hospitals, doctors and managers see what's needed to achieve everyone’s goals, individually
and organizationally. The production matrix organizes information into an easy-to-read table
everyone can understand, and it's worked for us.

One recent new hire wanted a $180,000 starting salary. At first, the medical director said the hospital

couldn’t afford that. We told him it could—if the doctor exceeded $180,000 in commissions. He
would just have to do it through high enough daily transactions at a high enough average

transaction. We showed the new hire the matrix. He found his salary, looked at the 25 exams a day

and $160 average transaction and said, yes, he could do it. The expectations were clear on both
sides. This doctor has been with the group for a year now and has far exceeded his $180,000 in

commissions.



In another case, one of the group’s existing doctors was underperforming. We, along with other
doctors and managers, had a difficult time motivating him. So | printed out this matrix and showed it
to him. Within a month, his average monthly production increased by 50 percent. He wanted to earn
more and saw how he had to do it, without any pushing from medical directors or management. This
is an effective tool for setting goals.

The matrix has also proven extremely helpful for our group’s general managers. By working with
doctors and using this tool, managers and doctors came to a better agreement on the client-doctor
receiving schedule as well. Again, this matrix makes the expectations, communication and goal-
setting much clearer and the processes more streamlined and efficient.

Sachin Trivedi, MBA, is COO and CFO of multi-practice chain Southern California Veterinary Group.
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