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OPEN BOOK MANAGEMENT 

Introduction

If veterinary practice is like a professional sport—and I like to think it is—veterinary medi-
cine is relatively new at operating at a professional level when it comes to management. We 
all basically know that in order to achieve a professional level—for our medicine to be top-

notch, for our ef� ciencies to be � rst-rate and for our team members to be empowered and high-
functioning—we need to train and train and train like a professional sports team. But in many 
practices, training rarely takes place. That's where Open Book Management helps the most. 
Open Book helps de� ne the purpose and objectives of the game and offers an easy framework 
to train our teams and ourselves to be more professional in our management style.

Open Book Management teams learn to work each day at meeting the needs of each of the four 
important stakeholders (see Chapter 1). Team members learn to love, not dread, meeting at least 
once a week in focused huddles of 15 minutes or less to solve problems fast in collaboration. And 
everyone meets at least once a month for no more than 45 minutes for full staff meetings. 

In Open Book Management, revenue is our offense and cost control is our defense. Accountants and 
our daily, weekly, monthly and annual results in the form of Scorecards act as referees. To make this 
happen, a successful practice using Open Book Management maintains a veterinary hospital team 
made up of professional players who get paid professional wages. The better trained our team 
members are, the better the medical care on behalf of the pet, the more satis� ed the client, the better 
the staff compensation and the higher the investors’ return on investment. All team members need 
to play at their best. Each team member can check on results weekly in huddle meetings and monthly 
in full staff meetings. That’s the beauty of Open Book Management.

Without Open Book Management, you’re playing a game with high-quality players who never 
know the score. It’s time to start inspiring our veterinary practice teams with the facts and the 
� nancial information behind the important decisions made every day at our practices. 

It’s time to start playing this game to win.

Ross D. Clark, DVM

Renewable resource
To see and download new, updated or corrected (we hope not!) materials for this book, 
please visit dvm360.com/openbook.



Open Book Management is the 
practice of sharing the financial 
and nonfinancial indicators of a 

business’s success with everyone in the 
business, from the owners to the front-line 
staff. It relies on delegation and staff em-
powerment and offers team members many 
ways to learn about how to manage their 
own work and operate as a resilient team 
in the face of change.

The success of Open Book Management for 
me comes down to the smart, consistent use 
of a single tool: the weekly scorecard. Rob-
ert Kaplan, PhD, of the Harvard Business 
School, says, “Scorecard management has 
had the greatest impact of any business idea 
in the last 75 years.”

The Open Book Management scorecards 
included in this book give veterinary hospitals 
a step-by-step way to measure performance 
at every level. It’s a methodology that consist-
ently delivers results. These scorecards translate 
big-picture strategy into action in the trenches 
through communication, education and motiva-
tion. Open Book Management, through score-
cards, creates a true learning environment.

Scorecards work because they help train em-
ployees in every aspect of a business. They help 
team members think like businesspeople, in-
stead of hourly wageworkers. When employees 
really understand the business of a veterinary 
practice, when they’re learning and when they 
know they’re an integral part of a practice’s 
medical and �nancial success, pro�ts increase. 
That’s been my consistent experience. And if 
employees are rewarded for tasks well done, 
increased pro�ts for the practice translate into 
increased income for them, whether through 
bonuses or salary increases.

Open Book Management also helps �ght off 
employee burnout. Research on human behav-
ior has shown that people burn out when they 
feel hopeless or don’t see a future in their work. 
When employees are always learning, however, 
they are motivated and much less likely to burn 
out. Staff members are far less likely to leave as 
long as you are providing structure and connec-
tions, an educational environment and a feeling 
that their presence in the practice really matters.

With Open Book Management, the team is 
trained on a weekly basis in meetings where 
staff members are so involved and excited 

OPEN BOOK MANAGEMENT CHAPTER 1

Why Open Book  
Management works

“One of the things I have really enjoyed about Open 
Book Management is the on-the-job training in 
both medicine and business. The continual learning 
makes me a lot more interested in my job. We’ve 
had a lot of incidental training just through candid 
conversation each week about how and when we do 
the things that we do to achieve good medicine and 
hit our bonus targets.”

— Karen Miller, practice manager 
    Woodland West Animal Hospital
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that don’t feel like they’re training at all. 
The meetings are always held at the same 
time and in the same place, and they send 
a message: “We want to know how you’re 
doing and what you think.”

Here’s my pitch to you: If you and your 
team commit to a 45-minute meeting a week 
for nine weeks, reviewing just one chapter 
a week of this book, I can assure you that 
your practice will be a much happier place to 
work. Clients will begin to notice the posi-
tive energy and better service. You’ll be more 
pro�table. Open Book Management will 
work in a one-doctor practice or a 20-doctor 
practice. In fact, the bigger you are, the more 
you need Open Book Management. 

My practice manager at Woodland West 
Animal Hospital, Karen Miller, has felt the 
positive effect on morale since we started us-
ing Open Book Management in 1994: “One 
of the things I have really enjoyed about 
Open Book Management is the on-the-job 
training in both medicine and business. 
The continual learning makes me a lot 
more interested in my job. We’ve had a lot 
of incidental training just through candid 
conversation each week about how and when 
we do the things that we do to achieve good 
medicine and hit our bonus targets.”

While developing staff members is impor-
tant, employees are just one of your prac-
tice’s stakeholders who can bene�t through 
Open Book Management. Every business 
has major stakeholders. In veterinary prac-
tices, there are four: the pet, the client, the 
team members and the practice owner or 
investors. Let me explain how Open Book 
Management bene�ts each one:

The pet
The reason clients come to our practices 
is because they love their pets and want 
to keep them as happy and healthy for as 
long as possible. In our veterinary hospital 
teams, no one ever forgets that our top pri-
ority is the pet. If animals could speak for 
themselves, they’d ask questions like, “Do 
these people really know what they’re do-
ing? Are they up on the latest technology?” 
It’s our responsibility to have well-trained 

and competent team members who can give 
the best care to our patients, even when our 
clients can’t always judge how good our 
medicine is.

Open Book Management improves pet care 
in many ways, but its biggest bene�t is a 
continual focus on training. For example, 
we often overlook the need for training in 
our kennel attendants, who need to offer 
proper care and recognize warning signs in 
hospitalized patients. Open communication 
through short huddles and those weekly 
staff meetings enables the entire team to 
better recognize problems in patient care 
and correct them in a timely manner.

The client
Not only is it important to give quality care 
to our patients, we also want to ensure that 
our clients—the pet owners—are happy, not 
just with the care given their pets but with the 
way our staff interacts with them.

“Any contact over the phone with a client is a 
call for help, and we need to come through,” 
says Dr. Mike Jones of Woodland West Ani-
mal Hospital. Every interaction can be incred-
ibly important. That’s a fact that everyone at 
the hospital needs to remember.

In our Open Book Management meetings, 
we always emphasize client service and 
communication. Clients need to understand 
what’s going on and be in the presence of 
team members who can help them every 
step of the way. Because of ongoing train-
ing, our staff knows how to do this. Clients 
enjoy talking to someone who always has 
“the inside scoop” on what’s happening 
with their pet. When everyone is or can be 
in the know about a particular pet at a mo-
ment’s notice, you’ll wind up with grateful, 
loyal clients.

The team
The same meetings that cover pet care and 
client service issues also cover the very best 
ways to handle �nancial matters and ef�-
ciency issues. Our staff is continually learn-
ing new ways to handle personnel issues in 
a proactive environment. We talk about the 
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successes and stumbling blocks every week 
in making sure we’re working as a team and 
ensuring that resentment and frustration 
never languish in the dark for long.

The practice owner
When the pet receives quality care, when the 
clients are satis�ed and happy, when the staff 
members are learning and fully invested in 
the practice, then the practice owners and in-
vestors will see a good return on their invest-
ment. It’s as simple as that.

In addition to caring for and satisfying the 
four primary stakeholders, every veterinary 
practice must excel in four additional arenas:

1) facility care
2) equipment care
3) computer and information management
4) marketing, advertising and public rela-

tions. 

Open Book Management multiplies the brain-
power in these arenas through delegation. 
You can empower staff members to make 
decisions and be motivated and enthused 
about the success of the proactive measures 
taken for the bene�t of all four stakeholders 
and in all four of the above arenas. Owners, 
directors, managers and supervisors cannot 
be in all arenas at all times. But someone on 
the entire practice team can.




