








What drives 
behaviors? 

Importance

Belief

Understanding

Personal Drivers



Hard to reach Clients

https://communicationinpractice.com/
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Segmenting 
clients by 
learning 
style



Do it yourselfers
u Well informed (externally orientated+ distrusting)

u Critical of other people's knowledge

u Business relationship with the vet

u Cost is often cited and can call vet very little

Convincing data and discussions, 
opportunities to experience things themselves

Develop a role as an assistant/ facilitator rather 
that advisor

Demonstrate added value/ work to build 
confidences 



Information seekers
u Often labelled as“know it alls” ( externally orientated+ 

trusting)

u Externally orientated

u Well informed, draw on wide range of sources

Affirmation
Compliments 

“ Great you were able to get that information, that is 
really helpful”

Give them a sense of equivalence or partnership 
Facilitate contact with experts and offer them more 

information



Wait and see
u Open to advice, positive about advice ( internally orientated + 

trusting) 

u Difficulty translating advice into actions

u Prone to self doubt and procrastination

u Concerned about conflicting advice 

Clear simple advice
Break up the process and explore concerns

Celebrate success and reaffirm progress
Adopt role as coach 

Give them confidence to progress



Individualists

u Internally driven, don’t want others to meddle with their 
business, difficult to engage (Internally orientated + 
distrusting) 

u No need for external opinions

u Conspiracy theorists, distrust the outside world

Establish long terms plans
Build relationships

Listen
Provide choices

“How can I be of service to you”
Respect their choices



Motivational 
Interviewing
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Exercise

u Think of something you would like to change within your life…..

u drink less….

u Lose weight….

u Do more sport….

u See relatives or friends more…

u Have a conversation with your colleague about 
this. Role of your colleague is to persuade you to 
achieve your goal
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Motivational interviewing
u Do the same as before. Take 30 seconds to explain a change that you would 

like to achieve

u The listener then says

u “Why do you want to make the change”
u Listen without interrupting

u When they have finished ask

u “How  might you go about it in order to 
succeed?”

u Listen without interrupting
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Motivational interviewing

u https://www.youtube.com/watch?v=s3MCJZ7OGRk

u 6 minute Motivational Interview BMJ
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How can we 
expand uptake 
of Herd Health 
Programs and 
pre-planned 
work with our 
farmers? 

In groups agree on the top 
5 priorities

5 minutes

Select from the 20 cards 
or make up your own!
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The top 5 ways to expand Herd Health 
work 

u Identify client needs 

u Improve communication

u More use of support staff

u Better teamworking

u Delegation

u Leader Follower

u Incentivise preplanned work

u Recruit and retain key people
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Part 4 
Building Value 
and making it 
pay
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Using profit 
opportunities to 

motivate 
farmers to invest 

in health? 

Value vs Cost
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What profit and data 
techniques/ tools 
have you found 
useful in engaging 
farmers with health 
programs? 
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Critical 
Health 
Management 
Tools

MEASUREMENT AND ANALYSIS IS 
CRITICAL TO SUCCESS!

Health planning- myhealthyherd/ 
other templates

Data Analysis- Interherd/ Total Vet/ 
milk recording companies

Databases- BCMS/ practice sales/ 
bespoke
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Engaging farmers with 
Myhealthyherd

u Shared, dynamic health planner 

u Risk analysis and predictions allowing you to get ahead of disease

u Health Evaluation- demonstrating profit opportunities

u Improved vaccination and surveillance management

u Better farmer engagement
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Maintaining the focus….
Interherd/ Total Vet/ 
Data

u Gather data seamlessly via milk 
recording companies

u Bureau options for recording via 
the practice

u Benchmarking

u Regular reporting on fertility/ 
nutrition/ culling etc 
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Demonstrating 
the benefits of 
improved health

u Using Health and 
Economic Evaluation to 
identify “ profit 
opportunities” for the 
farmer 

u Comparing data to his 
own targets and costs

u Benchmarking 
performance against 
other similar units
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Hand held 
software- Uniform 
Agri

u Milk recording links

u Individual cow data 

u Graphing and reporting

u Whole team accesses data

u Data sharing

u
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Make sure 
you deliver 
value..

Monitoring “doom” and not seeking to 
reduce the risks or improve performance 
will be a short lived proposition!

Ensure you sell your time and advice 
effectively

Focus on the positives! Farmers pay to be 
motivated! Nobody pays for misery!
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Pricing- pay as you 
go vs contracts 
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The Basics-
Optimise 
working 
arrangements

Optimise working arrangements

Maximise use of vets time

Chargeable hours per day

Travel time & time in car

Plan work schedules
Timing of calls
am & pm work

Health planning sessions at different times

Structured communication & organisation of vets
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Challenges ?

Chargeable hours per day

Miles travelled + time in car

Tiered delivery of service

Charging structures
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Time in Your Car

Miles pa Time hrs
Hours / Day in 

car

5,000 200 0.9

10,000 400 1.8

15,000 600 2.7

20,000 800 3.6

25,000 1000 4.5

30,000 1200 5.5 6/11/19pete.orpin@myhealthyherd.com Copyright



How much time do you spend in your 
car? 
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Basis of 
charging

Activity charges Procedures fee
Per head treatment rates

Hourly rates

Contract basis
Advice or Pre planned
£ per head 
Pence per litre
Hybrid

Clinical v Preventative

Time based or Value based

Knowledge based charges
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Charging options

Pay as you go

Fee for advice

Inclusive 
contracts
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“Pay as you 
go”

Work is charged on an hourly rate basis and 
the tools and training time are covered 
within the hourly rate. 

Extend the  pre planned visits to include 
time discussing reports, creating plans

Benefits- simple, transparent, easy to apply

No obvious system for charging “off farm”  
consultancy work
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Pay as you go Charging systems

£/head
u Price per head

Benefits

u Repeatable transparent charging

Challenges

u Rewards least efficient farmer

u Difficult to charge for advice 
on/off farm

u Focus is on “doing things rather 
than thinking”

Hourly rate
u Price per minute

Benefits

u Transparent charging linked to your 
costs

Challenges

u “Clock watching” culture

u Time is linked to disease rather 
than health

u Off farm work often not charged
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Charging 
systems 
based on 
time or 
activity?

Either system is not perfect.

Charge is linked to inputs rather than 
outputs

Risk that increasing amount of “off” farm 
consultancy is not billed.

Can create a “ win: lose” model. Farmer 
benefits from improved health and the vets 
rewards decline and impetus is lost
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Pricing

Traditional – Activity Based PAYG
u Fee per visit/ head/ hour

u Fees linked to activity or disease

u No system for charging for advice 
or outcomes

u Can fail to improve health 

u Can limit inputs

u Can produce win: lose arrangement 

Health Contract
u Fee based on agreed outcome

u Agreed fee or pence per litre

u Stand alone or all inclusive

u Allows packaging of services and 

u Can create a win win
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Monthly 
management 
fee

Charge a monthly fee ( £ 25-£400) to 
provide income for health 
management support, farmer 
training, reporting and background 
work

Benefits- easy to create a fee, 
allows a system to deliver more 
complex behind the scenes analysis 
support, spreads the costs for 
farmer, clear and transparent
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“Fee for service”

u Lab reporting fees are increased to cover for on line reporting/ uploading. 

u Fixed fees for defined activities such as health plan reviews/ investigations.

u Benefits- traditional model, familiar

u Downsides- will not provide a mechanism for charging for work “off farm”, 

more difficult to sell higher value work, not all work delivered is modular, 
may not promote dialogue
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Pence per 
litre contract

SHARE IN THE BENEFITS. MORE LITRES THE 
FARMER PRODUCES, MORE PROFITS FOR BOTH 
FARMER AND VET

AGREE A PPL CONTRACT THAT INCLUDES HEALTH 
MANAGEMENT ADVICE

BENEFITS- PROVIDES STRONG INCENTIVES FOR 
HEALTH IMPROVEMENT FOR BOTH PARTIES

DOWNSIDES- REQUIRES TRUST, MORE COMPLEX TO 
ADMINISTER
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Average dairy Farmer costs pence per 
litre (2012)
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Vet Costs = 1ppl with 
range  limited to 

Source Milk Bench + 
300 UK Dairy herds 2012
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How your best clients are 
achieving profits ( top 10% vs
Average)

Top vs Average PPL difference % benefit

Total Fixed Costs -2.45 34%

Feed costs -1.76 20%

Labour -1.40 19%

Herd replacement 
costs

1.17 16%

Milk sold 0.3 5%

Fertilizer -0.3 4%

Vet and med -0.28 4%

Rent/ Repairs -0.48 10%

The best farmers are farming more efficiently with less overall wastage. 
Optimising utilisation of the vet to deliver improved health and reduced 
culling costs is more important than any possible savings on the vet per 
se

Source Milk Bench + 2012, EBVC  Dairy Herd Finance Course

6/11/19pete.orpin@myhealthyherd.com Copyright



Typical Vet Spend in a UK Dairy Farm

Typical Vet 
Spend

Comments

Fees and Visits 0.25-0.5ppl Dependent on balance 
of preventive and 
reactive services, 
geographic location 
and herd size and 
type

Medicines 0.5- 0.8ppl Dependent on success 
of disease control  
and use of preventive 
medicines 6/11/19pete.orpin@myhealthyherd.com Copyright



Comparative pricing models for 130 dairy herd 
providing 1 million litres/ annum

Traditional model 

based on 40% margin 

on medicines

Traditional model 

plus monthly fee for 

advice/data 

management

Health Contract

20% margin on 

medicines and pence 

per litre charging

Fees (Visits and Time) £3,000 £3,000 0.4ppl
Medicines £7,000 £6,000* £5,600
Advice Inclusive £500 0.05ppl
Meetings Inclusive £250 inclusive
Training Inclusive £250 inclusive
Data management/ 

monitoring
Not provided £500 0.05ppl

Paraprofessional services 0.05ppl
Total Fees £10,000 £10,500 £11,100
Source Bovine Medicine , Practice management and organisation, Orpin 
(2015)
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Charging systems

Charging system Comments
“Pay as you go” Work is charged on an hourly rate basis and the tools and training time are 

covered within the hourly rate. Extend the  pre planned visits to include time 
discussing reports, creating plans

Monthly Health Management 
Fee

Charge a monthly fee ( £ 25-£400) to provide income for health, nutrition 
management, farmer training, reporting and background work

“Fee for service” Lab reporting fees are increased to cover for on line reporting/ uploading. Fixed 
fees for defined activities such as health plan reviews.

Pence per litre contract Share in the benefits. Agree a PPL contract that includes health management 
advice
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Other 
options?
“Hybrid 
Subscription” 
models…..?

Fixed fee per cow or per litre ie £15-£30 per 
cow or 0.25ppl to cover the basics

Lower hourly rate for additional work

Lower margin on medicines

A more “user friendly” fee structure with 
more potential for higher veterinary inputs?
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Practices 
Differ

Stock dense areas

Geological barriers and geography

Large business more self reliant

Small business – harder to deliver all services

Understand your model

Consider
• Collaboration
• Cooperation
• Merger
• Succession
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Smaller 
practices 
consider

Collaborate
• Buying groups
• Marketing groups
• Share out of hours
• Share equipment, training, expertise

Cooperate – staff, expertise, …….

Merger

Succession plans & sustainability
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Successful 
Health

Programs

Effective
Management

Communication

Tools

Fees

Knowledge

Practice  
Plan

Healthier 
Herds

Motivated vets
Dynamic 
practice
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Summary

uWrite down 3 things you will do 
differently when you get home to take 
your practice closer to delivering more 
pre planned herd health work for your 
clients
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