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Introduction

The veterinary industry is evolving rapidly, and technology plays a pivotal

N role in enhancing efficiency, improving patient care, and streamlining
operations. This guide provides a structured roadmap for teams to
successfully implement modern technologies, from assessment to
execution and evaluation.

Designed for veterinary practice managers, administrators, and decision-
makers, this roadmap outlines key phases, actionable steps, and tools
required to integrate technology seamlessly into daily operations. By
following this guide, veterinary practices can make informed decisions,
prioritize investments, and ensure long-term success.
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Change initiatives often fail due to lack of leadership, focus, and
engagement. To ensure successful implementation, organizations
need a dedicated individual to act as the 'Champion'—someone
who not only advocates for change but also takes responsibility for
maintaining momentum throughout the process.

What is a Champion?

A proactive leader who: P 2
« Advocates for the Vision: Communicates the purpose and S
goals of the change initiative, ensuring alignment with the
organization’s mission.
« Builds Support: Gains buy-in from stakeholders, influencing
attitudes and addressing resistance.
 Removes Barriers: |dentifies and addresses roadblocks to keep
progress on track.
« Monitors Progress: Tracks milestones, metrics, and feedback
to maintain accountability and transparency.
 Inspires Others: Motivates the team by celebrating wins and
maintaining enthusiasm for the initiative.
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N Responsibilities of a Champion

« Communication and Alignment: Champions deliver consistent
messaging to keep the team informed and focused while
serving as the primary point of contact for updates and
questions.

« Problem-Solving and Decision-Making: They respond quickly
to challenges, escalate major concerns when needed, and
facilitate collaboration between departments to ensure smooth
implementation.

« Resource Management: Champions make sure teams have
access to tools, training, and support while advocating for
adequate budgets and staffing to sustain the initiative.

« Evaluation and Feedback Loop: They establish metrics to
assess performance and impact, collecting feedback to refine
strategies and optimize results.

N Skills Required to Be a Champion

Leadership: The ability to inspire and guide teams.
Communication: Clear and persuasive messaging.
Problem-Solving: Quick decision-making under pressure.
Adaptability: Willingness to pivot strategies as needed.
Accountability: Ensures tasks are completed as planned.

N Champion’s Quick Guide

« Go to Worksheets and Templates: Find our Champion’s
Quick Guide to help kickstart your journey
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Strategy

Development

Develop a clear strategy aligned with
organizational goals and needs

Ensures that your technology implementation process starts with a
well-defined strategy. Begin by focusing on setting goals,
identifying areas for improvement, and prioritizing initiatives to
create a roadmap that aligns with your organization's mission and
operational needs.

Key Activities

o Define Objectives
« |ldentify Key Areas of Impact
e Develop Implementation Plan
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Key ACtiVities Strategy Development

N Define Objectives

« Clear Goals and Objectives: Define clear, specific, and
measurable goals that align with your overall vision and mission.
Without clear objectives, it's challenging to measure success or
progress.

« What are SMART Goals? SMART goals are Specific,
Measurable, Achievable, Relevant, and Time-bound objectives
that provide clear direction and criteria for success (e.g., reduce
appointment scheduling errors by 20% in 6 months).

« Alignment: Ensure that your strategies are aligned with your
organization's values, mission, and long-term vision.

N Identify Key Areas of Impact
« Departments: List departments or Q Insider Tip
processes that need upgrades (e.g., online
. - . Not sure where to
booking, billing automation). Start take the
« Vision: Prioritize areas that align with the REVAMP Technology

Self Assessment to

practice’s vision and mission. If you haven't _ '
find opportunity areas

stopped to consider your vision, pause and
do that first.

N Develop Implementation Plan

o Rank: Rank initiatives based on their importance and ease of
implementation.

« Responsibility: Create a timeline with milestones for each
phase and define responsibilities for each team or individual
involved.
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Deliverables

Strategy Development

-  Strategic Objectives
Document
A formal document outlining the organization’s vision,

goals, and targets (e.g., reduce billing errors by 25% within
six months).

=  Priority Matrix Ranking
Initiatives
A table ranking projects based on impact and feasibility (e.g.,

implement online appointment booking ranked high impact,
low complexity).

Q Insider Tip
- Implementation Plan Don't reinvent the
wheel. Check out tools
A timeline and task list identifying phases, like Kanban boards
. and Gantt charts for
deadlines, and accountable teams (e.g., easyimplementation
Phase 1: Needs Assessment — 2 weeks). planning.

07



%TLE

®
REVAMP.VET TR

Initial

AZUTET])

Assess Current Operations and Identify Gaps

By conducting a thorough analysis, you'll prepare the foundation for
strategic improvements, helping to prioritize areas that require
immediate attention. Stakeholders are engaged to gather insights
and perspectives, ensuring that the evaluation aligns with the
organization's goals and objectives. This holistic approach not only
highlights opportunities for technological enhancements but also
fosters a culture of continuous improvement, paving the way for
sustainable growth and success.

Key Activities

e Conduct Needs Assessment
o Perform SWOT Analysis
« Budget Analysis
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Key ACtiVities Initial Evaluation

AN Conduct Needs Assessment

« Interviews: Gather insights from staff about workflow
challenges.

« Process Mapping: Document existing processes to identify
inefficiencies.

N Perform SWOT Analysis

« Strengths and Weaknesses: Highlight areas where existing
technology performs well or falls short.

« Opportunities and Threats: |dentify potential areas for
improvement and external factors impacting progress.

AN Budget Analysis

« Current Spend: Review existing technology budgets and
identify available funds.
« ROI Estimates: Project returns on technology investments.

Q Insider Tip

Initial ROI when replacing an existing technology should be lowered due
to training and “brain-drain”, but result in a long-term net benefit.
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Deliverables

Initial Evaluation

— Needs Assessment
Report

A document summarizing workflow gaps and inefficiencies
(e.g., billing delays due to manual entry).

-  SWOT Analysis
Summary

A visual chart highlighting strengths, weaknesses,
opportunities, and threats.

- Budget Overview and
ROI Estimates

A breakdown of projected costs and returns (e.g., savings
from reduced labor hours).
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Tool
Selection

Select the Right Tools for Implementation

Tools should be chosen based on data-driven evaluations rather
than assumptions. It reduces the risk of investing in incompatible or
underperforming systems.

Effective tool selection involves balancing costs with features,
scalability, and ease of integration. Testing tools through demos
and trials reduces errors during full implementation.

Key Activities

e Market Research
e« Vendor Demos and Trials
» Selection Criteria Development
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Key ACtiVities Tool Selection

N Market Research
« Feature Comparison: Analyze features of —— .
various tools to determine fit for ) Insider Tip
organizational needs. REVAMP's Rising

i ; Technol Direct
« Review Feedback: Study case studies and echnology Directory
can help narrow your

reviews to assess reliability and effectiveness.  gearch.
» Assess Scalability: Ensure the selected tools
can scale as the business grows.

AN Vendor Demos and Trials

« Schedule Demonstrations: Organize product demonstrations
to assess functionality.

« Pilot Testing: Test tools in a small environment to evaluate
ease of use and compatibility.

(" Insider Tip

Didn’t get enough time to explore the technology? Ask your vendor to
extend the trial. Most will be glad to give you extra time.

N Selection Criteria Development

« Evaluation Checklist: Develop a checklist for evaluating tools
based on cost, usability, support, and integration.

« Vendor Support Assessment: Assess vendor reputation,
training programs, and ongoing support.
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Deliverables

Tool Selection

—  Market Research
Report

A comparative analysis of tools evaluated based on features
and costs.

—  Tool Evaluation
Matrix

A grid comparing performance scores (e.g., ease of use = 9/10).

-  Selected Tools List

Finalized list of tools with reasons for selection.
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Implementation

Implement selected tools effectively

Time to execute your plan through structured deployment and
training. Planning ensures that systems are adopted smoothly and
that staff are confident in using them.

Proper implementation minimizes downtime and maximizes
efficiency gains. Pilot testing serves as a safety net to detect issues
before organization-wide deployment.

Key Activities

« Pilot Testing
e Full-Scale Deployment
» Training Programs
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Key ACtiVities Implementation

N Pilot Testing

« Department Rollout: Test tools in one or two departments

before expanding.
« Collect Feedback: Gather feedback to address usability issues.

N Full-Scale Deployment

« Phased Implementation: Roll out tools gradually to prevent

disruptions.
« System Integration: Ensure compatibility with existing

workflows.

(" Insider Tip

The best way to get two of your technology providers to work together is for
you, the client, to tell both vendors you want it. Tackle it from both sides.

N Training Programs

o Conduct Workshops: Provide hands-on training to ensure staff

readiness.
« Create Materials: Develop manuals and FAQs for ongoing

support.
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Deliverables

Implementation

-  Pilot Test
Reports

Feedback and performance data from testing environments.

-  Deployment Schedule

A phased rollout plan (e.g., Phase 1: Training — 2 weeks).

-  Training Materials and
Guides

User manuals and training sessions documented.

16



'*
o
REVAMP.VET TR

Monitoring and

AZTEe])

Track the performance of nhew tools and
evaluate their impact

Structuring your changes will provide accountability and ensure
continuous improvement. With monitoring and evaluation, your
business validates whether the tools meet expectations and
highlights areas for refinement.

Ongoing monitoring allows organizations to respond quickly to
issues, protecting their investment. Regular evaluation ensures that
technology remains aligned with evolving goals.

Key Activities

« Continuous Monitoring
« Performance Evaluation
« Feedback Loop
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Monitoring and

Key ACtiVities Evaluation

N Continuous Monitoring

« Dashboard Setup: Implement dashboards to track usage and

performance metrics.
« Issue Management: |[dentify and address issues proactively.

()" Insider Tip

For the best data, ensure that every user has their own username and login.

AN Performance Evaluation

« Goal Comparison: Measure outcomes against predefined

goals.
« ROI Measurement: Assess financial and operational impact.

AN Feedback Loop

« Collect Insights: Regularly gather staff feedback to identify
further improvements.
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Deliverables

Monitoring and Evaluation

-  Performance
Reports

Summaries of usage and metrics (e.g., error reduction by 30%).

—  User Feedback
Summaries

A phased rollout plan (e.g., Phase 1: Training — 2 weeks).

-  Continuous
Improvement Plans

Suggested enhancements based on ongoing monitoring.
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\ Now that you've explored REVAMP Technology,
check out our other areas of focus

CrVT/ Team
Utilization

Establish common competency
framework to ensure consistent
role expectations, enhance
trust in team capabilities, and
unlock clear career progression
pathways

Workplace Culture of
Teamwork

Develop program to enhance
workplace enjoyment, leadership
support, and psychological safety
boosting talent attraction,
engagement, and retention
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Strategy Development

« Goal: Align technology initiatives with organizational objectives.
» Role: Align stakeholders with goals and implementation plans.
« Highlight: Defining objectives and prioritizing key areas of impact.

Steps:
1.Set SMART Goals: Clear, measurable, time-bound objectives (e.qg.,
reduce errors by 20% in 6 months).
2.ldentify Priorities: Focus on areas aligned with your mission.
3.Plan Implementation: Rank initiatives, set timelines, assign tasks.

Initial Evaluation

» Goal: Assess current operations to identify technology gaps and
improvement opportunities.

» Role: Lead SWOT analysis and gather insights from stakeholders.

» Highlight: Address weaknesses and identify opportunities for
improvement.

Steps:
1.Needs Assessment: |dentify workflow inefficiencies through staff
input and process mapping.

2.SWOT Analysis: Evaluate strengths, weaknesses, opportunities, and
threats.

3.Budget Analysis: Review current spend and project ROI for new tools.
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Tool Selection

« Goal: Choose tools that align with your needs and ensure compatibility.
« Role: Setup vendor evaluations and demos, and ensure tools meet
requirements.

« Highlight: Defining objectives and prioritizing key areas of impact.

Steps:
1.Market Research: Compare features, costs, and scalability of options.
2.Vendor Demos: Test tools via trials and demos to evaluate usability.
3.Selection Criteria: Use checklists to assess costs, support, and integration.

Implementation

« Goal: Deploy tools effectively while minimizing disruptions.

« Role: Oversee pilot testing, provide training, and guide integration issues.
 Highlight: Frontline for smooth adoption.

Steps:
1.Pilot Testing: Test tools in a pilot to gather feedback and resolve issues.
2.Full Deployment: Gradually roll out tools across practice(s).

3.Training Programs: Provide hands-on training and create user guides for
ongoing support.

Monitoring and Evaluation

o Goal: Ensure tools meet expectations and identify areas for improvement.
« Role: Analyze performance metrics and feedback to drive improvements.
« Highlight: Maintain accountability and track ROI.

Steps:
1.Continuous Monitoring: Use dashboards to track performance and
address issues proactively.

2.Performance Evaluation: Compare outcomes to goals and measure ROI.

3.Feedback Loop: Collect user insights to refine processes and drive
improvements.
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STRATEGIC OBJECTIVES [T
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Organization:
N J
e ™
Prepared by: [ Date:
N J
e e N
Vision Statement Mission Statement
N
e e
Objective: Objective:
Goal: Goal:
Key Actions: Key Actions:
Metrics: Metrics:
N \-
e - ™
Objective: Key Stakeholders:
Goal:
Key Actions: Y )
e ™
Approved By:
Metrics:
N N J
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PRIORITY MATRIX REVAM?
RANKING INITIATIVES

[ Organization:

[ Prepared by:

) (ome J

Initiative Impact Feasibility Priority Level Notes/
(High/Medium/ (High/Medium (High/Medium
Name Comments
Low) /Low) /Low)
Inventory Potential for
Management High Medium Low high ROI;
Tools needs testing.

How to Use this Template

1.List Initiatives: |dentify all proposed initiatives or projects under consideration.
2.Rank Impact and Feasibility: Evaluate each initiative based on its potential impact and

feasibility.

3.Determine Priority Level: Combine impact and feasibility rankings to establish a priority

level.

4.Provide Comments: Add notes for additional context or considerations.

Definitions 1 ( Example Evaluation Criteria

e Impact: The extent to which e High Impact: Aligns closely with strategic goals
the initiative influences key and provides significant benefits.
organizational goals. e Medium Impact: Provides noticeable

e Feasibility: The ease of improvements but may not be mission-critical.
implementation based on e Low Impact: Incremental benefits with limited
resources, budget, and time. organizational impact.

e Priority Level: Indicates ¢ High Feasibility: Simple to execute with existing
urgency and importance resources.
based on the combined e Medium Feasibility: Requires moderate effort and
evaluation of impact and resources.
feasibility. e Low Feasibility: Complex implementation with

2N potential obstacles.
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PRIORITY MATRIX RANKING INITIATIVES Strategy Development

Impact Feasibility Priority Level Notes/

(B e (High/Medium/Low) (High/Medium/Low) (High/Medium/Low) Comments
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SWOT Analysis

S

N

Strength

What are you doing well? What sets you
apart? What are your good qualities?

Weaknesses
Where do you need to improve? Are resources
adequate? What do others do better than you?

Opportunity
What are your goals? Are demands shifting?
How can it be improved?

Threat

What are the blockers you're facing? What are
factors outside of your control?
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[ Organization:

[ Prepared by: j [ Date:
N [
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TOOL EVALUATION MATRIX Tool Selection

Tool Name

Features &
Functions
(1-5)

Cost
(1-5)

Ease of
Use
(1-5)

Integration
Capability
(1-5)

Support
Services
(1-35)
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Total
ota Notes/
SEEIC Comments
(Max 25)




