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Creating Your Integrative Practice 
 

Name:_______________ 
 
Date:_______ 

 
1. Allow enough time—starting a year in advance is 

recommended—whether you are establishing a new practice or 

transforming an existing one. 

 

2. Seek help--resources from your medical specialty organization; 

consultant; community; accountant; attorney. 

 

3. Whether you are establishing a new practice or transforming an 

existing one, start the Visioning handout (also called One Step 

at A Time) on the next page. Decide on a personal deadline by 

which this long-term visioning and planning will be completed. 
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One Step at a Time 
 

Beginning from where you are now, and realistically considering where you want to be in your 

practice in 5 years, outline the components you feel would be reasonable to put into place in 

each of the three steps. For the sake of this exercise, each step would take 1-2 years. For 

each of these three steps, how will you define and measure your success? For each of your 

steps, enter 1-2 key ways you will measure successfully achieving your objectives and are 

ready to move on to the next step. 

Step  Description Your Metrics of Success 

1     

     

2     

     

3     

     

     

  Step Three: Challenges   
  Step Three represents more of a stretch goal. Include those items that  

  might pose more of a challenge for you, and need a firm foundation on  

  which to be supported.   
     

 
Step Two: Building on Success  
Step Two represents an intermediate point. Consider the next area of your 

detailed vision list that can build on the success of your first step and was not 

needed right away. 
 

 
Step One: The Essentials  

Step One includes those things you feel are essential to have in place to give your practice a true 

flavor of your mission statement. It should include things that are big enough to make a difference 

but small enough to achieve. 
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Establishing a New Practice 

If you are beginning a new practice, the planning process should ideally begin 12 months before 

you open. Consider consulting an attorney or an accountant. For physicians, the America Academy 

of Family Practice (aafp.org) has a detailed resource outlining the key elements in establishing a 

primary care practice. Although there are extra considerations for an integrative medicine practice, 

these resources cover most considerations as you prepare to open your practice. Similar resources 

are available from the American Academy of Pediatrics (aap.org) and other medical specialty 

organizations offer varying degrees of support. 

Legal Entity 

Options include solo practice, partnership, corporation (LLC or other), or you may be an employee 

of an institution starting who is a new integrative medical clinic. 

Licensing 

You need the appropriate professional license for the state in which you will practice, and you may 

need a business license (depending on your city and state), and a DEA registration if you are a 

physician and narcotics will be prescribed. 

Insurance 

You need malpractice coverage to meet state and insurance credentialing requirements. Property 

insurance, personal liability and Worker’s Compensation insurance may also be needed. 

Space 

Based upon the number of practitioners you anticipate and what other services you choose to offer, 

determine what type of space you will need. Consider patient flow, fire codes and disability access. 

If you can estimate square footage, then decide if you’ll build, buy, or lease space. Consider the 

potential for future expansion, parking, safety, and the best location for your practice. Also, consider 

the initial impression you desire your patients to have as they enter your practice. You want them to 

feel they are entering a healing space. 

If you decide to lease space, see if the property owner can build the space to meet your 

requirements. The cost may be covered in your rent over the life of the lease, but should you 

terminate the lease early, there may be penalties. 

http://www.aafp.org/online/en/home/practicemgt.html?navid=running+a+practice
http://www.aafp.org/online/en/home/practicemgt.html?navid=running+a+practice
http://www.aap.org/profed.html


 

  

Georgia Tetlow, MD  Phone/Fax (888) 702-7974 
Lauren Houser, CRNP  info@philly-im.com 
Annmarie McManus, PA-C www.philly-im.com 
  

Financing 

If you are starting a practice, you may need start-up funding. If you need financing, you’ll need a 

business plan. Although there is money available from traditional lending sources, you may wish to 

evaluate whether there might be small business loans available in your area. See the subsequent 

section on “Business Plan.” 

Credentialing, Staff Privileges 

If you’ll be a provider for a health plan or care delivery system, you need to be credentialed. If you 

anticipate providing inpatient care, you need hospital privileges. Allow time! These processes can 

take 90-180 days to complete—on one occasion it took me 10 months to be credentialed by 

Medicare, due to their mix-ups! I recommend that you start the credentialing or privileging process 

at least 6 months prior to opening your practice. 

Staff 

Determine staffing requirements and write job descriptions for each type of staff member. Then 

recruit and interview! Staff members must embrace your vision and mission. You’ll need a staff 

manual that describes the policies and procedures for the practice—for a good example of an 

employee procedure manual (available for purchase), visit aafp.org. 

Computer System and EHR 
Ideally, your system should provide you with electronic medical record (EMR) and appointment 

scheduling, and you’ll also need to do a system for patient accounting and general accounting. 

Two initiatives may influence your choice of EMRs: Meaningful Use Incentive 

Program(http://cms.gov/) and Patient Centered Medical Home 

(http://www.ncqa.org/tabid/631/default.aspx). If you are an American Academy of Family Practice 

member, consider reading “The 2011 HER User Satisfaction Survey.” 

Other Items: Additional items include determining fees, billing and collections; telephone systems; 

lab services; x-ray services; answering service; building maintenance; biomedical waste disposal 

and gowns/laundry services. 
  

http://www.ncqa.org/tabid/631/default.aspx
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Transforming an Existing Practice 
On the positive side, you already have a patient base and some income from your existing practice. 

Additionally, you have office space, employees or contract staff, referral relationships, office 

policies and procedures. 

However, staff and patients have become accustomed to things being done in a certain way. The 

process of change can be a bit bumpy. Managing change is key, so remember good 

communication with patients, staff and colleagues while effectively managing expectations. 

Staff 

Will you require practitioners and/or support staff? Make sure new and existing staff share your 

mission and vision. If you need new practitioners or staff, will they be contract staff, full- or 

part-time employees, or co-located independent practitioners who share expenses for your 

overhead? Do you need weekly team meetings or regular conferences to discuss cases? Do you 

need additional staff training? 

Space 

You may need additional space. Prior to acquiring new space, see if you can extend the hours 

during which patients can be seen, and flex practitioner schedules to accommodate the new hours 

to maximize use of existing space.  

Additionally, a common reason some seek a new space or additional space is that the current 

space, although adequate to support patient volume, may not be "healing space", and therefore 

may not communicate your mission and vision. Be aware that remodeling existing space can be 

trying, but moving to a new location may be challenging as well.  

Expanding Services 

Often when a practice cultivates a more integrative focus, additional practitioners and services are 

desired. Whether or not there is the need for additional square footage, there may be a need to for 

additional equipment or supplies. Determine your equipment, furniture and supplies at least 3 

months in advance. If you are bringing in new practitioners, talk to them about their needs early.  
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Fees and Billing 

Develop fee schedules at least 3 months before your transition. If you are a physician, check with 

your health plans regarding coverage questions and with your computer system vendor regarding 

their ability to support your proposed changes.  

Please review the Computer System and Insurance sections in the Establishing a New Practice 

Section. 

 

Budgeting: monetize the next year 

 

REVENUES  

• Anticipated number of visits by month or 

quarter?  

• Types of visits (how many extended vs. 

intermediate vs. brief vs. consults, etc)? 

• Revenue from other procedures? 

• Revenue from other practitioners who might 

be in your practice? 

• Insurance vs. private pay revenues? 

• Other income? 

 

 

 

 

 

 

 

 

 

EXPENSES 

• Salary costs? 

• Rent or lease costs? 

• Equipment, furniture and supply costs? 

• Cleaning and maintenance costs? 

• Utility costs? 

• Insurance costs? 

• Tax expenses? 

• Marketing and advertising consultants  and 

costs? 

• Lab or x-ray costs (if you are performing 

these services in your office)? 

• Other expenses?
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Business Plan  

A business plan is the plan for your practice over the next 1-3 years. It tells the story of your practice to 

potential institutions or individual funding sources so they know: 

• who you are 

• what you are proposing to do 

• why you are different 

• why you are likely to succeed 

• how much money is needed 

You want to communicate to the potential funder why they should loan you money. 

 

Ingredients in a Business Plan 

Mission Statement: start with this. 

Executive Summary: communicate to potential funding sources the "take home" message about your clinic in 

as few words as possible. In this initial section you should succinctly communicate exactly what you are 

intending to accomplish, why you are a good risk, and why a funding source support you.  

Market Analysis: describe what is going on in the market that makes your clinic timely and likely to succeed. 

What is your target population and who is your competition? This will provide potential funders a sense of the 

likelihood of your success. 

Key Objectives: clearly state exactly what it is you hope to achieve, for both the long-term and the short-term. 

Objectives should be measurable and communicate that you know what you hope to achieve and have the 

ability to measure your success. 

Clinic Description: describe the key elements of your clinic model. Identify the location, a brief description of 

your practice philosophy and services, and what exactly differentiates you from every other clinic in your area. 

 

Implementation Strategy: show how you will develop and launch your new or transformed clinic.  

Management and Organization: share the organizational structure of the clinic, the staffing and how staff will 

be managed. Describe how financial performance will be monitored and adjusted to assure success. 
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Strategic Direction: where is your project strategically headed and what are you going to do to ensure 

success. Provide a SWOT analysis: an objective presentation of the Strengths, Weaknesses, Opportunities for 

success and Threats to success.  

Start-up Expenses and Capitalization: how much will it cost to actually build and open a new practice, or the 

amount needed to invest in changes to an existing practice. This section should only include start-up costs. 

Budget: present your operating budget, including projected expenses and revenues for a minimum of the first 

year. Some funding sources want 2 or 3 years of projections, so clarify the expectations of the potential funding 

sources prior to submission of your business plan. 

 

Healer Becomes Business Owner  

You will need to have a presence in the community. Some have sought every conceivable opportunity to do 

public speaking on various health issues, some have contacted newspapers or television stations to provide a 

regular print column or television segment, and others have periodically hosted free wellness seminars for their 

community. Additionally, most have made a concerted effort to visit potential referral sources as well as other 

practitioners whom they intend to utilize, thus building relationships and ultimately a virtual integrative 

professional network in their community. Regardless of which of these or perhaps other opportunities may 

interest you, the important thing is to get out there and make yourself known. This is essential to success. 

 

Building a sense of team. One way is to have weekly meetings with all staff to encourage them, hear their 

concerns, and cheer them on. Periodically (perhaps monthly or quarterly) having a meal together at the office 

allows time for staff to interact on a personal level. Something as simple as having people prepare and bring a 

new healthy recipe once a month for a "potluck" meal can be both fun and effective in strengthening team 

relationships.  

 

Create a culture of wellness. It is beneficial to provide ongoing training for your staff on importance of healthy 

lifestyles, wellness and living in balance both inwardly and outwardly. It is also important that your office space 

be perceived as healing space. By doing these things you will begin creating a culture of wellness and 

wholeness in your practice. 
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Closely Track What's Going On 

Never assume all of the front office is working efficiently. Spot check coding and billing for accuracy. Knowing 

your collection rate and the lag time from service delivery to payment is also important in managing your cash 

flow. Look periodically  

 

at the frequency of missed appointments. Many have found that having the front office staff make reminder 

calls the day before a scheduled appointment significantly reduces the number of missed appointments. 

Institute a policy of charging patients for missed visits if the patient does not notify you that they will not be 

keeping the appointment. 

 

Consider providing group visits for established patients, either organized around specific conditions or 

educational needs. Many times patients find value in hearing the experiences of others struggling with similar 

issues, and for patients amenable to participate, it becomes an efficient use of practitioner time. Many insurers 

reimburse for group visits, but there are varying requirements for documentation and services provided in these 

visits to ensure coverage. Check with any health plans you work with to understand their policies and 

requirements. Also, it will be important to appropriately manage any HIPAA-related privacy and confidentiality. 

 

Please complete the Marketing Activity handout on the next page. 

 

Marketing Activity 

 

 
Answer the questions below, these will be critical in your goal to write a brief marketing statement for your 

practice that takes into account these elements and communicates them in a manner that you feel would get 

the attention of the population you are targeting in your practice. 
 

 
1. What is the population you seek to serve?  
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2. What is the need you are seeking to address?  
 
 
 
 
 
 
 

 

3. How do you intend to address this need?  
 
 
 
 
 
 
 

 

4. Why do you feel your approach will be effective?  
 
 
 
 
 
 

 

5.What makes your practice different from others in your community? 


