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Introduction
Medical practices are most commonly operated as small businesses. The principles of operation for a small
business are much the same as for larger businesses up to 10–20 times the size. There has been a significant
change in the landscape for medical practices. There was a substantial shift in ownership in 1999, with large
corporate groups buying up medical practices. The Commonwealth Government encouraged amalgamation by
providing funding grants for practices to combine. There was disparagement of small general practices as being
part of a ‘cottage’ industry; a reference not used to describe other small specialist practices. Financial margins
are being squeezed as the Government draws back on previous initiatives to support primary healthcare.
In contemporary business operation, strategic thinking and planning is as essential as financial budgeting and
reporting. This module sets out to provide a background for these activities, as well as a framework for business
planning that can be adapted to your own practice. A formal business planning process will link your practice
strategy with a business plan. Committing a plan to writing will increase the likelihood of success in achieving
the practice objectives. Furthermore, there needs to be an implementation plan (an action plan) combined with a
mechanism to measure results.

Learning outcomes
After completing this module, you will be able to:

• understand strategic thinking and business planning
• describe the elements required to implement planning decisions
• recognise how to develop processes and measures to assess outcomes of planned initiatives.
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1. Business strategy
1.1 Understanding strategy
Unfortunately, corporate-speak has overworked the terms ‘strategy’ and ‘strategic.’ Many aspects
of business strategic thinking were first developed in a military context. This was the earliest form of
using complex planning to achieve difficult objectives. The Greek word strategia referred to the art
of generalship. In writing The Art of War in around 400–320 BC, Chinese military general Sun Tzu
described strategies and tactics to overcome the enemy. Vegetius, a Roman of high rank, wrote
a treatise on military discipline and operations around 390 AD which strongly influenced western
military thinking up to the 19th century.
Strategy can be simple or complex but involves repeated actions that characterise or differentiate
an organisation from its competitors. In a 1989 article published in the Harvard Business Review,
Bruce Henderson referred to a biological experiment that demonstrated two protozoa placed in a
bottle with adequate food could survive and co-exist if they were of a different genus, but not if they
were identical.1 The experiment was performed by Georgy Gause and was the basis his principle
of competitive exclusion: no two species that make their living in an identical way can co-exist.2
Henderson referenced this to describe how competition for customers in the business environment
means businesses must differentiate themselves in order to survive.
Strategy in practice management is the long-term plan to achieve one or more business outcomes.
It takes into consideration the current position of the practice with respect to its capabilities and
the environment in which it operates. What are the clinical resources (GPs, nurses and other health
professionals)? Are staff members willing to work evenings and weekends? What are the local
conditions?
Is there a high or low ratio of doctors to population? Is there adequate high-speed broadband?
What are the prevailing economic and political environments? What changes are on the horizon?
Henry Mintzberg makes a distinction between the skills necessary for strategic thinking and the
skills needed for planning in The Rise and Fall of Strategic Planning.3 He claimed planning involves
the left side of the brain, with a need for logic, reasoning, and linear and rational thinking, while
strategic thinking requires the ability to examine new possibilities, thus involving the right side of the
brain. While we recognise this left and right divide is incorrect from a neuroanatomical perspective,
it can be helpful to appreciate different approaches to creative thinking and analysis.
Strategic thinking entails tasks such as dealing with large chunks of information, as well as the
ability to pull pieces together into a big picture. Planning involves factual descriptions and numbers:
strategic thinking requires pattern recognition and visual images.
Mintzberg argued that strategy emerges over time as intentions collide and accommodate a
changing reality. Therefore, one might start with a vision and conclude that it calls for certain
positioning in the market. This is to be achieved by way of a carefully thought-out plan to be
achieved by consistent tactics, which are reflected in a pattern of decisions and actions over time.
This pattern in decisions and actions defines what Mintzberg called ‘realised’ or emergent strategy.
He strongly supported the view that one needs to plan for contingencies, such as a change in the
environment, if one wants to reach the final vision.
The delivery of general practice services in Australia is strongly influenced by Commonwealth
funding policies. With more than 80% of GP services bulk billed,* any change in government
policy can have a strong influence on practice operation and profitability. For example, in 2011 the
government launched incentives and patient rebates for telehealth consultations. This program was
dramatically cut back in 2013, with around $130 million of funding withdrawn and services limited
to patients outside of urban areas or in residential aged care facilities.
*Bulk billed refers to the doctor accepting the patient assigning the Medicare benefit direct as full payment. From
Medicare Australia figures at December 2013, this rate is 81.9%.
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1.2 Strategic tools and techniques
In Strategic Thinking and the New Science, author T. Irene Sanders wrote, ‘strategic thinking has
two major components: insight about the present and foresight about the future’.4 It is important
to find ways to draw out both our imagination and our analytic abilities in tasks such as the
development of a strategy. Visually-based techniques can help us link possibility thinking, intuition
and current realities.
Visually addressing these types of questions help the mind to ‘see’. Seeing can help identify issues
and opportunities, organise information, prioritise, clarify thinking and set goals on a personal
and/or organisational level.

Mind mapping
‘Mind mapping’ is a technique that can help in developing a strategy or expand thinking on a
subject. The ‘map’ uses words, lines, logic, colours, images and links to draw out associations and
stimulate thinking. The basic process involves expanding on ideas using key words and branches.
The objective is to make a complex topic easier to understand, explore or remember.
Identifying options and linking activity areas can be useful when developing business plans. The
example below starts with a business objective to increase the patient base for the practice.

Signage
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Late clinics

Quick clinics
Telehealth

Awareness
Access

Print media

Responsiveness

Value
Price

Patient Base

Service

Places
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Specialists

Direct referrals

Allied health
Community health

Hospital
Home

Sporting clubs

Figure 1. Mind map example

Patients
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Systems thinking
Systems thinking has been applied to management in order to understand an organisation as a
complex set of interactions. System thinking recognises that all human activity systems are open
systems; therefore, they are affected by the environment in which they exist. Systems thinking
observes that events can be separated by distance and time. It recognises a change in one area
of a system may affect another area of that system. Hence, while there may be a cause-and-effect
relationship, there can be delays and unintended consequences.
A medical practice is a complex adaptive system. People react differently to each other and to
different situations. This increases complexity and means the ability to think through contingencies,
similar to being a skilled chess player, is a valuable skill. The practice responds to the external and
internal environment in a dynamic manner. Business planning will help achieve your objectives
faster and more reliably.

Situation analysis
Analysing the practice’s external and internal environment is a basic business requirement. There
are a number of methods that can be used to assist the process and it is covered in more detail in
General practice management toolkit: Practice assessment (Module 2). The situation analysis is the
synthesis of this process. The SWOT (strengths, weaknesses, opportunities, threats) analysis
(Table 1) is one of the tools that can be used .

Table 1. SWOT matrix
Helpful to achieve the
objective

Harmful to achieving the
objective

Internal origin (attributes

Strengths

Weaknesses

External origin
(attributes of the external
environment)

Opportunities

Threats

of the practice)

Market segmentation
Market segmentation involves a process of dividing consumers into subsets based on common
needs and priorities. It allows a company to target consumer groups according to how they may
perceive the value of certain products and services. This is referred to as the marketing mix –
the ‘4 Ps’: product, price, promotion and place. This is covered in more detail later in this module.
From a medical practice perspective, the needs of young families are different to those of older
persons. Patients with travel health needs will respond to a different service and price than
someone with a chronic medical condition.

Business model
The final outcome of the analysis of the environmental scan (from Module 2), situation analysis,
and market segmentation needs to be a business model. Some general practices have an existing
business model, the most common of which is a multi-doctor practice providing bulk-billed (no
cost) services. The ownership varies from a large corporation (eg. Primary Health, Healthscope),
to mid-sized companies with up to 20 practice sites, to single-site practices. However, there is a
significant number of successful practices that are able to offer services where patients are willing
to pay $70–80 for standard consultations. These can be located in the same area as bulk-billing
practices and give credence to Gause’s previously mentioned principle of competitive exclusion.
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2. Marketing plans
General practice services are generally well understood by the community – or are they? How often have
patients been surprised that you offer a particular service or can perform procedures? Few of your patients
may even be aware that you have an interest in a particular area of medicine.
Advertising medical services has previously been viewed negatively. However, attitudes to the marketing
of health services have changed and marketing has become a legitimate way to inform the public about
services. Marketing is about more than advertising. It relates to providing a product or service of value to
the customer or client (or patient).
Changes in laws have increased the opportunities of health professionals to communicate directly to
the public. The Trade Practices Act 1974 is administered by the Australian Competition and Consumer
Commission (ACCC) and features legislation designed to protect consumers from misleading advertising
and price (fee) fixing. Further information is provided in Fair treatment: guide to the Trade Practices Act for
the advertising or promotion of medical and health services.
Advertising medical practices are subject to the Health Practitioner Regulation National Law 2009 (the
National Law) as interpreted by Australian Health Practitioner Regulation Agency (AHPRA) and the Medical
Board of Australia (MBA).
Under Section 133 of the National Law, a person must not advertise a regulated health service or a
business that provides a regulated health service in a way that:
• is false, misleading or deceptive, or is likely to be misleading or deceptive
• offers a gift, discount or other inducement to attract a person to use the service or the business, unless
the advertisement also sets out the terms and conditions of the offer
• uses testimonials or purported testimonials about the service or business
• creates an unreasonable expectation of beneficial treatment
• directly or indirectly encourages the indiscriminate or unnecessary use of regulated health services.5
It is also important to note that unsolicited marketing activities may be regulated by the following acts:
• The Privacy Act 1988 (Privacy Act)
• The Spam Act 2003 (Spam Act)
• The Do Not Call Register Act 2006 (Do Not Call Register)
Further professional advice should be sought if you are unsure of what constitutes unsolicited marketing
activities.
Marketing plans form a special subset of business plans. Marketing is not necessarily about competing with
other local medical practices. Thinking about marketing is often structured around what is described as the
‘marketing mix’ (Figure 2). This term was initially used by Borden in a 1964 article describing market forces,6
from which a range of frameworks for marketing was derived: the ‘4 Ps’, the ‘7 Ps’ and the ‘4 Cs’ (Table 2).
The 4 Ps were directed at marketing products. Subsequent writers described attributes more suited to
services, hence Booms and Bitner’s extended marketing mix: the 7 Ps and the 4 Cs, which were described
as the seller’s paradigm.7
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Product

Price

The
marketing
mix

Place

Figure 2. The marketing mix

Table 2. The extended marketing mix and the seller’s paradigm
The original 4 Ps

The 7 Ps

Price

Product

Product

Price

Place

Promotion

Promotion

+ (Plus)
People
Physical evidence
Process

The 4 Cs – the seller’s paradigm
Customer value (replacing Product)
Cost to the customer (replacing Price)
Convenience to the customer (replacing Place)
Communication with the customer (replacing Promotion)

Promotion
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2.1 Product (or service)
Medical practices provide health services to the public. The value of the health services will be
assessed by patients based on their perception of the quality of the service. They may discriminate
on a range of factors, including the manners of the reception staff, the doctor’s competence
and communication skills, waiting times, price, length of the consultation and range of services
available. Accreditation of practices has the potential to assist in this area. There may be
recognition (‘branding’) that a particular practice provides care in a certain way. A doctor’s individual
reputation is often ‘the brand’. Patients may be willing to accept the trade-off of longer waiting
times for a lower price.
Medical services are often intangible as the patient may leave with nothing to show for their money.
(At least after an operation they have pain.) Providing something tangible can add value – this could
be a simple as an information sheet.

2.2 Price
The amount people pay for a medical service is usually partly covered by a Medicare rebate.
However, other health professionals operate successful practices without rebates. Determining the
price requires consideration of a number of factors:
• An assessment of operating costs, plus an amount to provide a reasonable return for
your knowledge, skills and effort (your salary) and an amount to cover a return on practice
investments and business risk.
• A consideration of the going rate of other local practices (the competition).
• The level of demand for services in relation to the supply (or local workforce). What are the
alternatives to your services?
• Value and ethical judgements in relation to community access to medical services. This is often
described as a reason for doctors bulk billing.
Pricing may be varied for a range of patient groups, such as children, pensioners, unemployed and
older people.

2.3 Place
Place is also referred to as ‘distribution’ and refers to how people can access your services. The
location of a medical practice is an important consideration and has been discussed in General
practice management toolkit: Starting a practice (Module 4). How easy is it to get to your practice?
Is there good access to car parking? Is it near public transport? Do you provide home visits?

2.4 Promotion
Promotion is more than advertising. Philip Kotler’s ‘4 Cs’ approach emphasises communication
with the customer.8 Effective communication goes two ways and feedback is vital in order to
determine what the customer wants and how you can respond to their needs.

Promotion is the method that communicates to the target market about the right product at
the right place at the right price.
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Promotion has its own activities, which include:
• advertising
• personal selling
• direct marketing
• public relations.

2.5 People
The people in your practice all play a part in the marketing of your services. Recall a good
experience you have had as a customer – how much of that was due to the people involved? Now
think about a bad experience – was it the people that contributed to this?
A medical service is mostly about the people involved. This includes the person who receives the
telephone call to make an appointment, the receptionist who greets your patients as they arrive,
and the way you relate to the patient during and after the consultation.
People like to visit a practice where they are treated with respect and genuine interest.

Staff selection and training
The attitude, skills and appearance of all staff need to reflect your values. All staff will have some
contact with patients and should be trained and developed to provide a high level of personal
service. Selecting staff with good attributes makes a significant difference. Training should begin
as soon as the individual starts working and should continue as part of ongoing professional
development.

Customer service
Staff should be knowledgeable about the type of services you offer. Practice nurses, for example,
are often able to provide health information and guidance that complements the doctor, whether by
telephone or in person. The way in which a complaint is handled can mean the difference between
retaining or losing a patient, or improving or damaging a doctor’s reputation. People tend to ‘buy’
from people they like: effective customer service is vital.

2.6 Processes
The processes relate to the whole experience of receiving the service. An efficient telephone
booking system adds value compared to long waits with music while on hold.
A reliable medical record system provides reassurance: losing (or misplacing) a patient’s notes
creates distrust in the entire service. A smooth check-in and check-out process demonstrates
professionalism. A recall or reminder system, or a follow-up telephone call, shows the patient you
are still caring for them after they leave your practice.

2.7 Physical evidence
The tangible attributes associated with a medical practice include the external appearance, the
reception area and the consulting rooms. Is it welcoming? Consider the furniture, temperature,
music and magazines. Is it pleasant to wait for the doctor? Is there an area for young children to
play safely? Do the staff have uniforms and do they look professional? What is the appearance of
the practice stationery? A practice accreditation sign provides reassurance. Displaying medical
degrees and diplomas also helps to reassure patients.

8

Module 5
Business plans

3. Implementation and action planning
Many business plans do not succeed due to poor implementation. It is important to pay careful attention to
the required aspects for implementation.
Action planning describes the day-to-day requirements to achieve a specified objective. The aspects of an
action plan include:
• What – describe the steps (or tasks) needed to achieve the objective
• Who – nominate the responsible person
• When – provide a start and completion date
• How – establish what resources are required in terms of finance, people, space and equipment.

Example: George Street Clinic action plan
Objective: Develop satellite practice in shopping centre proposal by 1/9/2014
Task

Responsibility

Begin date

End date

Resources

Identify suitable
office space

Practice
manager (PM)

1/7/2014

1/8/2014

Real estate – commercial office consultant
PM 2 x half-days
Practice owners 3 x half-days

Prepare budget
and inventory

Develop staffing
proposal

Practice
manager (PM)

14/7/2014

14/8/2014

PM 4 x half days

Doctor (JL)

JL 1 x half-day

Practice nurse
(JB)

JB 1 x half-day

Practice
manager (PM)

14/7/2014

14/8/2014

PM 1 x half-day

Assigning responsibility
Assigning responsibility is an essential aspect of the planning process. Failure to do so makes it far less
likely that the activity will be completed. Effective delegation requires an assignment of accountability and
some degree of authority. You can only hold someone accountable if you give them responsibility and
authority to get the job done. In selecting a group for a project or person to be responsible for a particular
activity, you need to take the following into account:
• Skills, knowledge and ability needed to complete the task.
• Who can do the task when it needs to be done.
• The level of interest in doing the task.
Project management is a process that ensures the requirements are identified and products, services or
activities are performed to agreed specifications in a timely manner and with the efficient use of resources.

Scheduling
The details of how the action plan is to be carried out require scheduling. Project management has
developed as a management speciality and is used for managing non-routine tasks. A range of skills and
experience is required to ensure a complex project is successfully completed on time and within budget.
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Developing a schedule for the tasks requires you to:
• identify the sequence of steps required
• allocate a realistic time needed to complete each step
• determine a start date for each step.
When you or your staff are familiar with how long certain tasks usually take, you can be reasonably definite
about the time needed. Allow for some flexibility if you are less familiar, as time and resource requirements
are frequently under-calculated. Some tasks can be performed independently of others, while others may
require an earlier task to be completed prior to commencement. In the George Street Clinic example, the
first task (identify suitable office space) needs to be performed prior to the second task (prepare budget and
inventory).
A Gannt chart is a diagrammatic tool that helps communicate the schedule, potential for conflicts and
progress through milestones. Other, more advanced tools that are used in project management and may be
useful in scheduling complex practice projects include network techniques such as program evaluation and
review technique (PERT) and the critical path method (CPM).
See Resources for more information. General practice management toolkit: Starting a practice (Module 4)
contains an appendix dedicated to project management.

Resources and budgeting
An estimate of the cost of the activity or project needs to be performed at the early stage of planning. This
should include both the financial costs and the opportunity costs.
The opportunity costs include your time and that of others involved in the activity. The benefits of the activity
need to be assessed against the costs and the effect of not doing this.
As a doctor, your time is the key driver for business income. You should only be performing a non-clinical
activity when it is essential and it is not possible to delegate.
For major activities, a budget should be developed to assist in controlling the costs. Regular reporting
of actual expenditure against budgeted costs assists you to keep a project under control and may avoid
expensive surprises.

Managing risks in action plans
The most obvious risk (when determining an action plan) is that you will underestimate the time required
to complete individual steps. Anyone who has been involved in building a house will testify to this
underestimation being the rule rather than the exception. It often arises because critical steps run over time,
delaying progress in other areas. Being too optimistic with time requirements, particularly in unfamiliar areas,
is a common cause of project overruns. To reduce the risks, planning carefully and allowing adequate time
is essential. Critical elements that present a risk of delaying progress in the action plan should be managed
intensively. This might require daily or weekly reviews. Team members should be aware of the need to alert
the person with responsibility to problems that may interfere with the schedule.
Lacking the necessary skills is another potential barrier for successfully completing actions. Staff and
doctors may need training in areas in order to implement an action plan. It may be possible to bring in
people with the required expertise to assist at particular times.
Conflicts can arise when people dislike the change that is occurring or feel they are not being provided with
sufficient information. Effective communication is very important. Regular short meetings allow information
to be exchanged and can help maintain momentum.
A status report can be used to cover the key elements of an action plan:
• milestones reached
• issues and problems
• required changes.
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4. Monitoring, control and evaluation
We have discussed the development and implementation of business plans. The final element of the process
is how to monitor, control and evaluate the plan. This is of major importance for a number of reasons.
Firstly, you need to consider whether the objectives were appropriate in order to achieve the practice vision
and work in a current and changing environment. Are the objectives realistic in view of the experience with
implementation to date? This may require you to review the objectives.
Secondly, there may be difficulties with implementation that require you to make modifications to your plans
or obtain additional resources to achieve the desired results. Thirdly, the management of costs and other
resources requires monitoring and control in order to avoid waste and cost overruns. Finally, the business
plan needs to contribute to the overall knowledge of the practice. The people involved gain experience that
is valuable in future activities and can be shared with others.
The processes of monitoring, control and evaluation need to be established at the outset and integrated
into the activity.

4.1 Monitoring and control
There are three aspects of the business plan to be monitored and controlled:
• Specifications – are we doing the things we planned to do?
• Time – are the required actions occurring within the established schedule?
• Cost – is the financial cost staying within the budget?
If you can’t measure it, you can’t control it. Therefore, in developing specific, measurable,
achievable, relevant and trackable (SMART) objectives, there are specific mechanisms to measure
and follow progress. Using a table or spreadsheet, for example, it is possible to record progress at
regular intervals. The Gannt chart is a visual way of doing this.
Budgets provide a means of financial control. These are covered in General Practice management
toolkit: Managing financial resources (Module 7). Special projects or larger investments, such as major
IT installations or building works, may use a budget separate to a practice’s operating budget.

4.2 Evaluation
In addition to the aspects that are assessed in the monitoring and control aspects, evaluation is an
assessment of the net worth of an activity or project. It considers:
• Efficiency – did the activity or project stay within budget? How much time was required?
• Effectiveness – were the objectives met? Are the stakeholders satisfied with the outcome?
• Appropriateness – how well did the activity address the vision and priorities of the organisation?
Were there unintended consequences?
A financial analysis may include capital and operating costs, revenue, cost savings and residual
assets. The stakeholders may include doctors, staff, patients, the community or the environment.

Milestones
Milestones are built into the business plan and measure progress towards an objective or goal. They
can be dates, quantities or events. For example, your practice may set an objective of 99% of patients
with diabetes completing a full set of tests and checks annually (ie. diabetes cycle of care). A milestone
to help achieve this objective could be a register that includes all patients diagnosed with diabetes and
their clinical parameters and last claim for a cycle of care. If your current percentage for completed
cycles of care is 50%, a milestone of 75% would demonstrate progress towards the objective.

Module 5
Business plans

11

5. Developing a business plan
As previously discussed, it is not possible to simply set out a series of outcomes and achieve them in a
mechanical stepwise approach. Being effective in executing a business plan requires a whole-of-practice
approach.
General practice management toolkit: Practice assessment (Module 2) covers the elements required to
evaluate your operating environment and practice capability. Drawing on this information and using a
creative-thinking approach, you are able to develop a shared vision for your practice. This may be a series
of short statements or a concept diagram.
Having determined the practice vision, you should select the key areas in which you must excel in order
to achieve it. These are often referred as key results areas (KRAs). There should be one or two major
objectives for each KRA.
Information management could be an example of a KRA. The objectives for this KRA may be to use
computer-based medical records and clinical resources. This states, in broad principle, what the practice
wants to achieve in the area of information management.
The SMART acronym is a useful way of reminding us to clearly describe the objective (Table 3). Once an
objective has been defined, an action plan needs to be developed to achieve the desired result.

Goals or objectives?
The difference here is subtle. ‘Goals’ are often referred to as the direction, while ‘objectives’ are the steps
in that direction. Using the example from the above Milestones section, the objective is to have 99% of
patients with diabetes with a completed cycle of care, while the goal is to reduce complications of diabetes.
For the purpose of this discussion, we will consider the terms to be interchangeable.
Blanchard, Zigarmi and Zigarmi described that goals that meet five key criteria are more effective.9 They
coined the term SMART goal (Table 3).

Table 3. SMART goals
A SMART goal has the following qualities:
S – specific
M – measurable
A – achievable
R – relevant
T – trackable

Variations on this acronym have subsequently been described. People often substitute ‘relevant’ with
‘realistic’ and ‘trackable’ with ‘timed’.
In our example, the objective of 99% of patients with diabetes having a completed cycle of care can be
described with more clarity using the SMART system:

‘We will aim to complete an annual cycle of care for 99% of patients with diabetes by 1/2/2016.’

This is specific and measurable. Whether it is achievable and relevant will depend on the current capabilities
of the practice personnel and vision. Measurement of progress (trackable) towards the objective would be
difficult unless some milestones are established, which means developing a series of steps with milestones
is important for complex objectives.

12
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This series of steps could be described with the following milestones:
• All patients with type 2 diabetes will be listed on a register by September 2014.
• A diabetes clinic will be held on Wednesday afternoons, with a GP working one clinic per month.
Commencing from November 2014.
• All patients will be advised during or after a consultation that they will be invited to attend the
diabetes clinic every six months. This will start in September 2014 and be completed by January
2015.
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Project management tools
Gannt charts
Gannt charts demonstrate what has to be done (activities) and when (schedule). Developing your own
Gannt chart is a simple process and there many examples available online. Visit www.gannt.com for more
information. Visit www.asq.org/learn-about-quality/project-planning-tools/overview/gantt-chart.html to see
an example of how to develop a Gannt chart.
Gannt charts are also discussed in the Appendices of General practice management toolkit: Starting a
practice (Module 4).

Critical path analysis (CPM) and program evaluation and review technique
(PERT)
These tools were developed to schedule and manage large projects. Visit the Mind Tools website,
www.mindtools.com/critpath.html for more information.
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Activity: Develop a business plan
Using information from this and previous modules, you can begin to build an effective business plan to
shape your future practice. The following activity has been developed as a template to guide you in bringing
the information together.
Alternatively, a comprehensive business plan template is available from www.business.gov.au/Information. It
is presented here in modified form. An application MyBizPlan is available free from iTunes.

Figure 3. Electronic business plan template
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Business plan: [insert name]
Business plan summary
The business
The market
The future
The finances

The business
Business details
Business premises
Organisation chart
Management and ownership
Key personnel

The market
Market research
Market targets
Environmental/industry analysis
Your customers (patients and clients)
SWOT (strengths, weaknesses, opportunities, threats) analysis
Your competitors
Advertising and sales

The future
Vision statement
Goals/objectives
Action plan

The finances
Key objectives and financial review
Assumptions
Start-up costs for [insert year]
Balance sheet forecast
Profit and loss forecast
Expected cash flow
Break-even analysis

Figure 4. Sample business plan contents
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Business plan summary
Your business summary, to be completed last, should be no longer than one page and should focus on why
your business is going to be successful. Your answers below should briefly summarise your more detailed
answers provided throughout the body of this plan.

The business
Business name: [Enter your business name as registered in your state/territory. If you have not registered
your business name, add your proposed business name]
Business structure: [Sole trader, partnership, trust, company]
ABN: [Registered Australian Business Number]
ACN: [Registered Australian Company Number, if applicable]
Business location: [Main business location]
Date established: [The date you started trading]
Business owner(s): [List all business owners]
Relevant owner experience: [Briefly outline your experience and/or years in the industry, as well as any
major achievements/awards]
Services: [What services do you provide? What is the anticipated demand for your services?]

The market
Target market: [Who are your target patients? Why would they use your services over others?]
Marketing strategy: [How do you plan to enter or stay in the market? How do you intend to attract/
maintain patients and clients? How and why will this work?]

The future
Vision statement: [The vision statement briefly outlines your future plan for the business. It should clearly
state your overall goals for the business]
Goals/objectives: [What are your short- and long-term goals? What activities will you undertake to meet
them?]

The finances
[Briefly outline the financial return you intend on making in a particular timeframe. How much money will you
need up front? Where will you obtain these funds? What portion will you be seeking from other sources?
How much of your own money are you contributing towards the business?]
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The business
Business details
Trading name(s): [Registered trading name(s)]
Location(s) registered: [State(s) in which you are registered]
Business structure: [Sole trader, partnership, trust, company]
ABN: [Registered Australian Business Number]
ACN: [Registered Australian Company Number, if applicable]
GST: [Are you registered for Goods and Services Tax? Date registered?]
Domain names: [Registered domain names]
Licences and permits: [List all licences or permits you have registered]

Business premises
Business location: [Describe the location and space occupied/required. Which city or town? Where in
relation to landmarks/main areas? Relationship to other health services and retail facilities]
Buy/lease: [If you have purchased a business premises or are currently leasing, briefly outline the
arrangements. If you are still looking for a lease, outline your commercial lease requirements and any
utilities/facilities required]

Organisation chart
[Outline your business structure in an organisation chart]
Example organisation chart (alter this to match medical practice).

Mr J Citizen Owner/Manager

Mr Chris Brantley Marketing Manager

Mr John Blue
Events Coordinator
Figure 5.

Ms Fan Reid
Salesperson

Mrs Cherie Laws Office Manager

Mrs Eileen Lawry
Receptionist

Mr Jo Stevens
Operations
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Management and ownership
Names of owners: [List all business owners]
Details of management and ownership: [Owners of the practice and principal GP(s)]
Experience: [What experience does the business owner(s) have? How many years have you owned or run
a business? List any previous businesses owned/managed. List any major achievements/awards. What
other relevant experience do you have? Attach your resume(s) to the back of your plan]

Key personnel
Current staff
[List your current staff in the table below]

Job title

Name

Expected staff turnover

Skills or strengths

[eg. Practice
manager]

[Mrs Chris
Brantley]

[12–18 months]

[Relevant qualifications and experience]

[eg. Senior
receptionist]

[Mr Chris
Brantley]

[12–18 months]

[Relevant qualifications and experience]

[eg. Practice nurse]

[Ms Chris
Brantley]

[12–18 months]

[Relevant qualifications and experience]

[eg. Receptionist]

[Mr Chris
Brantley]

[12–18 months]

[Relevant qualifications and experience]

Required staff
[List your required staff in the table below]

Job title

Quantity

Expected staff turnover

Skills necessary

Date required

[eg. Office
manager]

[1]

[2–3 years]

[Relevant qualifications, at
least 2 years’ experience]

[Month/year]

[eg. Office
manager]

[1]

[2–3 years]

[Relevant qualifications, at
least 2 years’ experience]

[Month/year]

Recruitment options
[How do you plan on obtaining your required staff? Advertising in the local paper, online advertising, and/or
training current staff members?]

Training programs
[Are there any training programs you will be organising in the event you cannot find the required skills? Are
these in-house or external providers? What training will you, as the business owner/manager, undertake to
keep your skills current?]

Skill retention strategies
[What procedural documentation will you provide to ensure the skills of staff are maintained? Do you have
an appropriate allocation of responsibilities? How are responsibilities documented and communicated to
staff? What internal processes will you implement to regularly check that the current skills of staff members
are still appropriate for the business?]
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Services
Product/service

Description

Price

[Product/service name]

[Brief description of the product/service description]

[Price]

[Product/service name]

[Brief description of the product/service description]

[Price]

[Product/service name]

[Brief description of the product/service description]

[Price]

Market position: [Where do your services fit in the market? Are they high-end, competitive or budget? How
does this compare to your competitors?]
Unique selling position: [How will your services succeed in a market where there is competition or where
others may have failed? What gives your products/services the edge?]
Anticipated demand: [What is the anticipated quantity of services delivered? How often do new patients
need to return?]
Pricing strategy: [Do you have a particular pricing strategy? If so, why have you chosen this strategy?]
Value to customer: [How do your patients/clients view your services?]
Growth potential: [What is the anticipated percentage growth of the service in the future? What will drive
this growth?]
Innovation
Innovation activities: [What activities will you implement to encourage innovation in your business? What
financial and/or staff resources will you allocate?]
Intellectual property strategy: [Do you have confidentiality agreements in place?]
Insurance
Workers compensation: [Provide details for workers compensation insurance. This is mandatory if you
have employees]
Public liability insurance: [Provide details for public liability insurance. This covers any third-party death or
injury]
Professional indemnity: [Provide details for professional indemnity insurance. This covers any legal action
taken as a result of your professional advice]
Practice liability: [Provide details for practice indemnity insurance. This covers any legal action taken as a
result of injury, damage or death as a result of employees]
Business assets: [Provide details if you have insured your business assets in the event of a fire, burglary, or
damage. For example, building, contents, motor vehicles]
Business income: [Provide details if you have insured your business in the event of business interruption
where you cannot trade because of a particular event and are unable to make money]
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Risk management
[List the potential risks (in order of likelihood) that could impact your business]

Risk

Likelihood

Impact

Strategy

[Description of the risk and
potential impact to your
business]

[Highly unlikely,
unlikely, likely, highly
likely]

[High,
medium,
low]

[What actions will you take to
minimise/mitigate the potential risk
to your business?]

[Description of the risk and
potential impact to your
business]

[Highly unlikely,
unlikely, likely, highly
likely]

[High,
medium,
low]

[What actions will you take to
minimise/mitigate the potential risk
to your business?]

[Description of the risk and
potential impact to your
business]

[Highly unlikely,
unlikely, likely, highly
likely]

[High,
medium,
low]

[What actions will you take to
minimise/mitigate the potential risk
to your business?]

[Description of the risk and
potential impact to your
business]

[Highly unlikely,
unlikely, likely, highly
likely]

[High,
medium,
low]

[What actions will you take to
minimise/mitigate the potential risk
to your business?]

Legal considerations
[List the legislation that will have some impact on the running of your business. For example, consumer law,
business law, privacy law]

Operations
Service process: [What is the process involved in providing your services. Do you provide telehealth or
telephone advice?]
Suppliers: [Who are your main suppliers? What do they supply to your business? How will you maintain a
good relationship with them?]
Plant and equipment: [List your current plant and equipment purchases. These can include vehicles,
computer equipment, phones and fax machines]

Equipment

Purchase date

Purchase price

Running cost

[eg.Personal computer]

[eg. 20/03/2010]

[ $2100]

[eg. $100 a month]
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Inventory: [List your current inventory items in the table below. If you have a substantial inventory, you may
prefer to attach a full inventory list to the back of this business plan]

Inventory item

Unit price

Quantity in stock

Total cost

[eg. Vaccines]

[Average amount]

[eg. 50]

[eg. $1500]

Technology (software): [What technology do you require? For example, website, clinical software,
accounting package. What will be the main purpose for each of these? What is the estimated cost of each
technology solution?]
Trading hours: [What are your practice hours? What are your expected peak times? Which times do you
expect to be more profitable? How will this change over different seasons? How do your working hours
accommodate these changes?]
Communication channels: [How can your patients or other health providers get in contact with you?
These channels can include: telephone (landline/mobile), post, front desk, email, fax and social media]
Payment types: [What payment types will you accept? For example, cash, credit, cheque]
Credit policy: [What is your credit policy for customers/suppliers? How long is the credit period? What are
your collection strategies/procedures? What credit does your business receive? What are the terms?]
Warranties and refunds: [If you provide certain goods, what are the warranty terms? What is your
business refund/exchange policy?]
Quality control: [Describe your quality control process. What checks or balances do you have in place to
ensure the product or service you offer is produced to the same standard of quality? What steps do you
take to meet product safety standards?]
Memberships and affiliations: [Is your business a member of any particular industry association(s)? Do
you have any affiliations with any other organisation(s)?]

Sustainability plan
Environmental/resource impacts: [Describe the impact your business could potentially have on the
environment. For example, waste generation, carbon footprint]
Community impact and engagement: [Does your environmental impact affect the local community?]
Risks/constraints: [List any risks/constraints to your business resulting from this environmental impact?]
Strategies: [What strategies will you implement to minimise/mitigate your environmental impact and any
risks to your business? Will you conduct an environmental audit? Have you introduced an environmental
management system?]
Action plan: [List your key sustainability/environmental milestones below]

Sustainability milestone

Target

Target date

[Reduce power consumption]

[20% reduction]

[Month/year]

[Reduce water consumption]

[20% reduction]

[Month/year]

[Reduce waste generation]

[20% reduction]

[Month/year]
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The market
Market research
[What statistical research have you completed to help you analyse your market? Did you use a survey/
questionnaire? If so, you may like to attach a copy to the back of this plan]

Market targets
[Outline your planned targets. What quantity of your services do you plan to provide in a specific timeframe?
Are they monthly or yearly targets?]

Environmental/industry analysis
[Detail the results of the market research you have performed. Is the area experiencing population growth?
Are there long-term employers in the area? Is the region’s economy stable? Are there seasonal variations?
What is the size of the market? What recent trends have emerged in the market? What growth potential is
available and where do you fit in? How will the market/customers change when you enter the market?]

Your customers (patients and clients)
Customer demographics: [Define who your target customers are and how they behave. You can include
age, gender, social status, education and attitudes. Practices may market themselves to local businesses
for immunisations or health checks]
Key customers: [Identify your key customers. These can be large consumers of your services or individuals
whose satisfaction is key to the success of your business. How will you target your products/service to
them?]
Customer management: [How will you maintain a good relationship with your customers? What
techniques will you use? How will you keep your customers coming back? Have you introduced customer
service standards? Do you follow any particular code of practice?]

SWOT (strengths, weaknesses, opportunities, threats) analysis
[List each of your business’ strengths, weaknesses, opportunities or threats in the table below and outline
how you plan to address each of the weaknesses and threats]

Strengths

Weaknesses

[eg. High-traffic location]

[eg. High rental costs]
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Opportunities

Threats

[eg. Build on customer and brand loyalty]

[eg. Cash flow problems]

Your competitors
[How do you rate against your competitors? How can your business improve on what they offer?]
Competitor details: [List at least five competitors in the table below]

Competitor
[Competitor
name]

Established
date
[When
were they
established?]

Size

Market
share (%)

Value to
customers

Strengths

Weaknesses

[Number
of staff
and/or
turnover]

[Estimated
percentage
of market
share]

[Unique value to
customers, eg.
convenience,
quality, price,
service]

[What
are your
competitor’s
main
strengths?]

[What are your
competitor’s
main
weaknesses?]

Advertising and sales
Advertising and promotional strategy: [What strategies do you have for promoting and advertising your
products/services in the next 12 months?]

Planned promotion /advertising type

Expected business improvement

Cost ($)

Target date

[Print media, online, mail out, media
release]

[How do you expect it will improve
your business success?]

[$]

[Month/year]

Marketing objectives: [Who is responsible for marketing your services? What sales techniques will they
use? What tools/material will they use to help sell services? What are their targets?]
Unique selling position: [Why do you have an advantage over your competitors? How will your services
succeed in the market?]
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The future
Vision statement
[What is your business’ vision statement? It should briefly outline your future plan for the business and
include your overall goals]

Goals/objectives
[What are your short- and long-term goals? What activities will you undertake to meet them?]

Action plan
Please note: This table does not include sustainability milestones as they are listed in the Sustainability
section above.

Milestone

Expected date of completion

Person responsible

[What milestones does your
business need to reach from
today?]

[When do you expect to reach
these milestones?]

[Who is responsible for delivering
these milestones?]

The finances
Key objectives and financial review
Financial objectives: [List your key financial objectives. These can be in the form of sales or profit targets,
or your main financial management goals, such as cost-reduction targets]
Required finance: [How much money do you need up front? Where will you obtain these funds? What
portion will you be seeking from loans, investors, business partners, friends or relatives, venture capital or
the government? How much of your own money are you contributing towards the business?]

Assumptions
The financial tables on the subsequent pages are based on the assumptions listed below.
[List your financial assumptions. These can include seasonal adjustments, drought, interest rates, etc.]
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Start-up costs for [insert year]
[Use the below table as a sample list for start up costs]
START-UP COSTS
Registrations

Cost ($)

EQUIPMENT/CAPITAL COSTS

Business name

Franchise fees

Licences

Start-up capital

Permits

Plant and equipment

Domain names

Vehicles

Trademarks/designs/patents

Computer equipment

Vehicle registration

Computer software

More…
Membership fees
Accountant fees

Cost ($)

Business purchase price

Phones
Fax machine
More…

Solicitor fees

Security system

Rental lease cost (rent advance/deposit)

Office equipment

Utility connections and bonds (electricity, gas, water)

Furniture

Phone connection

Shop fitout

Internet connection

More…

Computer software
Training
Wages
Stock/raw materials
Insurance
Building and contents
Vehicle
Public liability
Professional indemnity
Product liability
Workers compensation
Business assets
Business revenue
Printing
Stationery and office supplies
Marketing and advertising
More…
Total start-up costs

$0 Total equipment/capital costs

$0
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Balance sheet forecast
[The below table is a sample balance sheet]

BALANCE SHEET FORECAST

[Year 1]

[Year 2]

[Year 3]

Current assets
Cash
Petty cash
Inventory
Pre-paid expenses
Fixed assets
Leasehold
Property and land
Renovations/improvements
Furniture and fitout
Vehicles
Equipment/tools
Computer equipment
More…
Total assets

$0

$0

$0

Total liabilities

$0

$0

$0

NET ASSETS

$0

$0

$0

Current/short-term liabilities
Credit cards payable
Accounts payable
Interest payable
Accrued wages
Income tax
More…
Long-term liabilities
Loans
More…
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Profit and loss forecast
[The below table is an example of a profit and loss forecasting sheet]

PROFIT & LOSS FORECAST

[Year 1]

[Year 2]

[Year 3]

Sales
less cost of goods sold
More…

Gross profit/net sales

$0

$0

$0

Total expenses

$0

$0

$0

NET PROFIT

$0

$0

$0

Expenses
Accountant fees
Advertising and marketing
Bank fees and charges
Bank interest
Credit card fees
Utilities (electricity, gas, water)
Telephone
Lease/loan payments
Rent and rates
Motor vehicle expenses
Repairs and maintenance
Stationery and printing
Insurance
Superannuation
Income tax
Wages (including PAYG)
More…
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Expected cash flow
[The below table is an example of how you can track expected cash flow]
EXPECTED CASHFLOW
[YEAR]

Jan

OPENING BALANCE
Cash incoming
Sales
Asset sales
Debtor receipts
Other income
Total incoming

Feb

Mar

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

Cash outgoing
Purchases (stock, etc.)
Accountant fees
Solicitor fees
Advertising & marketing
Bank fees and charges
Interest paid
Credit card fees
Utilities (electricity, gas, water)
Telephone
Lease/loan payments
Rent and rates
Motor vehicle expenses
Repairs and maintenance
Stationery and printing
Membership and affiliation fees
Licensing
Insurance
Superannuation
Income tax
Wages (including PAYG)
More…
Total outgoing

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

$0

Monthly cash balance
CLOSING BALANCE

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

$0
$0

Break-even analysis
[The below table provides an example of how to format a break even calculator]

BREAK-EVEN CALCULATOR
Timeframe (eg. monthly/yearly)
Average price of each service sold
Average cost of each service to deliver
Fixed costs for the month/year
Percentage of price that is profit

#DIV/0!

Total services needed to break-even

#DIV/0!

Number of units sold needed to break-even

#DIV/0!

Notes

Healthy Profession.
Healthy Australia.

