An Acupuncturist’s Business Plan 

This information is designed to help you write a business plan specifically for acupuncturists and professional practitioners of Chinese medicine. By the end of this CD workbook, you should be able to:

1. Understand the role of a business plan for you

2. List several reasons for developing a business plan

3. Identity sources where you can get help in developing a business plan

4. Identify the type of information to include in a business plan

5. Gather the information and prepare your own business plan

In the book, in Section 2, Chapter 4, we have listed an outline for your business plan. Below we give you a definition, rationale, and sample of every single item in that outline. Feel free to download this material and change or rewrite it to your own specifications and needs. You may not need every single piece of this plan, but you will want most of them. Each one will force you to think and make decisions about, make educated guesses about, and/or do some research on a specific aspect of your business. There are other business plan books and software listed in the Resources for Going Further section of the book that may be helpful if you want more input specifically about writing a business plan. But this is pretty thorough.

If you get some way into this work and decide that it is way too difficult, you may want to rethink the idea of running your own business. This is only a map; the real terrain is even more challenging to negotiate. Not everyone who goes to acupuncture school is cut out for running a business. No fault, no blame. If this is not for you, better to find out sooner than later and figure out a way to work for someone else.
1. Front matter
In a book, front matter is everything that comes before the end of the table of contents, and your business plan is essentially set up like a book with various chapters and appendices.

Cover letter

The cover letter is a personal communication to a specific individual who you are hoping will read and consider your business plan. This assumes that you are reaching out to this person or the institution for which they work asking for their help and participation in your business. If you are only writing your business plan for the purposes of your own planning and goal-setting, you do not need to write such a cover letter.

According to Bob Adams, it is best if you have already had a phone conversation with the individual to whom you are addressing your business plan. Ideally, you will present your plan in person. However, it is still considered good form to also have an accompanying cover letter, if for nothing more than to hammer home the impression you hope to convey of thoughtfulness, professionalism, and attention to detail. Because you are going to be judged by this letter, be sure it is carefully edited, grammatically correct, and free from typos.

Keep this letter short. One page. No more. Otherwise it may never be read. Also keep it factual. Explain what business you are in, emphasize why your business will succeed, and focus on how your business is/will be different from the competition. Then state exactly how much money you want and how you plan to use it. If you give out several copies of your business plan to various lenders, you will need to write several such cover letters, one for each. Typically, such cover letters are written after the business plan as a whole has been written even though it comes at the front of the plan. This letter may or may not be bound into the final presentation version of your plan. It should be typed on your business letterhead.

Sample cover letter: 

Name of addressee

Title of addressee

Company name

Address

City, state & zip code

Date

Dear (Mr., Mrs., or Ms. addressee):

In follow-up to our recent phone conversation, please find the enclosed copy of my (our) business plan for (name of business).

(Name of business) is an acupuncture and Chinese medical clinic. We believe we are well positioned to succeed in this field because (state several factors). Currently, (state current situation).

I (we) am/are currently seeking financing in the amount of (amount). These monies will be used in order to (purpose[s] of funding).

I will call you again in several days after you have had a chance to read and review my/our plan. In the meantime, please do not hesitate to give me/us a call if you have any questions about anything in my/our plan.

Yours,

Your name(s)

Your phone number

Non-disclosure statement

The non-disclosure statement is actually a legal contract. You will be providing another person with a lot of valuable information about your business and personal finances and business plans. Therefore, it is important to protect the confidentiality of this document. While such a non-disclosure statement is generally not included in business plans intended for commercial banks, it is a good idea with private investors. Such a non-disclosure statement will convey the impression that you know what you are doing and are acting in a very thoughtful, mature, and responsible manner. 

Only include a non-disclosure statement in a business plan that you are personally delivering. If you send the plan by mail, the recipient is under no obligation to sign this agreement before reading your plan. It is best to have two copies of this agreement, one that is returned to you for your files and one that is kept by the signer. The one that is kept by the signer may be bound into the business plan, but the other one should be on a separate piece of paper.

Sample non-disclosure statement:

Confidentiality & Nondisclosure Agreement 

WHEREAS, (name of business), located at (address of business), agrees to furnish  ____________________________________ certain confidential, proprietary information or intellectual property relating to ideas, inventions, or products for the purposes of determining an interest in developing, manufacturing, selling, and/or joint venturing; 

WHEREAS, _____________________ agrees to review, examine, inspect or obtain such confidential information only for the purposes described above, and to otherwise hold such information confidential pursuant to the terms of this Agreement.  

BE IT KNOWN, that (name of business) has or shall furnish to  _____________________ certain confidential information and may further allow _____________________ the right to discuss or interview representatives of (name of business) on the following conditions: 

1. _____________________ agrees to hold confidential or proprietary information or trade secrets ("confidential  information") in trust and confidence and agrees that it shall be used only for the contemplated purposes, shall not be  used for any other purpose, or disclosed to any third party. 

2. No copies will be made or retained of any written information or prototypes supplied without the express permission of (name of business), its officers, or legal representatives. 

3. At the conclusion of any discussions, or upon demand by (name of business), all confidential information, including prototypes, written notes, photographs, sketches, models, memoranda, or notes taken shall be returned to (name of business). 

4. Confidential information shall not be disclosed to any employee, consultant, or third party unless they agree to execute and be bound by the terms of this Agreement, and have been approved by (name of business). 

5. This Agreement and its validity, construction, and effect shall be governed by the laws of the State of (name of state in which your business is or will be located). 

AGREED AND ACCEPTED BY:

_________________________________ 

Date:_____________________________ 

Witness:___________________________

The above non-disclosure form is a sample only. Every State has its own laws and requirements. A lawyer will charge you somewhere around $100 to write a non-disclosure statement. However, if you hire an attorney then you know it meets the requirements of your State.  

Title page

The title page should not be artistic or fancy. Remember, this document is going to be read by “suits.” All this page needs to have on it is the name of the business, Business Plan, date, and contact information. You want this title page to look sober, authoritative, and conservative. It should also be clean, well proportioned, and free from typos.

Sample title page:

Name of Business

Business Plan

Date

Contact:

Name

Title

Address

Phone number

Table of contents

As with the title page, the table of contents should have the same reserved, simple, straightforward look. No fancy typefaces, no clever dingbats. Typically, Arabic page numbering starts with the pages that come after the table of contents. What’s called front matter is either not paginated or paginated with lower case roman numerals. Start each new major section of your plan on the right-hand or facing page. If you started with your Summary on a right-hand page and numbered this page 1, then all major sections should begin with an odd numbered page.

Sample table of contents:
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Obviously, your business plan may not have every one of the above categories, and certainly your pagination is not going to be the same. The above sample is only meant to convey the style of a typical business plan table of contents. You may use dot leaders (......), or you may use rule lines (_______). Also feel free to use bold face and different font sizes, but preferably not different font styles.

2. Executive Summary & Vision Statement

This section is also sometimes referred to as the executive summary. It is the distilled essence of the business plan boiled to its simplest, most succinct elements. It is like the overture to an opera or symphony. This summary is commonly made up of several parts: 1) business concept, 2) current situation, 3) key success factors, and 4) current financial needs. 

Business concept

The business concept tells the reader what business you are in, who your market is, what services you provide, how you are different from your competitors, and what you hope to achieve in business.

Sample business concept summary:

(Name of business) is an acupuncture and Chinese medical clinic in ________.  Our target market is ___________________________. Our primary service is providing acupuncture and Chinese herbal treatment for _______________________. Other services available at our clinic include (massage, aromatherapy, meditation, biofeedback, Reiki, tai ji and/or qigong classes, Chinese dietary therapy, wellness classes, etc.) In addition, we sell a full line of (Chinese herbal products, personal care products, Nikkan magnets, etc.). According to ___________, more Americans want to seek acupuncture treatment than any other professionally provided alternative health care modality, and the number of visits to American acupuncturists was ___________ in ____________. Acupuncture and Chinese medicine are often able to achieve results in cases that have not responded to modern Western medicine, and acupuncture and Chinese medicine are often cheaper and have less side effects than Western medical care. Our clinic differs from others competitors in that (we are open x number of evenings per week, we are open on Saturdays, we treat walk-ins, we have a fully stocked Chinese herbal pharmacy, we specialize in this or that disease, we have been specially trained in China, we’ve been in practice x number of years, we offer more healing modalities, we offer more therapists, etc., etc; take your pick, but don’t try to include everything). My/our intention is that the company will (become the premier acupuncture clinic in ______, the largest acupuncture clinic in ________, the highest grossing acupuncture clinic in _________, earn $_______ per annum before taxes, employ four acupuncturists and one massage therapist, etc.).   

***ACTION ITEM: Now write your own business concept summary.
Current situation 

Depending on whether there is a pre-existing business or the plan is for a new start-up, the description of the current situation will be different. 

Current situation of a pre-existing company

The summary of the current business situation for a pre-existing business tells the reader who founded and/or owns the company, how long it has been in business, where it is located, and what kind of business it is legally (i.e., a sole proprietorship, limited liability partnership, S corporation, C corporation, etc.). It describes the company’s situation in the marketplace, challenges the company is facing, how the company intends to face those challenges, opportunities in the marketplace, and how the company intends to take advantage of those opportunities.

Sample current situation summary for a pre-existing business:

The company was founded by _______ as a (sole proprietorship, partnership, S corporation, C corporation, limited liability company) in _________________ on ________________. Currently, the company is (well established in its market, becoming established in its market, without competition in its market, etc.). The major challenge(s) the firm is facing right now is/are (insufficient advertising budget, insufficient personnel, insufficient clinic space, need for redecoration, need for new equipment, etc.). We plan on solving these challenges by (buying more advertising, hiring more staff, renting a larger clinic, redecorating, buying x pieces of equipment). Because the Baby Boom generation is the primary generation making use of acupuncture and Chinese medicine in the U.S., that generation is turning 50 years of age at a rate of ___________,  and, therefore, that generation will be needing more and more health care in the coming years, we believe the future of the market for acupuncture and Chinese medicine by American health care consumers is and will continue to expand robustly.    

Current situation for a start-up

For a start-up, the summary of the current situation would describe the legal organization of the company, identify the principals, identify other key personnel and any skills or assets they bring to the company, and describe the need or niche the company hopes to meet. Then you would go on to describe where you are in the planning or development stage, the major challenges you still face before beginning operations, and when you hope to open your doors for business.

Sample current situation summary for a start-up:

We are a start-up, incorporated in the State of ________ on ____________. The principals owners are _______________________, whose title is ______________, ___________________, whose title is _________________, and _____________, whose title is ______________. Other key personnel include _____________________ and _____________.  (Include any and all professional titles or significant credentials, such as Lic. Ac., OMD, Dipl. Ac, Dipl. C.H., AP, DC, MD, DO, etc.) With this team of experienced and talented individuals, the company is positioned to meet an emerging, underserved need for acupuncture and Chinese medicine in ________________. We are currently (in the initial planning stage, finalizing plans for our operation, building out our space which we have leased for x number of years, in the process of hiring front office staff, etc.). We are seeking additional capital to (buy furniture, pay for advertising, buy signage, hire front office personnel, etc.). The major challenges we face before beginning operations are (purchasing equipment and supplies, buying insurance, finding a large enough space, building out our space, etc.). We hope to plan on beginning business on _________________.

***ACTION ITEM: Now write your own current situation summary.
Key success factors

Your summary of key success factors is an explanation of the factors that will help insure that your business will be successful. If you are an already established business, state what you believe is/are the reason(s) for your success to date. If you are a start-up, what do you see as your key strengths or points of differentiation from your competitors.

Sample success factors summary:

The success of our company (has been, is, will be) largely due to (superior service, good parking, a beautiful clinic, many therapists, better trained, more experienced therapists, better clinical results, great advertising, great publicity, superior customer service, location, pricing, hours of operation, etc.). In particular, what really sets us apart from our competition is _________________________________. This translates into a benefit to our customers because _____________________________________. 

It’s also possible to list these factors down numerically in descending order of relative importance after a brief, one sentence introduction.

***ACTION ITEM: Now you write a success factor summary for your practice or clinic.
Current financial needs 

Most people do not like to have to ask others for money. However, it’s unlikely that most recent graduates of American acupuncture schools will be able to establish a really successful, highly profitable clinic without borrowing some money from somewhere. In this section of the summary chapter, you are going to state specifically how much money you need, when you will need it, what the money will be used for, and when you will be able to pay it back. Realistically, you will not be able to write this section before you write the bulk of the rest of the business plan. So you will have to come back to this section after you have more data in hand. 

Financial needs summaries typically differ for established businesses and start-ups.

Sample financial needs summary for a pre-existing business:

At this time, I/we am/are seeking (amount, in equity investment, line of credit, an asset-backed loan, lease financing, short term note, term note, etc.) in order to (lease a space, buy insurance, hire personnel, redecorate, buy equipment, etc.). I/we will be able to (pay down the loan in x number of months, etc.)

Sample financial needs summary for a start-up:

In order to effectively launch the business, we project a total need for (amount) in start-up financing. Principal uses of these funds are to ______________, _________________, and __________________. To date, we have raised (amount) from the company founder(s) and his/her/their relatives. The additional funds we need to raise is (amount of difference between these two numbers). We project the company will be profitable by __________ .

***ACTION ITEM: After completing your start-up costs, write a financial needs summary.                                                                                                                                             

Vision Statement

The vision statement is a description where and how you see your company in 5-10 years. There are different kinds of vision statements depending on each owner’s vision of the future. The vision statement may or may not be the same as the company’s mission statement (if you have or want one). The mission statement is the statement for the company’s reason for being in the larger scheme of things, such as providing the highest quality of holistic health care. The vision statement is a description of where you are trying to get.

Sample of basic vision statements include:

Our vision of our company in five years is that it will include five therapists and two front office personnel and be housed in a spacious office suite in a medical specialties building.

Distinctive characteristics of our clinic in five years are that patients will have the option of receiving (Chinese or Japanese style acupuncture; tinctures, pills, powdered extracts, or bulk herbs; regular acupuncture, electroacupuncture, laser acupuncture, or magnetotherapy; dietary therapy; nutritional supplements; massage therapy; etc.) in an integrated setting which takes into account each patient’s unique situation and whole being.

In five years, our company will be different from our competitors in that (we will be open for walk emergencies seven days a week, 24 hours per day; we will operate a free clinic one day per week for the indigent; we will offer a 10 minute pre-acupuncture massage built into the price of every acupuncture visit; etc.).

In five years, our clinic will be recognized as (the premier alternative health care clinic in _____; the premier integrative health care clinic in ___________; the largest alternative health care clinic in _________; the most profitable acupuncture clinic in ____________).

The vision statement could also be a financial vision of the future:

In five years time, our clinic will gross $250,000 per year.

In five years, we plan on achieving a ____% net profit on all Chinese medicinals and nutritional supplements sold in our clinic and that sales of such products will account for 40% of annual gross revenues.

The vision statement could also be some combination of the above:

In five years, our clinic will employ three acupuncturists, one massage therapist, and two front office personnel. It will gross $450,000 per year at the same time as providing the highest quality, personalized, and holistic Chinese medical care in __________.

***ACTION ITEM: Now write your vision statement.

Milestones

Not all business plans have a milestones section. However, it is a good section to have since it helps keep you on target as time slips by. It is easy to be gung-ho about a brand new business plan, but, if you don’t take out that plan every once and a while to see if your still on target, the plan will soon have lost a lot of its value as a roadmap to the future.

Typical milestones for a service-oriented company such as an acupuncture clinic might include:

a. Target date for completion of the business plan

b. Target date for arranging financing

c. Target dates for hiring of personnel

d. Target dates for advertising and promotions

e. Target date for the beginning of service (or a new service not previously provided)

It is also possible for milestones to be measured in terms of gross income if that is the single, most important, over-riding concern of the business plan. Logically, your milestones should correspond to your vision of the future. If you said in your vision statement that you wanted to have three acupuncturists working for you in five years, then the milestones would describe when you plan to hire the first one, when you plan to hire the second one, and when you plan to hire the third one. If your vision has several parts then you will have more then one set of milestones. There could be some financial milestones, some personnel milestones, and some other sorts of milestones. 

In any case, milestones need dates attached to them. Without target dates, milestones are useless. They are only daydreams.

Like other elements of the business plan, realistically, you are probably going to have to write these milestones after you have completed more of the plan. First you need to know what you are going to have to do before deciding when it is going to be accomplished.

When you have collected sufficient data, write your milestones, the markers on the way to making your vision a reality.

3. Marketing & Competitive Analysis

Marketing Analysis

A market analysis shows to your potential lenders (and yourself) that you have done your homework and that you really do know there is a need for your services in the place where you intend to establish your practice. Basically, you are creating a logical argument for the reasonableness of your assumptions about your business future. However, to be convincing, you have to cite real statistics and document the sources of your information.

Marketing analysis may consist of several different sections: 1) a description of the overall market, 2) changes in the market, 3) market segments, 4) target market & customers, 5) customer characteristics, 

6) customer needs, and 7) customer buying decisions.

Description of the overall market

In terms of acupuncture and Chinese medicine, the overall market in the U.S. looks quite rosy. Our reputations among patients and the general public is basically good. Because of the aging population, more and more Americans are spending more on health care. At the same time alternative health care is growing in popularity and acceptance, with acupuncture being at the top of the list. Therefore, the overall market is a really good one for acupuncturists and practitioners of Chinese medicine.

Sample overall marketing analysis:

The total health care market in the U.S. is estimated to be (amount) per annum. Within that, the alternative health care market in the U.S. is estimated to be (amount) per annum, and, within this, acupuncture currently has a ______% share. That equals (amount) per annum. Because of the aging of the Baby Boom generation, it is estimated that health care costs will rise to (amount) by _________. Since Baby Boomers are the generation that currently makes the most use of alternative medicine in general and acupuncture and Chinese medicine in particular, it is assumed that the market for acupuncture and Chinese medicine will expand rapidly over the next 20 years. In addition, because of their generally good reputation, acupuncture and Chinese medicine are becoming more and more sought after in the health care marketplace.

***ACTION ITEM: Fill in the blanks with accurate information and write your market analysis.
Changes in the market

This section describes any factors affecting the overall market that are or will be affecting your business. For instance, the aging of the Baby Boom is one change in the overall health care market that should drive more patients to acupuncturists. The spiraling cost of conventional Western medical care is another. Increasing dissatisfaction with conventional Western health care is yet another. However, you need to document any changes you cite.

Sample changes in market analysis:

The most significant development in the American health care marketplace in recent years has been the dominance of insurance companies through HMOs and PPOs. According to __________, many Americans are dissatisfied with the care they are receiving through these HMOs and PPOs. The impact of this dissatisfaction on acupuncture and Chinese medicine in this country is twofold. On the one hand, more and more Americans are willing to pay out of pocket for the quality of care and service they want. On the other hand, more and more HMOs and PPOs are including acupuncturists on their lists of approved providers. In either case, acupuncturists are winding up with an ever larger share of the health care market.

***ACTION ITEM Now write your own changes in market analysis.

Market segments analysis

Analysis of market segments helps in establishing your business strategy, the proper positioning of your service and products, and your marketing strategy. There are different ways of segmenting the health care market, and how you segment the market will very much affect your business and marketing strategy. Since most businesses can’t be all things to all people it is best to focus your efforts towards a “segment” of the market. By focusing in this way you can be more effective in reaching this smaller market with your message and making people aware of the services you offer.

Sample ways to segment your market

For instance, the market can be segmented by price. In other words, x percentage of patients are willing to pay x number of dollars per visit, x percentage are willing to another dollar amount per visit, and x percentage are willing to pay yet another dollar amount. However, if you choose to write your business plan primarily around pricing (and especially low pricing), keep in mind that, as Marilyn Allen has said, you will typically earn as much as the average of your target market. That means if you price low to attract low wage earners, the probability is that you too will earn a low wage, unless you can find a way to make a profit on high volume. 

Another way to segment the health care market is by sex and/or age. For instance, according to _________, _________% of patients of acupuncturists are female, white collar workers, 35-55 years of age who suffer from a chronic complaint. Since this age group is aging and will, consequently, be using more and more health care services, the expenditures for health care by this segment will progressively expand for the next several decades.

Yet another way to segment is by medical specialty. According to _______________, ______% of visits to acupuncturists are for general medicine, ________% are for gynecology, _________% are for pediatrics, _________ % are for sports injury, _________% are for personal injury, and _______% are for geriatrics.

It is also possible to have a negative market segment analysis.

Sample negative market segment analysis:

While there are differences in the services and products different acupuncture clinics offer as well as differences in pricing and other attributes, the acupuncture and Chinese medical market has not yet become segmented. Each acupuncturist or acupuncture clinic is essentially competing for the same customer.

Still another approach to market segment analysis is what Bob Adams calls the “increasing segmentation” statement. 

Sample increasing segmentation analysis:

Until recently, acupuncture patients were thought to have relatively similar needs, and, while there were some differences from one acupuncturist’s services to another’s, there were not clearly defined segments, and all acupuncture purveyors tended to compete with each other head on. However, in the last few years, market segmentation has begun to appear. For instance, some acupuncturists are beginning to specialize in pediatrics, gynecology, personal injury, or sports medicine. In areas such as Florida and Arizona, some acupuncturists are specializing in geriatrics. Some acupuncturists are maintaining fee for service practices, while others are heavily engaged in third party payments. In addition, some acupuncturists only do acupuncture, some do both acupuncture and Chinese herbal medicine, and some provide other services such as homeopathy. However, most American consumers only learn about these differences after their first visit which ostensibly was for acupuncture per se.

Target market

This section of your business plan defines your target market. These are the customers or patients you primarily intend to focus on in your business. This target market may be defined by location, demographics, medical specialty, or some combination of the above.

Sample target market statement based on location:

We intend to direct our marketing efforts to residents of the towns of _________, ________, and _______. This comprises an area of _________ square miles with a total population of ____________. 

Sample target market statements based on services offered and location:

We intend to direct our marketing efforts to athletes who have suffered sports injuries and anyone else who has suffered any kind of traumatic injury.

We intend to direct our marketing efforts to women with gynecological problems living in a 20 mile radius of our clinic. Based on most recent census figures, there are (x number) of women in this area, and, according to ___________, ____% of women have a gynecological problem at any given time.

We intend to direct our marketing efforts primarily to those in the greater __________ area who work during the weekdays and find it inconvenient to receive treatment during such weekdays. Because we will be open x number of nights per week and all day Saturday, we believe we can capture a significant share of those people who have trouble taking work off during weekdays for medical care.

We are intending to direct the major portion of our marketing efforts to those people in the greater ______ area who earn $100,000 per year or more and are willing to pay a premium price for premium service and other features of our clinic.

***ACTION ITEM: Write your target market analysis once you have enough information to prepare it.
Customer characteristics

The more you know about your customers (and patients are customers!), the better able you will be to successfully market to those customers. In general, the majority of current American consumers of acupuncture are described by professional demographers as “cultural creatives,” “bourgeois bohemians,” and “the LOHAS market.” LOHAS is an acronym that stands for “lifestyles of health and sustainability” ___________________________. Characteristics of these customers are that they:

1. Are concerned with "authenticity," both theirs and others’

2. Are twice as likely to be on the leading edge of environmental & sustainability issues

3. Are twice as likely to have been involved in two of the following:


A. Alternative health care


B. Organic foods


C. New spiritualities


D. Personal growth psychologies


E. Anti-nuclear energy


F. Peace


G. Women’s rights


H. Civil rights


I. Job & social justice

4. Reject "culture wars" between conservatives & liberals, humanists & religionists, etc.

5. Are disenchanted with:


A. "Owning more stuff" & materialism in general


B. Greed


C. Me-first-ism


D. Status display


E. Glaring social inequalities of race & class


F. Hedonism


G. Cynicism

However, depending on your location and the type of practice you intend to run, your customer characteristics may vary widely from the above “national average.”

Another description of your customers’ characteristics might be:

Our intended “average” patient or customer is a 35-60 year old female whose household earns at least $45,000 per annum and who has an interest in alternative health and preventive medicine. In general, she is willing to try new things and is willing to spend money on health care. She expects value for her money as well as professionalism, cleanliness, and care. 

Customer needs

The key to successful business is identifying a need and then filling that need in such a way as to make a profit. The customer needs section of your business plan is where you identify and describe such a need or needs. Another way to describe customer needs is to think of all the benefits customers will derive from your business.

Sample customer needs statements:

The basic need of our target customers is to receive acupuncture and Chinese medicine services without having to drive three hours to get it. The closest other acupuncturist is in ___________, x number of miles away, and that person is really a chiropractor, not a licensed acupuncturist. Other needs that are relatively important to our target customers are sterile, disposable needles, a sliding scale fee schedule, week night and Saturday office hours, and a clean, professional-looking clinic.

Important needs of our target customers include compassionate, humane medical care provided by sympathetic care-givers which is free from side affects, cost-effective health, and the ability to see a health care provider on relatively short notice.

Some acupuncture cannot afford to pay out of pocket, and all the other acupuncturists in this vicinity run fee for service practices. Since we are set up to accept third party payments, we meet/will be meeting a definite and important need within our target market.

Our target customers are looking for a relaxing, pampering experience in pleasant, relatively up-scale surroundings. Because our clinic is beautifully decorated and we offer such amenities as massage, face packs, saunas, salt glows, and cellulite treatments in addition to weight loss, “face lift,” and breast augmentation acupuncture, we meet the needs of up-scale women interested in both health care and beauty.

***ACTION ITEM: Describe your target customers’ needs and how your clinic will satisfy them.
Competitive analysis

The competitive analysis describes what competition there is in your marketplace as a way of identifying both threats and opportunities. Many acupuncturists are uncomfortable thinking of other acupuncturists and other professional health care providers as competitors. However, when it comes to the business side of things, they most definitely are. The health care market is only so large as is any particular segment of it, and everyone marketing to the same target audience is competing for the same finite resources. The more you know and understand about this competition, the better able you will be in mastering your particular marketplace and the greater chance of success you will have.

Industry overview

The industry overview is a concise overall picture of the U.S. health care marketplace as a whole.

Sample industry overview:

According to ______, the total health care market in the U.S. was valued at ___________ in __________. Based on ________, acupuncturists claim a _________% share of this total market. That translates into x number of dollars spent on acupuncture in America per year. It is estimated that there are currently 15,000 licensed acupuncturists in the U.S. with another 1,000 new graduates per year.  There are currently 8,000 students enrolled at American acupuncture and Chinese medical schools, more than at American chiropractic colleges. Other health professionals who sometimes also do acupuncture include MDs, osteopaths, chiropractors, naturopaths, dentists, and veterinarians. However, MD and other health professionals doing acupuncture usually do so with a fraction of the training and experience of licensed acupuncturists and, because of that lack of similar training and experience, frequently do not get as good results. Although patients tend not to switch practitioners if they are getting a satisfactory result, they do readily switch if they are not getting any result. The strength of the relationship between the patient and the practitioner is also very important, and is often more important than pricing, location, or other attributes.

Unfortunately, many licensed acupuncturists are saddled with debt by the time they graduate from acupuncture school and are often relatively naive and idealistic when it comes to the practicalities of running a private practice or clinic. Many new graduates work out of their homes, most do not work full time as acupuncturists right from the start, most do not hire office assistants, and most cannot afford anything but small offices. Therefore, although the number of new graduates is sizable and constantly growing, many of these graduates fail in their attempts to establish a practice or hobble along for years with only part-time practices. In addition, acupuncturists tend to clump in certain states and within certain communities within those states, while other areas of the country are wide open and crying for acupuncturists. For instance, the three states with the most acupuncturists are California, Texas, and Florida, while the three states with the least are _____, ______, ______. 

Within our specific target market, i.e., the towns of _____, _____, and _____, there are two chiropractors who do some acupuncture and two other licensed acupuncturists. However, one of these two acupuncturists works only part time out of a spare bedroom in their home and the other only does acupuncture but does not do Chinese herbal medicine.      

Nature of competition

The nature of competition statement is a description of how your competition competes, not who or where they are. For instance, do they emphasize price, location, experience, training, medical specialty, or some other feature or service in their advertising?

Sample nature of competition statement:

Competition in this industry focuses largely on the two factors of medical specialties and on credentials. Most acupuncturists try to differentiate themselves by emphasizing their credentials, number of years in practice, or place of training and/or by listing the conditions they “specialize” in. Competition may also focus on the quality of service, Price is seldom emphasized, although willingness and ability to take third party payments sometimes is. Yet another competitive factor is local proximity. Ultimately, the best competitive advantage is gained by good word of mouth from satisfied customers.

Changes in the industry

This section of your business plan summarizes major pertinent factors causing changes in the industry. The impact of these changes to customers, suppliers, and your competitors may/should all be taken into account.

Sample changes in industry statement:

The acupuncture and Chinese medical industry in America is growing by leaps and bounds. _______ states now license acupuncture as a separate health care profession. There are national professional associations, state professional associations, more than 75 schools and colleges, a council of schools and colleges, and accrediting boards. Not only are more Americans willing to and interested in trying acupuncture/Chinese medicine, the industry as a whole has taken major steps toward professional maturity and quality assurance. Acupuncturists are gaining entrance to hospitals, HMOs, and PPOs and are being included in multi-disciplinary group practices. At the same time, more MDs are also interested in practicing acupuncture, with a national medical acupuncture association and acupuncture being taught at several mainline medical schools. However, acupuncture treatment does not fit well within the care delivery system of most Western medical offices. It is too time-consuming to practice well. Therefore, even though more MDs are becoming interested in acupuncture, it is more likely that, after seeing how long it takes to treat a single patient, MDs will rather hire licensed acupuncturists to work within their clinics.

In terms of Chinese herbal medicine, the U.S. Food and Drug Administration has caused several Chinese medicinals to be taken off the market. However, there is a healthy, growing, home-grown industry of Chinese herbal manufacturers in this country who are working with the FDA and other state and national regulatory agencies and independent quality assessors to assure the government and the people that Chinese medicinals are both safe and effective when prescribed or recommended by trained and licensed practitioners of Chinese medicine. Since many of these American manufacturers of Chinese herbal products are using high potency extracts administered in pill or capsule form, there is less and less objection on the part of American consumers who resist making and drinking bad-tasting Chinese herbal decoctions.

Primary competitors

In this section, you should specifically describe the several other clinics or practitioners with whom you are/will be in direct competition. You should try to fill in as much information as possible under each of the categories below for each of your principal competitors. If you wind up with lots of competitors, that should tell you something right there.

Competitor’s name:

Location:

Estimated patient visits/treatments per week:

Cost of treatment:

Estimated annual gross revenues:

Number of employees:


Practitioners:


Support personnel:

Number of treatment rooms:

Years in business:

Quality of reputation:

Competitive strengths:

Competitive weaknesses:

Other pertinent information:

Example: A competitive strength may be that another practitioner holds a doctoral degree from a Chinese medical school in the People’s Republic of China and has been in practice for 30 years or is a third, fourth, or seventeenth generation Chinese doctor. However, competitive weaknesses for this same practitioner may be poor English language skills, poor bedside manner, painful needle technique, and a shabby office with no or inarticulate, unhelpful, poorly trained front office staff.

Opportunities

In this section, you should compare markets, customer needs, and customer characteristics with competitive offerings to help determine market opportunities. Basically, you are looking for an empty or under-filled niche that you might be able to successfully fill.

Sample opportunities statements:

Based upon an evaluation of the market, patient needs, and current competitive offerings, we believe there is an unfilled need for an acupuncture and Chinese medical clinic specializing in __________in __________. Although there are several Western medical (name specialty, e.g., gynecology) in _______ as well as a couple of acupuncturists in general practice, there is no one within _______ miles offering professional alternative (name specialty again) care. Therefore, we think that many (women) in this area would appreciate and patronize a acupuncture clinic devoted solely to (gynecology). 

Based upon an evaluation of the market, patient needs, and current competitive offerings, we believe there is an unfilled need for a multi-disciplinary alternative health/Chinese medical clinic in _________. Although there are several other acupuncturists in town and there are numerous Western MDs, there is no clinic in this area at which a patient can get both Chinese and Western medical care in an integrated setting.

We believe that the pairing of Chinese and Western medical practitioners gives patients more health care options, allowing them the unique benefits of both systems, at the same time lending increased credibility and respect to acupuncture and Chinese medicine.

While there are many different health care providers in this community, we believe that a substantial percentage of health care consumers are looking for (more caring and compassionate treatment; gentler treatment; less invasive treatment; more preventive treatment; less costly treatment; treatments with less side effects). Therefore, we believe there is a terrific opportunity for an acupuncture clinic in this vicinity where (caring and compassionate care; gentle, non-invasive treatment; more preventive treatment; less costly treatment; etc.) is available. 

***ACTION ITEM: Considering your market, your target customers’ needs, and the competition, write your opportunities statement.

Threats & risks

In the threats and risks section, you identify and describe the most significant risks the company faces, the implications of those risks, and the probabilities of those threats or risks coming to pass. Some of those threats and risks includes changes in regulatory environment, reaction by competitors, advertising attacks, illness or death of principals and/or practitioners, civil law suits, criminal actions, theft, vandalism, destruction of offices, and economic downturns.  

Sample basic risks statement:

Threats that pose significant risks to our business include: 

a. The outlawing of acupuncture as an independently licensed profession in this state

b. The state or federal banning of Chinese herbs

c. Statutory restriction of scope of practice

d. Business &/or malpractice suits

e. Key person illness or incapacity

Any of the first three occurrences could seriously hamper our clinic’s ability to continue providing the services we do to our patients. However, the law granting the right to practice acupuncture as an independent profession in this state was just renewed last year and will be good for at least another four years. There is currently no movement within this state or in the Federal government to ban Chinese herbs in general. Although some individual medicinals have been taken off the market, there is no reason to think that Chinese herbs will become unavailable for sale and prescription any time in the foreseeable future. Likewise, there have been no attempts to limit or reduce our current legally mandated scope of practice the last two times our acupuncture bill went through Sunset review. Should any of these three threats materialize, they would be fought by the ______________ Acupuncture Association and their lobbyists, and this would be a fight we would throw our own personal resources into as well. As for business and/or malpractice suits, we carry ____________ of malpractice insurance and ________________ of business liability insurance. We believe this adequately protects our clinic from catastrophic damage or bankruptcy from such suits. In fact, there have only been _________ malpractice suits against acupuncturists in this state in the last ________ years and the pay-outs have all been less than _________. And finally, in the event that __________ became ill or otherwise incapacitated and was not able to see patients for more than a few days, this could cause serious financial difficulty to this clinic. However, the clinic carries _______ of key person insurance for ____________. Should it become clear that ____________ would not be able to return to work for some time, the clinic would immediately advertise and hire a temporary or permanent substitute.

6. Strategic Planning & Services (&Products)

Strategic Planning

The strategy section of your business plan is the heart and soul of the matter. It’s a statement or group of interlinked statements about what you plan to do with your business and how you are going to do it. This section is comprised of several subsections. These are: 1) key competitive capabilities, 2) key competitive weaknesses, 3) strategy, and 4) implementing the strategy.

Key competitive capabilities

Here is where you describe what you think makes/will make your company different and more successful than its competitors. In this section, you should explain why these capabilities are important and how much advantage you think they give/will give your enterprise.

Sample basic competitive capabilities statement:

In comparison to our primary competitors, we possess key competitive capabilities that we believe go/will go a long way toward ensuring the success of our business. Particularly important are the following key capabilities:

a. Great communication skills

b. Caring and compassionate bedside manner

c. A well-trained front office staff

d. Our expertise in treating X, Y, and Z

e. Our sale of (nutritional supplements, Chinese medicinals in several different forms of administration, supporting books, audio- and videotapes, etc.)

f. Our superior customer service

Sample advantages in particular functional areas statement:

We have a strong competitive advantage in our superior ability to treat chronic pain syndromes. Important differences between our capabilities in this area and those of our main competitor(s) are (more lengthy training, longer clinical experience, the use of certain techniques or modalities, etc.).

Sample advantages in key personnel statement:

We are fortunate to have several highly experienced and talented people in key positions. The expertise and experience that they bring to us really sets us apart from our competitor(s). Of particular note is _______’s background in (customer service, nursing, emergency medicine, respiratory therapy, insurance billing, etc.). This gives us the capability to...

Sample more professional approach statement:

Our advantage lies in the more professional approach that we bring to this industry. Our style of clinic operation closely resembles a Western medical office in terms of decor, equipment, staff demeanor, and procedures and contrasts sharply with the less professional look and demeanor of our competitor(s).

Sample tightly focused advantage statement:

Our specialized focus on (gynecology, pediatrics, sports medicine, personal injury, geriatrics, etc.) gives us a significant competitive advantage. Our main competitor(s) is/are a/all generalist(s). Because specialization leads to more rapid and increased clinical proficiency, and because increased clinical proficiency typically leads to more satisfied customers, specialization garners us/will garner us better word of mouth reputation. 

Sample reputation advantage statement:

We have a major competitive advantage in our reputation as the best acupuncturist(s) in ____________.

Sample advantage by affiliation statement:

Our affiliation with ________________ gives us a significant advantage. This affiliation allows us to...

Key competitive weaknesses

Although we all wish it were otherwise, everyone has weakness, and in business, knowing those weaknesses is important. Knowing our own weaknesses prevents us from looking at our prospects with too rosy glasses. It tempers reality and keeps us within the realm of possibility. Obviously, if in creating your own business plan, you come up with too many weaknesses, you should rethink your plan. However, recognition of a few weaknesses is a sign of objectivity and level-headedness.

Sample basic competitive weaknesses statement:

In comparison to our main competitor(s), we do possess some competitive weaknesses that may limit the success of our business. These weaknesses are:

a. Relative inexperience

b. Being new to the community

Of these two, I/we am/are most concerned about my/our relative inexperience. I/we intend to offset this weakness by (providing especially caring and considerate treatment, charging less per treatment, taking continuing education classes to improve my clinical skills, providing more front office support literature, having [better] front office staff, etc.).

Sample weaknesses in a particular functional area statement:

We have a competitive weakness in (front office staff, training). Important differences in our capabilities and our competitor(s) are (they have front office staff, their front office staff are superbly trained). We plan to remedy this situation and close this gap initially by installing a TV with VCR in our waiting room and playing a variety of instructional and informative videotapes about acupuncture and Chinese medicine. We also plan on creating a lending library of selected reading materials. As soon as finances will permit, we plan on hiring front office staff and insuring that they are trained to perfection.

Sample less professional approach statement:

In the past, our clinic has suffered because of a less than professional approach to doing business than some of our competitors. Examples of this include (dirty waiting room, dirty treatment areas, loss of paper work, lack of insurance forms and codes, no answering machine, no one to cover vacations, constantly being out of stock of key medicinals, etc.). In order to become a more professionally run clinic, we intend to take the following action steps:...

When evaluating your weaknesses be honest with yourself. If you sugar-coat at this stage of the game, you will be hurting yourself and anyone else you involve in your business.

Strategy

As Bob Adams says, “Your strategy is the unique formula for success that forms the foundation of your business plan, as well as governing day-to-day operations.” This statement is an account of one or two key factors that distinguish your practice or clinic from your competitor(s) and are most expected to contribute to your business’s long-term success. For an already existing business, you may want to list secondary strategies for a more complete and detailed business plan. However, if you are trying to raise money to finance a new practice or clinic, you only need one or two good, well thought out strategies. If you list two strategies, these two should complement each other so that you are not sending your business in two, conflicting directions.

Sample basic strategy statement:

Our strategy will be to offer (more convenient office hours, a large selection of healing modalities, better customer service, a friendlier atmosphere, better practitioner-patient communication, better parking, better location, cheaper treatments, etc.). Key elements of this strategy are our abilities as native English speakers, our stocking in our office of many patient information brochures, and our willingness to explain things to patients. We believe this strategy will be particularly effective in meeting the needs of customers who have been frustrated by the lack of clear, understandable information about their condition, its treatment, and its prognosis from both Western medical professionals and other acupuncturists with poor communication skills. This strategy will clearly distinguish us from the competition, help us gain the loyalty of our patients, and build our sales.

Sample product/service based strategy statement:

Our strategy is based around the extremely painless Japanese acupuncture technique that we offer. It is our experience that Americans tend not to continue with acupuncturists whose needle technique is painful even if they do get good therapeutic results. Because our needle technique is so painless and comfortable, we believe that this is going to give us a great competitive advantage over other area acupuncturists.

Sample niche market focus strategy statement:

Our strategy is to focus 100% of our efforts on (gynecology, pediatrics, geriatrics, sports medicine, personal injury, etc.). By focusing all of our effort and energy on this particular niche, we anticipate quickly becoming the leading provider of this specialty within Chinese medicine in our area. While other practitioners try to be all things to all people, we believe that our single focus will give us significant competitive advantages. When it comes to acupuncture, Chinese medicine, and gynecology, we intend to be the choice of area patients. 

Sample premium service provider statement:

Our strategy is to be the premier provider of acupuncture and Chinese medicine in _______________ in every way possible. We intend to deliver premium quality care and to run our business in a first class manner throughout. Absolutely everything about our clinic will be top notch, and our marketing strategy will be to communicate our premium quality to all possible customers.

Sample most professional strategy statement:

We intend to stand out in our market as the most professionally operated acupuncture clinic in _________. Especially in a field filled with part-timers working out of their homes and running their business in a casual manner, we intend to bring a new level of professionalism to this field. We are going to plan our business very carefully, have rigorous hiring and training programs, have specific standards and policies for serving customers, and carefully monitor the quality of our service. We are also going to carefully communicate and market to our customers the key differences and advantages in receiving treatment from us as opposed to our competitor(s). We will insure that our target customers know that choosing us for their practitioner(s) is the safe choice for consistent, high quality service.

***ACTION ITEM: Now put on your thinking cap and write your own business strategy.

Implementing the strategy

It is one thing to have a plan or strategy, it is another altogether to implement that plan. This section of your business plan describes the steps that are necessary to implement the foregoing strategy. If the steps for implementing this strategy are too obvious or have been covered in other parts of your business plan, you have the option to deleting this section.

Sample strategy implementation timetable statement:

Because this (new) strategy represents significant changes in our current way of doing business, we shall implement it gradually over a period of time in the following stages:

Stage 1: Write detailed job description for new front office staff

Target date: _______

Stage 2: Write and place advertisement for front office staff in the want ads in the classified section of the newspaper


Target date: ___________

Stage 3: Field responses to ad, interview potential employees, and hire the best candidate


Target date: ___________

Stage 4: Operations manual for front office, including scripts, procedures, and policies


Target date: ___________

Stage 5: Train new front office staff

Target date: _______

Stage 6: Review and amend front office staff performance
Target date: ________

Services (& products)

This section consists of a description of the services and products that your practice or clinic offers to your customers. It includes: 1) service and products description, 2) competitive evaluation of services and products, and 3) future services and products.

Services (& products) description

First, give a brief overall description of your services and products. Then go into more detail in particular attributes and features that are important to customers or differentiate your offerings from those of your competitors.

Sample basic services (& products) description:

Our basic service is/will be the provision of treatment for a variety of health conditions using acupuncture and its adjunctive modalities. These adjunctive modalities are/will include: moxibustion, cupping, bleeding, seven star hammer, tui na, magnetotherapy, laser acupuncture, and both internally administered and externally applied Chinese herbal medicines. Acupuncture refers to the insertion of fine needles into particular points on the body selected according to the theories and principles of Chinese medicine for the purpose of restoring balance to the functioning of the body and its internal organs. Acupuncture and its adjunctive modalities is relatively painless and free from side effects and can provide both remedial and preventive care. We use only the finest, sterile, disposable needles and try to employ the gentlest, least painful needle technique. 

In terms of Chinese herbal medicines, we offer a full line of ready-made Chinese herbal pills, a full line of Chinese single herbs in powdered extract form, and a growing line of Chinese single herbs in bulk form. These three methods of dispensing Chinese medicinals allow us great flexibility in tailoring our prescriptions to the specific needs of patients. We are the only acupuncture clinic within ______ miles to have a bulk herb pharmacy as well as offer Blue Poppy Herbs high potency extract ready-made formulas.

Additionally, we offer a number of other products for sale in our clinic. These include books written specifically for the layperson explaining how acupuncture and Chinese medicine treats various diseases and a line of professional grade nutritional supplements.  

***ACTION ITEM: Now write your own services (& products) description.   

Competitive evaluation of services (& products)

In this section, you compare your services and products to your competitor(s), describing both strengths and weaknesses. Begin with the most important competitive differences and then describe less important competitive differences. Remember that, in this section, you are specifically talking about your services and products, not your staff, location, office, or customer service. 

Sample competitive evaluation of services (& products)

Compared to __________ and ____________, our greatest competitive advantage is our gentle, painless acupuncture technique. Having been trained in China, _________ and __________ use larger (i.e., thicker) needles that they manipulate more aggressively with the specific intention of causing soreness, heaviness, and distention. While these feelings are not considered “pain” in Chinese, most American patients find these feelings uncomfortable. In addition, we also combine every acupuncture treatment with short tui na massage to make the experience as enjoyable as possible. Further, we have TDP lamps in _______ treatment room(s) for heat therapy as well as a hydroculator where we can make Chinese herbal fomentations. Neither of our competitors offers any of these supplemental services.

Our primary weaknesses are that we do not yet/will not initially be able to sell Chinese herbs in our clinic nor books on Chinese medicine. Of these two weaknesses, the more important one is not selling Chinese herbs. Both of our competitors do. Therefore, we intend to buy $50.00 (wholesale) worth of Chinese herbs per week in order to build up our dispensary. Once that is reasonably well stocked, we intend to also purchase wholesale a line of books to sell to patients in our waiting room.

Future services (& products)

If you plan to add other services and products in the future, this is the place to describe those plans. Include the reasons for adding these services and/or products both in terms of customer needs or benefits and impact on the business.

Sample future services statement:

We are planning to add (massage, reflexology, psychotherapy, homeopathy, facials, mud baths, a tanning booth, a flotation tank, nutritional counseling, Reiki, tai ji classes, etc.) to the services we offer at our clinic. We plan to introduce this/these in _______________.  Reasons for adding this/these service(s) from our customers’ point of view is to provide (more complete, holistic care; more enjoyable care; a combination of health and personal care; etc.). Reasons for adding this/these service(s) from the business’s point of view are to increase the number of our offerings as a way to increase total sales and to offer more services than any of our competitors.

Sample future products statement:

We are planning of offering our customers (a line of nutritional supplements, a line of Chinese herbal personal care products, a line of high potency Chinese herbal formulas, a line of books, a line of audiotapes, etc.). We plan to offer ____________ in ____________ and then subsequently to offer ___________ in _______________. The purposes of adding these products is to increase the number of products for sale in our clinic and thus increase total revenues. In addition, making these products available in our clinic makes us different from ______ and _________, neither of which sell any products in their clinics.

5. Sales & marketing

Sales and marketing are huge topics in business. They are often the factors that make or break a business. This is why Marilyn Allen and Honora Lee Wolfe spend so much time on marketing and advertising in How to Earn $100K Per Year Doing Acupuncture. We recommend that you spend a good bit of time learning about sales and marketing and also thinking about and designing your sales and marketing plan. The subsections of a business plan under sales and marketing commonly include: 1) marketing strategy, 2) sales tactics, 3) advertising, 4) promotions and incentives, and 5) publicity.

Marketing strategy

Your marketing strategy is your plan or program for getting customers to buy your services and products. There several different approaches you can take to this section depending on the overall goals of your business plan. You can write a message-focused marketing strategy, a positioning objective marketing strategy, a sale objectives marketing strategy, a target markets marketing strategy, a guerilla, low-cost approach market strategy, an overall marketing direction marketing strategy, or some combination of more than one of these.

Samples of message-focused marketing strategies:

The marketing message that we want to send is that we run a clean, efficient, and professional yet caring and humane acupuncture clinic. We particularly want to emphasize our use of sterile, disposable needles and freedom from worry about contagion in our office. This differs from the message of our key competitors who generally emphasize their low cost or their personal expertise.

The marketing message we want to send is that our clinic is conveniently located, has great parking, and also convenient office hours for working people. This differs from the message of our key competitors...

Sample positioning objective marketing strategy:

The major goal of our marketing is/will be to position our clinic as the premier acupuncture clinic in the __________ area. We want to convince our customers to think of us as the Mercedes-Benz of acupuncture in ___________. We aim to accomplish this by the quality and “class” of all our advertising, signage, brochures, business cards, letterhead, decor, etc.

Sample sale objectives marketing strategy:

Our marketing objective is to increase gross revenues to $________ by ____________. In order to do this, we want to increase our customer base to ________ and also up-sell and cross-sell more products to our customers.

Samples of target markets marketing strategy:

The primary target for our marketing efforts will be women between the ages of 35-60 suffering from any gynecological condition. Therefore, all our print advertising, promotional materials, signage, etc. will picture women and will be designed graphically in such a way to be attractive to women. Our offices will be decorated in such a way as to be particularly attractive to women, and we will advertise primarily in venues that likewise target our same demographics.

The primary target of our marketing efforts is/will be residents of _________, ___________, and _______. Therefore, all paid advertising will be spent in venues servicing these communities. In addition, we will position ourselves in all our marketing as “your local acupuncturist.”

Sample of a guerilla, low-cost approach to marketing strategy:

We take/will take a guerilla approach in our marketing, avoiding traditional marketing methods, such as expensive advertising campaigns, and, instead, rely on lower cost, more creative approaches. We are/shall be very pragmatic and quickly drop any marketing method that does not work and replace it with new ones.  

Sample overall marketing direction marketing strategy:

The overall direction of our marketing is to (rapidly gain new patients, insure that we reach our revenue goals, increase the visibility of our company in the marketplace, differentiate ourselves from our competitors, etc.). We shall achieve this by a cohesive marketing program that emphasizes (our clinic’s unique strengths, our services/products unique advantages, the comparative benefits of patronizing our clinic, etc.). Specifically, we will...

***ACTION ITEM: Write a marketing strategy for your practice.

Sales tactics

Generally, the words “sales tactics” are not the first ones to pop into mind when one thinks of acupuncture. In fact, you may wonder what role sales tactics may play in running an acupuncture and Chinese medical clinic. However, the exchange of a service (even a health care service) for money is a type of sale. While you might be tempted to omit this section from your business plan, we strongly recommend that you do not. By thinking about this aspect of your business, you will gain greater clarity about the most effective ways of facilitating the exchange of your services for your customers’ money. 

Although there are a number of different types of sales tactics in business in general, not all of these are appropriate for health care consumers. Mostly we are talking about what are known as face-to-face sales and inbound telephone sales.

Sample sales tactics statement:

Our sales effort consists of two primary and one secondary methods. The two primary methods are inbound telephone calls and face-to-face selling. What drives our sales effort is getting the phone to ring in the first place. Inbound calls are generated by paid advertising, promotional brochures, professional referrals, and word of mouth. Inbound calls are handled by front office personnel who have been trained A) to answer questions about acupuncture and Chinese medicine in general and our clinic in particular and B) to gently and unobtrusively convert the call to a sale (i.e., an appointment). Face-to-face selling is done by practitioners and front office personnel working in tandem in terms of repeat appointments and sales of products. The secondary sales method is point of purchase displays for (personal care products, nutritional supplements, books, audiotapes, etc.). While selling is/shall be always done low key, front office staff are/shall be trained in up-selling and cross-selling. 

Sample sales collateral statement:

We will support our sales effort with the following collateral items (brochures, flyers, videos, computer slide shows, computer presentations, data sheets, testimonials, reprints of press articles, free samples, demonstrations, etc.).

If you plan on mentioning such collateral marketing materials, samples of these can and should be included along with the business plan.

Sample sales term statement:

Payment is expected on provision of goods and services. We are happy to accept cash, checks (with proper identification), and the following credit cards:... We are also happy to fill out and submit insurance claims so that you can be reimbursed. According to our state’s practice act, we may also bill the following types of 3rd party payers:

Advertising

Describe your advertising message or theme that you want to deliver. State the advertising vehicles that you will use and why you believe they are the best choice for delivering your message to your target audience.

Samples of basic advertising statements:

A. The message that our advertising delivers/will deliver is that we (are conveniently located, accept third party payments, treat particular conditions, have been in practice x number of years, are from China, etc.). The primary advertising vehicles that we will use are (the Yellow Pages, advertising in office through the use of business cards, brochures, signs, and/or verbal statements and requests, paid display advertising in __________, sending presentation folders to all area MDs and DCs, making prominent use of signage, networking through Leads and BNI Groups, our church, service organizations, gaining publicity via..., etc.). 

B. Because we hope to gain many if not most of our patients from referrals from other health care practitioners, we intend on spending most of our advertising budget on the creation and mailing of presentation folders to area MDs and DCs which will be followed up after one week with a telephone call asking for a brief face-to-face meeting if possible. Other advertising methods will include the Yellow Pages and in-office cards, brochures, etc. 

C. While all acupuncturists advertise in the Yellow Pages, we believe that the biggest ad gets the most attention. Since there are a number of other acupuncturists in the Yellow pages, we believe the way to stand out from the crowd is to have the biggest and best ad. Therefore, we will be putting the lion’s share of our advertising budget into our Yellow Pages ad.

D. Because of our location on the corner of ________ and _________ and the heavy traffic on both these streets, we have decided that our best advertising is a large, back-lit sign on both sides of our building. Other supplemental advertising will consist of a medium-sized Yellow Pages ad and in-office cards, brochures, etc.   

E. We plan on advertising on ______ radio station. This station reaches x number of people in _______, ____, and _______, the same areas as our target market. In addition, this station’s demographics are the same as our target market’s. These radio ads will be our main method of advertising.  

F. We will employ the following low-cost advertising techniques: (notices on billboards, handing out coupons, delivering leaflets door-to-door, handing out business cards, leaving flyers or brochures at other businesses, car advertising, Web page, advertisements in invoices or statements sent to customers, etc.).

***ACTION ITEM: Write a description of your advertising plan.

Promotions & incentives

In this section of your business plan you will describe any promotions or incentives that you will use to increase the sales of your services and/or products. Things to consider are descriptions of the duration and frequency of the promotions, the target audience, and how news of the promotion will be delivered to that target audience. 

Laws governing acupuncture vary from state to state. In some states, it is illegal to give free acupuncture treatment(s) in return for successful referrals. In other states, this is ok. Before you write any descriptions of planned promotions and incentives, be sure that they are legal in your state.

Sample promotions/incentives statements:

A. We will help increase the enrollment of new patients by offering one free acupuncture treatment to every patient who successfully refers a new patient to us. We will announce this promotion on the “New Patient Information Sheet” which each new patient receives. In addition, front office staff will periodically remind patients of this policy. (This may not be legal in all states. Check with the legal advisor of your state association.)

B. We will offer special discount rates to senior citizens  _____ years of age or older. The rate per treatment for patients in this age group will be $________.  We will announce this promotion on the “New Patient Information Sheet” which each new patient receives as well as in all our paid advertising. 

C. We will offer special discount rates to family members of already established patients. The rate per treatment for patients in this group will be $________.  We will announce this promotion on the “New Patient Information Sheet” which each new patient receives as well as in all our paid advertising.

D. We will offer special discount rates for prepaid groups of ______ treatments. The rate per ______ prepaid treatments will be $________.  We will announce this promotion on the “New Patient Information Sheet” which each new patient receives as well as in all our paid advertising. (Check with your state association or state board for legal limitation on this type of promotion.)  

E. We will offer a free initial consultation in the next coupon book servicing _______, ________, and _______. This offer will state that it is good only until _____________. This offer will only be good for persons who are not already established customers and only one coupon will be accepted from a single person. We will use this free offer as an opportunity to (familiarize prospects with our business, emphasize our competitive advantages, try to make the sale, i.e., enroll a new paying patient). 

F. We make it a standard policy to offer the first bottle of Chinese herbs we prescribe to a patient free.  

G. We offer one (paid dinner, movie, car wash, pumpkin pie, house-cleaning) once per month to the ___ patients who have referred the most other patients to us during that month with a minimum of _____ referrals. We will promote this give-away on our waiting room bulletin board.  

H. To increase awareness of our new clinic, we will hold a big grand opening celebration on Chinese New Years. The celebration will consist of an open house with free refreshments and a tour of our facilities. During the celebration, we will offer free samples of ColdQuell, a Chinese herbal formula for the treatment of colds and flus. This grand opening will be promoted by (signs, mailings, press releases, media interviews, newspaper advertising, radio advertising, handouts, etc.).

Publicity

Publicity is a type of free advertising. It refers to mentions of you, your business, or your goods and services in the media. Because consumers value and put more trust in free publicity than in paid advertising, it makes sense to have a well thought-out publicity campaign.

Sample publicity statements:

A. The central message that our publicity will deliver is (our low cost, convenient location, expertise, medical specialty, hours of operation, etc.). The primary vehicle(s) that we will target is/are (local newspaper, specialty magazines, local radio shows, local cable TV shows, etc.) We will pitch the media by (mailing press packets, faxing press releases, sending pitch letters, making phone calls, arranging interviews, etc.). In addition, we will give free lectures at social and service organizations and we will have a booth at local fairs and festivals. 

B. The main purpose of our publicity is to increase the general awareness of acupuncture and Chinese medicine. Our publicity is also intended to emphasize our own clinic’s competitive advantages and to inform customers and potential customers of new developments concerning our services and products and our business. 

C. We will produce and send out a newsletter every (month, other month, quarter) to promote acupuncture and Chinese medicine as well as our own clinic. We will send approximately ________ copies to (current customers, prospective customers, other health care practitioners, the following mailing lists:... This newsletter will consist of ...

Sample PR firm/ad agency statement:

We will (hire, use) ______________ (to handle our entire publicity effort, to develop and write our publicity messages, to produce our press materials, to create our publicity packages, to contact the media, to arrange interviews for use, to mail press releases, etc.). We will work closely with them and monitor every step of the process.

Sample in-house publicity personnel statement:

Our publicity will be handled in house by _____________ who will consult with __________. Clerical support will be provided as needed by ______________.

6. Operations

Operations describe how you plan on delivering your services and products to your customers. Eventually, if you ever want to either sell your practice or open second locations, you will need an operating manual. Creating a good operations plan is a step in that direction. Under operations, there are the following subsections: 1) key personnel, 2) organizational structure, 3) human resources plan, 4) service and product delivery, 5) customer service and support, 6) facilities, 7) insurance, and 8) licenses.

Key personnel

People tend to be more interested in other people than in other things. Therefore, the key personnel section of your business plan is very important, especially if you will be using your business plan to raise capital or gain financing. People don’t lend money to businesses. Ultimately, they lend money to people. Since your operation is likely, at least at first, to be a small one (by business standards), your key personnel statement will typically not have to be too lengthy. However, it should still be given all the same care and consideration as the rest of your plan.

Sample key person statements:

The key employee is __________ who founded the practice and owns the business. _________’s credentials include being a Licensed Acupuncturist in the State of _______, an NCCAOM Diplomate in Acupuncture, and an NCCAOM Diplomate in Chinese Herbs. __________ is a graduate of ______________________ and has practiced acupuncture for _________ years. Before becoming and acupuncturist, ________ worked as a/an _____________. This provided him/her with experience doing (customer service, sales, marketing, publicity, management, bookkeeping, accounting, etc.). Because __________________ does not have experience in ___________, assistance in this/these area(s) is/will be provided by (an outside law firm, an outside accounting firm, consultants, part-time employee(s), a new hire, etc.).

The company has two employees who can be considered to be key. ___________ is our main acupuncturist and provider of Chinese medical services. He/she is also the founder and owner of the clinic. ________ has been in practice for _____ years and has operated two other clinics before moving to ____________. In addition, __________ is in charge of the clinic’s overall management and operations, financial oversight, marketing, advertising, and publicity. ___________ is our front office manager. He/she answers the telephone, makes appointments, collects monies from customers, fills herbal prescriptions, orders and reorders supplies and medicines, answers patient questions, and handles the clerical part of any marketing or publicity campaigns. He/she previously held the following relevant positions:...

If there are more employees in your practice or clinic, describe them similarly, and be sure to include their resumes in the appendices.

Organizational structure

In a large company, organizational structure can be quite complex and take up a good deal of space in a business plan. However, for most acupuncturists, organizational structure is usually pretty simple.

Sample organizational structure statements:

Our organizational structure is very informal, without written job descriptions of specific departments formally dividing responsibilities. This is partially because of so few employees, partially because we are all willing to pitch in to do whatever it takes to get the job done, and partially because we sometimes are forced to shift all our focus to work together on the most pressing priorities. However, as a matter of practice, the following employees take the primary role in each of the major functional areas:

Management:

Finance:

Marketing & sales:

Office:

(Service) ________:

(Service) ________:

(Service) ________:

(Note, one person may be named after more than one of the above function areas.)

Being a very small company with only __ employee(s), my/our selection and use of outside contractors and service providers is an important part of our operation. Here is a breakout of the key outsiders that support/will be supporting our business:

Accounting:

Legal:

Medical waste disposal:

Laundry:

Answering service:

Even if you are an organization of one, list the functional tasks that need to be done and who is responsible for each. You may be listed under all of the areas or outside specialists may be listed under some. By listing everything, you are acknowledging that you understand what it takes to run your business and that there is somebody with the necessary skills assigned to the tasks.

Human resources plan
In a business plan, one typically only details the key personnel. However, as your business grows, you will probably (hopefully) have to hire other employees. This section outlines your principles and plans for such future hiring. It also describes your plan for training, retaining, and motivating your employees.

Sample basic human resources statement:

We recognize that human resources are an extremely important asset. Hence we (will) screen new applicants very carefully, including in-person interviews and reference checks. We (will) review each employee’s performance regularly and, when possible, promote from within. Our salaries and benefit packages are/will be competitive with those offered by other clinics in our area.

Sample human resources strategy statement:

Our human resources strategy is (to treat all employees with respect, to create a high performance environment, to create a positive and productive work environment, to be fair and consistent, to empower employees, to involve employees in decision-making as much as possible, to keep our labor costs low, etc.). Important elements in this strategy are (flexible work schedules, bonuses, awards, praise in front of other employees, our employee of the month program, our regular weekly staff meetings, our open door policy, etc.).

Sample new business staffing plan statement:

New staff will be added as the company achieves predetermined revenue benchmarks. As reflected in the financials, the total number of staff positions will reach _______ by the end of year one, _______ by the end of year two, and ____ by the end of year three. Our recruitment strategies for identifying candidates and hiring individuals to fill these positions will be based on a combination of referrals, classified advertising in local newspapers, and ________________. When new hires are accomplished, subsequent orientation and training will be the responsibility of _________.

Sample hiring strategy statement:

We (will) strive to hire people who (are flexible and creative, have good work ethic, are interested in Chinese medicine, have healthy lifestyle, are intelligent, have a great personality, are able to get along well with others, are able to work in a team environment, can get along with a diverse group of people, have prior experience working in health care, etc.) We (will) recruit employees by (newspaper help wanted ads, advertising on the internet, using employment agencies, offering referral bonuses to current employees, etc.). For most positions we (will) (do initial screening by telephone, conduct in-person interviews, have candidates fill out an application form, get references from previous employers and/or schools, do background checks).

Sample salaries and benefits statement:

In setting salaries, we (will) (examine each situation individually, be consistent for comparable positions, match local and/or industry standards, aim to set salaries ___% above the average in our area for similar job descriptions, etc.). Our benefits policies (will) include(s) (paid holidays, paid vacations, medical insurance, profit-sharing, bonuses, cash rewards, educational assistance, stock options, dental insurance, eye glass insurance, life insurance, short-term disability insurance, long-term disability insurance, retirement plans, such as IRAs).

Sample training statement:

Building a sense of teamwork among all personnel is an essential component for the success of the business. By allocating significant time and resources to staff training, we expect to increase every employee’s ability to create positive change in the workplace and to help everyone feel that he or she is an important, contributing part of the organization. Responsibility for training front office personnel is/will primarily be handled by __________. In addition, we (will) make use of outside trainers and training materials to insure that our front office staff provide our customers with the best possible service at the same time as protecting the business against a variety of legal liabilities.

Sample performance reviews statement:

New employees (will) have an initial performance review after 90 days of employment with the company. From that point on, all employees (will) have an annual performance review conducted by the manager to whom they directly report. All managers will complete a standard form and meet with each staff member to discuss it individually. This form will contain specific feedback on job performance and will also make summary recommendations as to areas for improvement and (salary increases, bonuses, etc.).

Sample increase in company morale statement:

To increase company morale, we plan on taking a number of steps. We will (give great emphasis to promotion from within, hold regular company parties, have regular company luncheons, start an employee reward program, give out gifts adorned with the company logo, redecorate employee work areas, allow employees to decorate their own work areas within certain guidelines, hold regular weekly staff meetings, publicly praise notable accomplishments in and outside the office, celebrate company milestones, etc.).

Service & product delivery

As you develop your business, you will hopefully create a detailed operations manual describing how to do everything that everyone in your business does. For now, it is enough to set certain basic guidelines or standard operating procedures in order to insure quality of service.

Sample service standards description statement:

These are some of the standards we will use to help insure that we provide high quality service:

We will answer our phones within three rings. 

We will greet each patient with a smile and a pleasant hello.

We will try as much as possible to start and end each appointment on time.

We will explain each patient’s Chinese medical diagnosis as simply and clearly as possible, putting it in   writing if and when requested.

We will use the highest quality acupuncture supplies possible.

We will use the gentlest needle technique possible that will still achieve the intended therapeutic effect.

We will give every new patient a follow-up call after their initial treatment.

We will send thank-you notes to everyone who makes a referral.

We will leave the work area clean and neat at the end of each day.

We will keep strict patient-practitioner confidentiality.

We will keep all patient records on computer with adequate backup and safeguards.

We will offer week night and weekend office hours.

We will give every acupuncture patient a “free” 10 minute massage as part of the cost of their treatment.

Customer service & support

Customer service is an essential part of running a successful business and it is even more so for a service-oriented business such as health care. Therefore, no matter how small your business is, it is imperative that you have a specific, coherent plan for customer service and support.

Sample basic customer service and support statement:

Customer service and support is the business of every employee at our clinic. However, the front office staff is/will be specifically responsible for customer support in making, changing, and canceling appointments, understanding clinic policies, paying fees, purchasing product, and for answering simple questions about Chinese medicine and treatment. _________ and ________, as licensed acupuncturists, are/will be responsible for answering all detailed customer questions about their condition and treatment. During our normal business hours, calls are/will be handled by the front office staff. During nonbusiness hours, calls are/will be taken by _________________________. Since customer service and support are such an integral part of our business, we (will) strive to keep our customers satisfied at all times. 

Facilities

Facilities describe the physical location of your practice or clinic including the advantages or disadvantages of those facilities. Ideally, it should also include how the facilities are/will be furnished and what notable equipment will be available to your customers. This section should also make note of any plans for future growth and an estimate of how long current facilities will be adequate.

Sample existing facilities statement:

We are currently located at _____________ in ______________where we own/lease ___________ square feet of office space. This facility is divided into a waiting/reception room area, an herbal dispensary, one large office, and three smaller treatment rooms. In addition, there is a single common bathroom within our clinic and sinks in all three treatment rooms. Each treatment room is equipped with a treatment table, chair, a sharps container, blood pressure cuff, lidded garbage can, and TDP lamp. One of the treatment rooms also has a hydroculator. In the large office, there is a desk, several chairs, and a typical doctor’s scale. This facility will continue to meet all of our needs during the remaining period of the current lease which ends in _________.  There is an option to renew the lease at the end of that time. However, in order to accommodate more practitioner and more patients, we are planning on moving to a new, larger location in the same general area.

Sample new business facilities statement:

As a service business, the location of our facility and the professional image it presents are essential parts of our marketing strategy. Since our target market is ____________, we feel that our clinic needs to be located near other businesses that serve a similar demographic profile, preferably with parking and public transportation facilities nearby. We project that we will need _________ square feet of space at a rate of $___ to $ ___ per square foot. Satisfying these criteria means one of the following areas or neighborhoods: _____________, ___________________, or ___________________.

Sample home office statement:

This business is/will be operated out of a home office, primarily in order to reduce expenditures. The space to be utilized for this purpose is _______ square feet which is adequate for the foreseeable future. The area is zoned for business, and the space has a separate entrance. 

Sample equipment statements:

There are/will be a pier-to-pier computer network system with two terminals, one terminal in the front office area and one terminal in the main practitioner office. This network is/will be used to track all patient and business records and for word processing and graphics. There is/will be a single laser printer in the front office. Other business equipment (will) include (a fax machine, a copier, an answering machine, etc.).

Sample furnishings & fixtures statement for a new business:

We will be renting an unfurnished facility and will need to acquire furniture which will create a professional look and a contemporary feel since patients will be coming to the office on a regular basis. In order to reduce initial expenditures, we plan to lease these furnishings which will include (desks, chairs, lighting, cabinets, framed works of art, potted plants, etc.).

Insurance

Another of David M. Anderson’s seven deadly sins of start-ups is insufficient insurance. You and perhaps others will be investing a great deal of time, effort, and money in your business, and anyone else involved is going to want to know that standard steps for protecting their investment have been taken. Therefore, it is a good idea to include an insurance statement section.

Sample insurance statement:

In order to protect the assets of everyone involved, we (will) carry the following two types of insurance: 1) standard business liability insurance and 2) acupuncture malpractice insurance. We (will) carry $________ worth of business liability insurance and $_______ of malpractice insurance. In addition, we also (will) carry $_______ of keyperson insurance on _______________.

Licenses

Licenses are yet another source of protection for investors. Licenses prove that the business is operating within certain legal parameters. There are three kinds of licenses an acupuncture clinic typically needs: 1) a business license available from the municipality in which it is located, 2) individual acupuncture licenses (or registrations) for each practitioner, and 3) a license to collect sales tax.

Sample licenses statement:

Our business is duly licensed to conduct business in the municipality of _____________. We are also licensed to collect sales tax from the sale of herbal and nutritional supplements, books, and other products. In addition, _______ and ________ are licensed acupuncturists in the State of _______________. 

7. The Financial Management Plan

The Financial Management Plan is a key component of a successful Business Plan. Without a clear understanding of how much it will cost to open your doors and how much capital you will need to keep the doors open you are doomed to failure. A well thought out financial plan is one of the best ways for your business to start out on the right foot and remain profitable and solvent. 

How well finances are managed is the cornerstone of every successful business venture. Each year thousands of potentially successful businesses fail because of poor financial management. As a business owner, you will need to identify and implement policies that will lead to and ensure that you will meet your financial obligations. Without a well thought out financial plan you’re in danger of allowing your financial condition – money (or the lack of it) – to take control of, or even replace, your well thought out business plan.

Capital Equipment and Supply list (start-up budget)

To effectively manage your finances, plan a sound, realistic budget by determining the actual amount of money needed to open your business (start-up costs) and the amount needed to keep it open (operating costs). The first step is to build a start-up budget which usually includes such one-time only costs as furniture and equipment (desk, computer, patient table, etc.), lease and utility deposits, down payments, etc. In addition, the start-up budget would include the office forms you would need to look professional and operate effectively, the cost of a well stocked pharmacy (if you decide to offer that to your patients) and the initial advertising/promotion you would do to announce your new business to the community.

While the following list of start-up costs is fairly comprehensive you may have other specific items to add. When doing a start-up budget be as complete as you can, you do not want to be surprised with an unplanned opening expense.


Legal/Professional fees


Licenses/Permits


Furniture


Equipment


Insurance


Office and Patient Supplies


Advertising/Promotion


Lease and Utility Deposits


Rent (first month)


Salaries/Wages (what you need to live)

***ACTION ITEM: Complete the start-up cost worksheet (do research where necessary to come up with reasonable cost estimates).

Start-up cost Worksheet (Use the explanation line, or another sheet if necessary, to state how you came up with the dollar figure.)

   Legal/Professional fees: Attorney, accountant  and consultant fees   $______________________

Explanation: __________________________________________________________________

   Licenses/Permits: Professional license, occupational/business license $_____________________


Explanation: ___________________________________________________________________

   Furniture: Desk, chairs, table, etc. $________________________


Explanation: ___________________________________________________________________

   Equipment: Computer


Explanation: ___________________________________________________________________

    Insurance: Business Insurance (liability), Malpractice


Explanation: ___________________________________________________________________

   Office and Patient Supplies: Patient information brochures, Medicinals for pharmacy, general office            

   supplies $ _______________________

Explanation: ___________________________________________________________________

   Advertising/Promotion: Yellow page listing, mailings, print advertising, etc. $ ___________________


Explanation: ___________________________________________________________________

   Lease and Utility Deposits: $ ___________________

Explanation: ___________________________________________________________________

   Rent (before cash flows from your business): Three to six months rent $ ___________________

Explanation: ___________________________________________________________________

   Salaries/Wages (what you need to live): monthly needs x three to six months $ _______________

Explanation: ___________________________________________________________________

Operating Budget and Pro-forma profit and loss

In each case above, your explanation is based on certain assumptions. Start-up costs and the underlying assumptions are often easier to predict then the information needed for an operating budget and the pro-forma profit and loss statement. When developing an operating budget and the pro-forma profit and loss statement you always want to be clear about what your business assumptions are and where they come from. These assumptions are actually as important as the numbers themselves when it comes to making a financial prediction. If you are convinced that your sales will increase appreciably from the sixth through the twelfth month after you start your business, state why. Is it because of that aggressive advertising/mailing program that you started as soon as you opened your doors? Is it because the population in your community is growing, and with the right demographics for your business? Always explain your reasons. If you don’t put your assumptions in your plan then anyone reading the plan (including yourself six months later) will have no idea whether your numbers are based on well thought out reasons or on mere guesswork that looks good on paper.

Using some of the information that you gathered for your start-up budget you should be prepared to work on your operating budget and pro-forma profit and loss statement. The operating budget reflects the expenses you expect to incur during the first three to six months of operation and should take into account such items as:

Legal/Accounting


Monthly Insurance Expense

Ongoing Office and Patient Supplies

Advertising/Promotion


Rent 


Salaries/Wages


Utilities


Dues/Subscriptions/Fees


Repairs and Maintenance


Loan Payments


Taxes


Miscellaneous Expenses

The actual financial section of your Business Plan should include a completed loan application (if you are applying for one), the equipment and supply list (start-up budget) that you worked up earlier, a balance sheet (which is a summary of what you own and what you owe at a given point in time), 

pro-forma income projections (profit and loss statement), breakeven analysis (how much income will it take to cover all of your monthly and annual expenses), and a pro-forma cash flow (which takes into account when you actually receive payment and when your expenses are actually due). For this workbook you will be preparing the start-up budget and the pro-forma profit and loss statement.

Let’s start with the concept of projecting revenue and the assumptions that underlie it. To project revenue you are being asked to “guess” how many patients you will see during your first and second year of operation. The number of patients that you project should be based on some group of assumptions that make sense to you and would make sense to the reader of your plan. This revenue forecast is a function of the current size of your market, how fast your market will grow and the market share that you plan to capture.  It is also a function of how quickly you think you can make the market aware of acupuncture in general and your presence as a quality practitioner. Try to support any estimates you make with as much hard data as you can find (e.g., using information from the local Chamber of Commerce or the local Economic Development Council). Take a few moments and think about where you intend to open your practice. How many acupuncturists are already operating in the market? Is there a large enough population to support you as well as these other acupuncturists? How much of the market do you think you can capture? Is it growing? How long will it take you to become established and known? 

***ACTION ITEM: Write a statement that describes your market and the assumptions that underlie the income projections for the first two years.

Profit and Loss Projection

Sales = the number of patients you will be seeing in any given month times how much you are going to charge for your service + any products that you plan to sell to your patients.

COS = (if you will be running a pharmacy and selling other items to your patients) this is the Cost Of Sales, how much the books or bottles of herbal products you sold your patients actually cost you.

Gross Profit = Sales – COS

REMEMBER as you project expenses they do not always remain constant. You may have accounting expenses only before taxes are due and advertising expense will change depending upon what you have planned at different times during the year. Always project some amount for miscellaneous expenses because no matter how well you think you have thought out what is going to happen there will always be additional expenses.

Salary/wages = your pay + any employees

Payroll expense = includes health insurance, unemployment insurance, social security taxes

Legal/accounting = outside professional services

Advertising = direct mailings, yellow pages, web site, newspaper adv.

Office supplies = patient information brochures, general office supplies, acupuncture needles, etc.

Dues/subscriptions = association dues, magazine subscriptions

Utilities = the cost of water, heat, light, etc.

Rent = list only real estate used in business

Insurance = fire or liability on property, workers’ compensation, malpractice

Loan payments = Interest and/or principal payments made on outstanding loans

Miscellaneous = unspecified, small unpredictable expenditures

IF YOU NEED ADDITIONAL EXPENSE CATEGORIES (i.e., Automobile Expense, Travel) PLEASE ADD THEM TO THE SPREADSHEET.

Net profit (loss) = subtract total expenses from gross profit; this is a before tax figure

***ACTION ITEM: Fill in the spreadsheet with your projected revenue and expense figures for each month of the year. Do this for the first and second year that you are in business.
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The End Product

If you have gone through this workbook in a step-by-step manner, doing all the Action Items as you go, you are very close to having a completed Business Plan. I suggest that you create this document on your computer and update it, adding notes, milestones, setback, and other observations on a regular basis. If you do this, you will be amazed at how much of your plan you are able to bring to fruition as the weeks and months go by. You may or may not be borrowing money from a lending institution, but you will have a very clear road map showing where you are, where you want to go, and how you plan to get them.  This is an extremely valuable business and personal tool. If you follow through with most of your business plan, referring to it regularly to stay on track, your success in private practice is far more likely.

We wish you the best of luck, but remember that luck is 90% perspiration, and only 10% inspiration.
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