ESTABLISHING YOUR OWN PRACTICE

Establishing a new practice can be clinically and financially rewarding, but it does have its challenges. Whether you're a physician fresh out of training, a solo physician leaving an established group or a number of physicians who decide to set up their own group, there are a number of issues that must be handled before you see your first patient. And, you must allow plenty of time to make sure these issues are thoroughly addressed. Certain operational aspects of the practice can be put into play in a fairly short period of time, literally a few weeks. Others, such as becoming an active participant in managed care plans, Medicare and Medicaid programs, can take several months. 

The practice establishment activities list below outlines the many areas that must be taken under consideration in starting your practice. If you try to accomplish all these tasks yourself or with the help of a spouse or friend, you may be overwhelmed. So, it's a good idea to consider using outside help to make sure that things are done correctly and in a timely manner. There are consultants, accountants and healthcare attorneys who can to assist you. 

Practice Leadership

· Hire a Practice Administrator

· Choose Advisors (Accountant, Attorney, Banker, Insurance Broker, Real Estate Broker, Management Consultant)

Legal/Regulatory

· Establish the practice name

· Setup legal entity

· Write up partnership/employment agreements

· Setup tax identification number

· Purchase malpractice insurance
· Review all legal agreements with attorney

· Design practice logo

Physician

· Notify medical licensure board

· Apply for DEA or change address

· Update NPI information

· Update CAQH database

· Compile all credentialing documents (CV, diplomas, license, DEA, etc)

· Designate CLIA lab director if appropriate

Credentialing/Insurance Participation
· Apply for Medicare/Medicaid numbers or submit appropriate changes
· Assess viability of participation in managed care organizations

· Negotiate managed care contracts

· Prepare application materials

· Apply for medical staff privileges

Facilities
· Setup/build-out space

· Decide on phone system

· Order phone/fax/internet service

· Setup service vendors/utilities

· Consider interior design coordinator to define the practice “look” 

· Order furnishings and office equipment

Personnel 
· Determine number and type of employees needed
·  Identify sources of qualified applicants 
· Recruit employees, perform initial screening and reference checks 
· Develop personnel policies and procedures 
· Write job descriptions
· Determine personnel compensation 
· Setup payroll system

· Setup employee insurance, pension, benefits

· Advertise open positions

· Begin interview process

· Conduct on-site orientation and  training 

Financial Systems and Controls 

· Develop financial projections to facilitate bank financing 

· Determine bookkeeping and billing systems 

· Open business checking account
· Define accounting/tax requirements 

· Establish financial controls and budgets
Technology

· Select practice management/billing system

· Select electronic health record system

· Determine hardware needs (desktops/laptops/monitors/servers/other)

· Define networking and connectivity needs
Billing Procedures/Protocols

· Consider billing options (in-house, outsource)

· Setup practice fee schedule

· Setup credit card acceptance

· Establish co-pay, co-insurance collection process

· Setup bad debt collections process/outside agency

Coding and Compliance

· Design superbill/charge ticket

· Order current coding resources (CPT-IV, ICD-9, HCPCS)

Paper Systems
· Define documentation needs (dictation, etc)

· Determine filing systems, equipment and supplies 

· Purchase/Lease copier/fax/scanner

· Determine forms and filing policies 

· Set up medical record request protocol and copying charges

Practice Operations

· Arrange call coverage
· Notify hospital switchboard

· Setup after hours/answering service

· Setup biohazard service

· Setup reference lab (if necessary)

· Review OSHA Requirements

· Order printed materials (practice brochures, business cards, etc)

· Procure clinical equipment

· Setup up supply vendors (medical, pharmaceutical, office)

· Setup contract vendors (landscape, cleaning, uniforms, trash, pest control)

· Notify CLIA if lab is onsite

Patient Scheduling 

· Develop appointment schedule template
· Determine appointment policies and procedures 

· Setup appointment confirmation process

· Order appointment cards
Practice Marketing 

· Order marketing materials

· Create and implement a practice marketing plan to build your patient base 

· Notify local physicians
· Consider an open house

· Press release to local media

· Contact hospital referral service
The first thing to do once you decide to establish your own practice is to think about all of these activities and plan who will be responsible for completing each of them. You should also establish a definitive time line for accomplishing them. This is a simple planning process that may take an hour or two, but will ensure that you address everything that is necessary in order for you to make the smooth transition into your new practice. 

The checklist below is fairly self-explanatory. However, a few points are worth noting. The tasks are listed, generally, in the order in which they need to be completed. For example, you usually cannot acquire hospital privileges unless you show that you have a state medical license and malpractice coverage. Likewise, you cannot apply for managed care numbers unless you have a state license, malpractice coverage and hospital privileges. 

Start and finish dates should be assigned for each task. Make sure there is a clear understanding of responsibilities. Task assignment and deadlines help set realistic expectations for completion of all necessary activities. Also, be sure to note when a task is complete to fully measure your progress and reestablish priorities as you move forward. To help you complete some of these activities, we have included a listing of helpful Web sites at the end of the checklist. 

CHECKLIST FOR PRACTICE ESTABLISHMENT 

	 
	 
	 
	 
	Task Assignment
	

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Interview and select a healthcare attorney
	
	
	
	
	
	9 mos

	
	Register corporate name(if appropriate)
	
	
	
	
	
	9 mos

	
	Determine the legal structure of your practice
	
	
	
	
	
	9 mos

	
	Complete SS-4 for Federal Tax ID Number 
	
	
	
	
	
	9 mos

	
	Choose Practice Advisors (Accountant, Bank, Insurance, Real Estate, Management Consultant)
	
	
	
	
	
	6 mos

	 
	 
	 
	 
	Task Assignment
	 

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Open a bank checking account
	 
	 
	 
	 
	 
	 6 mos

	
	Determine the size and location of your office
	
	
	
	
	
	6 mos

	
	Complete a lease agreement if needed
	
	
	
	
	
	6 mos

	
	Determine practice accounting system
	
	
	
	
	
	6 mos

	 
	Obtain professional liability insurance coverage
	
	
	
	
	
	6  mos

	
	Examine net worth in terms of capital for start-up costs
	
	
	
	
	
	6 mos

	
	Review other insurance needs (office liability, fire, contents, etc)
	
	
	
	
	
	6 mos

	
	Negotiate a loan for practice establishment w/ a lending institution
	
	
	
	
	
	6 mos

	
	Develop Statement of Needs and Projection of Income & Expenses 
	
	
	
	
	
	6 mos

	
	Consider Billing Options (in-house, outsource)
	
	
	
	
	
	6 mos

	
	Decide on Practice Management/Billing System
	 
	 
	 
	 
	 
	 6 mos

	
	Decide on Electronic Health Record System
	
	
	
	
	
	6 mos

	
	Define communication infrastructure, server needs
	
	
	
	
	
	6 mos

	
	Determine electronic hardware needs. Solicit bids.
	
	
	
	
	
	6 mos

	
	Determine managed care participation needs
	
	
	
	
	
	6 mos

	
	Negotiate managed care contracts
	
	
	
	
	
	6 mos

	
	Determine medical records system. Solicit bids.
	 
	 
	 
	 
	 
	 6 mos

	
	Design practice logo
	
	
	
	
	
	120 days

	 
	 
	 
	 
	Task Assignment 
	 

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Notify state medical licensure board
	 
	 
	 
	 
	 
	 120 days

	
	Setup credit card acceptance
	
	
	
	
	
	120 days

	
	Designate Lab Director 
	
	
	
	
	
	120 days

	
	Notify CLIA of lab complexity
	
	
	
	
	
	120 days

	
	Contract with reference lab
	
	
	
	
	
	120 days

	
	Compile general credentialing documents
	 
	 
	 
	 
	 
	 120 days

	
	Apply for DEA Number/Change of Address*
	
	
	
	
	
	120 days

	
	Make application for hospital privileges
	 
	 
	 
	 
	 
	 120 days

	
	Input/update CAQH database.
	
	
	
	
	
	120 days

	
	Apply for participation with Managed Care Organizations (MCO)
	 
	 
	 
	 
	 
	 120 days

	
	Apply for insurance (MCO) provider numbers
	 
	 
	 
	 
	 
	 120 days

	
	Order medical record system/supplies if needed.
	 
	 
	 
	 
	 
	 120 days

	
	 Notify/Apply for Medicare  NPI
	 
	 
	 
	 
	 
	 90 days

	
	Determine if practice is located in a HPSA*
	 
	 
	 
	 
	 
	 90 days

	
	Determine if Medicare supplier number is needed for supplies
	 
	 
	 
	 
	 
	 90 days

	
	Contact city hall re: ordinances on signage. Order signage
	 
	 
	 
	 
	 
	 90 days

	
	Generate clinical equipment inventory list. Solicit bids.
	 
	 
	 
	 
	 
	 90 days

	
	 Setup charge capture and co-pay collection process
	 
	 
	 
	 
	 
	 90 days

	
	
	
	
	Task Assignment
	

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Generate inventory lists of furniture needs. Solicit bids.
	 
	 
	 
	 
	 
	 90 days

	
	 Setup service contractors, i.e. utilities, landscape, cleaning, biohazard, pest control, laundry
	 
	 
	 
	 
	 
	 90 days

	
	Contact the telephone company re: white/yellow page listing 
	 
	 
	 
	 
	 
	 90 days

	
	Determine parameters of phone system. Solicit bids.
	 
	
	 
	 
	 
	 90 days

	
	Generate business office equipment inventory list. Solicit bids
	 
	 
	 
	 
	 
	 90 days

	
	Determine office hours.
	
	
	
	
	
	90 days

	
	Contact the county/city clerk's office about business licenses.
	
	
	
	
	
	90 days

	
	Place furniture order
	
	
	
	
	
	60 days

	
	Design Superbill
	 
	 
	 
	 
	 
	 60 days

	
	Develop back-up procedure and after-hours call coverage.
	 
	 
	 
	 
	 
	 60 days

	
	Arrange for or develop procedures for x-ray services
	 
	 
	 
	 
	 
	 60 days

	
	Develop letters of introduction. Visit referral sources.
	 
	 
	 
	 
	 
	 60 days

	
	Order internet/fax service
	
	
	
	
	
	60 days

	
	Select hazardous waste disposal vendor.
	 
	 
	 
	 
	 
	 60 days

	
	Generate consumable clinical and business supply inventory list.
	 
	 
	 
	 
	 
	 60 days

	
	Develop standard fee schedule.
	 
	 
	 
	 
	 
	 60 days

	
	
	
	
	Task Assignment
	

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Develop billing and collection policy/procedures.
	 
	 
	 
	 
	 
	 60 days

	
	Prepare financial policy for handling of cash and checks.
	 
	 
	 
	 
	 
	 60 days

	
	Select collection agency
	
	
	
	
	
	60 days

	
	Develop job descriptions for staff.
	 
	 
	 
	 
	 
	 60 days

	
	Place an employment ad for personnel.
	 
	 
	 
	 
	 
	 60 days

	
	Place your clinical equipment order.
	 
	 
	 
	 
	 
	 60 days

	
	Place your business office equipment order.
	 
	 
	 
	 
	 
	 60 days

	
	Place your accounting/computer system order.
	 
	 
	 
	 
	 
	 60 days

	
	Request office payroll withholding booklets.
	 
	 
	 
	 
	 
	 60 days

	
	Ensure that registration forms for DOL and State Tax are prepared.
	 
	 
	 
	 
	 
	 60 days

	
	Place magazine subscription orders.
	 
	 
	 
	 
	 
	 60 days

	
	Ensure completion of organization legal documents.
	 
	 
	 
	 
	 
	 60 days

	
	Order CPT-4, HCPCS, ICD-9CM code books*
	
	
	
	
	
	60 days

	
	Develop an appointment scheduling format and guidelines.
	
	
	
	
	
	60 days

	
	Arrange call coverage
	
	
	
	
	
	60 days

	
	Install the telephone system and answering device/service.
	
	
	
	
	
	60 days

	
	Erect office signs
	
	
	
	
	
	60 days

	
	
	
	
	Task Assignment
	

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	 Notify local pharmacies
	 
	 
	 
	 
	 
	 30 days

	
	Develop final personnel policies for your staff.
	 
	 
	 
	 
	 
	 30 days

	
	Develop a written exposure control plan.
	 
	 
	 
	 
	 
	 30 days

	
	Arrange installation of medical/office equipment.
	 
	 
	 
	 
	 
	 30 days

	
	Design/order printed materials (business cards, announcements, etc).
	 
	 
	 
	 
	 
	 30 days

	
	Place consumable clinical supply order.
	 
	 
	 
	 
	 
	 30 days

	
	Place business office supply order
	 
	 
	 
	 
	 
	 30 days

	
	Notify hospital switchboard
	
	
	
	
	
	30 days

	
	Interview/select transcription service.
	 
	 
	 
	 
	 
	 30 days

	
	Interview/select prospective employees.
	 
	 
	 
	 
	 
	 30 days

	
	Establish personnel file on each employee (W-4, I-9, etc.)*
	 
	 
	 
	 
	 
	 30 days

	
	Develop practice opening announcement for local newspapers.
	 
	 
	 
	 
	 
	 30 days

	
	Mail formal practice opening announcements.
	 
	 
	 
	 
	 
	 30 days

	.
	Start Scheduling Appointments
	 
	 
	 
	 
	 
	 30 days

	
	Provide staff training/orientation.
	 
	 
	 
	 
	 
	 15 days

	
	Provide initial OSHA training.
	 
	 
	 
	 
	 
	 15 days

	
	Setup equipment and supplies
	 
	 
	 
	 
	 
	 15 days

	
	Have facility thoroughly cleaned
	 
	 
	 
	 
	 
	 7 days

	
	
	
	
	Task Assignment
	

	Task #
	Task Description
	Start
	Finish
	Physician
	Admin
	Other
	Timeline

	
	Conduct a “practice” run
	 
	 
	 
	 
	 
	7 days


