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Aim of this document
This document is a guide for nurses on how to write a business case for establishing a nurse clinic in a primary health 
care setting. It identifies the key elements of a business case and provides guidance on how to develop a business 
case. A business case template is available as an Appendix to assist you in structuring the document to suit your 
individual needs.

What is a business case?
The purpose of a business case is far broader than the financial benefits of maintaining or increasing profits and 
customers. Whilst this is important for some organisations, there is likely to be a range of other valued outcomes. 
These may include increasing access to care, meeting accreditation standards, achieving evidence-based clinical 
standards, improving population health outcomes and better utilising staff skills.

A business case is:

“An argument, usually documented, that is intended to convince a decision maker to approve some kind of action …  
the conclusion should be a compelling argument for implementation.” 

A business case includes a clear rationale for an initiative; an analysis of likely benefits and costs, and a way forward. 
A business case is not just a budget, or operational case. Rather, it is a written justification for change, intended to 
convince decision makers that change is warranted and that new processes will be achievable and sustainable. A 
business case for a nurse clinic does not have to be an extensive document. A simple yet effective business case can 
be as short as three or four pages.

Why prepare a business case?
Writing a business case for a nurse clinic has two key purposes:

1. To help the author and stakeholders consider all aspects in the planning, implementation and  
evaluation of the clinic.

For example:

 – Is the purpose for establishing the nurse clinic clear to all, and is it justified? 

 – What resources will be needed? 

 – How will it benefit patients, and which patients in particular? 

 – What will the implications be for administrative staff? 

 – How and when will general practitioners and other staff be involved? 

 – What are the risks? 

 – How will it be funded? 

 – How will the clinic impact on accreditation planning? 

 – How will the clinic be marketed? 

 – How will it be evaluated? 

 – What additional policies may be needed, and what existing policies and procedures may need to be updated?
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2. To convince others that establishing the nurse clinic is a worthy idea. 

Decision makers such as practice principals and clinical managers need to appreciate the merit of the idea before 
they commit resources and authorise change. Other staff also need to be convinced of the clinic’s merits, as it may 
impact on their responsibilities or workflow.

Preparing a business case will help you anticipate queries and predict potential issues or problems. It will also 
demonstrate that you acknowledge a nurse clinic will have implications for the organisation and other team 
members. Ultimately, your business case should demonstrate that the benefits of the clinic will outweigh the costs 
and resources required in its establishment.

Elements of your business case
This section describes each element of a business case. It can be used as a guide for preparing a business case for a 
nurse clinic.

1. Executive summary
What is contained within this business case document?

An executive summary provides the reader with a ‘snapshot’ of the document. 

The executive summary should answer the following questions:

 – What is being proposed?

 – Why it is being proposed?

 – Who will be involved? How will they be affected?

 – How much will it cost? How much will it earn?

 – What are the risks?

 – When will it happen, if approved?

 – How will it be evaluated?

It’s good to write the executive summary at the end of the process, to ensure you capture all critical elements. 
Alternatively, you can draft an initial executive summary to capture your thoughts, and then revise it when the 
document is almost complete.

2. Rationale
Why does our organisation need a nurse clinic?

The reasons may be:

 – meeting a need for higher quality care in a specific population

 – following a clinician’s special interest in a particular health need

 – addressing an identified local, state or national health need

 – adopting a quality improvement strategy and/or helping meet accreditation requirements, or

 – meeting specific agency goals such as improved customer service, attracting new customers or retaining existing 
customers.
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Wherever possible, clear and unbiased evidence should be used to support the rationale. Sources of evidence 
include a clinical audit of patient records, clinical reflection in team meetings, patient feedback, Australian Bureau of 
Statistics reports , or a regional health needs analysis conducted by an independent organisation such as your 
Primary Health Network.

When developing your rationale it is important to consider what motivates the agency’s decision makers and to tailor 
your rationale and business case accordingly. Decision makers may be motivated by factors such as:

 – achieving clinical best practice

 – being seen as innovative

 – increasing patient throughput

 – increasing profit

 – providing more services for patients

 – decreasing waiting times, and

 – improving quality of care.

3. Standards and evidence
What standards and evidence will we use as a basis for clinical care, and to ascertain professional development 
needs?

This section should describe the standards and evidence that will be used as a basis for care in the nurse clinic.  
Once the standard is described, it may also be an opportunity to identify and describe professional development 
needs. 

Standards may include general standards for general practices and primary health care organisations, as well as best 
practice clinical standards for particular clinical topics.

Clinical Guidelines

Relevant evidence-based clinical guidelines should be sourced and used in the establishment and monitoring of 
nurse clinics. They may be published by:

 – professional associations (e.g. National Evidence Based Guideline for Diagnosis, Prevention and Management of 
Chronic Kidney Disease in Type 2 Diabetes)

 – peak organisations 

 – academic literature, and 

 – sources such as the National Health and Medical Research Council (https://www.nhmrc.gov.au/).

Competency

Nurse clinics offer nurses opportunities to provide a specialised service that can be measured against competency 
standards as part of ongoing professional development. Some relevant competency standards include: 

 – The Nursing and Midwifery Board of Australia’s professional standards. Professional standards define the practice 
and behaviour of nurses and midwives and include: codes of conduct, codes of ethics, guides to professional 
boundaries, and standards for practice/competency. 

 – The Competency Standards for Nurses in General Practice developed by the Australian Nursing and Midwifery 
Federation. 

 – Clinically specific competency standards
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Professional development and mentoring

Self-assessment against competency standards may identify a need for further professional development. This may 
be acquired through formal education, short courses, conferences and workshops. 

Nurses may also benefit from having a mentor or coach with relevant clinical expertise to guide the establishment of 
a nurse clinic and assist in the assessment of competencies. A mentor nurse with specific expertise may be known 
locally or sourced by specialist nursing professional associations. 

Finally, nurses will need to keep up to date with products, pharmacology and evidence related to the nurse clinic’s 
specialty. Mentors, coaches and disease-specific organisations may be of assistance.

Any identified need for professional development and mentorship or coaching should be identified in the business 
case, along with a case for meeting and financing these needs.

4. Aim, objectives and scope
What is the nurse clinic aiming to achieve, by when and for whom?

The business case should clearly identify the aim of the nurse clinic and how the agency will achieve that aim. A set 
of clearly defined objectives will focus resources on achieving that aim and help you to decide how to evaluate the 
clinic. It is recommended that each objective be S.M.A.R.T.

 – Specific: the goal should be clear and unambiguous, outlining the ‘what’, ‘why’, ‘who’, and ‘where’

 – Measurable: you need be able to measure whether or not the goal has been achieved within a specified 
timeframe

 – Attainable: goals need to be realistic and attainable, otherwise they will lack meaning

 – Relevant: goals should be relevant to the overarching business or clinical goals of the agency and the needs of 
others within the agency

 – Time-bound: a commitment to achieving the goal within a specified timeframe will focus the team’s efforts.

5. Resources required
What human resources and equipment are needed to establish and maintain the clinic?

Human resources

Nurse clinics are a team effort and careful consideration of skills and competencies is warranted. The business case 
will need to not only identify the people required but also how they will work together. 

For example, establishing a clinic may require the active participation and support of one or more of the following:

 – general practitioners

 – allied health professionals

 – specialists. 
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Nurse clinic operations are likely to involve:

 – administrative staff

 – clinical managers

 – finance personnel. 

The use of patient flow diagrams that identify internal workflows and internal and external referral pathways are also 
helpful. These will help clearly define roles for and interactions between:

 – patients and their carers – how will the clinic promote their rights and responsibilities and support self-
management of conditions?

 – people within the agency – what impact will the clinic have on the roles of GPs, allied health professionals, 
managers and administrative staff?

 – people outside the practice – how will the clinic ensure that patients are referred to other health professionals 
such clinical nurse consultants, nurse practitioners, pharmacists, medical specialists and allied health 
professionals? How will the clinic provide coordinated care?

Products and equipment

A variety of products and equipment may need to be sourced to run the clinic including patient resources and 
clinical equipment. An inventory check within the agency will identify related products and equipment already 
available as well as additional stock required. The business case should distinguish between products and equipment 
needed at the clinic’s outset, and those needed on an ongoing basis. 

The requirement for the use and/or purchase of more specialised equipment should be established in collaboration 
with the other clinicians. The business case should also identify training needs in the use of equipment and 
interpretation of results.

6. Finances
How will the clinic be sustainably financed?

Nurses must identify sustainable sources of funding to pay for their clinic’s services. The way healthcare is funded 
can influence the structure and viability of clinical service models and the roles and tasks of nurses that work within 
these services. Funding may come from various sources including:

 – federal, state, territory and local governments

 – philanthropic grants, and

 – patients who pay ‘out of pocket’ costs.  

In order to proceed with an innovative nurse clinic, a nurse needs to:

 – identify potential sources of funding

 – understand the conditions around the use of that funding

 – discuss financing ideas with their managers, and

 – monitor funding in partnership with others within their organisation.
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7. Risk management
Changes to health care delivery entail a level of risk. Your business case should identify those risks and outline how 
they will be prevented or managed. 

Potential risks in opening a nurse clinic include:

 – Clinical risk

• Encountering a level of clinical or psychosocial complexity that cannot be addressed within your scope of 
competency 

• Risks specific to the clinical focus of the clinic 

• Non-adherence to clinical standards

 – Financial risk 

• Costs are not recouped

• Poor systems for generating income, e.g. long consultations 

• Unpaid patient accounts

• Reliance on a time-limited grant

 – Non-compliance with Medicare Australia rules for MBS item numbers that are used within the clinic, such as case  
conference items

 – Patient expectations are not anticipated or managed

 – Staff turnover and loss of clinical expertise which may threaten sustainability.

Your business case should include a simple matrix that identifies the risk, the likelihood of that risk occurring, the 
impact on the clinic if the risk occurs and the strategies employed to reduce, mitigate or eliminate risks. A risk matrix 
is included in the Appendix as part of the business case template.

8. Implementation Plan
This section should outline the activities needed to establish the clinic and timelines associated with those activities.  
It is essentially a short case showing the clinic will be implemented within a reasonable timeframe. A sample 
implementation plan is included in the Appendix – the business case template.

9. Monitoring and Evaluation
This section will outline how you intend to monitor whether the clinic is on track to achieve its goals and objectives, 
monitor risks, and evaluate progress. Typically in a business setting the project lead will compile and submit weekly, 
monthly or quarterly reports that outline whether a venture is meeting its goals alongside other reporting. Therefore 
when reporting on the nurse clinic to your manager, involving other team members may be appropriate.

Cases for quality audits may also be outlined in this section, such as:

 – frequency of quality audit

 – method of quality audit. e.g. patients of the clinic selected randomly for audit of clinical outcome and interview; 
pre-clinic and post-clinic patient survey

 – clinical components of audits, e.g. wound healing time by wound type, HbA1c results, blood pressure

 – patient enablement and satisfaction components of audits or surveys, e.g. satisfaction with the clinic, whether 
patients understand their illness and their role in healing or management, and suggestions for clinic 
improvement.
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10. Conclusion
The conclusion is an opportunity to restate your compelling arguments. It should outline the immediate ‘next steps’. 
It may also outline the need to further consult with others within or outside the organisation. 
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