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FREE OWNER RESOURCE

Independent Pharmacy
Startup Roadmap
A practical sequence from concept and site selection
through licensing, credentialing, opening readiness and the first 90 days.

Pharmacy Operations. Ownership. Growth.
Build better. Operate smarter. Grow with purpose.
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How to use this roadmap
Opening an independent pharmacy is not one application - it is a sequence of interdependent decisions. Use this roadmap to
organize the work, identify what must happen first, and prevent expensive rework.

Important: Requirements vary by state, pharmacy model, payer mix, and controlled-substance activity. This
roadmap is operational guidance, not legal, tax, accounting, or regulatory advice.

The ownership sequence at a glance

1
Define

Model, market, capital

2
Validate

Location and feasibility

3
Establish

Entity, banking, financing

4
License

Board and regulatory sequence

5
Credential

NPI, NCPDP, DEA, payers

6
Build

Design, systems, vendors

7
Prepare

Staff, SOPs, inventory

8
Launch

Opening readiness + first 90 days
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PHASE 1 | CONCEPT + BUSINESS MODEL

Decide what you are building before you decide what to rent.

[ ] Define the pharmacy model: traditional retail, specialty niche, LTC, compounding, adherence/packaging,
delivery-heavy, clinic-adjacent, cash-pay, or hybrid.

[ ] Identify the target patient population and the healthcare referral ecosystem around it.

[ ] Draft a 12- to 24-month financial model including startup costs, inventory, payroll, rent, technology, insurance, and
working capital.

[ ] Determine initial ownership structure and identify professional advisors: attorney, CPA, lender, insurance, and
pharmacy consultant as needed.

[ ] Set a preliminary opening target date, then work backward from licensing, credentialing, buildout, and payer
timelines.

PHASE 2 | LOCATION + FEASIBILITY

A good lease cannot rescue a bad pharmacy location.

[ ] Evaluate demographics, nearby prescribers and clinics, traffic patterns, parking, visibility, delivery radius,
competition, and neighborhood growth.

[ ] Confirm local zoning and whether the proposed premises can legally operate as a pharmacy.

[ ] Assess square footage against the operating model - prescription production, inventory, consultation, pickup,
waiting, storage, compounding or packaging if applicable.

[ ] Model rent and occupancy costs as a percentage of expected gross profit, not just projected revenue.

[ ] Negotiate lease contingencies tied to pharmacy licensing, buildout approvals, and other critical conditions before
becoming fully committed.
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PHASE 3 | ENTITY + CAPITAL

Create the business infrastructure that every downstream application will depend on.

[ ] Finalize legal entity and ownership percentages with appropriate professional guidance.

[ ] Obtain EIN and establish business banking.

[ ] Finalize financing and preserve adequate working capital for inventory and reimbursement lag.

[ ] Secure insurance appropriate to the operation, including general/professional liability and required employment
coverages.

[ ] Keep the legal business name, DBA, address, owners, phone number, and email consistent across applications
whenever possible.

PHASE 4 | LICENSING + CORE IDENTIFIERS

Sequence matters. One incorrect address or ownership detail can ripple through multiple
applications.

[ ] Review the state Board of Pharmacy or licensing agency requirements for a new pharmacy and
pharmacist-in-charge.

[ ] Confirm inspection, security, equipment, signage, records, controlled-substance, and physical-premises
requirements.

[ ] Complete state pharmacy license steps in the required order and track every submission, fee, and deficiency notice.

[ ] Obtain/confirm organizational NPI when appropriate for the pharmacy entity.

[ ] Apply for NCPDP pharmacy identifiers and related profile setup.

[ ] Complete DEA registration if the pharmacy will handle controlled substances, following applicable federal and state
requirements.
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PHASE 5 | PAYER + NETWORK READINESS

Being licensed does not mean you are ready to adjudicate claims.

[ ] Determine PSAO/direct-contract strategy and understand the tradeoffs before signing agreements.

[ ] Begin payer/PBM credentialing as early as allowed; maintain a tracker for application status and effective dates.

[ ] Validate Medicaid/Medicare or other program enrollment requirements when applicable.

[ ] Confirm electronic funds transfer, remittance, reconciliation, and reconciliation responsibility.

[ ] Before opening, test claim adjudication and reversals with the pharmacy system and confirm network effective dates.

PHASE 6 | TECHNOLOGY + VENDORS + DESIGN

Design the pharmacy around workflow, not around furniture.

[ ] Select pharmacy management system, POS, e-prescribing interfaces, payment processing, phones, internet,
printers/scanners, and cybersecurity controls.

[ ] Select primary wholesaler and secondary sourcing strategy; understand opening-order requirements, terms, returns,
and short-dated product handling.

[ ] Build the physical workflow from prescription intake through production, pharmacist verification, pickup, delivery, and
exception handling.

[ ] Plan secure storage, controlled-substance areas, refrigerator/freezer monitoring, supplies, consultation space, and
back-office functions.

[ ] Create a vendor implementation calendar so systems are installed and tested before inventory arrives.
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PHASE 7 | PEOPLE + SOPs + INVENTORY

Opening day should be the first repetition of a tested process - not the first time the process
exists.

[ ] Hire and credential staff early enough for training, background checks, licensing, payer requirements, and system
access.

[ ] Define pharmacist, technician, cashier, delivery, and management responsibilities.

[ ] Develop SOPs for dispensing, controlled substances, inventory, recalls, returns, deliveries, privacy, security, quality
assurance, incident management, business continuity, and other required operations.

[ ] Build the opening formulary/inventory plan from expected demand; avoid filling shelves simply because space exists.

[ ] Create cycle-count, reorder, excess inventory, short-dated, and return-to-stock procedures from day one.

PHASE 8 | OPENING READINESS + FIRST 90 DAYS

A smooth opening is mostly decided before the doors open.

[ ] Conduct a mock opening: receive prescription, adjudicate, fill, verify, collect payment, reverse, rebill, deliver, and
document.

[ ] Verify all licenses, certificates, posted notices, logs, policies, controlled-substance processes, and emergency
contacts.

[ ] Confirm initial inventory, cash controls, security, refrigerator monitoring, delivery process, and after-hours
contingency.

[ ] Set weekly KPIs for the first 90 days: prescriptions, gross profit, inventory dollars, labor hours, wait time, delivery
volume, rejection trends, and cash position.

[ ] Schedule 30-, 60-, and 90-day operating reviews and adjust workflow before bad habits become permanent.
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Suggested launch tracker
Use this as a planning framework. Replace timing with the actual requirements for your state, project, and payer strategy.

Planning Window Primary Focus

6-12+ months Business model, financing, market feasibility, location search

4-9 months Lease/site control, entity setup, Board/licensing work, design/buildout

3-8 months NPI/NCPDP/DEA as applicable, payer/PSAO credentialing, technology/vendor selection

2-4 months SOP development, hiring, wholesaler setup, systems implementation

30-60 days Opening inventory, staff training, payer effective-date verification, mock workflows

0-30 days Final readiness, opening, daily issue log, weekly KPI review

30-90 days Inventory optimization, labor calibration, rejected-claim review, workflow stabilization

Red flags that deserve attention early
[ ] Signing a lease before confirming pharmacy use, licensing feasibility, and buildout requirements.

[ ] Underestimating working capital and assuming reimbursement will immediately fund operations.

[ ] Waiting until the end of the project to begin payer/network work.

[ ] Using inconsistent ownership, address, or business-name information across applications.

[ ] Buying opening inventory based on shelf capacity instead of projected demand.

[ ] Treating SOPs as an inspection document rather than the operating system for the team.

[ ] Designing the pharmacy around aesthetics rather than prescription and people flow.
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Opening-readiness final check
[ ] Required licenses/registrations are active and displayed or maintained as required.

[ ] Pharmacy system, e-prescribing, POS, phones, internet, printers/scanners and payment processing are tested.

[ ] Wholesaler account is active; receiving, returns, recalls and controlled-substance processes are defined.

[ ] Payer/network effective dates are confirmed and sample claims have been tested where possible.

[ ] Opening inventory matches expected demand and high-cost inventory has explicit controls.

[ ] All staff roles, licenses, logins, training and schedules are ready.

[ ] SOPs are accessible and staff know how to use them.

[ ] Delivery, pickup, patient communication, privacy, security and emergency procedures are tested.

[ ] Refrigerator/freezer monitoring and temperature excursion procedures are operational.

[ ] Daily/weekly KPIs and cash-monitoring routines are established for the first 90 days.

Need help turning the roadmap into an execution plan?
AdviseRx can support prospective owners through targeted advisory or coordinate qualifying projects from

location evaluation through opening readiness.

Book a 15-minute strategy call: calendly.com/adviserx/15mins
hello@advise-rx.com | advise-rx.com


