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Duration: 7 hours [9 a.m. – 4 p.m.]
Learning Goals: Health professionals will learn what it means to be an owner or owner/manager of a business [what] so that they can manage their businesses as effectively as possible [why].

Learning Objectives:  During this session, the participants will:

a. Define what it means to be in business;
b. Discuss the potential conflict between business needs and medical ethics;

c. Plan how to manage this potential conflict;
d. Describe the key concerns of business at different stages of development;
e. Determine the current and desired stage of their business;

f. Discuss the next step; and

g. State their key takeaway from the session.
Pre-Session Preparation:

	Start Time:  9:00
	SECTION 1:  WELCOME
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	1-2
3-5
6
	1

2

3
4

	Pre-Test

Lecturette overview of session format, agenda, and learning objectives

Brief introductions


	Pre-Test:  Hand out the Pre-Test and have everyone complete it and give it back to you in order to compare to the Post-Test at the end of the session.

Score each Pre-Test by putting a check mark in front of the questions participants answered incorrectly and then adding up the checkmarks, placing the number of wrong answers in the upper right hand corner.
Common Ground Questions:  Welcome the group and ask: 
-“How many of you have a small private medical practice?”
-“How many of you think of your practice as a business?” 

As you ask the questions, model raising your hand, so the participants know to raise their hand if their answer to a question is “yes.”

Keep asking questions until everyone has raised their hand at least once. 

“Well, by the time you leave this session today, you will be able to answer whether or not your health practice is a business.”

Opening Comments: Introduce yourself. Explain the format of the session (start and stop times, 10-minute breaks approximately every hour, etc.).
Materials: Review how the materials are laid out in their manual.  Point out that the Table of Contents contains documents in bold print (agenda items), documents in italicized print (participant activities), and documents in regular print (reference materials). 

Training Approach: Explain the training approach: the major content is in their participant packet and not in the PowerPoint, which is why they will not receive a copy of the PowerPoint.

Agenda and Learning Objectives:  Read these out loud.

Introductions:  Tell them:  “When the ball is tossed to you, please stand up and quickly introduce yourself by:

1.   your name;

2.   your position;

3.   your business; and

4.   how long you have been in business.

Then throw the ball to someone who is facing you and expecting it to come his or her way. Once you have introduced yourself and thrown the ball, you can sit down.”

Learning Contract: Establish a “learning contract” with the participants. Tell them: “If at any time you feel that the program is not meeting your needs, please tell me. At the end of the session, instead of standing in front of the group telling you what you should have learned, I will call on each of you to identify your key learning or takeaway from the session."
	10 minutes
20 minutes




	Start Time:  9:30
	SECTION 2: IS A HEALTH PRACTICE A BUSINESS?
	20 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	7-8

	5


	Brainstorming


	Discussion Questions:  The participants are split into two groups to stand and brainstorm their responses to one of these statements: “My health practice should be treated as a business” or “My health practice should NOT be treated as a business.” A volunteer participant posts their responses on a flip chart.

The volunteer scribes report out their group’s responses.


	10 minutes
10 minutes

	Start Time:  9:50
	BREAK
	10 minutes

	Start Time: 10:00
	SECTION 2: IS A HEALTH PRACTICE A BUSINESS? continued
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	9

	6


	Individual worksheet

Directed large group discussion


	Individual Worksheet: Tell them:  “On page 6, you will see that there are three sectors of organizations: government, which provides necessary public services and provides regulatory oversight; private business, which provides products or services to customers; and NGOs or non-government organizations, which include religious, charitable and advocacy organizations. These provide services to people in need and may work for social transformation. [Note: Ask for examples of each sector.]
This table also indicates their respective operational profits or benefits. There is a social benefit from government operations, a financial benefit from private business operations, and a welfare benefit from NGOs.

Your task, working independently, is to put a circle around all of the descriptions that you feel fit your health practice. Be prepared to explain your selections.”

Directed Large Group Discussion:  Ask them and listen to their responses, without affirming or disagreeing with what they say:

“If you only look at the Sector column, where would you place your health practice?”  [They may say private business or NGO. Ask for volunteers to explain the rationale for their choices.]

“If you only look at the Purpose column, where would you place your health practice?" [They may say NGO. Ask for volunteers to explain the rationale for their choices.]

“If you only look at the Operational Profit or Benefit column, where would you place your health practice?” [They may say social or welfare. Ask for volunteers to explain the rationale for their choices.]

Tell them: “Okay, let’s see what we have." [Use the responses that are appropriate, based on the participants’ answers.]

“For those of you who feel that your health practice is more of an NGO than a private business, I have one question for you: Who does the majority of the work for your practice, paid employees or volunteers?" [Get their responses.] 
“If paid employees do the majority of the work, then your health practice is a business.”
“Finally, let’s talk about the operational profit or benefit column. Is there a social benefit as a result of your health care services?” [Get their responses- many may say “yes.”] 

“Is there a welfare benefit as a result of your health care services?” [Get their responses- many may say “yes.”] 

“You’re absolutely correct if you feel there is a social or welfare benefit from your services. But I have one last question: If you do not see a financial profit from your health practice, can you stay in business?

I ask this, assuming that you don’t have a large trust fund or wealthy backer who doesn’t mind if your business operates at a loss. So, let’s have a show of hands: How many of you need to have money coming in if you want to continue your health practice?” [Get their responses.]
“I thought so. You may feel that your services provide a social or welfare benefit, and they definitely do. However, the bottom line is that your health practice is a private business that must make a financial profit to survive.

After the break, we’ll discuss how business imperatives and medical imperatives can create some difficult choices for you."
	10 minutes
10 minutes
30 minutes



	Start Time:  10:50
	TEA BREAK
	10 minutes


	Start Time:  11:00
	SECTION 3: BUSINESS VERSUS MEDICAL IMPERATIVES
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	10-11

12
	7

8


	Debate

Debate preparation

Debate

Debriefing


	Debate in a Fishbowl:  Tell them: “In our previous activity, it was clear that many of you feel strongly that your health practice provides a social and welfare benefit. That commitment and belief can lead to some difficult choices in certain situations; specifically, situations where a person needs your services but is not able to pay for them. Have any of you had difficulty deciding what to do in that situation? In a moment, we’ll find out how you’ve handled it so that we can come up with some best practices. However, right now we’re going to explore the pros and cons of two different positions on the subject. We will be using a debate, so we will need two groups.”

[Create two groups from the participants. The following three methods take progressively more time to do: You can split the room in half; have everyone count off by 1 and 2; line everyone up by month and day of their birth, from January 1 to December 31, and then have them count off by 1 and 2.]
Either assign a position to each group or ask them if they have a preference.
Tell them: “You’re going to have 10 minutes to come up with a list of reasons why your group’s position is correct- or why the other group’s position is incorrect. Make sure to select a volunteer to represent you in the debate.” Have the participants create a circle, one half of which is the group with the business imperative position and the other half of which is the group with the medical imperative position. Have the two debaters stand in the middle of the circle.

Tell them:  "When I give the signal, either debater can begin. Your group can shout out encouragement or additional points for you to make during the debate. I’ll let you know when the debate is over. Ready, set, go!”

[Let the debate continue until the debaters either run out of things to say or one debater has clearly won the debate. Ask the group to give the debaters a hand and, if you can, provide each debater with a small token gift.]

Debriefing:  Ask the group: “Did anyone leave the debate with a clear decision regarding what you yourself will do when faced with this situation?”  [Get their responses- yes or no.]  “Well, whether you have a clear plan of action or not, when we come back from break we’ll create a list of best practices that can help you.

So, over our break, please be thinking about a strategy you have used or could use in such a situation.” 

[The participants will not be conscious of the fact that their brains are actively thinking about this, but when they return from break they will be all ready to discuss it.] 
	10 minutes
5 minutes
10 minutes
5 minutes
10 minutes
10 minutes

10 minutes



	Start Time:  11:50
	BREAK
	10 minutes

	Start Time:  12:00
	SECTION 3:  BUSINESS VERSUS MEDICAL IMPERATIVES continued
	60 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	13

	8

9


	Small Group Discussion
Rotating Flipcharts

Personal Action Plan

Directed Large Group Discussion
	Small Group Discussion:  Explain: “We need some guidance so we know what to do in situations where someone in need cannot pay for our services. Working in your groups, please identify some practical strategies for such situations. These may be strategies you already use or new ones.

Then write them using large print on a flip chart.”

[When the 15 minutes is up, have the groups tape their flip charts on the wall.]

Rotating Flipcharts: Tell them: “In this next activity, please grab a magic marker and look at each of the suggestions on the flip charts. If you like a suggestion, but feel it needs to be revised in any way, go ahead and write your revision on the flipchart.”

Personal Action Plan:  Tell them: “Now walk around and look at the flipcharts one last time. Identify the strategies that most appeal to you and write them down on your personal action plan worksheet. Only list the strategies that you know you will use. These may be a variety of strategies, depending on the situation, or you may identify a progression of strategies.”
Directed Large Group Discussion:  Ask participants to discuss the strategies they have selected and to explain their rationale.
	15 minutes

15 minutes

15 minutes
15 minutes


	Start Time: 1:00
	LUNCH BREAK
	60 minutes

	Start Time:  2:00
	SECTION 4:  THE STAGES OF BUSINESS DEVELOPMENT 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	14
15

	10

11-12

13-15


	Lecturette

Case Studies


	Lecturette:  Tell them:  “Now that you know your health practice is a business and how you plan to operate as a business that has a good cash flow, it will be useful for you to see where your business is in terms of its stage of business development. 

There are three stages of development that many businesses experience:

 (1) craft, (2) promotional, and (3) administrative.

A craft organization is primarily concerned with providing one type of service in order to make a living. The owner provides direct services. Staff has daily access and communication with the owner. It is a relatively static business, not concerned with growth or much interaction with the community.

If the business is going to grow, it moves into a promotional stage.  A promotional organization is primarily concerned with growing in order to attain power, influence and/or wealth. The owner is busy conducting public relations and marketing activities, so staff has limited access. Because of these activities, the owner is removed from providing direct services. It is a very fast growing business, so the owner has to make decisions quickly to take advantage of opportunities. It can be very stressful as lack of access to the owner, lack of time, increased workload, and increased fragmentation begin to take their toll.

As the business services and staff expand, and the attention of the owner is directed externally, there is a need for further internal departmentalization and the establishment of supervisory levels. An administrative organization is primarily concerned with maintaining operations and achieving established goals. Because of the variety of services and staff, there are different departments and supervisory levels. The owner is leading the organization, with little or no time to provide much direct service to clients. To ensure consistency because of the lack of direct access to the owner, there are formal written policies and procedures. It is focused on planned, gradual growth.

Organizations that move through these stages frequently experience the need for improved: communication, coordination, planning, organization, program management, staffing, supervisory training, and wage administration. 

More detailed information about each stage of business development is located on pages 13-15.”

Case Studies: Tell them: “On pages 11 and 12, you will find three different case studies. Working with your table group, your mission (should you choose to accept it) is to determine which stage of business development is relevant to each case study, referring to the descriptions of the three stages on pages 13-15.  Please keep in mind that each stage of business development is  represented in these case studies, so if you decide one is promotional, the others must be either craft or administrative.”


	10 minutes

15 minutes



	16
17
18

19

20

21
22
23

24
	11-12

11

12

13

	Large group discussion


	Directed Large Group Discussion: [Debrief their answers in a general discussion. Start with the first case, asking each table group to provide and explain their answer. Then ask if any other table has a different answer or rationale. To the extent possible, coach the participants to the correct answer if they are incorrect. You could do this by, instead of asking what reasons support a certain stage, asking what reasons eliminate a certain stage. 

For example, if they say that the first case study is a craft organization, ask if the owner is involved in providing direct services to clients. If their answer is no, then it can’t be a craft organization.
The answers provided below provide useful information you can use to coach them. 

If all else fails, tell them the answer.]

[Note: Each case is provided below, with key indicators of the business development stage highlighted in bold print.]

Case A Answer:

Dr. (Mrs.) Sarah Chukwuma used her government pension when she retired from working as a medical officer at the General Hospital to start her own clinic in 2008 in Okokomaiko, Lagos. Dr. (Mrs.) Chukwuma’s clinic is approved by the Medical and Dental Council of Nigeria (MDCN), and her primary source of income is from treating malaria. She diversified her business by joining the National Health Insurance Scheme (NHIS) in 2010, adding family planning (FP) products and services at that time. In addition, she recently began offering voluntary counseling and testing and antiretroviral services. 
Dr. (Mrs.) Chukwuma has six employees who are diligent and hardworking. All financial and medical records are up-to-date.

Dr. (Mrs.) Chukwuma is visible in many community and professional association activities. In most cases, she provides financial support. Her clinic organizes three free health talks and free blood pressure checkups within and outside its community every year. Within three years, she provided three boreholes for the community and wrote the name of her clinic as the provider. She freely discusses patronage with companies, financial institutions, and community leaders. She has just concluded plans to introduce Community Health Insurance for the categories of people not covered by National Health Insurance Scheme with a lot of fanfare.

Case A describes a Promotional organization.

Primary Reasons:  The business is growing quickly, diversifying, and interacting with the community in a very visible way. The owner is so busy, it is unlikely that the six employees have daily access or communication with her. 

It is not a craft organization, because the owner is too busy to provide direct services.

It is not an administrative organization, because there are no supervisory levels.

Case B Answer: 

Dr. Donald Tunex is a General Medical Practitioner who graduated from medical school in 1995 and immediately worked in a General Hospital. On completion of his mandatory housemanship, he started his private practice.

Within a period of 12 years, he has grown his practice and succeeded in dividing it into a Laboratory Unit, an X Ray Unit, Pharmacy Unit, Medical Unit, Marketing Unit and Finance & Administration Unit. Each unit is managed by a qualified professional.

Dr. Tunex serves as the Chief Medical Director and Dr. Balla is his Deputy. While Dr. Balla oversees the operations, Dr. Tunex focuses more on generating new business and relationships with suppliers, financial institutions, creditors, associations and the community. 

Case B describes an Administrative organization.

Primary Reasons: The business has grown slowly and has a number of different departmental units, with their own supervisors. The owner is busy leading the business, with no time to provide direct services to clients.

It is not a craft organization, because the owner is not involved in providing direct services to clients.

It is not a promotional organization, because there are different units and supervisory levels, and the business has grown slowly.

Case C Answer: 

Dr. Abdullah Taore started Taore Medical Centre Limited in 2006 as a General Practitioner after spending 15 years in both private and public hospitals in Suleja. All the regulatory bodies approved the hospital. Dr. Taore has five employees: a receptionist, a nurse, a cleaner, a watchman/gateman and a cashier/book keeper.

The receptionist keeps the waiting room orderly and records every patient visit in the logbook. The cashier/book keeper manages patient payments and petty cash. Dr. Taore keeps detailed medical records for each patient, writing down the diagnosis and treatment. The Nurse is the only person with the key to the drug cabinet and every time she dispenses drugs, she records the transaction on stock cards. Occasionally, at the end of the day, Dr. Taore checks to ensure the books are updated. And every Monday, he meets with his receptionist, cashier/book keeper and the nurse to review the patient logbook, daily cash record, debtor’s book and stock cards. 

Case C describes a Craft organization.

Primary Reasons:  The owner is the only person who provides direct services to clients. The staff has direct access and weekly if not daily communication with the owner.

It is not a promotional organization, because the owner is only focused on providing patient care and is doing nothing to market the business.

It is not an administrative organization, because there is only one service provider, there are no other departmental units or supervisory levels.
	25 minutes



	Start Time:2:50
	TEA BREAK
	10 minutes

	Start Time:  3:00
	SECTION 4:  THE STAGES OF BUSINESS DEVELOPMENT continued
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	25
25


	16


	Individual worksheet

Debriefing

	Individual Assessment:  Tell them: “Now that you know the difference between the three stages of business development and can recognize them, let’s apply that knowledge to your own business. 

Please work independently to answer the questions on page 16. We want to know: (1) at what stage is your business now, and why you say this; (2) whether or not you are satisfied with being at this stage, and the reason for your answer. If you are not satisfied with being at your current stage; (3) identify at what stage you would like your business to be, and why."
Debriefing:  Ask them: “By a show of hands, who feels that your business is at a craft level?"  [wait for their response] 

"Keep your hands up if you are satisfied to stay at this level.” [wait for their response] 

"Why do you like being at this level?” [wait for their response] 

“Those of you who put your hands down because you’re not satisfied, why is that?" [wait for their response] 

"Where would you like to be?” [wait for their response]

"By a show of hands, who feels that your business is at a promotional level?"  [wait for their response] 

"Keep your hands up if you are satisfied to stay at this level.” [wait for their response] 

"Why do you like being at this level?” [wait for their response] 

“Those of you who put your hands down because you’re not satisfied, why is that?" [wait for their response] 

"Where would you like to be?” [wait for their response]

"By a show of hands, who feels that your business is at an administrative level?"  [wait for their response] 

"Keep your hands up if you are satisfied to stay at this level.” [wait for their response] 

"Why do you like being at this level?” [wait for their response] 

“Those of you who put your hands down because you’re not satisfied, why is that?" [wait for their response] 

"Where would you like to be?” [wait for their response]

	10 minutes

20 minutes



	Start Time:  3:30
	SECTION 5:  SUMMARY AND EVALUATION 
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	26-27

28

29

30

	19-20

17

18


	Individual worksheet

Next Step

Post-Test

Individual assessment and Report outs

Overview of next sessions and schedule


	Evaluation:  Have each participant complete the evaluation form for the session, tear it out and hand it to you or put it on a table.

[Note: You never want to end a training session with an evaluation, because all of the energy of the group dies down.]
Next Step:  Tell them: “Now that you have taken some time and effort to define your business, it would be good to get feedback from your employees to find out how they see the business. To make this as easy as possible, there is a worksheet on page ​​17 with a few questions you can ask them.”

Post-Test: Hand out the Post-Test and have the participants complete it. Go through the answers, drawing them from the group, so they can mark what is wrong (using the honor system). (Just have them put a check mark in front of the questions they answered incorrectly and then add them up, placing the number wrong in the upper right hand corner). Hand them their Pre-Tests for comparison purposes. Give a small prize to the people who learned the most (decreased the number wrong by the greatest amount). Then collect all Pre-and Post-Tests.
Key Takeaway:  Have each participant identify the most important idea or technique that they gained from the session and write it down.

Tell them:  “In lieu of a summary by me, all of you are going to stand and take turns (when you have a ball in your hand) identifying your key takeaway from the session. Once you have spoken, throw the ball to someone else to speak and then sit down. It will then be easy to tell who has yet to speak by those who are left standing. Don’t be concerned if someone says what you planned to say. If that was your key takeaway, say it anyway.”

Series Overview:  Make sure that everyone knows what the next session is (subject and agenda) and the necessary logistical information so that they can attend: day, time, place, how to enroll, etc.)

Thank them for coming, remind them about the Next Step, and close the session.
	5 minutes

5 minutes

10 minutes
10 minutes


	End Time:  4:00
	ADJOURN 
	


DISCLAIMER

The author’s views expressed in this publication do not necessarily reflect the views of the United States Agency for International Development or the United States government.

