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Define Your Health Practice as a Business
Agenda:

· Welcome 
· Is a Health Practice a Business?

· Business Versus Medical Imperatives
· The Stages of Business Development

· Summary and Evaluation

· Close
Learning Objectives:  During this session, you will:

  1.  
Define what it means to be in business; 

  2.
Discuss the potential conflict between business needs and medical ethics;

  3.
Plan how to manage this potential conflict;

  4.
Describe the key concerns of business at different stages of development;
  5.
Determine the current and desired stage of your business;
  6.
Discuss the next step; and

  7.
State your key takeaway from this session.
Introductions 

	[image: image2.wmf]
	Instructions:
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.




Discussion Questions
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	Instructions:   Working with your group, please brainstorm answers to your assigned statement and post them on a flip chart:




Statement A:   
My health practice should be treated as a business

Statement B:
My health practice should NOT be treated as a business


What is Your Health Practice?
	[image: image4.wmf]
	Instructions:   Working independently, please review the table below. Put a circle around all of the descriptions that you feel fit your health practice. Be prepared to explain your selections.


	Sector
	Purpose
	Operational Profit or Benefit
	Rationale

	Government

Organization
	Provide necessary public services and regulatory oversight
	Social 
	

	Private Business Organization
	Provide products or services to customers
	Financial 
	

	NGO (Non-Government Organization, Religious 

Organization, etc.
	Provide services to people in need and work for social transformation
	Welfare 
	


What Could You Do If Someone in Need Cannot Pay for Services?
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	Instructions:   Working in your group, please identify some practical strategies for such situations. These may be strategies you already use or new ones. Then write them on a flipchart using large print.



What Is Your Position?
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	Instructions:   This is a debate. Select the person who will represent your group’s position during the debate. Your group will have 5 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.




Business Imperative Position:
I can only treat the people who can pay for my 

services. Staff, training, rent, utilities, equipment and supplies all cost money.  

Medical Imperative Position:
I have to treat anyone who needs my services. 

I prefer for them to pay, but if they cannot, I treat them for free.

What Could You Do If Someone in Need Cannot Pay for Services?
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	Instructions:   Working in your group, please identify some practical strategies for such situations. These may be strategies you already use or new ones. Then write them on a flipchart using large print.



My Plan If Someone in Need Cannot Pay for Services
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	Instructions:   Please complete this action plan. You can list a variety of strategies, depending on the situation, or a progression of strategies, whatever will be most useful to you.



If someone needs my services but is not in a position to pay me, I can:

1.

2.

3.

4.

5.

The Three Stages 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. 

Which Stage of Business Development?
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	Instructions:   Working with your table group, please review the three case studies below and identify which stage of business development is relevant to each case study, referring to the descriptions of the three stages of business development on pages​​​​ 13-15. Make sure to identify the primary reasons for your selection.




Case A:

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 ________________________  organization.

Primary Reasons:

Case B: 

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 a ________________________  organization.

Primary Reasons:

Case C: 
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 ________________________  organization.

Primary Reasons:
The Craft Organization
Owner:
Provides direct services to clients.
Objectives:
To make a good living and survive.

Policies:
Unwritten, based on experience.

Structure:
Levels of power: (1) official family, (2) trusted


employee group, and (3) transient group.

Supervision:
De-emphasized.  Most supervisors do work similar

to that of their subordinates.

Concentration of Effort:
One area, typically production or sales.

Morale:
Few problems due to stability and consistency.

Innovativeness:
Very little.

Environment: 
Does not act upon the environment or respond to

changes in the environment.

Growth:
Usually maintains a stable level of operations.

Adapted from The Compleat Manager by Alan Filley, pp. 17 - 22. 

The Promotional Organization
Owner:
Limited time to provide direct services because of continual marketing and public relations activities.
Objectives:
Wealth, power, and achievement.  

Policies:
Change from day to day.

Structure:
Simple, with everyone reporting to the leader, at 

least in part. As a result, the leader works long

hours, puts off duties (such as planning), and uses employees as personal extensions.

Supervision:
The leader is the central decision maker and


central communication link for everyone.

Concentration of Effort:
Emphasizes different functions in response to crises.

Morale:
High expectations, with later disenchantment with unrealized dreams, the leader, and decreased accessibility to the leader due to middle management levels. 

Innovativeness:
Exploits innovation.   

Environment: 
Initially flexible, adaptive and creative, but ultimately blind to competitive risks that later force cost and quality controls.

Growth:
Exploitation activity generates rapid early growth, which slows at the end of the 
promotion period due to: (1) competition, (2) market saturation, or 

(3) fatigue.

Adapted from The CompleatManager by Alan Filley, pp. 25 - 30.

The Administrative Organization
Owner:
Far removed from providing direct services to clients because busy leading the business.
Objectives:
Specific goals and plans for the future.

Policies:
Written guidelines.

Structure:
No indispensable people. Job relationships, job

content, departments and levels of the


organization are identified.

Supervision:
There are supervisory levels and different


reporting relationships.

Concentration of Effort:
Planned balance between necessary functions.

Morale:
Varies from good to bad, depending upon how 
people feel about their jobs and the organization.  Generated by rewards and common organizational characteristics and values.

Innovativeness:
Emphasis on development of products or services

rather than on major innovation.

Environment: 
Planned adaptation to environment: adjusts to

clients' needs, expands product base, and competes

through efficient operation.

Growth:
Grow over time: (1) expand within established 

market, (2) move to new market areas, or (3) add 

related product lines.

Adapted from The Compleat Manager by Alan Filley, pp. 33 - 40. 
Where Does My Business Fit- and Is That Enough?
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	Instructions:    Based on the descriptions of the different stages of business development, please complete this worksheet.


1.
My business is currently a _____________________  organization.

I say this because:

2.
I ___ am  ___ am not satisfied with being at this stage of business development.

I say this because:

{Note: Answer question 3 only if you answered “not satisfied” to question 2.

3.
I would like to see my business grow into a __________________ organization.

I say this because:

The Next Step
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	Instructions:   Use the questions on this worksheet to get feedback from your employees about: (1) how to handle people in need who cannot pay for services and (2) how well the current structure of the business is working.




1.    
How do you think we should handle people in need who cannot pay for our services?

2.
How well do you feel that the current structure of the business is working?

3.
Any constructive suggestions regarding what we can do to improve our 


efficiency and effectiveness?

My Key Takeaway
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	Instructions:   Please stand up when you have completed this sentence: 
My key takeaway from this session is:


Evaluation Sheet
	[image: image13.wmf]
	Instructions:  Please answer the questions below as completely and constructively as possible. Thank you! 





Strongly
   Neither
Strongly




  Agree
Agree nor
Disagree

This training:



 Disagree
covered the content as advertised
5        
4        
3         
 2       
1

was logical and effective  
5        
4        
3         
 2       
1

provided information I can apply in my work
5        
4        
3         
 2       
1 included useful handouts for future reference
5        
4        
3         
 2       
1

The facilitator:

was knowledgeable
5        
4        
3         
 2       
1

was effective
5        
4        
3         
 2       
1

stayed on topic and on time
5        
4        
3         
 2       
1

As a result of this workshop, I am better able to:

define what it means to be in business;
5        
4        
3         
 2       
1

discuss the potential conflict between business 

needs and medical ethics;
5        
4        
3         
 2       
1

plan how to manage this potential conflict;
5        
4        
3         
 2       
1

describe the key concerns of business at different

stages of development; and
5
4        
3         
 2       
1
determine the current and desired stage of my

business.
5
4        
3         
 2       
1




Excellent
Average

Poor

Overall, I would rate this training:
5        
4        
3         
 2       
1

I would recommend this training to a colleague:
___
Yes          ___  No

Personal Significance of Workshop:

Of the ideas or techniques covered, I think that these will be of most use to me:


Recommendations for Improving the Training:

Additional Comments:

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.
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