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Duration:  7 hours [9 a.m. – 4 p.m.]

Learning Goals:   Health professionals will assess their knowledge, skill and abilities against the responsibilities of a business owner [what] in order to identify what they need to do to increase their confidence and competence in the performance of those responsibilities [why].
 Learning Objectives: 
During this session, the participants will:

a. Clarify the responsibilities of a business owner;

b. Discuss how to handle the responsibilities necessary to manage a business;

c. Assess their delegation skills;

d. Determine which characteristics of successful small business owners they possess;

e. Propose what they can do to increase their effectiveness as small business owners;

f. Describe the next step; and

g. State their key takeaway from the session.

Pre-Session Preparation:

	Start Time:  9:00
	SECTION 1:  WELCOME
	15 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


	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: 
-“When someone asks what you do, how many of you answer that you are a business owner?”
-“How many of you feel like a business owner?"

-"How many of you feel you are doing pretty well managing your business?"
-"How many of you are not sure that you are doing what you are supposed to do to manage your 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, when you leave the session today, you will know what a business owner is expected to do and how you can build your skills.”
Opening Comments: Introduce yourself. Explain the format of the session (start and stop times, 10-minute breaks approximately every hour, etc.)

If this is the same group of participants who attended the previous session, all you need to do is to mention: “The materials are laid out the same way as before.” 
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, if necessary]

Learning Contract: Re-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
5 minutes



	Start Time:  9:15
	SECTION 2: BUSINESS MANAGEMENT RESPONSIBILITIES 
	35 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	7
8
9-10
11

	5

24
6-7
	Competitive brainstorming

Individual Assessment


	Small Group: Tell them: “In Session 1, we discussed the fact that your health practices are businesses. That means that you are business owners.

You may have some assumptions and beliefs regarding what it means to be a business owner.

Competitive Brainstorming:  Tell them: “On page 5, you will see the question: ‘What are the responsibilities of a business owner?’

This will be a competitive brainstorming activity. Each table will have 5 minutes to list as many responsibilities of a business owner that your group can think of. The group with the longest list of responsibilities that the other groups agree are valid will win a prize. Can someone start us off? What is one responsibility of a small business owner?” [Draw an answer from a volunteer.] “Okay, you all have your first item on your list. Now see how many others you can identify.”

[At the end of the 10 minutes, call “Stop!” Ask which table thinks they have the longest list- then have that group read their list. After they are done, ask if any of the other groups have additional items and have them report them. Ask if the groups accept the first group’s list as valid. Then give the winning group members a prize (candy bars, a funny gift like a plastic back scratcher, etc.]

Compare the groups’ lists with the Business Competencies for Small Scale Private Medical Practices on page 24. [Note- these are at the back of the participant materials so they do not refer to them during the competitive brainstorming activity.] Emphasize any responsibilities that they did not list. Then explain which upcoming sessions will focus on different categories of these responsibilities.
Individual Assessment: “Okay, we now have a long list of business management responsibilities that small business owners have. Let’s see how they are handled in your business.

Working independently, please check off the responsibilities you perform in your practice, the responsibilities you perform but should delegate to someone else, the responsibilities you have already delegated to someone else, and the responsibilities you avoid but should perform. 


	5 minutes

10 minutes

10 minutes

10 minutes



	Start Time:  9:50
	BREAK
	10 minutes

	Start Time:  10:00
	SECTION 2: BUSINESS MANAGEMENT RESPONSIBILITIES continued
	20 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	12-13

	8


	Large Group Discussion
	Directed Large Group Discussion:  Tell them: “The size of your business and the type of staffing you have determines which responsibilities you perform or delegate. As a result, we’re going to focus primarily on two of the four columns: the responsibilities you perform but should actually delegate- and the responsibilities you should perform but avoid doing.  As we’re discussing what you do but should delegate and what you avoid but should do, please use page 8: Analyzing Our Responses to write down any useful insights.

Can someone start us off?  What responsibilities are you currently doing that you should delegate? When you identify these responsibilities, also tell us why you are doing them and why they should be delegated.”

[Facilitate a discussion of volunteers’ answers.]

“How about the responsibilities that you should do but are avoiding? Can someone start us off? When you identify these responsibilities, also tell us why you should do them and why you are avoiding them.”

[Facilitate a discussion of volunteers’ answers.]  [Note: Likely answers may include: network; create and revise business plan; recruit, hire or fire employees (with emphasis on fire); monitor employee performance; analyze business trends; make strategic plans; create and maintain a budget; plan marketing; conduct market research; develop website; keep track of cash flow; obtain financing; possibly even pay bills!  Make sure they explain why they avoid these responsibilities.  Likely answers may include: not sure what to do, not successful when have tried to do it, uncomfortable doing it, did not even know it needed to be done, do not have the time, do not have the resources, do not think it is very important, there are other priorities or pressing needs... ]
Raise their level of concern; for example, tell them a story of what can happen if a business owner trusts someone else to handle the invoices and collections but does not keep track of the cash flow- fraud, bankruptcy, etc.
	20 minutes



	Start Time:  10:20
	SECTION 3: DELEGATION SKILLS 
	40 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	14-15
15
	9-11
11
	Case Study
Debriefing


	Case Study:  Say: “Since delegation is such an important skill for an owner or manager to have, let’s look at what constitutes good (or bad) delegation. If you turn to page 9, you will see Case Study: Taking Over.  Working with your table group, please review the case study and then answer the questions on page 11.
“Mary was the clinic owner and was responsible for consolidating the budgets for the clinic. This year’s budgets were proving to be no less difficult than last year’s. With all the interruptions, Mary was unable to make much headway with the figures.  She called James, her senior staffer, into her office to ask for his help.
“James,” Mary said, “I’m not getting these budgets done with all the interruptions, phone calls, visitors, problems, questions. You’re my senior staffer, and you know this business backwards and forwards. Do you think that you would be able to handle the administrative duties for me until I can finish this project? I should be finished by Monday, so you would only
 have to take over for a few days or so.”

“You mean you want me to make decisions?” James asked, wanting to be sure he understood what was being asked of him.

“Well, don’t give away the business, but I think you can handle anything that comes up,” Mary said with confidence.  “Just keep people away from my door until I’m finished.”

“Okay,” James said. “You can count on me.”

“Great,” Mary said as she closed her door and went to work.

For the rest of the week James answered questions, handled problems, made decisions, and posted a “do not disturb” sign on Mary’s door. All in 
all, he felt very good about the way he took control of the business. He was satisfied that the work was going smoothly, no complaint had gone unresolved, and no major problems had occurred. He even typed up a report of activities to bring Mary up to date on the happenings during her seclusion.

On Monday, when Mary had finished her work, she checked James’s report and gasped.  

“You hired someone without checking with me first?” Mary asked.

“You said I was in charge,” James said. “I didn’t want to let the work pile up. I interviewed the applicants, called back two of them after checking their references, and made a decision. I think you’ll be pleased with her.  She comes highly recommended.”

“But I have two people coming in later this week I promised to interview,” Mary lamented.

“You didn’t tell me that,” James said. “You said I was to make decisions, so I did. I questioned you about that before I agreed to take over for you.”

“I didn’t think that you’d take on so much responsibility,” Mary said. She got even more excited when she discovered that James had authorized some overtime.

“Before I hired the new person, we just couldn’t keep up with our patient needs, so I asked four people to work late a few nights. It cost a few dollars, but we satisfied all of our patients,” James explained.

“You should have checked with me before you did any of these things,” Mary said.

“If you had wanted me to check with you, you should have told me so,” James countered. 
Debriefing: Call on different tables to give their responses to the questions.
Questions:

1.  "What are the issues in this case?"[Potential answers: poor communication, lack of clear instructions, lack of clarity regarding delegated responsibility, lack of clarity regarding decision-making 

authority, no daily check in meetings between them, Mary didn’t tell James about the scheduled interviews, James didn’t tell Mary about the potential for overtime (which would affect the budget), Mary closed herself off, people are expecting to be interviewed, etc.]
2.  "Should James have made such important decisions?" [Ask the group to list the decisions. As they do, write them on a flip chart on the left hand side, leaving space to the right for a green light (yes) and a red light (no).

Potential answers: James made a hiring decision, James made an overtime approval decision, James made the decision to write the report, James made the decisions to satisfy patient needs, Mary made the decision not to tell James about the upcoming interviews, Mary made a decision not to clarify the extent of James’ authority and responsibility, Mary made a decision not to schedule briefing meetings with James, Mary made a decision to close herself off for days, Mary made the decision to work on the budget herself rather than having someone else who might have done it better and faster, etc.]
After all of the decisions are listed, ask the group to indicate whether they agree or disagree with the decisions. When a large number of participants feel one way or the other, make the red or green ball larger to reflect this.

[Note: People may disagree about some of the decisions that James made, either because they feel that Mary implicitly gave James the authority to do everything that he did, or because of different organizational cultures where overtime might be typical or atypical, etc.]
3.  "How could this situation have been avoided?" [Potential answers: Mary should have told James everything that was going on, such as the planned interviews, clarified what he could and could not decide on his own- such as clarifying that anything with a budgetary impact should have been brought to her, scheduled a daily meeting or briefing, authorized James to interrupt her when necessary, etc.]
4.  "What should Mary do to handle this situation now?" [Potential answers: Accept responsibility for her lack of clarity and communication, thank James for doing the best he could, thank him for writing up the report, plan how to talk with the people waiting for interviews, sit down with James to discuss the best way to make her delegation assignments in the future, etc.]
	20 minutes
20 minutes

	Start Time:  11:00
	TEA BREAK
	10 minutes


	Start Time:  11:10
	SECTION 3: DELEGATION SKILLS continued
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	16

17

18

19

20

21

22

23

24

25

26-28
	12

13-14

15-16, 8


	Fill in the Blanks

Directed Discussion, Physical Modeling

Large Group Modeling of Delegation Plan

	Fill in the Blanks: Say: “There are three elements involved in effective delegation, which were lacking in this case study. On page 12, let’s fill in the blanks together. [Note: if the group has difficulty deciding what the words are, coach them by saying: “What is the first thing that we always delegate? 

[Responsibility]

Ask: “What is the next element in effective delegation?”  If necessary, coach them by saying: “We frequently overlook the need for this second element, because people need decision making ____ to fulfill their delegated responsibilities.

[Authority]

Ask: “What is the last element of effective delegation?” If necessary, coach them by saying, once we delegate responsibility, we tend to overlook delegating the necessary authority, but we still hold people ____.”

[Accountability]
Directed Discussion and Physical Modeling: Say: “The situation with Mary and James would have been much easier for both of them if they had known and used the degrees of delegation. There are six degrees. As delegation moves from level 1 to level 6, the employee progressively loses the ability to make independent decisions.”

[Note:  As you draw examples from the participants for each degree, move backward from right to left in the front of the class, to physically illustrate how the employee’s independence to make decisions decreases with each successive degree. ] Begin by drawing an example from the case 
study. Then ask for one or two examples from their organizations.

1. Take action- no further contact with me is needed.

Examples:  a.    You were hired to register patients. I don’t need to know 

each time that you register a patient.

b.  James should manage daily administrative tasks. Mary doesn’t need to hear about them.
c.
2. Take action- let me know what you did.
Examples:  a. You are supposed to use your professional judgment to treat patients. However, if there is a difficulty with a patient, I expect you to handle it but let me know- just in case the patient complains.
b.  If overtime is occasionally approved, James might take that action and then let Mary know.
c.
3. Look into this problem- let me know what you intend to do; do it 


unless I say not to.

Examples:  a. You are responsible for ordering medical supplies. However,
let me know when specific supplies are low before you order them, because I I may have information you need about another vendor or our budget situation.
b.   Mary might tell James that any decision affecting the budget should be discussed with her prior to making it.
c.
Note that at this point, the employee no longer has authority to make decisions-step over an invisible line to physically illustrate this.

Now, the owner or manager has full authority to make the decision. 
4. Look into this problem- let me know what you intend to do; delay action 
until I give approval.

Examples:  a. You are responsible for ordering medical supplies. However, if a vendor raises the prices, let me know about it and wait until I tell you that it is all right.
b. Mary might tell James that only she can make a decision regarding overtime because of the budgetary concerns. He should tell her what he intends to do, but wait until she approves it.
c.

5. Look into this problem- let me know alternative actions available, with pros and cons, and recommend one for my approval.

Examples:  a. You are responsible for ordering medical equipment. Research different vendors and give me your recommendation for the best place to purchase the equipment.
b. Mary might tell James to go ahead with the interviews and then give his recommendations to her regarding which person to hire.
c.
 6. Look into this problem- give me all the facts; I will decide what to do.


Examples: a. You observed another employee mistreating a patient. Just tell me what you saw. I don’t want to know what you think about the situation or what you think I should do about the situation.
b. Mary might tell James that he should have no involvement in any hiring decisions. He should simply notify her of the applicants.
c.
Large Group Modeling of Delegation Plan:  Tell them: “Back on page 8, you identified a variety of tasks that you currently do but should delegate. In a moment I will ask you to select one of these tasks and answer the questions on pages 15 and 16. However, before that, let’s work together to complete the delegation plan. Can someone start us off?” [Note: Reward the individual who volunteers to work through a delegation with the larger group. Then, ask each question and talk through the answers with the volunteer and anyone else who has suggestions.]
	10 minutes

20 minutes

20 minutes



	Start Time:  12:00
	BREAK
	10 minutes


	Start Time:  12:10
	SECTION 3: DELEGATION SKILLS continued
	20 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	26-28

	15-16, 8

	Individual Delegation Plan
Pair Share

	Individual Delegation Plan: Say: “Now that you’ve seen how to complete the delegation plan questions, please select a key task that you currently do but should delegate and work through the questions on pages 15 and 16.”



Pair Share:  “Please pair up with someone you have not yet spent time with and tell each other about your delegation plans."
	10 minutes
10 minutes



	Start Time:  12:30
	SECTION 4: A PORTRAIT OF A SMALL BUSINESS OWNER
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	29-30

	17

	Small group brainstorming and drawing

Report Outs

Large Group


	Drawing:  Tell them: “Please work with your table group to list what you feel are the key characteristics of business owners who perform the roles and responsibilities we discussed before the break. Then take a piece of flip chart paper and colored markers to draw what this business owner would look like. Don’t worry about the quality of your drawing. None of your drawings will be posted on YouTube, I promise.

To start, what is one characteristic of a business owner that comes to mind?” [wait for an answer] “Great! Now work with your groups.”

Report Outs: Tell them: “Please raise your pointer finger in the air. At the count of three, point to the person who will explain your picture to the rest of the group. One, two, three.” [This should get a laugh]

Have each group take turns showing their picture in front of the class and explaining it.

Large Group Discussion: Ask them: “What did your pictures have in common?” [possible answers: the buck stops here, decisions, exhaustion, worry, making money, respected, needs a loan, 24 hour day etc.]

[Note: As they respond, circle or underline similar characteristics on different pictures with a different color for each category of characteristics.]
	10 minutes

15 minutes

5 minutes



	Start Time: 1:00
	LUNCH BREAK
	60 minutes

	Start Time:  2:00
	SECTION 5: CHARACTERISTICS OF SUCCESSFUL SMALL BUSINESS OWNERS 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	31
32
32-33

	18-19
11


	Self-Assessment

Directed large group discussion


	Self-Assessment:  Tell them: “In the activity before lunch, you identified what being a business owner means to you. Now we’ll look at the characteristics of successful business owners.
Working independently, please rate yourself against each of the statements in Do You Have What It Takes? Answer “yes” if the statement is definitely true for you, “no” if the statement is definitely false, and “?” if you don’t really know.

When you have completed rating each of the statements, go back through the assessment again and highlight any statements to which you answered either “no” or “?”. This will focus you on the areas that you will need to develop if you want to be successful as a business owner."
Large Group Discussion:  Tell them: “Let’s start our discussion. Do you have any questions about any of these statements?” [Wait for their answers. If they do have questions, answer them.] “Which characteristics do you think are the most important for a business owner’s success?” [Discuss their answers. Ask particularly for stories or anecdotes that reinforce the importance of the characteristics they think are important. Note: All of the characteristics are important, but it is worth emphasizing the following if they are not brought up by the participants: ]
2. I am self-motivating- When you own your own business, there is no one to prod you to make decisions or take actions that may be necessary. If you do not have the discipline to keep going, despite obstacles, your business will not last very long.

6. I am self-confident- It is very lonely at the top. A business owner often has to make difficult decisions that can potentially impact the livelihood of the business or individual staff members. If you agonize over decisions and doubt every decision you make, you will make yourself ill. You need to be able to trust yourself, your instincts and your decisions. 
9. I am resilient- In a small business, each day can bring unexpected and unwelcome obstacles and challenges. A path you chose to take may be blocked, support you were counting on may not come. You need to bounce back with viable alternatives that will keep your business running.

14. I have good interpersonal skills- A business owner needs to be able to develop rapport with potential backers, loan specialists, vendors, staff and patients. 

17. I am able to live with uncertainty- This is a major difference between owning a business and working for someone else. When you work for someone else, you typically have defined duties and responsibilities and a guaranteed paycheck. When you work for yourself, you have to become a jack of all trades (if a master of none). Each day brings new challenges that require you to adapt. There are no guarantees when you run a small business.

20. I am comfortable being in charge of the business- As the business owner, the buck really stops with you. You bear the responsibility and the consequences of every decision and any mistakes that you make. You need to be comfortable with this fact.

27. I am willing to listen to feedback- When you own a business, you are constantly learning new things, facing new challenges, and making mistakes. You will not do everything perfectly, no matter how hard you try. You need to invite, welcome and seriously consider constructive feedback. If you do not, you will never get better at what you do.
28. I am willing to commit my time and energy to make my business succeed- If you own your own business, there is always something that needs your attention and frequently has to be handled immediately. As a result, your time is really not your own. This can severely limit your time with family and friends- and when you do have some down time, you may be too exhausted to be sociable. You need to recognize and accept the fact that you will need to spend long hours at work- and when you are not at work, you will probably be thinking about it. Owning a business is a 24/7 commitment and responsibility.


	10 minutes
30 minutes


	Start Time:  2:50
	BREAK 

[While they take a break, title a flip chart: ”Increasing Effectiveness.” Under the title, figuratively split the chart into two columns. Write the numbers 1 through 14 vertically in the left hand column and the numbers 15 through 28 in the right hand column. The numbers relate to the 28 characteristics.]


	10 minutes


	Start Time:  3:00
	SECTION 6:  HOW TO INCREASE YOUR EFFECTIVENESS 
	35 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	34
35
35

	20

	Voting

Modeling

Small Group

Debriefing
	Voting: Tell them: “As I say the number of each characteristic, please raise your hand high if it is one that you answered with a 'No' or '?'.” [Go through all numbers, writing down the number of hands raised for each. This should, hopefully, give you and the group a good idea of which characteristics are most problematic for many of the participants.
Create small groups to each work on a different missing characteristic that received the most votes. Have the participants who find an issue most relevant move to work in that group. Before the groups start, model what they will be doing by analyzing the characteristic that gets the most votes.]
Modeling: For example, assume that “I am self-confident” got many votes. Walk the group through the worksheet. Tell them: “The issue is a lack of self confidence. First, why would someone lack confidence?” [Draw answers from them. Some answers might be: never did something before, tried and failed in the past, criticized for doing something, not given support, lack sufficient experience, don’t know how, etc.]

Now ask them: “Let’s look at each reason and identify ways to minimize or address them. For example, if someone lacks confidence because they’ve never done it before, what can they do?” [Draw answers. Some possible suggestions might be: practice, ask someone to show them how, read about it, observe someone else doing it, watch a YouTube video.]

Tell them: “That’s good. So there are specific actions the person can take to build their confidence. What words to live by would you suggest? For example, “When you make a business management mistake, just learn from it and move on,” “No one is perfect the first time or even all the time,” “Live and learn,” “You’re doing the best you can and that’s all right,” etc.

Group Problem Solving: “Now, please conduct the same analyses at your tables. You’ll have 10 minutes.”

Small Group Report Outs:  Tell them: “As your group reports out, please identify 1 or 2 key reasons for the issue, 1 or 2 key actions that can be taken to address or minimize the issue, and 1 or 2 key words to live by.”


	5 minutes

5 minutes

10 minutes

15 minutes

	Start Time:  3:35
	SECTION 7:  SUMMARY AND EVALUATION 
	25 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	36-37
38
39

30

	25-26
22
23

	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 identify responsibilities you have been avoiding and characteristics that you lack, the next step is to face your demons and decide how you plan to address these. There is a worksheet to lead you through this process on page 14."
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 got wrong 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 take away 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
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.


