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Understand the Market
Agenda:

· Welcome 
· Who Are Your Customers?

· Why Did Your Customers Select You?

· Why Do You Need to Know Your Customers?
· Who Are Your Competitors?

· How Competitive Is Your Practice?

· How Can Your Practice Be More Competitive?

· Addressing Competitive Disadvantages
· Summary and Evaluation

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

1. Identify who your customers are;

2. Rank the factors that made your customers choose you;

3. Analyze why it is important to know who your customers are;
4. Determine who your competition is;

5. Describe how to be more competitive in your market;

6. Propose how to help small medical practices become more competitive;
7. Discuss the next steps; and

8. 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.



	
	


Who Are Your Customers?
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	Instructions:   Please answer the question below.




If we define customers as those who:

1. make the decision to get health care and
2. pay for their health care, then:

Who are your customers?

Why Did Your Customers Choose You?

	[image: image4.wmf]
	Instructions:   Working independently, please review this list of 

12 factors that can impact health care customers’ choices. Then place each factor in order of importance to (1) your individual customers, and then to (2) your organizational customers.




	Factors That Can Impact 

Health Care Decisions
	Importance to Individual Customers
	Importance to Organizational Customers


	Location / Convenience
	
	

	Hours
	
	

	Available Products or Services
	
	

	Specific clinician or specialist
	
	

	Insurance Coverage
	
	

	Specialty Areas
	
	

	Quality of Products or Services
	
	

	Cleanliness of Facility
	
	

	Past Experience
	
	

	Price
	
	

	Recommendations From Friends/Family
	
	

	Marketing Messages
	
	

	Referrals From Other Health Practitioners
	
	


The Bottom Line
	[image: image5.wmf]
	Instructions:   Please fill in the blanks:


The only customers who think about price first

are your  ​_ _ _ _ _ _ _ _ _ _ _ _ _ _ customers.

When your individual customers decide where to get their health care,

_ _ _ _ _  is not their first consideration.

You do not necessarily have to _ _ _ _ _ your prices to attract and keep

your individual customers.
The Benefits of Knowing Who Your Customers Are
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	Instructions:   Working with your table group, please review the situations below and answer the question that follows each situation:


Situation #1: Overwhelmed with Customers

Your colleague has left the practice, so you are the only clinician. You have two nurses. Your practice is doing so well that you are overwhelmed, seeing 100 patients a day.

Question: 
If you know who your customers are and what their needs and 
expectations are, how can you better manage your patient load?

Situation #2: Not Enough Customers

You have recently opened a new pharmacy. You have had some walk-in customers, but not enough to generate the amount of income you need. 

Question: 
If you know who your target customers are and what their needs


and expectations are, how can that help you attract new customers?

Do You Have Any Competition?
	[image: image7.wmf]
	Instructions:  Pair up with someone who has a similar health care practice to complete the table below by identifying who your competitors are and why your customers choose to go to them.




	Where Else Do Your Customers Go?
	Why?



	
	

	
	

	
	

	
	

	
	

	
	

	
	


What can you do to influence a change in their behavior, so that individuals seeking health care prefer to come to you first?
How Does Your Practice Compare?
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	Instructions:  Please compare your practice to your nearest/ most important competitor, based on all relevant factors from the exercise on page 6 (such as location, tradition, hours, specialty areas, price, etc). Rate each of you on a scale of 1-10, with 10 = most attractive and 1 = least attractive, then explain your answer in the last column.




	Factor
	My Practice
	My Nearest/ Most Important Competitor
	Explanation for the Ratings

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


How to Increase Your Competitiveness
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	Instructions:   Working independently, please answer questions #1 and #2 below using the rankings from the exercise on the previous page. 


1.
What makes your practice more attractive than your competitor?

	Strongest Points 
(Competitive Advantages)

	

	

	

	


2.
What makes your practice less attractive than your competitor?

	Weakest Points

(Competitive Disadvantages)

	

	

	

	


How to Increase Your Competitiveness
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	Instructions:   Working with your small group, please help each other answer questions #3, #4 and #5 below. 


  3.
How can you exploit your strengths to minimize your weak points?

  4.
Do your weak points matter, or is there something that compensates for them?

5.  
What can you do to begin to strengthen your weak points?

Addressing the Need to Become More Competitive
	[image: image11.wmf]
	Instructions:   Working with your small group, please read the two case scenarios and answer the questions posed after them.


Big Dogs Run in the Tall Grass 

Furaha Estate has four general practitioner-run medical clinics, but Afya Hospital has been the only medical clinic with a 20-bed maternity wing in Furaha Estate for many years. 

The hospital is located in the older part of the Estate, which is now down market. There is little room on the compound for expansion. The hospital is manned by 3 doctors, 1 obstetrician, 1 pediatrician, 6 clinical officers, 2 midwives, 10 nurses, and occasional locum doctors and nurses. 

Patient referrals either come from former patients, word of mouth, or from these surrounding private medical clinics, whose owners have visiting rights in Afya Hospital. 

The hospital is owned and run by a 60-year-old obstetrician, Dr. Juma, who has become set in his ways. The hospital management has become accustomed to the command and control management system of the owner. However, staff morale is low at the ward and clinic level.  

Procurement procedures are not tender based.  Employees are not recruited, trained or managed in any systematic manner, and instead are initiated only when Dr. Juma decides that hiring is necessary. The hospital customer care philosophy is supply-side driven and patients have a number of complaints: long wait times before being treated; harried and sometimes unfriendly staff; frequent drug stock outs; and a reputation for delivering many babies by "unnecessary" Caesarean sections. 

The Obstetric/ Gynecology Clinic, Pediatric Clinic and Internal Medicine Clinics are held once a week and are sometimes manned by general practitioners. The hospital only accepts patients with medical insurance from two insurance companies, as well as those with National Hospital Insurance Fund (NHIF) coverage. Patients with other insurance coverage either have to pay out of pocket to receive services at Afya Hospital or to travel to other hospitals for treatment.

Recently, the Comprehensive Hospital chain opened a satellite hospital with a 40-bed maternity wing in Furaha Estate. The new hospital is situated on a newly constructed road and is easily accessible by public transport. 
Each satellite hospital in the chain is headed by a hospital director who leads a well- structured management team. The satellite hospital has double the number of doctors, specialists, nurses and midwives that Afya Hospital has. The satellite hospital also has a constant supply of part-time, locum staff, some of whom are actually employees of Afya Hospital. 

The chain has a good national reputation for customer satisfaction, good clinical outcomes, and high quality service. Quality control in all of the clinical and nonclinical areas is frequently monitored so that the hospital chain can maintain its ISO certification.  

Procurement is done through a centralized supply chain department that follows a tender procedure and sources directly from manufacturers, where possible. The Human Resources Department has clear standard operating procedures. 

The hospital chain accepts medical insurance cards from ten insurance companies as well as the NHIF. The planned patient target market includes all of the surrounding suburbs and beyond. 

The Comprehensive satellite hospital brings a new dynamic to the business of health and maternity care. Patients in and around Furaha Estate are excited by the entry of the new hospital into the mix. Even though the fees may be slightly higher than those charged by Afya Hospital, the novelty factor is likely to drive a number of higher economic status patients towards the Comprehensive satellite hospital.
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	Please: (1) identify Afya Hospital’s current competitive disadvantages; then (2) outline the steps you recommend that Afya Hospital take in order to minimize or remove these disadvantages and become competitive again.


	Afya Hospital’s Competitive Disadvantages
	Proposed Remedial Actions

	
	

	
	

	
	

	
	

	
	

	
	


Battling the Export- Import Trade

Labpath is a private medical laboratory in Wote, which is now a county capital in the newly devolved system of Kenyan government. The laboratory is owned by Dr. Makau, a general pathologist who employs five laboratory technologists, two of whom are his nephews. The laboratory handles samples sent from the thirty doctors operating in Wote, as well as from doctors and clinical officers outside Wote.

The laboratory provides a wide range of basic laboratory services in-house, including: microscopy, culture and sensitivity, rapid ELISAs, hematology, blood chemistry. When equipment or reagents are not available, a few test samples are sent to a hospital based laboratory in Nairobi.  

Over the years, due to a lack of competition and general management deficiencies, equipment has been allowed to break down, reagents have been procured inconsistently, and many test results are signed by the laboratory technician who performs the test rather than being countersigned by the pathologist. Consequently, the laboratory has increasingly demonstrated an inability to deliver prompt and accurate results every time tests are requested. 
There is only one computer in the laboratory director’s office, with no internet or intranet access. As a result, the testing, reporting and storing of results are not computerized, and all of the laboratory reports and requests are paper-based. The last quality control assessment of the laboratory and technologist calibration was conducted two years ago.
Most of the local doctors were trained in large teaching hospitals where laboratory standards are vigorously maintained. They question the ability of Labpath to deliver accurate results, particularly when test results occasionally do not match the clinical picture. In addition, the local doctors are not happy with the turn-around time for the tests they have ordered. 

Frustrated by Labpath’s inefficiencies and ineffectiveness, Dr. Musyoki, a newly qualified physician in Wote, decides to start his own laboratory service. Called

Tests in Time Limited, the new laboratory employs four phlebotomists and three support staff.  Samples are collected at his central office in Wote and couriered to the Pathsure Laboratory in Nairobi the same day. As soon as they are ready, the test results are sent to the requesting doctor via email and text message, with a copy to Tests in Time. 

Pathsure is the local franchise of an Africa-wide pathology service with state of the art equipment, reagents, and an arrangement to ship samples to their head office for rarely ordered tests. It has a reputation for accurate results. 

There are standard operating procedures and systems in place, management is structured and accountable, and Pathsure is internationally certified. Procurement and human resource management are streamlined and designed to get the best value for their money.  

Tests in Time is required to pre-pay Pathsure before the laboratory will run the tests. To this end, Pathsure has arranged the capacity to accept all types of electronic money transfers from Wote. The doctors in Wote are excited by the service that Tests in Time provides because of their improved diagnostic ability, which translates into better clinical outcomes. As a result, Tests in Time has begun to charge a premium for its excellent service and is now slightly more expensive than Labpath.
Dr. Makau, the owner of Labpath, is forced back to the drawing board and hires your services as a Business Development Consultant. Please advise him how to get back into the medical laboratory game with a bang.
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	Please: (1) identify Labpath’s current competitive disadvantages; then (2) outline the steps you recommend that Labpath take in order to minimize or remove these disadvantages and become competitive again.


	Labpath’s Competitive Disadvantages
	Proposed Remedial Actions

	
	

	
	

	
	

	
	

	
	

	
	


The Next Step

	[image: image14.wmf]
	Instructions:   To remain competitive, you need to find out exactly why your customers have chosen to come to your practice.




1.
Create a survey that asks your customers to tell you why they decided to come to you and if they have any suggestions for you to improve your practice.

2.
Give the survey to your customers while they are in the waiting room and collect it before they leave.

3.
Based on your customers’ responses, answer the questions below:
A. If a new competitor enters my market, will my strong points help my 


practice survive?

A1.If your answer is “yes,” please explain your rationale.


A2.If your answer is “no,” what will you have to do to help your practice 



survive?

B. Could a competitor exploit my weak points and take customers away from my practice?


B1. If your answer is “yes,” please describe what you can do differently to 

keep your customers.


B2. If your answer is “no,” please explain your rationale.

4.  
Consider surveying potential clients to find out: What factors are important when they choose a practice? Where do they go now? What would need to happen for them to consider coming to your practice?
Customer Loyalty Surveys: Do You Include All 3 Critical Elements?

The starting point when designing customer loyalty feedback programs should be understanding what your customers care about and how well you are meeting their expectations. This requires using a measurement approach that includes three critical elements:

1.    Overall Customer Loyalty Questions

It seems odd to me that many customer loyalty surveys never ask these key questions. They ask loads of detailed questions about the color of this and the time it took for that. The problem is that, at the end of the day, you need to know how much customers like you as a business and match that to customer loyalty, i.e. profit.

Luckily this is a simple problem to solve because there are really only one or two questions that you can ask:

“How likely is it that you would recommend Company X to a friend or colleague, where 10 is very likely and 0 is very unlikely?”

 “How much effort did you personally have to put forth to handle your request”

2. Loyalty Driver Questions

Now that you have an overall customer loyalty measurement, you need to understand what drives customer loyalty for your business. To do this, you need to include a set of questions that measure your performance on the different drivers in your business. The goal here is to understand how you perform on each driver AND determine which drivers are most important.

These are the most common questions you see in surveys, for example:

“How do you rate the technical competence of our staff?”

“How accurate was our documentation?”

“How quickly did we answer the phone?”

With this information, you can determine which elements of your business are most important in driving customer satisfaction.

3. How Can We Improve Questions

So, with the previous two question types, you know your customer loyalty level, which elements of your business drive customer loyalty, and your score on each element. Okay, you’re at the final hurdle: you know what is wrong and what needs fixing, but how do you fix it? This is where the last element comes in: how can we improve questions.

There are two versions of this question: general and specific

1. General questions cast the net widely and get the top of mind response for you whole business:

“Please tell us the one thing you would like to see changed about us?”

2. Specific questions are tied to a single attribute:

“How could we improve our responsiveness to you?”

Notice both types of question are open (no scores out of 10) responses. Using them you should get some good ideas about how to improve your business.

Now you have everything that you need to improve customer loyalty. The only thing left to do is get out and make changes to your business. Oh, and then do it all over again next quarter – remember customer satisfaction is a journey, there is no perfect customer satisfaction.

Adapted from article by Adam Ramshaw.
Sample Customer Satisfaction and Loyalty Survey Questions

Please rate the following questions on a scale of 5 to 1, where 5 represents “Extremely Satisfied” and 1 represents “Extremely Dissatisfied”:
1. How would you rate the services we provide?




5  
 4  
3  
2  
1  
2. How would you rate the technical competence of our staff?




5  
 4  
3  
2  
1  
3. How would you rate the ease of obtaining an appointment?




5  
 4  
3  
2  
1  
4. How would you rate the convenience of our hours?




5  
 4  
3  
2  
1  
5. How would you rate the convenience and accessibility of our location?




5  
 4  
3  
2  
1  
6. How would you rate your level of overall satisfaction with our practice?  




5  
 4  
3  
2  
1  

7. Why do you say that? What specifically makes you satisfied or dissatisfied with our practice?
8. What can we do to improve your satisfaction with our services?
9. How likely are you to recommend our practice to a friend or relative? What would you say the chances are:



Excellent  
Very Good  
    Good  
Fair  
Poor

10. How likely are you to continue to use our services? Would you say the chances are:  

Excellent  
Very Good  
    Good  
Fair  
Poor
11. In total, how long have you been a customer of our practice?  

Less than 1 year   
1 - 3 years
4- 5 years
6- 10 years   11 years or more

12. Please list the top three reasons you initially decided to come to our practice in order of importance.

Please rate your level of agreement with the following statements on a scale of 10 to 1, where 10 represents “Completely Agree,” 5 represents “Neutral,” and 1 represents “Completely Disagree.”

13. I believe that (Practice Name) deserves my loyalty. 

10  
9  
8  
7  
6  
5  
4  
3  
2  
1

14. Over the past year, my loyalty to (Practice Name) has grown stronger. 

10  
9  
8  
7  
6  
5  
4  
3  
2  
1

15. (Practice Name) values people and relationships ahead over short-term goals.  

10  
9  
8  
7  
6  
5  
4  
3  
2  
1

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
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	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:

identify who my customers are;
5        
4        
3         
 2       
1
rank the factors that made my customers choose me;  
5        
4        
3         
 2       
1

explain why it is important to know who my 

customers are;
5        
4        
3         
 2       
1

determine who my competition is;
5        
4        
3         
 2       
1
describe how to be more competitive in my market.
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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