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Duration:      7 hours [9 a.m. – 4 p.m.]
Learning Goals: 
Health professionals will discuss the pros and cons of growing their health practice [what] so that they can determine the type of growth important to them and start working toward it [why]. 

Learning Objectives: 
During this session, the participants will:

a. Discuss what it means to grow their health practice;

b. Identify the pros and cons of different types of growth;

c. Assess the wisdom of growth in specific situations;
d. Define the desired size and scope of their practice;

e. Recognize potential growth opportunities;

f. Assess if potential growth opportunities are good for their practice;
g. Discuss the next step; and

h. 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

	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 considered growing your practice?”
-“How many of you have grown your practice?”
-"How many of you aren’t sure if growing your practice is a good idea?”
As you ask the questions, model raising your hand, so the participants know to raise their hand if the answer to a question is “yes.”

Keep asking questions until everyone has raised their hand at least once.
“Well, by the time you leave the session today, you will know the pros and cons of growing your practice and what to do next, if you decide growth is a good idea.”
Opening Comments: Introduce yourself. Ask people to raise their hands if they have attended a previous session in this series. Explain the format of the session (start and stop times, 10-minute breaks approximately every hour, etc.).
[Note:  If this is the same group of participants who attended the previous session, all you need to do is to mention that: “The materials are laid out the same way as before.” 

If the group has new participants, provide the complete explanation that follows:

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: 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: DEFINE WHAT IT MEANS TO GROW YOUR PRACTICE
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	7-8

	5


	Focus question
Debriefing


	Focus Question:  Ask them: “What are the ways that a health practice can grow? There are two flip charts, half of you will post your answers to this question on your group’s assigned flipchart. Can I have a writer? Remember, spelling doesn’t count and you need to write with large letters. Who can start us off?" [Wait for one answer, then write it down on one of the flip charts to model what you want them to do.] "Great!”
Debriefing:  At the end of 10 minutes, have a volunteer from each group report out their list. Have them take turns reporting out 1 or 2 answers, so that one group doesn’t list everything, leaving nothing for the other group to report. Add any growth options that the groups missed [possible additional answers: new customers, expanded services, new services, new location, larger facility, additional staff, greater specialization, more products to sell, additional locations, additional new equipment, latest equipment, group practice, mergers, or acquisitions, etc.]
“We’ve got a nice list of possible growth options. Are there any that are relatively similar so that we group them together?” [Wait for their answers.] “What should we title this category?”[Possibly: New Equipment would include additional new equipment and latest equipment; 
New Services for expanded services, new services and greater specialization; Facility for new facility, new location, larger facility.]


	10 minutes

10 minutes

10 minutes


	Start Time:  10:00
	BREAK
	10 minutes

	Start Time:  10:10
	SECTION 3: IDENTIFY THE PROS AND CONS OF GROWTH
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	9

10

	6

	Large group assessment


	Large Group Assessment:  Say: “All of these ways that a health practice can grow have their pros and cons. If you are going to seriously consider growing your practice in one of these ways, you need to do it with your eyes open. Let us consider Scenario 1 on page 6." [Read the scenario and lead a discussion to answer the three questions that follow it.]

Scenario #1 

You have an office practice that is located in a residential area with a relatively low level of population density. A developer comes in and builds a new, high-density housing complex that in turn motivates other developers to build shopping malls and more housing in the immediate area. The population around your office quickly grows, traffic increases, parking gets more difficult, and more people in the area learn about your medical practice.  

One day, your receptionist tells you that the wait time for a non-urgent appointment for a patient to see you has grown to over three weeks. The patients who have been in your practice for many years are complaining about the growing lack of accessibility to their doctor.  

 

​​​1.
Cause of growth: New Customers

2.
Potential opportunities: More profit, more word of mouth advertising, more sales (if applicable).
3.     Potential risks: Have to keep up with demand, greater scheduling complexity, possible need for more staff, more equipment or more space, a  receptionist if there isn’t one already, less time with patients.
	10 minutes




	Scenario #3 
 

Your primary care practice is located in an area where there are a number of other private practices in close proximity. Most of the office practices do not have any laboratory testing capability for standard blood tests or urinalysis.  You just recently met a qualified laboratory technician who is looking for work in your town. You have the space to be able to set up a small office laboratory. 

After careful study of the standards you would need to meet, you decide to set up an office laboratory. Having your own laboratory will be convenient for your patients. It will also enable you to capture the revenue lost by having to refer patients to another provider for blood tests and urinalysis.  

Another doctor hears about your plans and wants to partner with you to purchase the new equipment that your laboratory will need. The potential partner will refer his patients to your office for laboratory work. This seems like a good opportunity to grow your revenue. However, you have no experience with laboratory management issues such as supply requirements for reagents, laboratory equipment maintenance and repair, and results reporting validation processes and procedures.  

 

​​​1.
Cause of growth: New Equipment

2.
Potential opportunities: Having new equipment, having up to date equipment, being able to provide better service or additional service, attracting new customers, retaining old clients, being able to charge higher prices, leading to greater profit.
3.
Potential risks: Maintenance issues, need to learn how to use the equipment, might make a mistake, might need specialized staff to operate the equipment, it may be very expensive, no one knows how to fix it if there are problems, having to decide whether to purchase or lease the equipment- also agreement with partner concerning payment percentages for the partners. 
Scenario #4

Three OB/GYN practices have small but growing businesses in a moderate-sized city.  Because the practices have only 3-5 doctors each, the on-call schedule and night hours in the hospital for deliveries is a large burden that all of the doctors would like to change.  

One night, sitting in the physician on-call room in the local hospital waiting for women in labor to deliver, two of the doctors start to dream about the possibility of sharing their on-call responsibilities so that only one of them would have to be in the hospital to cover night calls.  

The idea grows and discussions start to focus on other benefits of working together, such as jointly buying medical office supplies to gain better pricing and delivery schedules from a vendor. A doctor from a third practice joins the dialogue and the idea of a practice merger starts to evolve.  

However, there are a lot of issues that make the doctors hesitate. Each practice has its own way of running the office, its own favorite nursing and support staff trained in their preferred ways, and its own customized medical record.  

​​​1.
Cause of growth: Merger

2.
Potential opportunities: Structure the merger to facilitate the growth of business so that the new business entity ends up greater than the sum of its parts; less stress on time and energy of individual doctors; better customer service; better accessibility for patients; better time management.
3.
Potential risks: Management issues, organizational culture clash, possible need to reduce staff to avoid duplication, cost to integrate records, need for larger location and costs involved in moving and setting up the new location, how financial decisions are made.

Scenario #5

Your orthopedic physician practice is doing a large and steadily growing volume of total hip replacements. Almost every patient you see for a post-operative check-up appointment gets a referral for the physical therapy needed to regain good ambulation.  

You are aware that some orthopedic surgeons in other countries are making a lot of money by expanding the services offered in their practices to include physical therapy. You like the idea of being able to better monitor the progress that your patients make after surgery. You have also heard from your patients that it is hard to get appointments with the existing physical therapy clinics in town.  

You do not have any expertise in this area. As a result, you will have to find an experienced therapist who knows how to set up a new office practice, shop for equipment, and hire and train staff. 

 

​​​1.
Cause of growth: New Service

2.
Potential opportunities: Adding physical therapy services to your practice has the potential to increase patient satisfaction, patient follow-up, practice revenue, and patient volume; attract new patients; retain old ones; more income; take advantage of staff skills; be more competitive;
have advantage over competitors; fill a need; diversify sales.
3.
Potential risks: There is risk that a new service that gains a reputation for poor patient care can have the exact opposite effect of what is desired by decreasing your patient volume while increasing your costs; may need additional staff; may need to invest in staff training; time management;
cost of equipment and supplies; coordination of services; scheduling complexity; less time with patients; pricing issues; cash flow issues; may need additional space.
	20 minutes

20 minutes




	Start Time:  11:00
	TEA BREAK
	10 minutes

	Start Time:  11:10
	SECTION 4:  ASSESS IF GROWTH IS WISE
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration


	Mirror Mirror on the Wall, Who's the Fairest of Them All?
Dr. Njuguna and Dr. Owino were classmates in the 2009 Postgraduate Radiology Class at the University of Nairobi and now work at the County Hospital. They are also partners in Seewell Radiology Services, an imaging center based in Nairobi. 

They began their center by investing in a second-hand ultrasound machine together with an elderly obstetrician, Dr. Mokaya. All went well and they soon were able to buy a new general x-ray unit and install it at the same site. 

They found another obstetrician in Kutus, Kirinyaga County who was willing to partner with them to purchase a second ultrasound machine. Dr. Kamau also assisted them with the purchase of a second general x-ray unit and an 8 slice CT. 

The 8 slice CT was considered cutting edge technology in Kirinyaga county, in comparison with the 2 slice CT that had previously been available at a local Mission Hospital.

The competition in Nairobi among radiology centers is stiff. It doesn’t help that radiology in Nairobi is an old boys and major hospital club. The older radiologists, major hospitals and international diagnostic chains are in full-time private practice and, therefore, have greater access to equity finance. They are able to invest in better ultrasound machines, such as the 3D and 4D varieties, MRI and larger slice CT machines, including the 256 and 512 slice varieties.

Although Dr. Njuguna and Dr. Owino are certainly head and shoulders above other radiologists their age, they have many loans to service and sometimes have to manage angry investors and creditors. In addition, their take-home net profits from Seewell Nairobi are sometimes only slightly more than what they earn from their work at the County Hospital.

Despite this, Dr. Njuguna and Dr. Owino are considering teaming up with a newly qualified radiologist to set up a branch of Seewell Radiology Services in Busia. They think that this new branch will be able to take advantage of the patient overflow from neighboring Uganda.

Dr. Njuguna and Dr. Owino are at a crossroads. They want to keep up with technology and grow their business, but they also want to make prudent financial and management decisions.

Questions:

1.
"Is it a good idea for them to expand their business by establishing a branch in Busia at this time? Please explain your answer."
[No. 

They may be stretching themselves too thin on the ground unless they first tighten up their management structures and systems.

 It would be more prudent to grow the current branches before starting a joint venture in Busia.]
2.
"Can the center grow in its current location? If so, how?"
[Yes.

Invest in new equipment and transfer the old equipment to existing branches
Start using teleradiology to report on digital images captured in other centres and transmitted by email

 Improve processes and systems of image acquisition, reporting and dissemination of results using IT 

 Market services more effectively

 Install a higher slice CT and transfer the older unit to one of the satellite centres

Get a 3D ultrasound unit.]

[Note: What DrNjuguna and DrOwino did:

1.Bought a new Ultra sound and 32 slice CT for Seewell in Nairobi 

2.Transferred the 16 slice CT to Kutus

3. Partnered with DrKazungu in Busia and installed the ultrasound from Nairobi in a new General Xray Unit and the 8 slice CT from Kutus.]
Shape Up or Ship Out
Dr. Swaleh was a general practitioner with a 2 consultation room clinic situated in Mombasa. He was 63 years old, but still worked so that he could pay his bills and finance his lifestyle. Dr. Swaleh offered primary care, family planning services and HIV and AIDs testing and counselling.  He had a visiting ob/gyn conduct clinics once a week. Although his equipment was 10 years old, he had kept up with technology. His practice boasted an x-ray, ultrasound and lab equipment. 
Dr. Swaleh had a reputation as an excellent doctor. His income enabled him to support his two children through their postgraduate education in finance and nursing. Then health and family issues arose that required Dr. Swaleh to retire within three years. He did not have a succession plan, so he was very worried. He knew that younger doctors tended to be investment shy. They were wary of purchasing a long established business because they believed it used outdated techniques and management practices. They preferred to pick up the pieces when an old doctor retired or passed on than buy out an operating clinic.

Dr. Swaleh put the word out that his clinic was up for sale at Ksh 5 million. After a couple of months, there were still no offers. He wondered what he should do. Finally, he hired a business makeover consultant who advised him to grow his business to make it more attractive to buyers.

Questions:

1.
"Is it a good idea for Dr. Swaleh to grow his practice at this time? Please explain your answer."
[Yes, if that is what the consultant suggested. The practice is apparently not ready for sale. 
No, he could use other methods to sell the practice: lower the price, offer a slow buy-into the practice, give talks in front of younger doctors that show the business is up to date in its equipment and management practices, change his marketing strategy so he highlights the benefits and minimizes the concerns of potential buyers, etc.]
2.
How could Dr. Swaleh grow his practice?

[Start a branch and hire a locum doctor to run it, Improve the services he has in his primary clinic, Start a related service, e.g. a physical therapy program,  other preventive services, a wellness and education program, Schedule other specialists for more hours.]
[Note: What DrSwaleh did: Dr. Swaleh maintained the status quo and did nothing, hoping for divine intervention. Two months after hiring a business makeover consultant, Dr. Swaleh had a massive heart attack, required a triple bypass and had to retire permanently. His wife and family sold off the equipment in his clinic over the next 2 years, one piece at a time, for a fraction of the value.]

	30 minutes

20 minutes



	Start Time: 12:00
	BREAK
	10 minutes


	Start Time: 12:10
	SECTION 5:  DETERMINE THE TYPE OF GROWTH YOU WANT 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	15
16
	16
	Paired activity

Report outs
	Paired activity:  Tell the participants: “Please pair up to discuss the size and scope that you want your practice to ultimately have. Make sure you also discuss when you would like that growth to occur and why.”
Report Outs:  “So, now that you’ve had some time to think about the type of growth you want, let’s discuss your ideas. Who would like to talk first?” 
	25 minutes

25 minutes



	Start Time:  1:00
	LUNCH BREAK
	60 minutes

	Start Time:  2:00
	SECTION 6:  RECOGNIZE POTENTIAL GROWTH OPPORTUNITIES 
	50 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	17
19
19

	17
18
19
	Individual assessment

Gallery walk

Individual assessment
	Individual Assessment:  Tell them: “Think about your health business, your services, what you do every day- and pause for a second.  Take a deeper look at what you are doing and ask yourself:  ‘What is missing?’ Just focus on this one question. Suspend any judgment and in particular do not think if this is a good or profitable idea.

Instructions:  Ask yourself some of the following questions to determine areas of potential growth for your health practice:

1. What is going well that we might want to expand?

2. How can we make our services easier or more accessible for our patients?

3. What would help me to stop having to work so many hours?

4. What would make my customers even more satisfied?

5. How can I make my work easier / faster / better?

6. What additional needs of my customers could the practice meet?

7. What gets in the way of my practice making a profit or a larger profit?

8. What have I always wanted to do but have never tried?

9. What opportunity did I consider and then either gave up on or forgot about?

10. What would attract more or different customers to my practice?

Write down the answers that come to your mind, using column #1 of the worksheet on page 18.  Then write them in large print on one of the flip charts.”

Gallery Walk: [When they have all written their ideas on flip charts] Tell them: “Now that everyone has posted their 'missing' wish lists, walk around the classroom and notice which problems or ‘missing things’ you listed, and which ones you have not thought about. Add them to your worksheet on page 18."
Individual Assessment:  “It’s time to determine if any of your potential growth opportunities are good for your practice. Please return to page 18 and complete columns #2 and #3 on the worksheet there.” 
	20 minutes
20 minutes

10 minutes



	Start Time:  2:50
	BREAK 
	10 minutes


	Start Time:  3:00
	SECTION 7:  EVALUATE POTENTIAL GROWTH OPPORTUNITIES 
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	20-21

	18

	Directed Large Group Discussion


	Directed Large Group Discussion:  Ask them: “Who determined that at least one of your opportunities would be a good idea for your practice?” [Ask respondents to explain what opportunity, why and when it would be a good idea]. [Note: If one or more participants determined that none of the opportunities would be good for their practices, ask for their rationale. Then point out optimistically that they may notice a more attractive opportunity later, now that they are more aware.
	30 minutes



	Start Time:  3:30
	SECTION 8:  SUMMARY AND EVALUATION 
	30 minutes

	Slides
	Pages
	Learning Activities
	Facilitation Notes
	Duration

	22-23
24-25
26
27
	23-24
20-21
22

	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:  “Whether you feel that your practice is ready to tackle that opportunity now or later, you need to develop either a short term or long term strategy to implement that growth idea. [Add if relevant: “Start to notice possibilities and write them down as you see them” [add if relevant:   “particularly if you determined that none of the opportunities you identified today are feasible for your business."]

You may want to take advantage of our other courses that could help you implement a growth idea. We offer training in operations management, quality assurance and improvement, financial management and marketing."
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
5 minutes

15 minutes

5 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.

