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ABSTRACT

The Medical Profession is one the most learned and noble professions in dl ages.
However, the medical practitioners have allowed the profession to degenerate in status
because of motives or profit and financial gain. Quack and unethical practices are fast
gaining ground.

In the world over, there is the prohibition of advertisement in the medical
profession; however, there are no ethical or legal provision to protect the profession from
market forces such as competition, inflation and socio-economic pressures that have their
bearings as well.

Twenty selected Private Hospiials within the Kaduna Metropolis were studied,
problems identified and some recommendations made. It was observed that marginal profit
and customer satisfaction are inversely related to clinic size. Essentially, the medical
practitioners need to develop their business skills and apply the appropriate business
strategies and techniques lor the effective management of the hospital, patients and the

employees, for profit without breaching their professional ethics and oath.
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CHAPTER ONE

INTRODUCTION

There are legal and ethical regulations that affect the practice of the medical
profession \.viih all having direct impact on the total health care managemenm.  On the
other hand, there are market forces, such as competition, miation, and sucio-economic
pressures that have ther bearings as well. In the world over, there is the prohitbition of
advertisement i the medical profession with the most pronounced centering on self~
advertisement.  No doubt, this stll remams the best kind of protection for the
customer/patient.  Both the market forces and the health care regulations will comiue to
afTect the medical practice since non of them can be waved. Yet, the pressure resulting
from the demand and the dictate of these clements does not suggest that competence,
integrity, profitability and ethics should be compromized

Muore than ever before, the Nigerian citizens need a mare efficient and qualitative
health care.  As the role of the health care industry continues 1o grow, pressures are
mounting for a more elfective marketing management, not just for increase profitability
but for the tnercasing sophistication of the customer. The rising importance of marketing

in the heaith care sector 1s underlined by several factors.

I Increased competition for customers.
2 Increased sophistication of those customers.

tnereased technology

fd

4 Increased cost of meeting customer needs profitahility

5 Increased number of guacks in the profession.



With the ever-increasing population, poor social inirastructures and battered
cconomy, the morbidity and mortality pattern is better left unimagined. The changing
cconomic situation keeps revealing the state of the private hospitals and business hic
The trend now seems to be promoting the business of the quacks and encouraging certaimn
unethical practices.  The Medical Practitioners are responsible for their predicament
As  long as the prolessional oath is not upheld and that patients satistachion s
compronused, there would continue to be a poor business performance

Marketing 15 not just buying and selling. It s an act of honestly satslying the
needs of the customer with a view to profit making, Marketing does not promote any
kKind' of uvnprofessional acts but make use ol its key clements to achieve its profitable
objective.  An attempt is made in this study to highlight the need for the application of

marketing concepts and technigues in the health care service sub-sector.

1.1 HISTORICAL BACKGROUND

There are several health establishments within the Kadupa metropolis both pubhc
and pravate. The Girst private health estabhishment i Kaduna s Lafiva Chime
csl_uhhslmi m 19637 A the end of 1998 there are 250 registered private
chinmes/Hospitals within the metropolis and several unregistered ones The
Government run four (4) General Hospitals and Six Child Welfare centres. The
rapid population growth, rural urban migration, increasing awareness by
customers, and the lberalization of registration laws are responsible for the
upsurge in the num-b::.r of private health establishment. This is what is obtainable

i most Nigerian cities



1.2

Uptil 1983, there were only four private chinics in Kaduna but by 1984/85,
the number jumped to forty following the General strike by the Nigerian Medical
Association the subsequent sacking of all striking Doctors by the Buban
Adminstration coupled with reduction in the number of years of exposure from S
years 1o Post NYSC as requirement for registration.

Morcover, the Babangida Adnunistration further relaxed the regulation
law by allowing Midwives, and Community Health Officers to open Primary
Health Care centres and Maternity homes. The scope of this PHC centres and
maternity hemes are either not clearly defined or not enforced by law. Hence the
customer is left in inherent danger of not getting the right treatmeit.  Most
Nigerian cities and villages are filled with practitioners with unregisirable
qualifications.  Any one in white overall that gives injections is a “doctor” and
can run his private health clinic or Chemist.

The establishment of guild and non guild hospitals recently has, o some
extent, improved the image and reputation of some hospitals - Indeed, a service as

Beadth care tls canmaol appeal o boaves s sinse ol boas b el e b o Twearie

places a burden on its marketing organisation

STATEMENT OF THE PROBLEM

Obviously, the creation of customers is the most important single objective of a
bustness. I is the patient who deternmines what the Hospital is and what the
hospital would be. The willingness 1o pay for the service by patients is what will

convert to the Hospital’s economic resources into revenue or profit. The two



principal functions that will be performed 1s this sespect are marketing and
mnovation, unfortunately, there are what most of ovr Private hospital lack  While
marketing atms to satisfy the customer needs, innovation seeks to achieve this
goal through a cheap means.  In order to have a competitive edge, centain things
are important and these should be provided and placed tor in the hospital
environment.  These include strategic planning, good leadership system, good
customer  service, good infrastructure,  strategic  premises  locations  and
compelitive pricing system
The wining strategy for today’s hospital toward improved perlormance is the
creation of distinctive customer service through quality care  Our Doctors must not
overburden themselves with other people’s job. Spectalty and specification of functions
will certainly improve the performance of a hospital in the Nigeria of 1oday
There is also the need to plan for the hospital premuses, to provide a well designed,
elfictent ergonomic and pleasing place of work, as well as an environment that will take
mto consideration the needs of the employer, employee and the customers
In order to get the best human assets, such as Doctors, Nurses and admimstiative
stat®, it is important that there should be a well-defined recruitment policy. In designing
a recruitment policy, emiphasis must be laid on quality of character and good behaviours
rather than cducation and experience alone,  The wolves m the sheep’s clothing in ow
hospitals are responsible for some of the woes and calamities that many establishments

Face today




1.3 HYPOTHESIS
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1.5

Profitability ts a direct function of the quality of care and patient satisfaction
The smaller the product runge the higher the quality of services and its

profitability
AIMS AND OBJECTIVES

To unprove the quality of health care services in Nigeria

To appraise and awaken the marketing instincts among Doctors and other health
CATe SeTVie [ tlers

To highlight the significance of specialty i private chinical practice

To mtmate the would-be investor in the health service sub sector with possible
arcas of pitfalls

To make private practice more lirc!v. and profitable.

To reduce the burden faced by private practitioners n running their hospaals

SCOPE OF THE STUDY

The study 1 intended 1o consider the application of the marketing nux and
modern management technigues in selected private health establishiments within

the Kaduna metropolis. Halal Hospital U/Muazy and 18 others were selected




1.6

SIGNIFICANCE OF THE STUDY

‘The bad economic weather in the country has revealed the poor and demlitating
state of our hezlth establishments.  The trend now seems to be promoting the
business of the quacks and also cncourages poor attitude 10 uaditonal
professional calling that Doctors and health care practitioners are well Known for
Some Doctors have abandoned the care for humanity for motives of profit. A lot
of our private hospitals are not worth their names. The medical profession and
the practitioners of medicine are mainly responsible for these devastating
situation. As long as the professional oath relating to the patient is not upheld and
patient’s satisfaction is compronused, there would continue to be poor business
performance.  The increasing trend ol “quackery”, forced by the poor cconomic
sttuation and the poor state of our public hospitals 1s over-bearng on 1he
profession  Many private medical practitioners may soon be closed down and be
out of business

The differénce must be clear between a quahified medical practinoaer that
has sworn by the physician” oath and the charlatans.

Nigerian Medical Practittoners must not shy away from the international
code of medical ethics as adopted by the 3" General Assembly of the World
medical Association, London, England, October 1949, amended by the 22"
Waorld Nedieal Assemably, Svdney, Australin, August 1968, and the 15" Warle

Medical Assembly, Vemee, ftaly, October 1983 12



.6 DEFINATION OF TERMS

] Mirketing: “The process of identifying, anticipating and satisfying
Customers requirements at profit” {(Chartered Institute of

Marketing U K)

2 Physicians Oath: Part of the admission requirements into the medical
Profession.

: Medieal DoctorPractitioner: The person qualitfied to prachice meduwome

A Sprecudist: A Doctor who devotes himsell to a partculas branch ol
study

3 Quacks: Persons who pretend to have medical knowledge

0. Profit: An excess u!'-kncmnc over expenditure

7 Private Hospital: A non-government health institution that admits patients

8 Patients: A person recetving medical attention

1. Ministry of Health Kaduna State

2. Luncent (987 Cictober,



CHAP'TLIY TWO

2.0 LITERATURE REVIEW

2.1 MARKETING

In @ business enterprise, which is, profit onented, marketing s the revenue-
vielding component ol the enterprise

Kotler (1988)°, defines nuarketing as a “social and managerial process by which
individuals and groups obtain what they need and want through creating and exchanging
products and value with others”™  Marketing s thus concerned wath the production of
voods and services 10 sansfy, adentified buman needs, geming the produg o the
customers and also influencing the buyers. Ultimately, the mam objective therelore, 1s a
profitable sale ol services that satisty costomer requirement ad needs

We have been referting to how patients can be managed for profit Yo there s no
way the patient can be protitably managed without effective marketing  prwtice
Marketing is not buytee and selling 1t is the creation of satistied customers at profit-
using the four (1) key elements often referred 1o as the 4Ps o the Narketing Mixc . aternm
used o deseribe o blending of decisions about product, plice, price and promation
Marketing does not promote any Kind of unprofessional acts but make use of the Key
clements 1o achieve o profitable objective  Health establishments must manape o
collection of marketing nuxes because they sell a collection of customes satistying

services to diverse target markets



Every business concern must have a target people to atm al. anc {0 generate
revenue or the profit from the patronage of the target people known as the customers
there must be a well placed marketing mix.

Using these elements for profit goal will depend on how they are used 1o achieve
the profit objective  This 1s where the application s very mmportant The eftective
application of these clements would make a world of didference m the medical praciice

without engaging in practices that are contrary to the professional cthies

2.01 PRODUCT

Medical practice is a service-oriented enterprise. Service can be delined as those
whont ittable, exseptinfly intamnbie activities that provide want satistaction and that aee not
necessary tied to the sale of a product or another service'

Hence, the product here refers 1o the service or idea being made available for the
cusmmcr- use and benefit; the emergency care, in-patient, oul patient. home visits,
rehabilitation, health maintenance and prevention of disease, laboratory investizations
and the provision of drugs and other consumable torm the man attraction towards
customer satisfaction.

With increasing sophistication of the customer, it is pertinent to recounise the sub-
specialities in the medical practice today. Patients now recognise the quality and benefin
of specialization in health carc. services,  Such as Internal medicine, Oathopaedics,
Paediatrics, Surgery, Ophthalmology, Dermatology and Newropsychiaten” These are
differemt branches of medicine that give detailed speciahist and satisfymg care o

customers



2.02 PROMOTION

The means of creating the awareness of the product in service to the customer, an
attractive hospital design, staff uniform, good letter heading, a good human and public
relations practice are the posilivc.ways to use marketing to achieve the hospital aims of
satisfying the patients at profit

In all over the world, and from country to country, there 1s the prohibition of
advertisements n the medical profession with the most pronounced centering on self

advertisement: whether direct or through the media.  And there is no doubt, this

]

arrangement is the best, otherwise, vou may find cwllcagues usiny, vatious Kinds of
unprafessional propaganda agamst one another
As stated earlier one of the elements of marketing 1s promotion, and this is the
element under which advertising is located.  For {ull explanation, the component of
promotion is further explained as follows.-
4 Advertising. To deliver a message cheaply to a great many people very quickly
using the print and electromic media
) Personal selling A two way communication involving face to face contact which
enhances dialogues to take place between the seller and the buyer where the buyer
can ask questions and the sefler reacting 1o the question before an achion can (ahe
place
C Sides promotion: Aims at using materal gifts through pramotion and sponsorship

C) B T ! BRI RVEOR SRV s o boner e D 1o FAEL R TR LA RS Al sl e vt iy e

at stimulating sale, within a shost time perod

1



. Public relations: A broad term but one of ity main Tacets i3 press relations which
1s concorned with disseminating favourable mfarmation about the company and

itx services, using any of the print and ¢lectranic media,.

2.03  PRICING

The price of i commadily or service 1s a ﬁlﬁjf.ar dcllcrminam ol the marker demand
of the .ilr:ru. Price \.a-'iil affeet the hospital competitive position and share of the nurket I
is the clement of the marketing i that determiines 1he .\.’illllL‘; ni'.thc product  Ta the
| cusianers, the ]}r‘i;cc af a praduct indicates the ncasure of grrality and the vadue o an
exchitige for the pmducl.

Polle pibhy .ilml segislered poivale Tt Incgorsls hase ey fave g
competition from the insttutions run by quacks, and 101w the area of puicing that they
have |?CL_:.11 outwitting the modern hospitals [ lact, 1the increasing rate of comperinon has
been grossly affecting the performances. of the public, and the gemninely vegistered
private health institutions,  Some of them have been closed (ii.)WH emporarly when they
should be posting profit, iConly the right pricing attitudes hu.\-'c been adopted. |

Pricing as a dominant factor in runmny a successful health organisabon should be
well understood and effectively applicd. The assue of current pricing must be seen
beyond the torces of demand ilr;t! supply. Imust be stated Ih;u what seems to be the
righl price o the public may not e nght before the h!‘\-’!unagm'.\; ;mﬂ Owners of the
l.mspilatls, atd vice versa, However, the customer must always be emsumcd to hie nght

-

The basic objective of pricing should be:
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mvestigated and researched should be appropriately set and maintained  These are the

only ways to performance improvement in the health care services

VALUE AND SATISFACTION

It must be quickly added that product will be successful i 1t delivers value and
sanstaction 10 the target buyer.  The buyer chooses between dilferent offerngs
{specialist, General practiioner or Matermity [Home) on the basis of which it 1s perceived
to deliver the most value  Value' is defined as a ratio between what the customer uels
and what he aives  The customer vets benefits and assumes costs. The benefits imelade
funcrional and emotional benefits  The costs include monctary costs, fime costs. enerey
costs and psychic costs. Thus value is given by
Value = Benelits - Functionad + Emobenal Benefits

(osis Monctary + Tune © Energy © Psychic costs

Uhe marketer can increase the value of the castomer oftering in several wavs
s  Raisce benefits
o Reduce costs

o ILaise beneirs amd dediee ot

DUTIES OF PHYSICIANS IN GENERAL

A physician shall always maintain the highest standards of professional conduct

A physician shall aot permit motives of profit to mluence the free and idependent

exercise of professional judgment on behail ol patients



A physician shall, m all types of medical practice, be dedicated 10 providing
competent medical service m full techpical and moral independence, with compassion
seined e e b e Tanesson ol ity

A physicran shall deal honestly with patients and colleagues, and strive to expose
those physicians deficient in character or competence, or who engage in fraud o
deception

The Doctor themselves need to revitalize the medical profession in Nigeria and
return it to ats glory and nobility by strictly adhering to the ethics and regulation and
creating a niche for themselves

The significance of runming an efficient private health institution would be better

appreciated when one considers the

{ Frequent strikes by Doctars, Nurses and other  paramedics i Government
hospitals

2 Establishment of poorly equupped clinies and matermty homes by quacks

; The harassment by “graditional healers” with unsubstantiated claims of cure for

discases they know nothing about sesulting from the failure of the public

hospitals

4 The mercasing need for public heahl education and preventive health care
SCrvices

5 tmproved public awareness on health and human nights i onr sacrety




2.05 PROBLEMS AND PROSPECTS

Over concentration of Doctors/Hospitals in the urban arcas has left the rural
community in jeopardy, therefore, leaving an unportant marker segment unaliered. It 1s
obvious that the rural commumity ol today in Nigena s more aware of its health needs.
more able and willing to pay for services than their urban drained counterpart

Fmphasis has always been on curative rather than preventive heaith care by both
Government and the private sector Preventive health care is cheaper and more protitable
to the customer and the service provider

Lack of basic health statistics and information system it the country has made
corporate planning inefTective

Medical practice 15 becoming more sophisticated and automated.  The speed at
ANVIDE al I_)i;l:_'ll‘.\."-iﬂ and treatment of illness has tremendously improved.  The average
Nigerian practitioner cannot afford the machinery or even the traning to catch up with
his colleagues m the developed wordd Hence the nich and the powerful tind solace m
patronizing medical establishments in Ewrope and Amenica.  Important segment of the
market is therefore lost to competitors

The puvate health sector in Nigena nnhke most other businesses is pot orzamsed
It lacks basic information system, even about existing facilities around them.  The best
has been the establishment of Guild Hospitals

The incursion of “quacks™ and the economic recession has given the prolession a
bad mnage in recemt years. A In_l of hospitals arc scen by some customers as socially
iresponsible. Certamly o favourable disposition of customers is important for the overall

existence of the business, and forms basis for the evaluatian of service standards



The most commeoen feature of our povate health establishment s sole
proprictorship - As the name imphes, it is owned, financed, managed and controlled by an
idividual - The Life of thus form of business s dependent on the hfe of the proprietor
Should the owner take iff, the business might suffer serously in terms of operations even
feadmg to a halt 0 operations  And mdeed most hospitals die with then proprictors

Going by the present trend of popufation growth, the Nigerian population should
be around 167,736,800 people.  As at this nme the urban population will be around
27,005,625 people, and the rural population will stand at 140,731,175 [However, the
economically active people will be around 41,234,200 people and from that higure we
shall be having only 112,057 heahth workers, comprising the medical practitioners,
dentists, pharmacists, nurses, medical laboratory technologists, radiologists, aptometiist
and the orthopedics et But comparing these figures, it will be. observed that the number
of the health workers will be Tike a drop o water i the ocean, which imphes that,
whatever may be the population explosion of the health workers, they will always have
large number of people that will always need their services regularly, without any reason
o complain. - The major problem that should be dealt with s the present behaviovrs of
some of these health workers towards the patients, which have been leaving some pains
in the check They are expected to pay more attention to the patient care and show more
empathy towards them for more patronage, without loosmg them to the alternative
medical pracuitioners and gquacks

There are vartous health institutions in Nigenia offering medical, surgical, pediatric,
maternity, psychiatric, gynecology, mtensive, orthopaedic, eye infectious discase and

radiological services etc., with names such as the general hospitals, teaching hospitals

iT




materaity homes, health centres, ophthalmic, dispensacies and clinies, and (hese are
variousty located in the urban and the rural areas where they always have close contact
and interactions wihy the patients.  la shost, these institutions have various services,
which they render for fees. Therefore, as Jong as these services are expected 10 he paid
for, whether on full charges or subsidized rate, concerted efforts must be made 10 satisty
these patients, in order (0 conlinue to attract their patronage it that wise, (hese services
inust be right; the quatity of service imust be right and the right strategics must be in place
to altract them, There must be the readiness to develop other business ideas that may not
be available n;:)w; in order to generate more ilncomc through effective m;u.'kcl studies and
identilication of paticnts needs!

Sonte pubitic and peivate health nstautions ive been deserted by iy people

because of their present day epileptic nature of operations and poor stall attitudes. And

we have hospital managers m these nstitutions, which scem 1o care less about the
pfs'ﬂum?s satisfactions.  Many ol the health workers are now being foaked upon by the
patients as :sh_y[a.:ck, and as not upholding the reguired standard of customer’s care and
alfention.  For such hospital managers o run their mstitutions for better performance,
they must change their general attitudes to customer.

The hospital managers should take ume from now to review  their f}r'cs;::nl
performance level and take oew ideas as well as freshen their approach to famtliy
prabilems, working towards positive changes in thelr i:m.IiI.u!im}s. They must first attene
seminars  and  workshops  on gencral  management,  stalT managemoent,  busines
management, and on strategic planning and marketing, so that they can be c.\'p_oscd 1

new thinking on how to manage the orgamzations, the statlUand other cifective ways



handling the patients. The hospital managers must up-date their knowledge because the

presemt state of things 1s sug g that many have fallen back nito mere tradition and

professional routine systems of managing the operations — by doing the same thing the

same way vear-m-vear —out, and now lefl with narrow vision and fack of effective
performance abihity, 1t s the changes in the hospital manager's style and methods that
will also drve the night atiitude mto the staffers. 1t is when the skills, the creativity and
aptitude 1s subject to change that there can be effective sysiems of operations oo No
hospital manager will continue to manage, positive results, without first up-dating thei
skills, knowledge and management techmaques

Phere must be elfective stall management and good policies, for unprove work

attitude, for the achievement of positive results. 1 the stafl’ s not nght the hospital

cannot be right. 1 the staft s poorly recrunted and remuncrated, there will be problems
that will confront the hospital success and performance. 1t s therefore bemg stated thay
success cannot be achieved without the ngit calibre of stalf, as well as getting thew
commitment through proper system of motivation. Many of the stad® today are not well
paid, motivated, amed and encouraged  The way they are treated s the rellection of
their general athtudes 1o the patients. And unless there is a proper recruitiment policy,
trasning and development, improved productivity and performance from the staft may nof
be attainable

Fhe creation of sausfied patients through quality services and empathy wall always

VL

mmprove the institutions level of performance. There is therelore the need to gar closer to

the patients through identification of their needs, and improvement of the facithties, the

constant check of the stafl-patients relationship paying attention to their complatnts and



queries: paymg constant watch over the pricing and the credut procedure, as well as
ensuring the development of more customers by interaction systems  The first
impression must be allowed to reign in the minds of the patients. The customer must by

treated as kKings and queens because they are the ones that are supplying the money to the

organisation.  The duty of patients care responsibilitics must be the concern of th
hospital managers

The world is now being tumed into a global market and computer village, wit
clectronic commerce virtually rendering trading and communication transactions an
copnections. Communication and information technologies will be cemtral 10 improvin
productivity and services delivery in hospital management. Some of the citects of
mformation techpologies will be to'change the work puu'ums of the dividuals at
mstitutions and providing new ways to improve the efficiency, cffectiveness, an
competitiveness.  Against this background, the hospital managers will be required |
procure the system that will be tailored to their operational needs, and that will alg

results, in the overali productivity

Kotler = Marketing Management (Ailfesounm Edition)
Levtre Notes < ARBU Zarin

Nranton ~ Fandwmentals of Markeginyg

Laevivire Nots — fntrodction fo Marketing, ABU Ziara
Prosgercteses fram P90 Consy Fagaees
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CHAPTER THREE

RESEARCH PROCEDURE

Phis chapter is geared towards definition of the research procedure adopted in the

study, sampling approach and the procedure of data collection and analysis

3.01 RESEARCH METHOD

The basic research methodology adopted in this study is mainly exploratory. This
approach becomes imperative in view of the subject matter of study. The atm principally,
entails gathering of mformation about the practical problem involved in carrying out a
particular conjectural statement. The major emphasis therefore, s on the analysis of the

management of selected private establishments, market analysis, policy analysis vis-a-vis

customer satisfaction and corporate viability of these hospitals

3.02 SAMPLING APPROACH

I'he study being exploratory in nature, sampling procedure 1s considered the most
appropriate in the judgment there is no hospial that has the monopoly of
For this reason twenty (20) Private Health establishments within the

patients/customers

Kaduna metropolis were visited, customers and staff interviewed, data collected and

analysed. The Hospitals/Clinics visited were categonsed, viz -
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(A)  Specialist Hospital — Hospitals offering specialist services by Doctors

that devote themselves to a particular branch of medicine ¢ g
obstetric/gynecology, surgery.

(13) General practice — offers services in all field of medicine without any

emphasis on a particular branch of swudy

(C) Maternity Homes — centres offering antenatal services and conducting

simple deliveries, usually run by Nurses/Midwives
Although a sampling methoed was used, it is important 1o appreciate that the

customers were themsclves a population.

3.03 DATA COLLECTION

The methodology executed in collecting data for this study are 3, they mclude use
of questionnaire and gathering data from secondary sources and personal interviews. The
use of secondary data was significant in the study not only because it is consistent with
the research design but because the research question can be adequately answered
through the inethod

The data from secondary source were supplemented with primary data collected
through interviews with staft and patients of the selected private Hospitals

Questionnaires were administered 1o both stafl and patients of these hospitals




QUESTIONNAIRE

The questionnaires were designed (o address the question raised by the
hypothetical statements and distributed to 1000 customers of the various hospitals
equally, the Medical Directors and stalt of the Hospitals visited  The questionnaires were
partly structured to allow the responds alternative answers and in some cases writing
thew own words. It is made simple and targeted at alf categories of customers (Appendix

AB, and ©)

3.04 LIMITATION OF THE STUDY

The study is limited to some (20) selected private health establishments in Kaduna
McIrwpnli§ alone. The sample population covered all categories of health establishments
usually seen i the country  Some major constraints of the study include non-availability
of some accounting mformation, poor response (o questionnaires, oflicial secrecy on the
part of some hospital management and distrust for the purpose of the rescarch by patients

and hospital stafT alike

3.05 BASIC ASSUMPTION

In the conduct of this rescarch some of these assumption were made:

v That the operations of the hospitals would be profitable if converted into a unigue

cost and profit centres,
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v That all the data collected are assumed to be authentic and valid for the conduct of the
study.
v That there would be surplus market for the services rendered i only medical

practitioners will abide by ethics

3.06 HEALTH SERVICES IN THE KADUNA METROPOLIS

Kaduna, the former capital of Northein Nigeria and the present capital of Kaduna
State have an estimated population of 801,000, like most Nigerian cities utilities and
soctal infrastructure services are grossly madequate. This very well speaks for the
quantity and quality of Medicare available in the old capital. The city is equally not
devoid of quacks despite the pressure of government and its law enforcement agents
This could be primarily be due to the level of poverty and economic power of an average
citizen. Patients cannot afford good quality care in Government Hospitals where services
are relatively subsidized

There are several medical centres rendering medical care and treatment in the
Kaduna Metropohs

Government Hospitals

There are hospitals built and are been run by Government, they include:

l. Barau Dikko Speciaiist Hospital

2

Gwanna Awan Hospital Kakuri

Yusuf Dantsoho Hospital T/Wada

e

4, Ahmadu Belle Teaching Hospital.



RELIGIOUS ORGANISATIONS

| St Gerald Catholic Hospital Kakuri,

§S)

Mushm IHospital T/Wada

e

Aitam Muslim Hospital T/Wada
4 Ahmadya Medical Centre 1/Wada

5 Six Local Government Primary Health Care Centres offering out patient services

COMPANY MEDICAL SERVICES

Of course, Kaduna could be described as an industrial centre with several Textile and Oil
and other Manufacturing Industries. Most of these orgamsations have over the period
complemented the medical services in the metropolis by establishing clinics and

Hospitals that essentially cater for their staff and their dependants. This includes

| The Nigerian National Petroleum Corporation
2 Arewa Texules

3 Peugeot avtomobiles.

4 NOCACO

S Nigerian Teachers’ Iusi.iluw.



MILITARY HOSPITALS

< The 44 Military Relerence Hospitals serves mainly Military personnel and their

dependants.

“ The Airforce Medical Centre also for the airforee personnel

PRIVATE HOSPITALS/CLINICS

These are hospitals and chinies solely owned and managed by private individuals,
Most of these enterprencurs are medical Doctors and other medically trained personnel
while a few of them are owned by other non-medics imterested in medical care services.

These hospitals and clinies ofter both im/out patient services to their customers,
While some ofter scrvices in all ficld of medical care though not as elaborate as
Government General Hospitals, others offer mainly specialist services and are known for
such services

Records from the State Ministry of Health indicates that as at 1998 there were 250
registered Private Clinies within the metropolis. However, empirical observations suggest

there are a lot mare. Maost of them not registered by law.

Chemist Shops: These arc private pharmacy shops that sell and administer drugs run by

qualified pharmacist but do not admit patients in their premises. There are about 125

registered shops



Diagnostic Centres: These are paramedical centres otfering support services to clinies

and hospitals run by Doctors

Typical Organisational Structure of a Private Hospital
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The Medical Divector

This is the chief Executive of the hospital. He is chiefly concerned with day to
day running of the hospital, In addition to patient care, the Medical Director is saddled

with administrative and management responsibilities

Administrative Olficer

The Administrative Officer assist the Medical Director in routine administrative
duties and doubles as the Public Relation Officer of the hospital. Specifically, he ensures
that
v Good cash low management
v Sees to the wellare of staft
v Keep record of employment

v Maintain good track of all hospital vehicles and equipments

Doctors
Dingnose diseases, prescribe right treatment and also perform surgical operations

Nursing Sister

The Nursing Sister or matron is the immediate boss of the Nurses — Her duties

mclude:

1) Organise duty roster for Nurses/Attendants.

2) Monitor the prolessional performance of Nurses.
3) Doubles as a Nurse



Nurse/Midwile: 1he duties imcludes

I Assist the doctors in discharging their duties

2) Linsure patients are comfortable

3)  Administer drugs prescribed by Doctors

4) Keep records on all patients

S) Reports any useful observation to the Matron/Doctors.

Pharmacist

There is only one pharmacist in the hospital  He ensures good quality, etficacious

drugs are purchased by 1he hospital

Maintains the imventory of all drugs and consumables amd raise requisition at the

appropriate re-order level

Account Clerk

There are two account clerks  Theiwr duties are:

(1) Record all payments and receipts of the hospital
(2) Keep track of all cost elements
(3) Monitoring and collection of hospital debts.

(4) Banking

29



Typist/Cleaners/Drivers:- There is one each, they perform routine duties and any other

job assigned by the Medical Director.

MEDICAL SERVICES

Service 1s an identifiable, essentially intangible activity that provide wam

satisfaction and that may not necessarily be tied to the sale of a product. Medical care

provide a variety of services. These can be conveniently divided into

A MEDICINE

1)

.1}
5)

0O)

7)

luternal Medicine: Deals with whole range of medical conditions, their

diagnosis.and treatment,

Psychiatry: Diagnoses and treatment of mental disorders.

Cardiology: Deals with disease of the heart and the special methods of

investigating them.

Dermatology: Nanaging skin disorders

Pacdiatrics: The medical care of infants and chuidren

Neurology: Neurology deals with the discases of the nervous systen in
which the il effects are predominantly physical  Examples are paralysis,

disordered balance, Joss of pain and touch sensation, impaired speech etc

Gastrocnterology: This handles the treatment of gastrointestinal

diseases, which includes discase of any part of the digestive track and also

of the liver, biliary track and pancreas.
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13) SURGERY

This 1s concerned with a variety of surgical gperations, some are

‘1

e

I

t

‘e

Ophthalmiology: This takes care of the discases of the eye and the

structures which immediately surtounds it.

Oto-Rhino_Laryngology: This handles many conditions which affect the

cir, nose and throat and therr related structures.

Orthopaedic Surgeryv: This is the diagnosis and treatment of injuries and

discases affecting the bones, joints, tendons and ligaments. Example
Fracture

Obstetries and Gynaecology: The treatment and care of women duning

pregnancy and childbirth Also it deals with the diagnosis and treatment
of diseases aflecting the female reproductive organs
Veneriologyv: Concerned with the diagnosis and treatment of veneral

hsease (VD)

Family Planning Scheme

D) LABORATORY MEDICINE

I Haematology: Delined as the science dealing with the nature, functions
and discases in blood

2 Bacteriology: Bacteriology deals with Micro-organisms like Bacteria

I {991 Popuelation Cesvias

2 Mineiseey of Healtie Kudvina Stute - Negatcation of Pravate Mealth Tttt

3 Medicol Encyelupedia
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CHAPTER FOUR

4.01 RESEARCH FINDING AND DATA PRESENTATION

Rescarch finding and data analysis are the main focus in this chapter, Information
colfected through the Questionnare and the oralimterview have been composed into o
market survey, estimation of profitabifity and business plan for the improvement in the
Private Mc(iic;il Practice

The market survey was central 1o the overall analysis of determinming whethe
indecd there are basis for marketing and improving the quality ol medical care by ow
private hospitals. The analysis of the survey was based on the thiee categories of private

health establishment carhier outhned in chapter 3, and the basic finding from the vanous

hospitals were as follows.

(1) Specialise Practice: There is a strong preference for a spectalist (Consultant)

service by most patients interviewed. However, there are very few hospitals
offering such servives, it was found out that most of the specialist come on pait-
timie service at the hospitals. Sumtladdy, there charges are wgh Ttis interesting to
found out that even low meome carners are ready to part with the fee a quality
service  Thoush the turm over of patient is lower than those at the Generai

Practice Doctors, the proprietors find 11t more satisfyig and more profitable 1t

was equally observed that they keep neater hospitals and their staff are more

-
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courteous and friendly. Awareness for such, specialist services is equally low,
among the low-social class

General Practice: Here the demand is high as demonstrated by the turn-over of

patients. They charge relatively lower prices for services  For example while the
specialist elinic charge N 500 for consultation the generidl practice ¢linie chinge

N=250. Equally admission fee are lugher by 50% in the specialist clinic. Tt was
noted that despite the volume of sales among these category of hospitals, the
overall margin is hizher i the specialist hospital,

Maternity Home: Majority ol the patients are mainly women and children tor

the management of simple atlment and immumzation. They are run by Nurses
and Midwives, ollen acting as agents to some of the hospitals above. Patients

often visit such homes because of convenience, cost and proximity to residence

ESTIMATION OF DEMAND AND SUPPLY

Muost restdent of the metropolis are very aware and conscious about their health

The World Health Organisation (WHO) recommended an average of 1120

Peaple/Duoctor, going by the Tast 1991 census, the Kaduna metropolis has an estimaned

population of 1.2m people with enly 40 Doctors This translate 1o 12,000 people/Doctor

which is Larbelow the WHO standard. Owing to the rate of population growth and

fatlure of the Governmeni Hospitals, the demand tor private health chnies i Kaduna s

expected 10 grow

There is abundant evidence to suggest that the demand for medical care is higher

the supply but it is hindered by the attitude of the practitioners and the low purchasing



power of the average Nigertan, This is manifested in the booming patient medicine

business and herbalist homes

4.02 DATA ANALYSIS

I What is your mouihly salary?
5.000 - 10,000 10%
10,000 - 20,000 15%
20.000 - 30,000 45%
40,000 - 50,000 20%
50,000 and above 10%

2 Sex
Male 42%
Female 58%

3 Where do you norma!ly receive treatment”?
Specialist ' 28%
General Practitioner 60%
Matermty Home 12%
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Why do you receive treatment there?

Spectalist Practice

Availability of drugs 98%
Good atteation 1o patients 100%
Cheaper piice 15%
Neat/Tidy cavivonment 5%
Friendly staif | 3%

Who intreduced you to the hospital?

) A fhend 3%
: The Hospital staff 20%
3 SelffChance 3%

s Ny orgamzation 11%
. Former patient 5%

Were you receiving treatment in another hospital before?

Yes 1O0%

No =

Iyes, why did you leave that hospital?

High charges 32%
Poor services 44%
Transterred from the town 24%

i5

Creneral Practice
95%
T5%
65%y
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How satislicd are you with the treatment in this hospital?

Totally satisfied 21%
Partially satsficd 5%
Unsatisfied 0%

Not sure (treatiment not completed 4%

The middle-income bracket of 20 — 30,000 per month constitute 45% of the
patients interviewed. These are usually the enlightened group who can
equally afford the cost treatment. The greater number of the lower income
class 5-10,000 must probably, attend Governmem Hospitals

The female propendiance (58%4) over the made ((12%0)as explained by the fact
that in addition to the tinesses that are common 1o both sexes, the female sex
has spectal conditions related to reproductive health and child birth

The General Practittoner attracts greater attendance because of cost-advantage

over the specialist clinies and is often the first pomt of call before the

specialist in difficult situations.

The fewer number of patients and the somewhat exclusive pricing method of
the specialist clinics may be responsible for the availabihity of drugs, tidy
environment and courteous staff’

Visitors 1o Hospital and former patients are ill\]}m'llillil promaotional agents
provided they were treated well otherwise, they turn out 1o adversaries of the

hospital

0



TABLE ]

6. ESTIMATED PROFIT AFTER TAX 1990/95 (HOSPITAL DATA)

L=p Specialist =N="000 | Gp =N="000 Maternity
!'"';"i}'i}i e o g
i 1991 S350 200 55 '
| 1992 1600 ' 312 170
jwm s T lais 00
L1994 1060 550 i 100
| ; :
1995 | 1200 650 | O8
' 1996 ~ise0 780 ' : 80
I 1

Sowrce: Data from verions hospitals visited.
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4.03 PROOF UF AYPOTHEICAL STATEMENT

The hypothetica: statements were

| Profitability is a divect function of the qualiny of care and patient
satistuction.

- The smatler the product range the higher the quality of service and us
profitabilicy.

The first stateiment could be proven from the fact that 9% of all respondents were
totally satistied with the cuality of care they received coupled with the fact that all the
hospitals were incrﬁ;miug‘y declaring Ingher profit atter tax over the years and an
mereased twmover of patients. (Table 1&11)

The degree of protitability is even higher with the specialist hospitals where 10%
of the respondents attended because of good attention o patient care, 98% due to
a\-'ailululil_\,‘r ol drugs and 93% duc 10 friendly environment and hospital stadt

" Speciality in a branch of medicine nartows the service/product range of the
Doctor  This 1s tatlored towards eiving higher quabity specialist service unlike the
General practitioner that dubbies into all fields of medicine It was clear rom the st
hypothetical statement that profitability ts a direct function of customer satisfaction, it
goes 1o iniply here that the smaller the product/service range the higher the quality of

service and its profitability



CHAPTER FIVE

5.0 SUMMARY, CONCLUSION AND RECOMMENDATION

5.1 SUMMARY/CONCLUSION

The main objective of this study is 16 identify the possible contiibution o!
marketing as one of the policy instruments to be adopted by private health establishmients
that are characterized by inefficiency, fatlure to thiive and malpractices i order to renia
in business

Marketing is all about customer satistaction at profit and customer satistuction has
been directly hinked to profitability and growth in any business. However, 1he
fundamiental reason for the failure of our private hospital is lack of focus or nussion
This lay the foundation for malpractices and quackery in this very noble prolession

The problem identified with the private health establishments i the stady are

numercus. Phese meludes

(1) Poor strategic planning
(2) effective cash management and asset building method
(%) Poor stall morale  All these are aitributable to fack ot visien

The poor economy and the low purchasing power of the customer has foreed

patients to look for alternative source of health care The adoption of marketing
technigues is aimed at making the private hospitals operate as profit making ventares
financially self reliant and capable of generating enough meome 1o ensure posiive

returns on investment and growth
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The annual profit atier tax from these hospitals was not tmpressive, i real téims
however, these figures when adjusted for inflation would be much Jess attrachive

In today s demanding business chimate, the private hospital exceutives should be
aware that competition, direet or direct, intlaton, government pegulatory policies and
other market Torces are part of what contronts the hosprtal busiess However, it is
possible to operate without engaging in any unethical practices and sull achieve vood
results The possibility lics i the management and business experience of the Cluet
Medical OlTicers. And stice the success of the hospital depends on the managenial and
business abibity of the manager, he is expected 1o know the marketing and management
technigues, as well as the strategies that would work {or the success of the business

The creation of sausticd patients through quality services and empathy wiil
always tmprove the institations level of performance

Fospital managers should take time 1o review their performance level and take
new ideas as well as treshien their approach to familiar probiems, working towards
positive changes i thew mstitutions. The present state of things as observed i the study
15 suggeshng that many have fallen back mto meye tradition and professional tontine
systems of managing the operations - “life i nseli’is dynamic™ - and are fefi with
narrow vision and lack ol effective performance ability. NMany of the stalt are not
motivated, l-paid and untrained. And unless stall are encomaged, ymprovement i

productivity and pertfonmance will remain d mirage

At



5.2 RECOMMENDATIONS

The image of the hospital begins with the persanal vision al' the owner. Where
therc is no vision there wiil be no mission. Theretore hospital proprictars should
develop, communicate and share their vision with all stakeholders 1 the business. The
vision should be the driving force lor the accomplishment ol the mission.

In order to survive, cmphasis maost be Lud on creating and maintainimg satistied
patients and clients, by oftering quality service, and creating, awnrc;\css through a well
planned and cffective public relations systems. The mternal strictare imust be well
planned. There must be proper recruilment pn}i-cy, ranning and dcvc]up]lm’.n] Progrims
for the employees and good motivation towards carrying a good hospital cultne that will
heip improve produciivity.

Hospited Managers, should constantly watch over the averhesd and other

expenses by caleulaling the unit cost of every service rendered and medication in order 1o

arrive at gond profit and device a means of building up sufficient ii(']uid'n_\' and working
cn.piml base, such as sceking pavment inadvance and monitoring cash ow.

There is the need te develop a sound negotiation skill w be able to handle terms,
agrecmenis and conditions in the course of dealing with clients, supplicrs and other
external public. This wonid help 1o reduce cost, mprove goalily and the assurancy that
the nght materials at the nght price and quality are supplicd

An effective internal controf system and audit section that will focate the weak

points for improved operaion efticiency should be evolved. Particufarly, pricing,

42
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because nothing drives the customer away easily than to discover that the hospital 1s too
expensive

Finally, the hospital that desires a competitive edge shauld have effecuve
leadership that would direct the total operational through effective delegation of duties |l
is the leadership that would make all the strategies mentioned a reality . Doctors,
particularly the Specialist Consultant in various spectality should avoid eligopohstic
tendencies by dealing honestly with patients and colleagues. They should not allow the
motive of profit 1o solely intTuence the free and independent exercise ol professional
judgment.

The National Health Insurance Scheme of the Federal Government of Nigena s a
laudable effort, medical exccutives and managers of health services should take
advantage It is imperative 1o know that the business of health care services is as

dynamic as science itseif,
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(Lor Medical Directors Only)

DEPARTMENT OF BUSINESS ADMINISTRATION ABU ZARIA

Dear Sie/Madam,

Questionnaire

The purpose of this questionnaire 1s (o assist the author to complete a research
work on the Management of Health Services in the Private Sector as part of @
Postgraduate Degree Programme in Business Admmistration (MBA)

You are kindly requested to respond to these questions freely with assurance
that your responses would net be used against any individual or the organisation The
wentity of respondents would also be kept confidential

Please sead the Question carelully and tek where applicable and claborate where

necessiary

| NAME OF ORGANISATION
1] PERSON INTERVIEWED
b2 STATUS

I3 ADDRRIESS

Type of Establishment
Specialist Practice _ )
2.2 General Practice

2.3 Maternity Home

1 For how long 1s your Chnic established?
i What is your turnover for the month of January to December 19097
41 What is your profit after tax for 1990 o 19962
) What pricme technigue do von adopt”?
. Adtinve

o Passive
o [ixclusive
o Penctrative
q44 HFow much do you charge for consultation?
44 I your opitian'is your price reasanable and affordable?

51 Do you have any plan for expansion?



(Fe - Clinie Staff Only)

61 Type of mouvation provided by the company are listed below.
do these factors motivate you? Tick

MOTIVATOR NIL | POOR | GOOD | V.GOOD | EXCELL- | REMARK
s et 0 BRSO Ak RITSURCAN T . )

Promotion | b

Carloan _ N R B S

Training R R B -

Insurance Scheme | _ L L
Health Seivices
Pension Scheme

Transpodt N N (S—
Education - o ) . N
Others (Specify)

6.2 Does the company conduct any training programme”
Yes [ No ]

6.3 Are the traming programmes so designed to mateh the pracrical
Yes No

G4 How ofien is performance appraisal carfied oum?
Yearly Hall Yearly T3 Quanterly 3

To whit extent

job situation”

0.5 Are there any particular way i which you feel management can help you to

develop, brielly state

OO How are order information communicated downwards?

1) Verhal (1) Wiitten
) e rad E M e Nevtanme i) Pl
(v) Al of the above

0.7 Do your have feed back system m your organjsation”
Yes [ No (]
Is there is any ;ulln'm.'ll communication existing i the company
Yes 3 No I
11 yes how effective is 7
{1) Very effective (1) Eflective

fanah Nt oobFosrt v
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APPENDIN (.

(For Customer/Patient only)

Creeupation

Positton held i voan offiee (i am)

Salary per annum (i 101 sure, guote estimate).
Sex {(Male or Female)

Where do you receive Medjcal Treatmemt?

Why do you receive treatment there? (State reasons please)
Who mtroduced you to the place? (please stale Name and relationship)

Iow many times have you received treatment there within the past 4 years (if

not sure, give estimate). ...

Were you receiving treatment in any other hospital before? (State Yes or No)

I Yes, why did you leave that former one? (Be specific, high charges, poor or

inadequate services etc). .. ..
Please, spectly the degree of satisfaction you receved after the treatments (v g

Totally or Partially, Satisficd or Unsatisfied etc)

What are the things you like about this Hospital/Chnic (Be specific).
What are your suggestions towards improvement (please pin-point specific

arcas) ...



