Business Strategies for Medical Technology Executives
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BUSINESS PLANNING & TECHNOLOGY DEVELOPMENT

Gatherings of medical professionals can make ideal
venues for launching a new medical technology, but
developing an effective communications strategy

is an essential prerequisite for success.

Judith Filek

company’s new medical product or tech-

nology has been approved by FDA and is

ready for launch. A large medical sympo-

sium or an associated satellite conference

provides an outstanding occasion for

introducing the innovation to its market. The meeting

will be attended by thousands of healthcare profes-

sionals and representatives of their group purchasing
organizations.

Mere announcement does not automatically mean
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successful product introduction, however. The com-
pany will find many competitors at the event attempt-
ing to do the same thing. Its executives need something
more than a marketing and advertising strategy.

Medtech company leaders should prepare for such
a critical moment by developing a communications
strategy well in advance of the conference, one designed
to ensure that, regardless of who is talking or under
what circumstances, the message being disseminated
is consistent.
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BUSINESS PLANNING & TECHNOLOGY DEVELOPMENT

Maximizing the Opportunity

An important first stage of the
product introduction communica-
tion strategy is to identify all the
opportunities for speaking about the
new product that the targeted con-
vention offers, and to plan how to
take advantage of as many of them as
possible. Typically, such opportuni-
ties exist in the scientific sessions
( papers that discuss the technology ).
at satellite conferences (should the
company be organizing one). at press
conferences, and within the exhibi-
tion hall if one is set up in association
with the meeting.

To ensure that the company can
fully benefit from these opportuni-
ties, responsible executives must be
conversant with the conterence pro-
tocol for submitting abstracts, specif-

ic disclosure requirements, deadlines,
and any other compliance issues.
Rules and regulations can vary from
conference to conference. Those per-
taining to a particular meeting are

Good candidates for
medical conference
speakers include
clinical researchers,
site investigators, and
key executives of the
product company.

usually posted on the Web site of the
sponsoring association. The Radio-
logical Society of North America,
for example. displays on its site
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(http://www.rsna.org) all the proce-
dures necessary to attain session
accreditation and to comply with
disclosure requirements. In addi-
tion, this association posts other rules
that apply specifically to participat-
ing manufacturing companies, such
as prohibitions against contests or
raftles.

The satellite session is a paten-
tially strong opportunity to focus
attention on a new technology, but
carelessness can squander it. Physi-
cians have a tendency to walk in and
out of satellite conferences unless
continuing medical education (CME)
credits are provided for attendance.
The product manufacturer’s launch
team must work closely with the CME
coordinator of the medical school
providing the credits to ensure that
the session can be approved for cred-
it on the basis of substantive content,
fair balance, and noncommerciality.
Through such foresight, the educa-
tional value of the satellite sympo-
sium will not be questioned.

Choosing the Best Speakers

Part of an effective strategy is tak-
ing special care to choose appropriate
session speakers, Since those who
speak for a product at its launch in a
way represent that product and can
thus affect the audience’s reception
of it, the choice of speakers must be
considered carefully.

Anvone selected to speak official-
Iy about the product—even at a booth
in the exhibition hall—should be sci-
entifically competent to discuss it.
Each spokesperson must also be an
excellent communicator. Any session
speaker should have strong platform
skills; a commanding presence at the
front of the room will prevent audi-
ence attention [rom waning. A good
way to judge the speaking ability of
any potential presenter is to observe
the person speaking at a local or



national conference or even within
the medical institution that employs
the prospect.

It the scientific information de-
livered and the speakers’ presenta-
tions have been compelling, physi-
cians attending a conference session
will likely remember what they have
heard and be interested in learning
more about the technology or device.
Strong presentations, whatever the
topic or purpose, are the result of not
only content, but also delivery (see
sidebar, page 561.

Good candidates for medical
conference speakers include clinical
researchers, site investigators, and key
executives of the product company.
The more people who are permitted
to speak, the more exposure the com-
pany and its product receives at this
critical moment. Realistically, how-
ever, there is often opportunity for
only one speaker representing the
company to make a presentation.
When this is the case, a clinical inves-
tigator probably should be selected.
Such a person would have been close-
Iy involved in any modifications
of the developing device and can
speak to its merits from personal
experience.

Esam Dajani, PhD. adjunct pro-
fessor of medicine at Loyola Univer-
sity’s Stritch School of Medicine
(Maywood. IL) and founder of IDDC
Corp. (Long Grove, IL), a company
specializing in providing preclinical
and clinical research and develop-
ment services for pharmaceutical and
biotechnology companies, has been
involved in many product launches,
as both a researcher and a consultant.
He believes any investigator chosen
to speak as a product advocate must
be a recognizable thought leader.
This physician or scientist should
have a national reputation, should
hold or have held positions of stature
in an esteemed medical institution,
and should have published exten-
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Tips on Speaking to a Large Audience

Communicating effectively with many peaple at ance 1s actually a matter of seeming to speak to each mdwiduallv
Television works this way. And for its part, the many-member avdiences needs a compelling object on which to
rivet its collective attention. The following guidelings for public speaking can help

that solitary figure with a message to connect with the multitude for whom

it is intended.

» Get Connected. Mentally divide the raom inta three or faur sections
and pick out individuals in those sections to look at in turn for a full
sentence or thought, Eve contact has a ripple eftect; the peoplz on
each side of and many rows behind its selected recipient will teel
included in the conversation as well. The more the audience is regard-
ed rather than the lecture notes, the more impact the speaker's pre-

sentation will have,

autharity,

Stand Tall. Adapt a posture that commands the room. Body weight
should be balanced on both feet equally to create an image of sturdy

Express Yourself. Tal e advantage of the e pressiveness of face and hands

to emphasize paints, Someone who appears stiff or uncomfortable does not
easily win listeners, Speakers should not eschew large gestures or smiling,

Take a Break. Pause for a second or two between statements, Such a cadence enables the speaker to prop-

erly inflect each sentence and helps listeners to digest the ideas they are hearing.

—and thus more interesting.

sively. The person’s reputation should
be untarnished by frandulent research
and, ideally, the speaker should have
no financial ties to the launch com-
pany (see sidebar, bottom of page 57).

Perfecting the Message
and Its Delivery

In addition to selecting present-
ers with care, manufacturers must
attend closely to what these speakers
say about the products being
launched. The message must be
inlormative, correct, and relevant to
avariety of target groups.

Consistency and Correctness.
There can be no unsubstantiated
claims, no anecdotal speculation.
Speakers and sales representatives
chosen for the launch must be com-
pletely educated about the product
and must understand fully the strict
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parameters within which the medical
device has been tested and licensed.
In their presentations, they must be
crystal clear about exactly what the
test results prove. The message cannot
vary from speaker to speaker.
Company executives and legal
counsel must examine in advance the
text of any speaker’s presentation for
accuracy and should remove possible
exorbitant claims of efficacy or safety.
Competitors will be listening for any
claims not supported in the original
study or approved by FDA, and will
report them to the regulatory agency.
Fraudulent statements can be costly,
even disastrous. This is particularly
so for a small or midsized company.
Not only can FDA fine or repri-
mand companies, it can also require
firms to clarify or correct such mis-
representations or to take corrective
action in the form of labeling
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Cut Loose. Use a lavalier microphone. A speaker untethered from the lectern 13 more visible and dynamic

changes, product recalls, or with-
drawals. FDA may also elect to notify
health professionals and others of
such important information through
medical alerts, safety alerts tfor med-
ical devices), the FDA Medical Bul-
letin, and ‘Dear Doctor” or *Dear
Health Professional” letters.'  Virtu-
ally any such agency actions could sig-
nificantly undermine the launch of a
new product, so manufacturers must
pay attention to statements that could
run atoul of EDA regulations.

The Audience within the Audi-
ence. Most major medical confer-
ences attract others besides physi-
cians, Session speakers would do well
to crafl their message in relatively
simple language so that evervone with
an interest will be able to understand.
Members of the audience may include
nurses, clinicians, hospital adminis-
trators, and technicians, as well as
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The Effective Slide Show

While PowerPaint slides can improve audience comprehension, there is
a right way and a wrong way to present them. No ane enjoys hearing
the speaker read each slide, And moving fram <hide to slide tao quickly 1s
disconcerting to an interested audience,

A gpeaker should pause long enough between shdes for people to
digest what they see on the screen. Otherwise, listeners may miss infor-
mation or misintérpret what they saw, Since a presentation contaning
too many slides can be confusing. speakers should weigh the importance
of every slide they have, and consider not showing those that don't mea-

Sure up.

doctors. These people. too, want to
know why the new device merits con-
sideration, but [rom their own per-
spective, not that of physicians. A pre-
sentation that demonstrates how the
product being launched can improve
job performance for all these groups
IS preparing a stronger market.
Conciseness and Accessibility.
Company spokespeople must discuss
their experiences pertaining to the
device in avery logical. convincing
manner, substantiating any claims
with the research data. Attempting 1o
be thorough, however, they risk bury-

ing listeners in detail. Although ther-
apeutic and economic analyses are
important elements of a presentation,
too much information can confuse
the audience. A speaker walks a fine
line. The best approach is to report
the data as concisely as possible.
Because the audience consists of
people at various knowledge levels,
and because the information is tech-
nical, PowerPoint presentations and
even videos can be essential to mak-
ing the results of clinical studies
understandable (see sidebar, above).
Here again, because of the danger of

Clinical Representatives: A Natural Speaker Pool

If the product manufacturer's research team has carefully selected inves-
tigators for the chnical trial, then those investi-
gators will constitute a strang poal from

which to choose conferance speakers,
Prominent physicians attached to an
academic medical center should be
the company's preferred investiga-
tors, as long as they can give the
clinical trial adequate attention.

If there is any doubt about a
lead physician's level of commit-
ment a juniar member of the cames

medical group would be a fine alter-

native, Often, such a person sees

involvement in a clinical trial as a path

for career advancement. An ambitious younger

physician might also be more willing to contribute design modific ations
and wiite articles.
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inconsistencies or erroneous stale-
ments slipping into the audiovisual
materials, the company’s executive
team and legal department should
review all slides or videos before they
are used.

Audience Questions. For pco-
ple to be persuaded, their questions
must be answered. It is a good
idea for the executive team of the
product-launching company to
brainstorm possible questions and
practice answering them aloud. Such
rehearsal will not only ensure that
speakers make accurate statements,
but also enable them to speak with
conviction. It should be made clear
to any speaker advocating the product
that members of the manufacturer’s
research team will be in the audience
should there be a need o involye
them. No one should ever guess at an
answer. Those in the audience who
are asking questions sincerehy want
true and accurate answers from the
speaker, so it is acceptable to call them
subsequent to the meeting when an
informed answer is in hand. It is
alwayvs good to begin or end any
response to a question with a state-
ment acknowledging the confines of
the study.

When physicians inquire about
how the new device might function
under conditions not covered in the
study, salespeople can distribute
reprints of studies suggesting other
indications for the device. That these
oft-label indications were not mea-
sured in the approved trials must be
made clear, however. Before any such
printed materials are distributed. the
legal department should carefully
review them to ensure truth in adver-
tising and to excise deviations from
approved labeling. (A First Amend-
ment controversy relating to off=label
product uses and the distribution of
reprints has grown in response Lo an
FDA proposed rule published in
2002." A discussion of the issues
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raised in public comments, with cita-
tions of relevant legal precedents, is
available at the Web site of the Wash-
ington Legal Foundation.”)

Much is at stake when a product
is launched at a medical symposium.
It can be very helpful for the entire
launch team to take guidance from a
communications coach and be video-
taped rehearsing. This can make them
more confident and comfortable in
their role as news-bringers under
constraint of a defined message. Prac-
ticed individuals can handle with
aplomb the impromptu 30-second
“elevator pitch” delivered to a pro-
tessional while walking down a cor-
ridor. Coaching assistance could be
extended to the selected speaker or
speakers also.

A successful product launch does
not automatically follow because the
device happens to be terrific. It takes
vears of careful planning, and then
months of developing a solid com-
munications strategy just before the
official launch. Success depends part-
Iy on selecting outstanding commu-
nicators who understand the device
and the conditions under which it
has received FDA approval. If med-
ical technology companies take the
time to follow the suggestions rec-
ommended here, they will be pleased
by their new product’s reception
and likely enjoy benetits accruing at
the bottom line.
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