Opening remarks by Cordis Endovascular president at annual sales meeting (1998)

Good afternoon, and welcome to what I think is going to be a very…very…interesting sales meeting. We’ve just taken a look back at the recent past. Looked good, didn’t it? Made you proud of what you’re a part of? Of your accomplishments this past year? Made me proud, absolutely. 

I’ll tell you something, though. It’s important that we don’t get too caught up in sitting here, patting each other on the back, and telling each other how great we are. We’re damn good. But there are new players coming up all the time and we don’t have the playing field to ourselves anymore. 

You’ve seen what’s been happening over at Cardiology. They’re under siege. The competition is heating up for us as well…and it’s getting closer. Meditech, Schneider, Cook – they’re hungry. They want a piece of us. They’re designing around our patents. They’re undercutting our prices. They’re making us work harder. 

But that’s not the way I want us to go. I want us to work smarter. And that’s what I want to talk to you about today. The great baseball pitcher, Satchel Paige, once said: “Don’t look back. Something might be gaining on you.” So I don’t want to spend my time here dwelling on the particulars of the competition. I want to look forward. 

Because in 1998, we want be the ones to define the playing field. We want to be the “makers” of change, not the followers. We want to stay at least one step ahead of the other guys – make them have to respond to our initiatives. You know, it’s not only more fun to be leading the charge than playing catch-up, it’s more profitable…for all of us.

But you need a game plan. A grand strategy. It’s not enough for you to leave here on Friday shouting “Repel all boarders! Take no prisoners!!”…although that would be a good thing. But it’s also not enough for you to think that simply putting in longer hours, making more calls, knocking on more doors, is the answer…although that would also be a good thing.

So, a strategy. A platform for operation. What will it be. If you look at the theme for this meeting – Face to Face – you can get a good idea of how we intend to move forward. The key to our success in 1998, and beyond, is relationships: strengthening the ones that you already have to grow your business; building new ones on which to expand your business even further. 

Now if I just left it at that, you might go away thinking that all you need to do is a better job of schmoozing your customers. But I can’t emphasize enough -- although I’m going to spend the next 20 minutes trying -- how important it is for you to expand your perspective on how, and which, relationships bring value to the way you do business.

This is where the 3 Cs come in: Customer – Cordis – Colleagues. The 3 Cs are the heart of our strategy as we move to stave off these new and increasingly powerful threats to our market position…and to your customer base. Over the next three days, we’re going to spend a day focusing on each of the 3 Cs. But let me get you started.

The first C is for Customer. It could also stand for Center, as in Center of your Universe, because that…is where…the customer lives. Have you looked at the J&J Credo lately? Opening line: “We believe our first” -- got that? first! – “responsibility is to the doctors, nurses and patients, to mothers and fathers and all others who use our products and services.”

Okay, let’s talk customers. These are high-end doctors. They’re smart. They’re discriminating. They have egos the size of the great outdoors. But we knew this going in. That’s why each of you was hired. You’re smart. You’re discriminating. You know the intricacies of this specialty. You can read the angles. You have agile minds.

And in this market, you need them. Because these doctors can’t be “sold,” not in the way that the typical medical equipment sales force thinks of selling. Even with the new competition, we’re a long way from selling a commodity. And despite the vicegrips of managed care, we still have a ways to go before we start selling on price.

No, we are selling to people who hold the lives of their patients in their hands every day. That has a profound effect on the way they view their world. And they aren’t just saving lives. They’re saving the quality of those lives, which is exactly what our slogan of “creating a less invasive future” is all about. You and your doctors are both intent on the same mission.

But if you’ve been listening closely, you will have noticed a slight but significant flaw in my discussion of our customers. I’ve been talking about these doctors as a group. But that first C stands for Customer – singular. The point here is, it’s not enough for you to know how these doctors, as a group, view their world. You must focus on each doctor independently.

You must get to know his or her practice. His techniques. His new directions. His pet peeves. His best-case scenarios. If he were god – and some of them almost think they are – what would he do differently? More important, what would he have you do differently?

You want to be so close to your customer, it’s like you’re living inside his head. You want to be able to know what he’s thinking…before he’s even thought it. That’s your goal – and here’s why. You want to be able to anticipate the needs of each of your customers.

Look, a couple of years ago, when we had the marketplace pretty much to ourselves, this sort of approach wasn’t necessary. But what happens when you, essentially, own the marketplace is that you start feeling like you’re entitled to it. And without even realizing it, you often find yourself becoming reactive, responding to changes in the marketplace – and in your customer – rather than staying ahead of them.

We can’t afford to be reactive in today’s marketplace. We must be proactive. We must be able to see each of our customer’s needs so clearly that we can make the preemptive strikes – on a customer-by-customer basis – that will build the competitive advantage we need to maintain our position of dominance.

Now, how do you go about doing this? That, too, is very individual. After all, you’re trying to appeal to a market segment of one. But I think it’s important that you make it absolutely clear to your customers that you are not there to sell them a product, but to help them heal their patients in the best way possible. That is the whole point behind the “evolving with you” slogan: you are their partner in their efforts to do great medicine.

It is amazing what you can accomplish when someone believes you’re on their side. In fact, it may help if you stop thinking of your doctors as customers and start thinking of them as colleagues. But we’ll get to that C in a little bit.

The second C stands for Cordis. If you look at the theme, Face to Face, one of its connotations is that you are the face of Cordis. On Wall Street, we may be just another division in the corporate monolith that is J&J. But your doctors don’t see that. They see you. You are the embodiment of all that is Cordis. So I want to spend just a few moments talking about this company that your customers will see in you.

Now, I can tell you that we have a rich and well-founded culture of innovation here. I can tell you that it is our philosophy to aggressively pursue opportunities that may hold substantial long-term risk if it puts us in a position to make the big win. I can tell you that the J&J Credo, which guides our actions, is a testament to caring for and about people.

But if I did that, I’d come off sounding like an annual report. And I don’t want to do that, because this is too important. You have a job so profound in its ability to make a difference in people’s lives, that it’s almost demeaning to call it a job. It sends shivers up my spine when I think about the effect we have on our doctors’ patients.

So I’m going to make just a couple of statements. And after each one, I want you to close your eyes, roll those words around in your head, and just ponder for a moment the significance of that piece of information:

Cordis is a world…leader in the field of circulatory disease management…

Our products are based on over 400 patents…

With interventional neuroradiology, we help doctors preserve a person’s brain function without even touching it…

We return to people their ability to move…their joy…and even life itself…

If I did this right, you should be feeling some combination of pride…of fulfillment…of honor. Now I want you to take all this feel-good energy and point it towards the following reality: we are facing ever-increasing competition. It’s not going to go away: the stent technology field is too big and too attractive.

The funny thing about competition is that it can bring out the best in people…or it can bring out the worst. It is my hope that you will take this sense of humanitarian mission, that it is the ultimate outcome of the work that you do, and apply it in even the most hotly contested situations.

But it is my need that we take the spirit of innovation that permeates our technology – and you will be learning a great deal on Wednesday about the new advances in our products – and apply it to the science and art of selling. 

Cordis Endovascular will grow in 1998 because we offer higher quality products. We will grow because we offer a more comprehensive line of products. We will grow because new applications of stent technology are continually being developed and more doctors are embracing the latest procedures all the time.

But we can realize quantum leaps in growth if we can find more creative approaches to selling. And that leads me quite nicely to our third C: Colleagues. Let me point out an important distinction. Our first C -- Customer -- was singular, because the greatest advantage comes from focusing in on the individual. But Colleagues is plural, because here the greatest advantage comes from harnessing the power of our collective experience.

When we are all gathered here together like this, you get a sense of being part of something bigger than yourselves. But next week, when you’re back out on the road, it can be easy to forget this feeling. You’re dealing with personal schedules, handling logistics, calculating call projections against your quota – it’s just you against the mountain. Cordis can feel like little more than the name of the products you sell rather than this large collection of people who are here to help.

Get that? Here to help. The importance of our third C, Colleagues, is that you are part of a large collaborative network of resources. Now, that might not be the way you think about each other, so let me tell you why it’s in your best interest to start thinking that way. 

You learn through experience. When some doctor poses a question you haven’t heard before, the answer you come up with becomes a new tool in your selling kit. You even start working that piece of information into your pitch unbidden, as a way of anticipating new issues. It makes you appear smarter, more ahead of the game, better able to service your customer.

But you only get to see so many doctors…while among us all, we’re seeing 70 times that many. So just because you haven’t come across a particular question before doesn’t mean that someone else here hasn’t already faced it – or more important, already faced questions you still haven’t heard yet. 

So the next time a doctor raises an issue that’s new to you, put the word out to the rest of us. Let us know what the question was and how you responded to it. Maybe someone else has just come across that question themselves…and their response would have been more effective. You can use it the next time the question comes up, or adjust your selling message to incorporate it. And maybe you’ll make a sale that you would have missed otherwise, or make a bigger sale than you anticipated.

Now, I know what you might be thinking: if I come up with a great solution to a new challenge and don’t share it, I have a better chance of winning the big prize on awards night next year. People, that’s looking at the glass half empty. I want you to look at it half full. Each of you is just one person. When you share your best practices, you open yourself up to receiving the best practices of 70 others. 

Granted, some of them might not be useful. But you never know when someone else is going to come up with a real winner. And every day you use that new information, you are that much ahead of where you would have been without it. You will sell more. Your commissions will be bigger -- year in and year out. And the thing is, if you’re good enough to win the big prize, you’re going to win it anyway. But your base is going to be higher, year after year after year, regardless of what happens in the awards race.

Okay, so you’re sharing best practices with the other members of the sales force. Now I want you to start expanding your definition of colleagues. Start thinking of your doctors as colleagues. And the Cordis R&D people and marketing people as colleagues. And the end-user patients as colleagues. They all have valuable information that you can put to constructive use in your selling process. 

But it’s not just a matter of knowing where to look. It’s a matter of doing the actual looking. Of asking questions you hadn’t thought to ask before of people you hadn’t thought to talk to. And most important, of thinking of all of these different prospective information sources as colleagues, as people who are there to help – as long as you don’t pigeonhole them in some role or title, but approach them face to face.

And that’s what we come back to, isn’t it. Face to Face. That phrase expresses the essence of the business of selling. One connotation of face-to-face is competition, going mano a mano against the new blood in the arena. But another aspect of face-to-face is collaboration, a 4th C that underlies our 3 Cs. 

Collaboration is our heritage: the Palmaz-Schatz stent was born of collaboration. I believe this interpersonal opening up to others, encapsulated by the 3 Cs and which you see all around you in the graphics prepared for this sales meeting, is the key to our maintaining the Cordis dominance in 1998. Thank-you.
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