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A checklist for the introduction of new offerings.

BY JAMES D. DAWES, MHA, CMPE, COE

ormally, years of business planning precede
the introducrion of a new product line or
techinology. One would assume as much for
: technology that reduces pal:lents depend-
ence on glasses, provides them with vision at al! dis-
tances after cataract surgery, and increases the ophthal-
mologist’s reimbursement. Several years after the FDA’s
approval of the first presbyopia-correcting lens and the
decision by the Centers for Medicare & Medicaid Ser-
vices to permit patient-shared billing, however, only 7%
of parients undergoing cataract surgery in the United
States receive a multifocal or accommodating lens. |
would argue that two of the primary reasons for this
fack of market penetration are poor planning and exe-
cution on the part of cataract surgeons and their mana-
gerial teams.

Business planning is a rather simple process. In essence,
it involves gathering the relevant data regarding a prod-
uct or service and determining the long-term feasibility
of developing and implementing thar product or service
in a given marketplace. This article provides a business
plan checklist that can help you succeed when introduc-
ing premium lenses into your practice.

BUSINESS DESCRIPTION

What is the nature of your business? Do you want to
expand your LASIK practice to include cataract surgery,
or do you want your traditional cararact surgjcal practice
to cross over into the world of refractive surgery and
elective medicine?

You need to understand your current patient base
and surgical capabilities. For example, does your prac-
tice provide consistently reliable surgical outcomes and
have a quality reputation for cataract surgery, or do you
need to build those goals into your plan for implemen-
tation? Do you have methodology and technology to
effectively treat astigmatism and perform postoperative
enhancements, which may be required to provide your

premium lens patients with the best possible visual out-
come? Understanding the current resources of your
business is the first step in planning for a new product
or service,

MARKET ANALYSIS

What is the likelihood that this new product will suc-
ceed in your geographical location and demographic
mix? In order to effectively project your market potential,
you must derermine your and the product’s positions in
the marketplace. You will then be able to taitor your mar-
keting and educational messages to address specific mar-
ket demands or perceptions of your product or service.
Among the important data points to consider are the
age-related demographics of your practice as well as the
region, The fee or price far the product or service should
have some refevance ta the regional and national mar-
kets and should be consistent with your competitive
position in the local market.

FINANCIAL FEASIBILITY

What velume, revenue, and expenses are associated
with the new product or service over a period of time?
These determinations may be relatively easy if you have
an established cataract practice and predict that you can
convert 30% of your patients to a premium [ens. Several
cataract surgeons around the country with an estab-
lished base of more than 55 patients have consistently
been converl:mg 40% to 60% of candidates to premiurm
lenses. If yours is a primarily LASIK practice or a new
practice, this rask may be more difficult and will require
speculative predictions.

In your analysis, you must consider additional costs
such as staffing, marketing, the lenses, enhancement
rates, comanagement fees, and your time, Ultimately, it is
imporiant to understand—with some degree of sensitivi-
ty to the best and worst case scenarios—the new tech-
nology’s or service’s bottom line impact on net income.

NOVEMBER 2009 | CATARACT & REFRACTIVE SURGERY TODAY 1 1



COUER STORY

PRODUCT LAUNCH PLAN

What is the new product or service, and how is it being
implemented in relation to the overall business? Assume
that you have determined that the product fits into your
practice’s business strategy, there is demand in the mar-
ketplace, and the financial predictions indicate the prod-
uct should be introduced into your practice. In that case,
the most critical step is aceually executing the product
launch plan, which should address the following

» wha is responsible for managing the implementation
of key action items

» the mechanism for educating patients, staff, and
referring physicians

- potential changes to patient flow and scheduling

» requirernents in terms of the staff, equipment, and
resources

« requirements in terrns of the facility’s decor and aes-
thetics

» quality assurance and the continuous improvement
of the process

MARKETING PLAN

How will you introduce the new product or service
into the markerplace? Successful companies spend mil-
lions of dollars on branding strategies for a reason. If a
product or service is undefined in the marketplace, the
seller does not know what he or she is selling, and his or
her customers do not know what they are buying,

Marlketing occurs indirectly or passively in your practice
every day through conversations with patients, telephone
calls, and the time patients spend in your practice's lobby
and waiting areas. Certainly, the active or direct marketing
activities of print, the Internet, radio, television, direct mail,
and other media must be cansidered and well planned.
The simple everyday items are often overlooked. Your
marketing messages should be well thought cut and con-
siscent with your practice’s overall marketing strategy and
graphical standards. These messages must be present in all
areas of your practice in order to maximize exposure and
reach as many patients as possible.

CONCLUSION

Choosing a starting point is often difficult when you
want to implement a new product or service. Through
the discipline of sound business planning, you can effec-
tively determine and increase the likelihood of your prac-
tice’s viability at delivering premium 10Ls, =
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