10 Ways Your Sales Team Can
Demonstrate Credibility with
IDN Executives
As a sales leader, you want your sales team to establish mutually
beneficial partnerships with executives in integrated delivery networks
(IDNs). But before such relationships can be formed, your sales team
needs to demonstrate one critical characteristic: credibility.

6
 KEY Questions to Prepare for Value-Based
Selling Included Inside!

CMRinstitute.org

Here are 10 tips from executives at leading IDNs to
help your sales team earn the trust of these skeptical
customers and increase your company’s market share.

1

Know the IDN’s protocols and priorities, as well as how its value analysis
committee (VAC) operates.

2

Encourage your sales team to think like Lean black belts.

3

Respect the customers’ authority.

4

Make sure your sales team can articulate your value proposition.

5

 elp your sales team think “above” physicians and service line
H
leadership.

6

Arm your team with evidence—or design an agreement that generates
the kind of data customers need.

7

Train sales teams to know their “CQO.”

8

Prepare your team to discuss value-added programs associated
with a product or service as part of a bid.

9

Train your sales team to think about the supplier-provider relationship
over the long-term and how to sustain a more strategic partnership.

10

Support the IDN through the implementation phase.
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1

Know the IDN’s protocols and priorities, as
well as how its value analysis committee (VAC)
operates.

To build credibility with IDN
leaders, your sales team will need
to understand the IDN’s goals as
it transitions from fee-for-service
to value-based payments from
government and commercial payers.
Then, your sales team can consider
how your company’s products and
programs can help the IDN advance
its goals (FIGURE 1).

wide effort to standardize a type of
implant—a laborious process that can
require coordination across multiple
facilities.
Bill Stitt, chief supply chain officer
at University of Mississippi Medical
Center (UMMC), says his organization’s
approach to value analysis has
evolved from handling new product
requests to standardizing products
in recent years. Now, UMMC’s VAC
aims to strike a balance between
these two approaches. “We try to
take a multifaceted approach to
value analysis,” he says. This means
leaders consider the product’s clinical
evidence, as well as its operational and
financial impact to the health system.
“We try not to place an emphasis on
just one of those areas, but we try to
look at all three of them,” he adds.

Your sales team also needs to be
familiar with the IDN’s Value analysis
committee—if it has one—and the
specific processes that clinical and
supply chain leaders use to select new
technology. Additionally, your team
should understand the VAC’s priorities,
which may include the standardization
of products that can drive up costs. For
example, financial and clinical leaders
may be engaged in an enterprise-

Process Improvement
Standardize product review, analytics
and governance

Organizational Alignment
Multidisciplinary commitment

Consider
How Your
Company Can
Impact VAC
Priorities

Improved Patient Outcome/Experience
Practice/Procedure Standardization
Speed to Integration
Reduce Total Cost of Care
FIGURE 1
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2

Encourage your sales team to think like
Lean black belts.
Many IDNs utilize performance
improvement staff at the local and
corporate levels to target operational
inefficiencies in their organizations.
For example, some IDNs are using
Lean strategies to better manage their
inventory and promote more efficient
supply chain operations. Others are
using data analytics to enhance their
contracting strategies. When your
sales team sees an opening to discuss
your device or technology, they need
to make sure their goals are aligned to
the IDN’s performance improvement
objectives.

after adding a new replacement
product. It also will help the team
keep clinicians in the loop when a new
product becomes available.

At UMMC, leaders use dashboards
to measure the performance of their
value analysis program as well as their
purchasing, logistics, and operating
room (OR) supply chain initiatives. “We
set targets based on the industry, or
we benchmark against ourselves,” Stitt
says. Each month, these dashboards
are shared across the organization.

“We set targets based
on the industry, or we
benchmark against
ourselves”

Stitt’s team recently launched a new
product introduction process involving
leaders from value analysis, strategic
sourcing, purchasing (what they
refer to as category management),
logistics, and data management. The
process follows a 50-step checklist
that helps each stakeholder “begin
with the end in mind” and creates
more accountability. He believes this
new process will alleviate issues that
occurred in the past, such as when
leaders failed to remove an old product
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3

Respect the
customers’ authority.

If your sales team bypasses key
decision makers in an IDN, they could
get burned. In many organizations,
the first point of contact should be
the supply chain, which serves as the
bridge for manufacturers to reach
physicians and the C-Suite.

Stitt urges suppliers to involve the
supply chain early on. “Sometimes we’ll
have a contractual obligation that will
truly road-block us, even if we want to
do it. Or we’ll have to be very creative to
make it happen,” he says. “When we’re
left out until the very end, sometimes
people are disappointed.”

NO. 1 Credibility Killer:
Wasting Your Customers’ Time
IDN executives expect that the time spent meeting with
your sales team will be valuable and help advance their own
agenda. You want to make sure your sales team:
Develops their healthcare
business acumen.
 an clearly and concisely convey
C
your value proposition.

 nderstands the hierarchy,
U
reporting structure, and
what’s involved in the
decision-making process
at the IDN.


Has
a solid understanding of
the IDN’s mission, vision, values,
and strategic initiatives.

 ngages in customer dialogue
E
that is focused on mutually
beneficial goals.

This approach will better align your team’s selling strategy with the
customers’ new buying process and allow you to identify the opportunity
and offer creative solutions.
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4

Make sure your sales team can articulate
your value proposition.
“In value analysis, it’s not uncommon
to actually bring in products that
cost more money if there is a very
good value proposition and return on
investment by using those products,”
Stitt says. That is why sales teams
need to be able to convey their value
proposition clearly and align their sales
strategy to the customer’s buying
strategy (FIGURE 2).

stakes meetings, sales leaders need
to make sure their account executives
understand the current state and
how their product is utilized within
the health system, says Brent Petty,
former system vice president of supply
chain at Wellmont Health System.
“One thing health systems sometimes
struggle with is bandwidth—they
have so many priorities, and they are
not getting any more staff,” he says.
Suppliers can provide some of the
expertise that organizations may need
to understand product utilization
across the enterprise.

The challenge for suppliers is
presenting their value proposition in
a 15-20 minute conversation in front
of a VAC. To prepare for such high
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FIGURE 2
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5

Help your sales team think “above” physicians
and service line leadership.
Although Petty believes suppliers today
are experts at working with service
line leaders, they need to elevate their
conversations with C-Suite leaders and
other strategic leaders, such as those
who may have responsibility for more
than one service line or hospital. To
have meaningful dialogues with these
IDN executives, sales teams need to
understand each customer’s specific
goals.

Selling “ABOVE”
The Physician

CONSULTATIVE/
NEEDS ORIENTED

“They all have the goals of cost, quality,
and outcomes, but they may not
necessarily be in that order,” says Petty,
who is also a former board chair of the
Association for Health Care Resource
& Materials Management (AHRMM).
For example, a chief financial officer
(CFO) may be more focused on how
a product can reduce the total cost
of care, whereas a chief medical
officer (CMO) or chief nursing officer
(CNO) will likely be more concerned
about quality and outcomes. When
presenting their value proposition,
sales teams need to be able to
articulate how their product can help
these strategic leaders meet their most
pressing goals.

POPULATION-BASED

LONG-TERM FOCUS
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6

Arm your team with evidence—or design an
agreement that generates the kind of data
customers need.
Suppliers that get meetings with
the VAC often share a common
characteristic: being responsive to the
IDN’s requests for evidence, particularly
from similar organizations, says Ed
Hardin, vice president and chief supply
chain officer at Froedtert Health.

Until recently, his organization took
a fairly traditional approach to value
analysis, utilizing eight category
groups, each led by a physician,
administrator, or both. These groups
primarily focused on adding new
products, rather than making
evidence-based care decisions and
reducing unnecessary utilization. For
this reason, leaders at Froedtert Health
are exploring other strategies for value
analysis, including making evidencebased decisions more quickly than
the standard three to six months.
“We are looking at making the value
analysis approach much more virtual
in nature so we are not burning folks
out by having them go to meetings or
sit on calls. We are making the groups
smaller and empowering them to
make decisions,” he says.

“In our organization, we put a lot of
stock in work that has been done at
other academic medical centers,” he
says. “If we don’t have the evidence,
then we’re going to make a decision
based solely on a conventional
transaction and price. If you want this
to be a decision about more than just
price, and you don’t have the evidence,
then let’s partner together and develop
a shortened agreement that puts you
at risk and puts me at risk and creates
such evidence.”
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7

Train sales teams to know
their “CQO.”
AHRMM has embraced the Cost,
Quality, and Outcomes (CQO)
Movement, which stresses the need
for supply chain leaders to consider
all three factors together in their
strategies. Hardin urges suppliers
to acquaint themselves with how
their product falls within the CQO
framework so they can understand
how IDNs make their purchasing
decisions (FIGURE 3).

tell me you’ve got a better mousetrap,
then I’m going to hold you to that in
the agreement,” he says.
Not sure what CQO factors matter
most to an IDN? An IDN’s involvement
in pay-for-performance programs and
more advanced value-based payment
models can provide insights into which
measures leaders are tracking on their
performance dashboards. For example,
the IDN may choose to participate in
one of the 29 inpatient clinical episodes
within the Bundled Payments for
Care Improvement (BPCI) Advanced
model from the Centers for Medicare
& Medicaid Services (CMS). Some of
these episodes include spinal fusions,
joint replacements, pacemakers, and
other procedures. When your sales
team discusses population-specific
metrics for these episodes during their
customer meetings, they demonstrate
their industry knowledge.

As a sales vice president or director,
you can make sure that your sales
team is able to discuss these types of
metrics, rather than focusing solely
on the features and benefits of your
device or technology.
Hardin also urges suppliers to move
away from traditional sales pitches and
to recognize that their claims that a
product will improve quality outcomes
or reduce the total cost of ownership
will be built into their contracts. “If you

Purchases Viewed
Through The
Lens Of…

COST

QUALITY

Value-Based
Purchasing
Utilization

Supply
Chain

Sourcing, Contracting,
and Materials
Management

PATIENT

Finance
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A CQO-based system,
focused on the
patient

Clinical

OUTCOMES
Quality Measures
Outcomes
Experience

FIGURE 3
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8

Prepare your team to discuss value-added
programs associated with a product or
service as part of a bid.
Thomas Lubotsky, who served as the
chief supply chain officer at Advocate
Health Care, says suppliers have been
providing more value-added services
in recent years. “They have gotten
much more progressive in their
thinking,” Lubotsky says. This includes
suppliers who are offering risk-based
contracts for their products.

Your sales teams need to look beyond
the traditional products and services
your company sells and include valuebased capabilities in areas such as:

P
 ATIENT EDUCATION,
which may include programs,
materials, devices, or apps that
focus on improved outcomes or
disease knowledge.

When he arrived at Advocate in 2010,
the organization had approximately
eight VACs focused on surgery,
lab, pharmacy, cardiovascular, and
other product categories. “For those
product categories that were fairly
specific, such as for wound care,
we would have an ad hoc group
that would bring together the right
physicians and clinicians to help us
with the evaluation of those products
and services,” Lubotsky says. This
allowed the IDN to customize its
value analysis efforts. Since then,
the organization has matured in
its approach to value analysis by
engaging more clinicians and
physicians in the process. Specifically,
they have tapped service line leaders
and informal leaders who help review
specific products.

P
 ATIENT ENGAGEMENT
TOOLS, which may involve
self-monitoring devices, apps
or other tools that help patients
play a more active and informed
role in their own treatment.

P
 OPULATION HEALTH
MANAGEMENT, which may
include expertise in creating
disease or patient registries,
or compiling and analyzing
comparative effectiveness data.

C
 OST CONTAINMENT, which
may involve programs that
help direct care to lower-cost
settings, or data analytics tools
that can coordinate clinical and
financial databases.
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9

Train your sales team to think about the supplierprovider relationship over the long-term and
how to sustain a more strategic partnership.
“That means moving away from a
transactional type of approach to one
that might be much more strategic or
collaborative,” says Lubotsky.
He says smaller supplier organizations
can still thrive in this environment by
aligning their strategic imperatives
with the health system’s strategic
imperatives and helping them
problem-solve. “There is a place for
everyone,” he says. “But clearly, the
large suppliers should think about
the breadth of products and services
they deliver and the way that they
should be governing and managing

10

these relationships with health
systems going forward to bring a
much more sustainable and high value
relationship.”

Support the IDN through the
implementation phase.
Once a contract has been awarded, the
supplier can help the IDN plot out its
implementation timeline. They also can
help the IDN through any physician
credentialing or clinician education
that may be needed.

Matanich, contract manager. Sales
teams can play an important role
in communicating product and or
contracting information to clinicians
which helps ensure appropriate
utilization.

When a contract has been awarded
at Baptist Health in Kentucky, leaders
work to update the electronic health
record (EHR), and get the new
product information to the right
people, including physicians and
service line leaders, says Thomas

To make relationships with suppliers
more successful, Matanich relies
upon open, honest communication.
“Oftentimes, we tend to sit back and
anticipate a supplier reaching out to us,
but oftentimes, we need to be reaching
out to them,” Matanich says.
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6

6 KEY Questions to Prepare
for Value-Based Selling
As you review this advice from IDN executives on how you can develop better
partnerships with their organizations, consider the following questions:
 re you providing training that enables your sales teams to sell in the
A
value-based environment?
Does your value proposition “speak” to the VAC process?
 oes your go-to-market strategy enable you to meet the needs of the
D
VAC and IDN?
 re your incentive structures aligned with value-based payment, or are
A
they aligned with fee-for-service?
Are your account teams calling on the right customers in IDNs?
 re you providing training that enables your sales teams to sell in the
A
value-based environment?
If you answered “no” or “not sure” to any of these questions, your sales team may
not be fully prepared to sell in this dynamic environment. Fortunately, a rapid
acceleration plan that involves targeted sales training can prepare your sales team
for the challenges ahead—and help you grow your sales and market share.

CMR Institute can help you develop a
rapid acceleration plan that can close
gaps and positively affect your sales and
market share immediately.
4423 Pheasant Ridge Road, Suite 100
Roanoke, VA 24014
(800) 328-2615 | solutions@CMRinstitute.org
@CMRinstitute

For more information, contact CMR
Institute at solutions@cmrinstitute.org.
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