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So, as I explained you Aerogen is a system which gives you a Aerosol drug delivery system as a

product which is different than the available product in the industry.
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I just want to take one or two minutes to explain you that there are other technologies available

in the industry like you have plenty of object nebulizers available to give the same drug to the

patient. You have ultrasonic nebulizers available in the market and vibrating mesh nebulizer

which is comparatively new product and new technology. There are a lot of limitations of small

volume nebulizer and ultrasonic nebulizer.

Because whenever there is a getting effect because the nebulization happens with the gas source

and so there is a jetting effect. And a lot of drugs are wasted and there is a drop in the

temperature of the drug and ultrasonic nebulizer there is a rise in the temperature whereas in

vibrating mesh technology the temperature remains the same. Also, first two are conventional

that nebulisation channel thing is very competitive market.

Whereas Aerosol drug delivery system of vibrating mesh is a new concept. So, technical

understanding is very important not only for your product but for the competitive product so, that

you can frame up your standard.
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If you see the historical history of nebulisation, you see ultrasonic nebulizer and your small

volume nebulizers are very, very old technologies. So, these technologies are very old

technologies which is comparatively this is very new technology it needs a new dimension and

new strategy to develop the market.
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Now taking example of vibrating mesh generators in different neighbouring countries. As I told

you vibrating mesh nebulizer is a very unique technology, very new technology very less

familiar among the clinicians and less in practice. Whereas a small volume nebulizer and

ultra-sonic are plenty of such nebulizers are available by many companies and it is a very

competitive market this is very cheap also.

So, if I want to target my market with vibrating mesh stabilizer you have to understand. Suppose

I take an example of Indian market. I can start my Indian operations here as a fully owned

subsidiary. I can go for the direct sale operation. I can also have a distribution network

distribution model and along with my direct sale I can do a distribution sale as well. I can

bifurcate the market into two and prime customers I can manage directly.

And the value segments another market I can manage through distribution network. It is the other

way round. I can use the full distribution channel also here and I can go for a hybrid model also

here. So, options are open for you in Indian market. If I am thinking that for Indian subcontinent

India is the headquarter. Now you have to also see the regulations, like the recent regulations of

CDSCO that you need to have a product registration you need to have a product import license.



Then only you can import the product of aerosol generators, so you have to comply with this.

Now there are many products which is now grouped under drug license under drug. Similarly,

nebulizers and aerosol generators are grouped under drugs. So, you need to have a drug license,

so drug license and import certification you need to have a footprint for the principal company

and if principal company is not there as a not there or not available, only distribution channel is

available.

Then all these distribution channels should have a import license and drug license. So, you have

to understand the implication of this regulation you have to understand and you have to also

decide the business model based on your product. If I talk about Nepal probably Nepal is a

smaller market and maybe Kathmandu is the key potential market. So, you have to have a

distribution channel.

Now the regulation of Nepal is such that you cannot import the product from other country if it is

manufactured somewhere else. So, the importation should happen only from the country of

manufacturing or country of origin to that you have to understand the model and then from the

nearest headquarter you can provide the distribution support. Distribution support for that

particular product in the marketing and sales.

Similarly, in Sri Lanka the regulations are a bit different. In Sri Lanka you need to have a product

registration and import registration and once the product registration and import registration is

awarded model wise to a company, they will only promote the product no other distributor or

dealer will promote the product. Like in Nepal and India you may have a multiple distribution

network multiple companies can have a license.

And multiple companies can sell this product in region-wise north south east west. In Nepal you

can have multiple dealers of promoting your multiple ranges of products. There is no challenge.

But in Sri Lanka the product specific registration is given to one company and that is a group

suppose I promote NIVs so I am having NIV of particular series then that series has to be

registered by that particular distributor and that distributor will only import and sell that product.



In case I want to change the distribution then I have to take a NOC no objection certificate from

that particular dealer. Even the principal company wants to do the direct business in Sri Lanka

they have to take a NOC from the existing distributor. So, selection of distribution in these types

of countries are extremely important. One wrong decision and wrong selection of distribution

will keep you in trouble because you cannot remove the distributor.

If I come to Bhutan and Maldives again these are very less potential build comparing to other

countries. So, having a direct subsidiary or having a direct operation for some products may not

be right and may not be correct. So, you need to have a distribution model. Now importation will

happen by the distributor from India from the site of manufacturing either way it can be done

there is no barrier.

But you have to also understand if you import the material in India, you are paying custom duty

custom clearance and all those charges and again you are exporting that product to other

countries then again, the custom duty part has to be paid in that country. So, there will be a

double duty structure. So, you have to see that how to keep the product in price competitive in

that market.

So, it is always advisable that particular distribution and sales channels you import the material

from the country of origin or from the source. Similarly, for Bangladesh you cannot Bangladesh

again Bangladesh there are few territories which is highly potential like Dhaka. I mean if I am

talking about health care equipment Dhaka is the most potential and maybe some government

medical colleges and military hospital across the country.

So, but your target partner market is Dhaka and, in that territory, you do not want to start your

direct operation direct sales distribution network direct operation and sales model. So, you need

to have a sales distribution model. So, your sales distributor will import the material from

country of origin or source pool. They cannot import the material from India that is as per the

regulation. But yes, in certain cases if the product is manufactured in India yes you can export it.



Again, there is a regulation of product registration but so far, they have not made it compulsory

so though there is a regulation but this is not compulsory. So, they can import the material from

source pool and you can manage the business from India. You can support that channel for sales

and marketing. As I told you that in all these countries and some of the more countries you have

to use a distribution model.
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And distribution selection is much more important. So, what you do you what are the steps you

take while distribution selection. First thing that you list out the most potential distributor are you

undergoing one-to-one interaction through the meetings. So, that you can judge basically that

what is their sales services and marketing abilities? What is the type of business they are

managing? How is your their attitude and behaviour and professionalism towards business?

You also provide a first-hand product portfolio training to them. And then you explain about the

customer portfolio and you see that whether they are interested in doing the business with you

because willingness is very, very important and willingness will help you to have a dedicated

team an initial investment for your business. So, product portfolio training and then at the same

time you have to also check the references with their existing customer and their existing user

base.



So, once you have taken feedback you have taken the customer feedback and you have interacted

with their users you are good to go with the due diligence process. And due diligence process

will look into their books of accounts, their ethical practices and all fairness will coming to light.

Then you start your agreement process and post agreement process you have to first thing you

have to undergo a training session.

You have to explain the entire concept of your product of your product features and benefits also.

you have to translate your strategy into action points for their sales team and at the same time

you have to work together. So, that they may not remember they may not understand your

strategy but they will understand the action points. So, translating a strategy into action point is

the most important thing I have seen in many organizations.

Just strategy is explained but sales team does not understand they do not understand what is the

strategy. So, the strategy has to convert it into action point so that it is taken forward.

(Refer Slide Time: 11:29)

Now once you start operating in a particular country including India there are a lot of practical

problems you face. Like having a regular feedback of field activities and regular updates is often

a challenge. So, you have to set up a protocol that you have to have a credit calls, you should

have a joint widget, you should have a face-to-face meeting so all these things will help you to

understand the regular updates and regular activities.



Sometimes dealers are more towards earning more margins and they do not really go with the

prices structure. So, even the price control is much more important. Otherwise, if your price you

do not maintain your price competitiveness and the correct price of the product you cannot cover

the middle ground of the market. So, price control is another challenge and that you can raise

with the help of well-defined price structure.

Like what is the delay resolution price, what is the MRP levelling and all those things will help

you. Having end customer data is also the most important and this through distribution channel it

is again at a difficult area. You do not get a customer data suppose you want to upgrade your

system. There is some recall in the product and you want to take care of your patient, your

customer base and if you do not have a data then you cannot take corrective action.

So, it is very important that customer data is basically captured inventory management, hello yes

go ahead. In the inventory management another part which is often a challenging part because a

lot of they were a lot of sellable stocks monthly data these are basically not available with the

inventory management basically. So, inventory management is another challenge and that

inventory management should be handled with the help of demo and sellable stocks. Second part

is basically your customer services.

Customer services are the most important because after sale service is the backbone of your

business. Your unsatisfied customer will give incremental business and repeat business and

basically that is the core of your business. So, you need to take corrective action with the help of

online services. You have to also have system and processes for customer login. Activities

towards strategies that I told you that is often difficult to align the team towards the strategy. So,

basically your strategy should be defined in terms of action points.
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Going to now India strategies and inputs for taking example of CPAPs and NIV.
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In India, suppose you I want to establish a brand from France then you have to think that what

brand image you want to create for the company. So, the brand image you have to create for the

company I am taking example of Sefam, France so my tagline I am selecting is respiratory care

in home care segment. So, a leading brand of respiratory care and home care segment for that I

need to have a very healthy product mix.



I have a solution for a particular target patients redundant paediatric. I should have a

well-defined OSM COPD target market and I should have a timeline of one to two years. I have

to also highlight the technology available in from that country. So, basically if it is a product

from France then I have to take some example of established technology in my country. So, I like

Air Liquide is a very strong brand from France.

So, I can say this is the product from France you must be aware of that Air Liquide from France.

So, I can have a reference. I can take a technological reference from that company to create my

brand.

(Refer Slide Time: 16:41)

So, my objective should be very clearly defined product matrix Unix value proposition of the

product and then I have to also see in comparison to other leading brands like Philips and

ResMed what is my product portfolio, what type of value what is the algorithm, what is the

clinical advantage how strongly I build my brand recall that is most important.
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So, what practically I have seen that the seven-piece framework works fine for a new company

who is launching their product in the Indian subcontinent like you have to have a very good

product mix it should your product mix is such that it should take care of all the high-end

features as well. Your product price pricing should be very competitive enough comparing to

your competition or maybe your product positioning and pricing is well.

You have to have a value range, you have to have a premium range. So, you will define price

structure with that with respect to the product. Your team has to be fully trained team so that

when they go and pitch the product, they make a difference. They should follow a process supply

chain, process marketing chain and services structure then a lot of practical evidences lot of

clinical research papers, testimonials demo videos.

Many things you have to have into you have to use it a lot of promotional tools you have to use,

you have to also see in my target to Indian market which is my most important market maybe the

metro cities maybe the cities where more number of hospitals are there. So, my market has my

marketplace should be well defined.
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I am just taking one example with few pictures of the CPAP to show you that how you do a

product positioning. So, you know that my most basic product needs little phase of lifting and we

need some more features to be added. My second product portfolio should be is not very price

competitive so what should be my price. My third product, what additional feature I should add

so that nearest competitor I am just ever nearest competitor, maybe I need to add some more

product in the portfolio.

(Refer Slide Time: 19:19)

So, like that sometimes a new product addition sometime a new product value addition you have

to do in the product so that your product positioning is very good comparing to the competition.
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Next is basically you have to also think that what should be my price structure. So, that my

dealer distribution network is very much encouraged of doing business like I should have a

well-defined master dealer pricing, I should also have some schemes when the dealer is lifting

some volumes there should be some volume discounts. I should have a well-defined sub delay

pricing; I should also have a maximum retail pricing and labelling MRP labelling as per the

regulations.
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In my team I should have a mix of service team and I should have a marketing team I should

have a sales team. So, my people structure should be such that it is not only covered the sales

ground but it is also covered the service ground. So, I should have a local service provider. I

should have an authorized sales provider. I should have a toll-free number where my all calls are

routed through that channel to the service engineers.

I should have a sales executive in maybe the initially key metro cities and then I should have a

some sort of a basic qualification. I have to see that what my what should be the minimum

qualification for my team. So, selection of team and structuring the team is very important

initially to promote the product in the market.
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You have to also have a proposed structure like you have a project you source the product from

the parent company to Indian subsidiary. And then you are marketing that product through your

master distributed and sub distribution chain. And the group of those distributors are managed

through your field executives and there is a service providers may be direct or maybe indirect

service agencies they support the customer for service.

So, this structure can be further elaborated but this is the most basic structure. So, that is

basically you do coverage, you do the best selling and this is a winning proposition.
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As I told you that there are certain processes which is most important like inventory and billing

process your selling process through dealers and distributor your call management process

maybe through the CRM or through the call management system. So, this is the basic

background process needs to be set. So, that there is no problem in supply chain in collecting the

leads in collecting the complaints. So, the process is very important.
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The law of advantage of having a toll-free number because when your sales and service calls are

routed through a toll-free number you do not miss out anything. Your sales team is busy

somewhere in the cold call your service team is busy somewhere in the service activities but



there is a process which is capturing all your leads and learn your inquiries and it is sending to

you so that you can take a corrective action. So, system and processes in that toll-free number or

maybe online portal is very important.
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If you are in a holiday or if you are available so you do not miss out any call. So, this is much

more easier and your customers are satisfied that yes their problems are taken here.
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Coming next to the building the awareness, building the awareness is very important allowing

this era of digital marketing there are lot many tools available you have a social media you have



a you click through and then you go to the lead you have a lot of LinkedIn pages you have you

have your LinkedIn, facebook, twitter, Instagram not many platforms are available. So, you have

to see under which group with you select one and make your priorities.

Like if I want to have a facebook advertisement if it is a product which is has to go to the public.

I can use LinkedIn platform. I can use a lot of testimonials a lot of writers in the clinical

magazines in the healthcare magazines. I can use lot of emailers to explain my product and reach

out to my targeted audience. So, lot of Medias are available. You have to select what social

media what commerce played commercial platform, what activities what CME what conferences

you want to do.

So, this is something you have to make a priority based on the laundry list available to you. That

will help you not to create the brand generation but branding also it will help you to generate

some needs.
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Nowadays lot of such digital platforms are available where they take your product to the targeted

audience. These are all aggregators there lot of customer base is there so suppose your product

my product is respiratory product and it has to go to a respiratory care you know physicians may

be in pulmonary medicine doctors, chest specialist maybe MD medicines. So, my brand and my

product is taken to that particular targeted audience with the help of different activities.



Tele health promotion, networking lot of medical journals a lot of medical associations that take

my product to that targeted audience. So, that I am easily seen through. So, my product suppose I

am having a vibrating mesh drug delivery system and I want to take my product to all the

intensivists who are managing ICU I know my product is a unique product in the industry and if

at a time my product is taken seen by thousands of the doctor in that particular area.

I am very familiar my brand is established in a very short period of time so it is very, very

important that you use such a research type of digital marketing platform which take lesser time

to establish your product in the market. Mr. Kamal, can we have a small interaction Kamal with

you? Yeah definitely. So, my dear students, I am extremely thankful to Kamal for taking out his

time from his busy schedule.

You know these people are all practicing managers and you know he has covered the most

critical aspects of doing the business in a foreign country. How a distributor are extremely crucial

whether you should have a direct operation you have seen that in one country Kamal has

recommended for a direct sales subsidiary in other countries like Nepal or Bangladesh and

Bhutan Maldives.


