Private Sector Insights on Global Immunization Challenges
· Good morning.  It is a pleasure to join you this morning, in fact it is an honor for me, and I want to thank the WHO and UNICEF for this opportunity.
· On the topic of Global Immunization, I know that I’m in a room full of experts.  I’m not an expert.  I’m an admirer.
· I admire great accomplishments.  I admire collaboration and teamwork.  I admire passion for improving health in developing countries.  In particular, I admire people who devote their life’s work to the well being of the world’s underprivileged children.
· I’m sure that in most circumstances, your discussions on global immunization involve the language of public health.  So if I may, let me apply some of the language of the private sector to your accomplishments and challenges in global immunization.
· If one were to measure the return on investment from global immunization in terms of children’s lives saved, it would exceed anything I’ve ever experienced in the business world.  The facts speak for themselves.  Since 1960, annual deaths of children under five years of age have been reduced from over 25 million per year to less than 10 million per year.  And the single largest factor impacting this sizable reduction in the deaths of children has been the success of the EPI.  The impact of these lives saved on facilitating more productive societies is beyond measure, as is the human impact on families, villages and communities.
· The survival of any private sector organization depends on effective analysis, planning, investment, implementation and measurement.  All of these essential factors were resident in the success of global immunization.
· Another key factor to ensure ongoing success in the private sector is recognizing and rewarding accomplishments.  In this respect, I believe more can be done to recognize and celebrate the extraordinary accomplishment of the EPI.
· This is not meant to imply that the work is anywhere near complete.  There is an unfortunate reality that highly successful initiatives are susceptible to becoming victims of their own success.  People may begin to think that the job is done, or that the success somehow just happened.  In fact, the best planned and implemented efforts always appear to outsiders to be easier to accomplish than they really were.
· In this respect, global immunization faces the challenge of sustaining its focus and funding, not due to its failure, but due to its success.  People and organizations that are not well informed may conclude that this challenge has been accomplished and that it’s time to shift focus to other public health priorities.
· This would be unfortunate, because much more needs to be done to solidify and sustain the progress that has been made.  Polio is still prevalent in countries such as India, Afghanistan, Pakistan and Nigeria.  Eradication of polio will require significant further investment and new strategies in regions where children remain unprotected. Even the great success of the Measles and MNT Initiatives may reverse if there is insufficient investment and focus to consolidate the gains that have been made.  For example, the task of introducing a second dose of measles vaccine is still not complete in India, and there has been a fall back in mortality reduction in some areas of Africa, both for measles and MNT, due to insufficient funding availability.
· At the same time, there is tremendous opportunity for further progress associated with new vaccines that were recently introduced or are in the final stages of development.  Pneumoccocal vaccine alone has the potential to reduce child mortality by an additional 10% while overcoming systemic health care infrastructure limitations in resource poor settings, including lack of antibiotics.  Combined with the new Rotavirus vaccine and hopefully soon a Malaria vaccine, the EPI is again poised to be the single most significant opportunity for further reductions in child mortality, and the most important priority for achieving Millennium Development Goal number four.
· Yet with this opportunity comes the complexity of managing a competing set of funding, investment and planning requirements.  Here again there are parallels to the private sector.  It is common for companies to have to continue investing behind their “mature” core products to sustain their success and market position, while also investing in new products to achieve growth.  The tradeoff between investing in mature products versus new products is a challenging dilemma for companies, just as the balancing of investments in existing vaccination programs, where the work is not yet complete, and new vaccines will present challenges for global immunization planners.  Business planning tools such as life cycle management and portfolio investment analysis can be applied in both circumstances.
· Investments in global immunization are almost always an outcome of donor funding.  It goes without saying that we are now in a much more challenging environment for attracting donor funds, due to the global economic crisis.  As someone who serves as a board director for three non-profit organizations involved in public health, in addition to my business leadership and board responsibilities in the private sector, let me share an important perspective.  Global immunization has a significant advantage in attracting donor funds, relative to most other causes, because the success is so clearly measurable in terms of immunizations administered and lives saved.  The vast majority of donors, particularly high value donors, want to know as specifically as possible how their funds are being used, whether the interventions are cost effective, and what the ultimate outcomes are.  There are few things I can think of that meet these donor criteria better than global immunization.  This is a key advantage for fund raising that you should take every opportunity to fully leverage.
· Another key attribute of organizations that succeed in the private sector is the ability to adapt to changes in the external environment.  The better organizations not only adapt, they anticipate the changes based on early indicators, so they are well prepared when the full impact of the changes occur.  The best organizations do more than anticipate; they actually establish the conditions that cause the changes to happen.  I often tell people that we don’t all see the future at the same time, and those that see it first will be the ones who determine what the future will be.  
· An example on the positive side is how the Apple Corporation literally redefined the way we access and play music through the development of the iPod and iTunes.  The iPod was not the first MP3 device, but it is overwhelmingly the most successful, because Apple engaged not only in technology development, but also in market development based on a deep understanding of both technology and consumer lifestyle trends.  They not only adapted to the future, they defined it.  An example in the opposite direction was the Kodak Corporation’s refusal to accept the advent of digital photography, despite being among the largest early patent holders in this field.  Rather than adapting or defining the future, they fell victim to it, by regarding themselves too narrowly as a film producer rather than as an imaging company that had an intimate interface with people’s lives and lifestyles.  Kodak will likely never overcome this.
· Global immunization has demonstrated impressive adaptability under some of the most difficult conditions, such as reaching large numbers of children and women in conflict zones with vaccinations.  This is among your many extraordinary accomplishments.  Looking forward, you will continue to be faced with the challenge of adopting new approaches in countries where the customary methods aren’t working, in securing adequate funding during these times of economic constraint, and perhaps most significantly, in sustaining sufficient attention and focus on proven vertical interventions as agencies are substantially shifting their priorities toward horizontal interventions such as health system strengthening and child survival.
· Under these circumstances, the respected business researcher and author Jim Collins advises us to avoid the “Tyranny of the Or.”  We cannot allow ourselves to think in terms of vertical OR horizontal interventions.  Similarly, we should resist thinking about routine OR supplemental immunization interventions.  Rather, we need to apply “And/Also” thinking, consolidating the successful approaches from past experience, while appropriately embracing the further gains that can be made through new approaches.  This will lead to asking questions such as “what is the ideal balance of routine and supplemental immunization,” and “how can we best deploy vertical interventions as part of a health system strengthening effort?”
· This naturally leads to a further area where know-how from the private sector is applicable to global immunization, the need for collaboration.  Most large companies have multiple business and geographic structures, and must determine the best ways to work horizontally across focus areas as well as vertically within focus areas.  Contrary to conventional wisdom, this challenge is rarely addressed by relying on direct lines of hierarchical authority.  Rather, large companies typically operate with matrix management structures that require effective relationship-based decision mechanisms such as shared vision, cross business/cross geography team training, and establishment of an effective operating culture that emphasizes cooperative decision making towards common goals, and actively discourages territorial behaviors.  Another key factor in stimulating collaborative working environments is alignment of key metrics and reward mechanisms to encourage teamwork and attainment of collective goals. Similar challenges may exist in engaging across the various existing and new vaccine strategies, or across vertical and horizontal interventions, to achieve a cohesive approach and set of goals for global immunization.
· The need for collaborative engagement also extends externally.    The simple reality is that no single sector - public, private, international agency or NGO - can accomplish major global health goals on its own.  For example, in the mid 1980’s the problem of disease spread due to reuse of immunization devices was identified.  Through the 1990’s, international agencies needed  to revise policies, foundations needed to establish funding mechanisms, the private sector needed to invest in design, development and mass production of low cost auto-disable devices, and agencies, governments and NGO’s needed to procure and deploy these devices and train health workers in their proper use.  It took approximately 15 years to go from recognition of the problem to widespread deployment of safer technology.  This success required involvement and investment across multiple sectors.  It probably could have moved faster if cross-sector collaboration was higher in the early years.
· Opportunities for further collaboration across the public and private sectors need to be based on shared goals and mutually beneficial outcomes. The establishment of market guarantees for investment in new vaccines is one important example.  Other examples may include tapping into private sector competencies around logistics management, marketing and innovative financing mechanisms.
· In comparing the challenges of global immunization to the essential characteristics of effective management in the private sector, I’ve saved the most important element for last.  Leadership.  There is no substitute for effective leadership.  Research conducted by Jim Collins over the past 15 years suggests that the most effective business leaders are modest and highly driven people who place the well being and success of their organization above their own personal success.  While this may seem to fly in the face of the corporate and individual greed that caused the global economic downturn, I would argue that the downturn happened in large part because there were too many of the wrong type of leaders, people who were preoccupied by their own personal wealth and notoriety rather than the success of their enterprise.  Yet there are also many companies, the ones that aren’t making the headlines, which continue to do well even during these difficult times.  Look behind these companies, and I believe you will find effective people who have the attributes that Jim Collins characterized as “Level 5” leadership.
· Collins describes Level 5 leaders as being modest and willful, humble and fearless with a ferocious resolve and an almost stoic determination to do what ever needs to be done to achieve great outcomes.  They are “clock builders”, constantly thinking of ways to strengthen their organizations over the long term.  They are fanatically driven, infected with an incurable need to produce sustainable results.  They are ambitious, but this ambition is first and foremost for their company, not for themselves.  And Level 5 leaders look outward to give credit to people and factors other than themselves when things go well, while always taking personal responsibility when things do not go well.  These were characteristics identified in business leaders who achieved sustained success over extended periods of time.
· This being said, I cannot really compare any business leader to the people who have dedicated their lives, expertise and resources to immunize children around the world.  People from your organizations, such as the WHO, UNICEF, GAVI, the CDC, the Red Cross, the Gates Foundation and Rotary International, from the most senior leaders to the hundreds of thousands of volunteers and vaccinators who work under difficult conditions to reach children in every corner of the globe.  People who have willingly risked their own lives to save the lives of children.  These attributes are rarely found in individuals, and are even more rarely resident in large groups of people who work collectively to accomplish truly great things.  Today, I have the privilege of being with such a group.
· Having been given this privilege, let me please say something that you already know, but perhaps in the context of your daily work, you may not fully realize.  Your impact in Global Immunization, the success of the EPI, rates among the most important and impressive accomplishments in the history of human kind.
· So please take some pride in the knowledge that you are accomplishing life’s very purpose by providing life to millions and millions of children who otherwise would have passed from this world before even having the opportunity to achieve the smallest increment of their purpose in life; to speak, to walk, to learn, to play, to feel and express love, and to become productive members of their societies.
· For this, on behalf of all of us who are less involved, let me just say a simple thank you, while encouraging you to think particularly about adaptability, collaboration and most of all effective leadership as you prepare to successfully take on the challenges that lie ahead.
· Thank you.
