
To any new non-finance
employee, the concept
of a company’s “free
cash flow” may sound

more than a little daunting.
But at Ethicon, one of the old-
est and most profitable busi-
ness units of Johnson & John-
son Co., the belief is that a lit-
tle financial education goes a
long way toward keeping the
business healthy.

“Every decision an em-
ployee makes can affect our
P&L,” notes Dave Heckler, a
senior financial analyst at
Ethicon, which develops
surgical and wound-care
products. “We want every-
one to understand how daily
operations in our plants
impact profits and how
Ethicon continues to gener-
ate excess free cash flow for
Johnson & Johnson.”

Excess free cash flow is
important to a company like J&J, the
world’s largest manufacturer of
health care products, including Band-
Aid®, Johnson’s® Baby Powder and
Tylenol®. It funds research and helps
the company create innovations.

Bridging the gap between product
knowledge and broader business
awareness at Ethicon is the job of
Sharon Mohan, the company’s
Worldwide Operations Training Man-
ager. “When our plant managers,
project managers and front-line
supervisors understand how they
impact the business, it helps them
think and act more like a business
owner,” she says. “The earlier we can
make this impression on employees,
the quicker they can have a positive
impact on the company.”

To that end, Mohan oversees the
Ethicon Operations Primary School, a
week-long series of workshops and

courses developed to give all new
operations employees a big-picture
perspective of the company, its prod-
uct lines and its relationship to J&J. In
the last eight years, more than 500
Ethicon employees have participated
in the courses.

For the financial portion of the
curriculum, Mohan brings in training
consultant Gery Cummings of Accel-
erated Learning Systems, who takes
the participants through a business
simulation called Apples &
Oranges®, created by a Swedish firm,
Celemi, and described as “business
finance for non-financial people.”
During the half-day simulation, par-
ticipants work in teams to build pro-
ductivity and profitability for a mod-
el company. Participants monitor
cash flow, make utilization improve-
ments and measure results on a bal-
ance sheet and income statement.

“Apples & Oranges helps
participants discover that the
faster the cash moves through
the company, the more prof-
itable it will be,” explains
Cummings. “They quickly
see how different decisions or
events along the business
cycle can free up or hold up
the cash flow.”

Of the simulation, Mohan
adds, “I was immediately
impressed when I first saw
Apples & Oranges. Adult
learners like the tactile
approach, and it is fun. It
makes ratios visual, and it
consistently gets great feed-
back.” Mohan says she is also
impressed with the quality,
durability and cost of Cele-
mi’s materials. “Apples &
Oranges is a great value
proposition. The overall cost
of the materials and a certi-
fied facilitator is reasonable. I

also appreciate the fact that the sim-
ulation is easily transportable, and I
can take it out to any of our 13 plants
worldwide.”

Traditionally, Mohan follows the
Apples & Oranges simulation with a
presentation from the Ethicon
finance department. “Once they are
exposed to the basics of finance, our
newest employees better understand
their own financial responsibilities
and are more comfortable asking
questions of our financial representa-
tives,” she says.

Adds Heckler: “Ethicon Opera-
tions is a great example of a unit
that can impact cash flow through
cost controls and inventory man-
agement, two key concepts visual-
ized in Apples & Oranges. It pro-
vides the perfect platform for corre-
lating financial concepts directly to
our business.”

training

Non-finance employees at Ethicon during 
a crash course in cash flow.

J&J Unit Sends Non-Finance Types to ‘School’
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