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Life sciences commercial approach has traditionally 
been an efficiency play based on reach and 
frequency. It was predominantly driven by reps 
before the pandemic and the same volume driven 
strategy was extended to digital channels later on. 
This reach and frequency strategy manifested in 
digital metrics such as number of emails sent, 
number of media impressions, and so on. Currently, 
leading organizations are revisiting their commercial 
approach. They are trying to drive an effective 
customer journey instead of just optimizing the 
reach and frequency of the customer touchpoints. 
This is leading them to look at new cross-channel 
engagement metrics, experiential metrics, and even 
content metrics. The move from traditional metrics 
is as critical as the move from the traditional 
commercial approach.

(HCPs) first, then triaged them to medical teams in 
appropriate circumstances. The model demonstrated 
that even with lower overall reach and frequency, 
they were able to meet the customers’ need better 
and drive better engagement. This, in turn, resulted 
in generating a positive impact for the business. This 
experiment clearly demonstrated that experience 
was more important than volume. It is critical to 
identify the experiences that are going to have a 
positive impact on the customer, and focus on 
driving those experiences and measuring them.
 
Leadership mindset and culture are 2 key factors in 
shifting toward the new approach. Most commercial 
leaders in the industry come from sales background, 
where reach and frequency drove their performance.  
These leaders must be educated that the collective 
engagement driven by the organization drives value 
to customer rather than the isolated engagements, 
and better experience metrics are required to prove 
this hypothesis. Focused qualitative measures such 
as Customer Experience Quotient (CXQ) will 
demonstrate the impact of driving overall experience 
better than the broad metrics such as Net Promoter 
Score (NPS). These metrics would influence 
leadership thinking in the new direction and if 
executed right, can positively impact the culture of 
the organization. Initially, establishing and defining 
the objectives of customer experience, and then 
building metrics around the objectives brings clarity 

It’s not about who yells the 
loudest anymore. That does 
not work digitally.

– Thomas Thestrup-Terp

to the leadership, and helps driving the mindset 
change.

Establishing the frameworks of common experience 
metrics globally is important. However, not all the 
local markets are at the same place. When handing 
over common frameworks of metrics to local 
markets, permitting agility for markets to tweak it as 
per local market’s need and report back to the 
business is also important.

Advanced analytics is at the core of this shift. The 
old foundations of data collection do not support 
the advanced AI/ML-based analytics models 
because it does not enable connected data 
collection from various channels. They also do not 
support unstructured and non-traditional data 
collection. A modern data collection foundation 
needs to be laid. Data collection from 
non-traditional sources is increasingly becoming 
critical to understand the attitudes and beliefs of the 
customers. Social data is necessary to understand 
what the customers actually think about the 
products and their experiences with the products 
vis-à-vis what they are reporting through solicited 
sources such as surveys. Social data also helps 
identify unmet customers’ needs. Customer records 
are no longer not only limited to who they are but 
encompass all instances of engagements that they 
have had with the organization. Having a 
360-degree customer view lets the organization see 
how customers respond to their experiences.

In the context of customer experience management, 
it is imperative to look at both qualitative and 
quantitative data. Modern thinking calls for pulling 
the qualitative data together collectively from 
granted and ungranted sources. Analyzing 
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qualitative data and reacting to it in real time is even 
more critical. Where physical congresses were once 
an important but siloed source of data, the new 
virtual and hybrid formats allow for integrating these 
data to customer journey data ecosystem.

It is also critical to build a local execution layer to 
interpret that data and turn it into simple actions and 
day-to-day decision-making. Not only building 
stronger platforms to collect data but having 
digestible dashboards and recommendations, 
especially for reps to orchestrate engagements is 
necessary. Following data and analytics, comes the 
need to leverage it to optimize the experience at an 
individual customer level. One way to do that is to 
deploy more robust AI and build the right technology 
stack to deploy the AI through. However, it is 
necessary to conceptualize how AI-driven 
automation can be translated to actions before 
setting up the automation infrastructure. When AI is 
deployed to orchestrate experiences, it is important 
to link it to the brand objectives and strategy too. 
However, AI engines are not yet at a stage where 
they can be deployed at scale, and commercial 
teams are not yet ready to embark on this approach. 
It is important to integrate advanced data and 
analytics insights capabilities into the commercial 
ecosystem. Data and analytics functions must not 
work in a silo and feed insights to commercial 
functions but need to become a part of day-to-day 
decision-making. 

This may seem daunting to organizations that are 
yet to explore this approach. Hiring people from 
outside of pharma who may not know of pharma 
marketing but bringing in expertise in other aspects 
of marketing automation is recommended. The 
industry needs marketers who can operate in a data 
automation driven environment. The sales rep who 
succeeded in the past may not be the one who will 
succeed in the future. Reps will be assessed on their 
ability to triage the customers to other parts of the 
engagement ecosystem, their ability to orchestrate 
hybrid engagements, and their ability to use 
recommendation engines rather than on just their 
contribution toward reach and frequency.

Aaron called for experimentation and cited a case of 
an experimental engagement model that was 
deployed recently by his organization. Here, the 
commercial reps engaged the healthcare providers 
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an important but siloed source of data, the new 
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When setting up advanced 
analytics, the underlying data 
part is often not attractive but 
foundational to the change

– Aaron Foster


