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Are we there yet? Obviously, not. 
But we are there with some of the 
more mature markets, where we 
started years ago.

– Thomas Thestrup-Terp

Commercial models are pivoting from being 
entirely reliant on field force to being equally 
supported by the digital ecosystem for local 
execution. Share of voice, once deemed as a 
gold standard measurement for promotion 
effectiveness, no longer retains its gravitas in 
the new commercial approach. Contrarily, 
optimizing digital engagements for share of 
voice may yield a negative impact, and result in 
customers’ disengaging and opting out. Instead, 
organizations should focus on the relevancy of 
content and messaging to optimize “share of 
engagement” to drive effective customer journeys. 
In this case study presentation, Thomas shared 
Novo Nordisk’s journey from “share of voice” to 
“share of engagement.”

Companies should use customer needs, content, 
channels, and the various transition trigger points 
as a guide to plan their customer engagement. 
With customer needs, timely, relevant and 
educational content on channels is recommended. 
The concept of digital hand-raisers came up at 
transitional trigger points. These are customers 
being engaged through a digital pull who show 
higher levels of engagement. .  By following 
customers’ digital footprints, companies can 
transition them into a much more frontline 
engagement. Measuring engagement can inform 
if a customer is increasing their engagement 
because of relevant content or disengaging because 
of content.

Thomas illustrated Novo Nordisk’s customer 
engagement model with 3 use cases on reach, 
channels, content, and share of engagement with 
the customer:
 
Uncover customer reach gaps and 
opportunities. 

The business question here is, “Am I reaching my 
customer? How am I reaching them? Actionable 
insights were on determining potential reach versus 
actual reach, the ratio of physical, digital, and 
blended reach for the target groups, actual reach of 
target customers in relation to brand strategy, and 
percentage of customers who have consented for 
digital reach.

Identify the most impactful channels and 
most engaging content, using data. 

This will help companies redesign engagement 
plans to include channels that have the highest 
impact on their brand strategy and target 
customers.
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Journey From “Share Of Voice” To 
“Share Of Engagement”

Identify customers with a high share of 
engagement and what drives that share of 
engagement. 

Identifying the journeys, channels, and content that 
drive the highest share of engagement and 
correlating it to Total Prescriptions (TRx), if possible. 
This in turn will influence the design and plan of 
customer journeys that leverage channels and 
content that drive engagement.
 
Companies can look at doctors in a target group to 
see who are engaging the most and what is driving 
that engagement. He also recommends looking at 
doctors perceived as valuable and figuring out how 
to reach them in channels that drive a higher share 
of engagement for that customer type. With insights 
like these, it is important to design campaigns and 
shift resources to channels that matter. Thomas also 
added that to reach this level of maturity, the 
foundation has to be right. And for that, along with 
data and process change, marketing and sales team 
capabilities must also be upgraded.
 
Thomas’s view of the future is about being able to 
look at predictive metrics and an evolution of the 
commercial excellence function from what he calls 
the lagging metrics (insights to what has happened, 
patient flow of business performance, and historical 
views). As a roadmap for being future ready, he 
recommends a strong data foundation, changing 
existing processes to focus more on customer 
journeys, a capability upgrade for people in sales, 
marketing, and commercial operations, and a high 
level of execution. “If we don't get that final step 
right, I'm afraid we will not succeed.”
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was scrambling toward a digital-only approach. In 
the post-Covid era, the focus will shift toward 
identifying the right level of engagement that will 
be needed from among the various available 
channels. This will be based on the response 
observed over each type of channel.
 
Although there is definitely more digital now, 
Thomas warned that it is not necessarily about 
making more noise and sending more emails but 
about orchestrating the right type of content and 
channels for a better customer experience. The 
traditional customer engagement model is evolving 
and Thomas presented the 7 areas where this 
change is seen: 

1. From nonaligned planning to integrated planning

2. From brand centricity to customer-centric 
engagement 

3. From point-in-time blasts to customer journeys

4. From sales force excellence to customer 
experience excellence

5. From traditional value-based targeting to 
advanced segmentation and training 

6. From nondedicated to dedicated resourcing 

7. From disparate systems and data to 
Multi/Omnichannel enabling technology 
backbone 

Thomas also advised that before a company 
changes its customer engagement model, it is 
important to look at its brand and customer 
strategy to figure out the right one for both the 
brand and the customer. Covid continues to drive 
changes in customer preferences and patterns. He 
asks, “What’s your sweet spot in terms of a 
personal push engagement and a customer-led 
digital pull engagement?” Good data is needed to 
answer this question, he added.

Thomas divided customer engagement into 
pre-Covid, during Covid, and post-Covid era. Of the 
various channels used for engagement, such as 
digital, Face-to-face (F2F) Congress and Meetings, 
F2F Medical Science Liaison (MSLs), F2F Rep/Key 
Account Management (KAMs), the pre-Covid era 
was dominated by field engagements, whereas 
digital was lower in the priority. During Covid, the 
priority shifted to digital engagement as everyone 
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engagement and what drives that share of 
engagement. 
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correlating it to Total Prescriptions (TRx), if possible. 
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doctors perceived as valuable and figuring out how 
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of engagement for that customer type. With insights 
like these, it is important to design campaigns and 
shift resources to channels that matter. Thomas also 
added that to reach this level of maturity, the 
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You need good data to figure out 
where your engagement should 
lie vis-a-vis your brand strategy, 
customer segmentation and 
customer type.

– Thomas Thestrup-Terp
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