MEASURING WHAT MATTERS IN PHARMA / BIOTECH
How to create the right KPIs for your brand, launch and portfolio

By Vanessa Burrow and Stephanie Hall, Uptake Strategies
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MARKETING MEASUREMENT THEORY VS PRACTICE
The need to create customer-oriented KPIs is high….
Over the years we have worked with brand teams across a variety of pharma and biotech companies on brand planning and marketing
capability projects; one of the most frequently cited “challenge areas” has been measurement, metrics and KPIs!
There is a clear disconnect between accepted marketing measurement theory and the definition and use of KPIs and metrics in practice.
In a recent audit of 10 brand plans (global and local) across 10 different pharma / biotech companies, from 2015-18, we found the following:


Only 1 out of the 10 brand plans had SMART objectives linked to their KPIs



Only 4 out of the 10 brand plans contained KPIs and only 1 of these brand plans contained KPIs with a clear timeline and target



Only 3 out of the 10 brand plans included a budget for market research, measurement and tracking



The most commonly used KPIs are awareness, recall of campaign messages and usage / prescription rates



None of the plans included customer segment-specific KPIs to measure customer engagement, satisfaction, loyalty or sharing of positive
experiences.

Vanessa Burrow and Stephanie Hall, Uptake Strategies, 2021
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WHAT IS CUSTOMER EXPERIENCE?
Uptake Strategies’ industry research shows that the pharma / biotech industry is lagging behind other industries in customer satisfaction

Definition of customer experience:

To design & refine customer interactions
in order to meet or exceed customer expectations
– leading to a stronger brand / company perception,
increased customer loyalty, increased advocacy & a
sustainable profit

Creating a customer experience statement

Target segment:
Who will…. (behavioural objective)
Through interactions that… (characterise the experience)
Across channels…. (define which touchpoints /
channels)
Leading to a feeling or belief…. (emotional outcome)
And benefits of…. (value and / or rational outcome)
Because of…..(distinctive capabilities of company and /
or differentiator of brand / service)

Source: Uptake Strategies, Customer Experience in Healthcare, 2016
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9 DIMENSIONS OF CUSTOMER EXPERIENCE
Functional:

Psychological:

01 Usability

06 Context

02 Product presence

07 Familiarity

03 Communication

08 Trust

04 Social presence

09 Value for money

05 Interactivity
Source: Adapted from "The case of Amazon.com: towards a conceptual framework of online customer service experience (OCSE) using the emerging consensus technique
(ECT)", Philipp Klaus Journal of Services Marketing 2013, Vol. 27 Iss: 6, pp.443 - 457
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WHY DOES CUSTOMER ENGAGEMENT MATTER?
Healthcare is facing dramatic changes
The patent cliff - beginning in 2010, the pharmaceutical industry faced one of the biggest waves of drug patent expirations in
history
Overall marketing expenses have been cut - sales forces around the world were reduced by the thousands as organisations
prepared for the patent cliff, and focussed on specialty meds requiring fewer sales reps and different approaches
Higher demands from regulators and payers - demanding better outcomes and proven value from every drug approved and
reimbursed
Access to prescribers is getting harder with less than half of all HCPs willing to meet with pharma sales reps, and the benchmark for
customer experience being set outside of pharma by world-class customer experience brands like Amazon
Customers direct how they want to access information – a proliferation of online channels has put the power back in the hands of
customers. They now choose how, which channels and when they access information
Patients are empowered, active and informed
Redefining what customer means - from prescribers only to patients, prescribers, payers and providers - decision-making was once
the domain of the physician, but increased patient empowerment blurs the line as to who owns the relationship with pharma
companies
Companies that proactively engage the customer, whoever that may be, will be able to navigate the rapidly changing environment. The emerging
business model is one that accentuates consumer choice, explicit value versus price considerations, engagement and dialogue, as well as lifestyle care.

Ref: https://www.uspharmacist.com/article/drug-patent-expirations-and-the-patent-cliff; https://www.ttec.com/articles/pharmas-brave-new-world-customer-engagement;
https://www.fiercepharma.com/sales-and-marketing/new-numbers-back-old-meme-pharma-does-spend-more-on-marketing-than-r-d;
https://a.sfdcstatic.com/content/dam/www/ocms/assets/pdf/datasheets/pharma-insight-paper.pdf
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CUSTOMER ENGAGEMENT & CUSTOMER EXPERIENCE
The power of engaged customers
You don’t have to work so hard to sell, improving your operational
efficiency and profit margins
• Gallup's cross-industry research shows that fully engaged
customers buy more, stay with you longer, and are more
profitable than average customers
More likely to try other products or services, increasing opportunities
to cross- and upsell
• Fully engaged customers represent an average 23% premium
in terms of share of wallet, profitability, revenue, and
relationship growth over the average customer

How can we generate customer engagement?
• Consistently meeting or exceeding your customers’
expectations right across their journey leads to improved brand
perception, customer satisfaction and, ultimately, engagement
• Understanding the customer journey is about learning what
customers experience from the moment they begin considering
a purchase, and then working to make the journey toward
buying a product or service as simple, clear and efficient as
possible

More likely to recommend you, an incredibly low-cost way to
acquire new customers
Delivering value to patients, prescribers and payers provides new
ways to differentiate

Ref: McKinsey, Why the customer experience matters; https://www.ttec.com/articles/pharmas-brave-new-world-customer-engagement;
https://www.gallup.com/file/services/176297/Customer%20Engagement%20Ratio%20Brochure.pdf
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CUSTOMERS SHOULD BE AT THE CORE OF MARKETING METRICS
…and indeed at the core of the entire organisation

Operations

Product and
Portfolio
Management

Margins and
Profits

Finance

Marketing
and Finance

Share of Hearts,
Minds, and
Markets
Patient, Payers,
Prescriber

Advertising
Media and
Web Metrics
Advertising
Agency

Logistics

Customer
Profitability

Channel
Management
and Sales
Force

Pricing
Strategy

Promotions
The Trade

Source: ‘Marketing Metrics: 50+ Metrics Every Executive Should Master’, P. Farris et al. (page 5) ‘Marketing Metrics: Marketing at the core of the Organization’
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UNDERSTANDING “MOMENTS OF TRUTH”
Moving away from the traditional adoption model
Traditionally, the pharmaceutical sector has been a “push” industry
• one where marketers and salespeople “push” their products on to
customers, be they physicians or patients
The spread of new digital platforms, and the organisational models they permit,
are prompting the emergence of a “pull” industry
• one where customers are empowered to understand their personal needs
and seek out the appropriate solutions and products accordingly

A customer’s relationship with a brand is experienced through prompt subscription
deliveries, responsive customer service and high-quality medicines – moments of
truth in which concrete services overlap with a customer’s overall opinion of a
brand.
Identifying exactly which moments shape customer engagement is important for
formulating a workable strategy and knowing what to measure

Ref: https://consulting.ey.com/pharma-and-its-customers-the-new-deal/
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FROM ADOPTION TO ENGAGEMENT
New Customer Centric Engagement Model

Traditional Brand Centric Adoption Model
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Gallup's engagement ratio is a macro-level indicator of an organisation's health:
• Average organisations have less than one fully engaged customer for every
actively disengaged customer - the ratio is 0.8:1
• Conversely, in world-class organisations — those organisations at or above
Gallup’s 90th percentile — the engagement ratio is 8:1 – 10 times larger than
the average organisation's ratio

Ref: https://www.gallup.com/file/services/176297/Customer%20Engagement%20Ratio%20Brochure.pdf
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“Measurement is fabulous, unless
you are busy measuring what's
easy to measure as opposed to
what's important.”
Seth Godin

MEASURING PERFORMANCE IS NOT
EASY
• Not everything can be easily or directly measured – often we need to use
proxies or leading indicators to help measure
• Not everything can be measured accurately – we may never be able to
measure 100% of customers involved, or gather the perfect data
• Not everything can be measured in a timely fashion – money invested today will
have an impact at an uncertain time in the future
• Not everything is cost-effective to measure
• It’s often difficult to attribute outcomes to one particular initiative or activity –
different interventions affect individuals differently, so it is a challenge to know
which programmes have the most impact

The core challenge of measuring the customer experience is
simple: measure what matters, not what is easy to measure
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UNDERSTANDING, AND
MEASURING, YOUR CUSTOMER
Simple demographics are no longer enough

• The more you know about your customers, the better you will be at crafting the
ideal tactics, messages and phases for their journey
• In addition to knowing your target’s patient base, specialties, hospital
associations and more, you should also pay attention to metrics that speak to
that target’s history with your brand
• Some key data to consider when creating a customer engagement strategy
include:
• Behavioural data (brand loyalty, sales trends, diagnosis / treatment,
referral patterns and more)
• Multi-brand marketing (data including multiple brand franchises across
business units, multiple indications and more)
• Engagement trending (MCM programmes, sales engagement, speaker
programme participation and more)
• By looking beyond the surface of patient base and demographics, you can
develop a comprehensive understanding of each target
• A comprehensive view of your target opens the door for three of the hallmarks
of a high-quality customer experience: personalisation, segmentation and
optimisation
Ref: https://blog.measurementmojo.com/360-customer-experience-pharma-marketers
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THE PROMISE OF BIG DATA
Integrating customer journey platforms with analytics and predictive intelligence
What is Big Data?
Big data is a term that describes the large volume of data – both structured and unstructured – that inundates a business on a
day-to-day basis. But it’s not the amount of data that’s important. It’s what organisations do with the data that matters. Big
data can be analysed for insights that lead to better decisions and strategic business moves.
Organisations who use analytics extensively to measure the impact of customer experiences throughout the customer journey
can:
• measure attribution across channels

• identify the best channels for promotion

• identify costly bottlenecks that don’t provide value to
customers

• determine how to streamline the journey and add
value for the customers

• surface high-value orders that might otherwise have
been missed

• identify areas potentially at risk for fraud

• determine media impact across channels

• make real-time decisions throughout the customer’s
journey

Ref: https://a.sfdcstatic.com/content/dam/www/ocms/assets/pdf/datasheets/pharma-insight-paper.pdf
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CREATING A SINGLE VIEW OF THE
CUSTOMER ACROSS CHANNELS
Companies are increasingly integrating back-end business systems for internal users, and
incorporating customer touchpoints.
• This provides a single view of the customer across all channels (including social
media, email, and other marketing campaigns), all working off an integrated
source of information
These in turn support the design and optimisation integrated customer experiences.
The best companies are considering two perspectives while developing customer
engagement strategies: the customer’s perspective on the organisation, and the
organisation’s perspective on the customer.
Often given the heavy emphasis on big data we lose sight of the relevant consumer
intelligence already available - sometimes collecting more data is not necessarily better;
using what you’ve already got is expeditious, cost-effective, and very helpful.
Successful marketers start with the right data (which you probably already own!) before
trying to collect big data – focussing on accurate marketing analytics supported by
predictive intelligence.

Ref: https://a.sfdcstatic.com/content/dam/www/ocms/assets/pdf/datasheets/pharma-insight-paper.pdf
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TIPS TO START MEASURING YOUR CUSTOMER ENGAGEMENT
1.
01

Know where your customer is in the journey before you start – so you
know the shift you have achieved, and enabling you to create highquality customer experiences through personalisation, segmentation
and optimisation

2.
02

Set clear objectives for your customer engagement programme and
measure progress towards these objectives

3.
03

Design how you want to measure from the start – build measurement
into the implementation plans for experiences so you can rapidly
develop understanding about what is working

4.
04

5.
05

Measure success from both your organisation’s perspective, and your
customers’ – you won’t know if you have achieved a truly customercentred experience unless you see it from their point of view
Build in a range of implementation, leading and impact metrics so you
can track progress towards customer engagement, and course correct
as needed

6.
06

Measure the quality of the experience not just the outcome – you might
use Net Promoter Score, Gallup’s engagement ratio, sentiment
monitoring - it doesn’t matter how you do it, but you must understand
how your customers rate their experiences, and how you are
progressing towards your customer engagement goals

7.
07

Measure the impact on sales – go back to sales data, segment it for
your target customers and understand the impact – this will be more
expensive in the short term, but you’ll waste huge amounts of money in
the long run if you’re not sure what works and what doesn’t

8.
08

Adopt a culture where learning from mistakes is expected, and
marketing is expected to learn, iterate and continually improve

9.
09

Consolidate your customer data to better understand who and what
customers seek - know what data is available in your organisation –
often there are multiple data sources already available that will help
you now, that you may not be aware of

10.
10

Know how your organisation is investing in collecting and analysing Big
Data so you can use this opportunity to design more comprehensive
metrics, and know how to leverage this exciting opportunity

Ref: https://cdn2.hubspot.net/hub/230479/file-645840154-pdf/Blue_Latitude_Customer_Handbook__March_2014_.pdf?t=1397045610220
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MEASURING PATIENT-CENTRICITY
You may wish to consider a team or company-wide patient-centricity scorecard to include:

1

Number of
patients involved
in the generation
of insights,
patient journey
and experience
mapping, review
of materials and
services

2
Number of
internal team
members who
are proficient at
patient insight
generation,
mapping and
service
development

3
Number and type
of patient
outcome
measures used to
meet patient
needs as well as
clinical indicators

4
Use of
technology to
track patient
discussions, needs
and experience
with a particular
disease

5
Number of
patients actively
engaging with
the company
and / or branded
materials or
services

Source: How patient-centric is your brand plan?, Uptake Strategies, 2019

6
Number and type
of patient
enquiries or
complaints
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IN SUMMARY
Measuring Customer Engagement

across key patient, payer and prescriber segments.
Defining and delivering on customer experience can deliver a greater number
of prescribers who are more loyal, vocal and active.
Measuring how, when and where target customers engage with your brand
and company is an essential part of marketing measurement.

“

“The Customer
Experience is the
next competitive
battleground”
Jerry Gregoire,
Dell

“

Customer-centric metrics and KPIs are the most valuable measures to track

At present very few pharma / biotech teams are measuring customer
engagement and experience, or allocating sufficient budget to tracking these
important metrics.
Coming soon: Part 3: Benchmarking Promotional Effectiveness
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ABOUT UPTAKE STRATEGIES

Uptake Strategies offers award-winning, industry-leading consultancy to
global healthcare companies across planning, strategy, capability and
launch.
• Uptake Strategies is a multi award-winning healthcare consultancy
• We specialise in planning, strategy, capability and launch, helping
global healthcare companies improve their performance and drive
uptake
• We deliver practical, innovative, industry-leading consultancy support,
inspiring our clients with confidence and improving their brands’
competitive advantage

|
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UPTAKE STRATEGIES’ MEASUREMENT RESEARCH AND
CONSULTING SUPPORT
•

Intelligent Launch Measurement, Uptake Strategies’ research
publication, 2015

•

Launch Readiness tools, process-design, workshops and reviews

•

Launch Performance Optimisation reviews and workshops

•

Brand Plan Pressure-test reviews and workshops

•

Benchmarking of Brand Plan operational metrics vs industry standards

•

Measurement and Promotional Effectiveness Training Programmes
Contact hello@uptakestrategies.com if you’d like to discuss a potential training or
consulting project
Follow us on LinkedIn and join our community on www.uptakestrategies.com
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THANK YOU
CONTACT

Uptake Strategies’ Offices
Index House, St George’s Lane, Ascot, Berkshire,
SL5 7ET United Kingdom
t: +44 (0)1344 636405
e: stephanie.hall@uptakestrategies.com
www.uptakestrategies.com
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