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Introduction 

For some time now, changes in the structure and dynamics of the healthcare 

market have been eroding the effectiveness of the commercial model on 

which most manufacturers rely.  Consolidation has created fewer, larger 

customers with greater leverage.  The physicians who once drove purchasing 

decisions are increasingly employed in large, consolidated, integrated delivery 

networks, and are only one among many voices in product decisions.  And 

even before the pandemic, organizations that were increasingly sensitive to 

cost had begun to restrict access by representatives to physicians.  

Fundamental changes to the commercial approach have been in the wind for 

quite some time, but concerns about ceding customer facetime to the 

competition have put a damper on change.  

 

As we noted in the 2020 Commercial Model Report, the Covid-19 pandemic 

changed all that.  As the volume of Covid patients soared, providers closed 

offices, cancelled elective procedures, redeployed staff, and shut out 

manufacturer’s representatives.  While manufacturers adapted their 

engagement efforts to virtual means out of necessity, many hoped this would 

be temporary.  But that wasn’t the only challenge.  The loss of high-margin 

procedures left many organizations in financial distress, raising cost concerns 

even higher than they were pre-pandemic.  And those concerns have 

continued two and a half years into the pandemic as healthcare delivery 

organizations face continued downward reimbursement pressure, significant 

staffing shortages, shifts in care to alternative, less intensive settings, and 

expectations that they move more rapidly to a value-based care model.   

 

Product adoption decisions, as we predicted in 2020, have continued to 

become more centralized and subject to more strategic and economic criteria.  

While some believed that these changes might be reversed once the 

pandemic was behind us, they have remained in place along with other 

changes that manufacturers had hoped would be temporary – most notably 

on-campus access.  Many delivery organizations have continued to restrict 

such access to physicians by representatives, some have eliminated it 

altogether, putting further pressure on the traditional commercial model.  As 

in-person care has generally resumed, physicians are stretched thinner than 

ever before, staffing is tight, and access in any form is in very short supply. 

 

At the same time customers are selectively seeking product information, 

especially as the scientific complexity of these products increases and the 

relative value of one over another for a given patient often requires technical 

discussion.  Given their experience at the height of the pandemic, customers 

became accustomed to alternate channels to obtain needed information – 
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without the need for on-site representatives.  Given that experience, they are 

open to and often seeking such channels that are more efficient, effective, 

and best suited to their own communication preferences.  All of this makes 

the conventional commercial model that much more out of step with  

decision-making reality on the ground, accelerating the need for change.  

 

As a leading advisor to management in customized approaches to product 

and service commercialization, Numerof has committed to conducting 

ongoing research to develop data on the changes and trends we see 

happening in the field.  As much as all stakeholders looked forward to a return 

to normalcy two years ago, we expected that the “new normal” would be 

different in many ways from what was assumed in many manufacturers’ 

approach to their commercial operations.  We urged manufacturers to plan 

quickly to bring their commercial operations in line with the requirements of 

today’s marketplace.  This year’s report summarizes the changes that were 

put in place, the lessons learned, the journey that is underway, and highlights 

the challenges that will need to be addressed going forward.   

 

 

Recap of the 2020 Results 

A summary of key insights from our previous survey is included on the 

following page.   
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Methodology  

In conducting this research, Numerof wanted to explore the changes 

manufacturers have continued to see in the market and the extent to which 

the pandemic has accelerated ongoing efforts to reconceptualize their 

commercial models.  We conducted a qualitative survey of 95 executives from 

37 pharmaceutical and 15 medical device companies to gather insights and 

perspectives.  Small-, medium-, and large-cap organizations were selected to 

ensure broad representation. 

 

Topics explored during confidential 1:1 interviews included the extent to which 

companies are making changes to their commercial models in response to 

ongoing market shifts.  The topics were organized into the following four 

categories: 

 

1.  Nature of Customer Engagement: 

• Reducing the number of field-based representatives calling on individual 

physicians and/or rethinking territory and/or account approach 

• Changing expectations for call reach and frequency 

• Utilizing digital technologies to engage customers (e.g., online education 

programs, chat rooms, etc.) 

• Creating internal sales teams that engage with physicians via telephone 

or video conference 

• Developing strategy for calling on system-level executives 

 

2.  Targeting and Segmentation: 

• Rethinking their approach to targeting and segmentation, including the 

use of data and analytics to identify high-value customers 

• Determining the optimal communication mix based on customer type/ 

preferences 

 

3.  Skills and Capabilities: 

• Training representatives to meet different demands (e.g., leading 

meetings for a virtual audience) 

• Creating strategic account manager-type roles that are trained to leverage 

cross-functional resources, manage complex accounts, and field 

questions from clinicians and administrators regarding the economic and 

clinical benefits of the products they represent 

• Expecting strategic account teams to represent the entire portfolio rather 

than a single product or therapeutic area 

• Investing in analytical tools to enhance in-person and digital engagement  
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4.  Role of Medical/Partner Functions:  

• Establishing mechanisms that ensure cross-functional engagement 

across sales, market access, Medical, marketing, and others 

• Integrating partner functions (e.g., Medical Affairs, HEOR) in customer 

engagement 

 

Specific attention was given to variations in responses based on factors such 

as:  the type of company (pharmaceutical vs. medical device); size (small-, 

medium-, or large-cap); stage in lifecycle (early stage vs. mature products in 

market); sophistication of portfolio; and therapeutic area.  

 

This report summarizes initial insights captured from the interviews.  While we 

spoke with some executives who bring global perspective, findings focus on 

the U.S. landscape and reflect the breadth and depth of data collected for this 

geography.   

 

 

Key Themes and Insights 

As described in the section above, at the onset of the pandemic, 

organizations had diverse perspectives regarding the need to change their 

commercial models – relatively few regarded the changes they’d been forced 

to make as permanent (e.g., to their customer engagement approach, 

targeting and segmentation, role of partner functions, etc.) while a significant 

segment said they expected the market to return to “normal” post-Covid-19. 

 

Two years later, we found that perspectives were far more uniform.  Our 2022 

survey revealed broad agreement that changes required by the pandemic to 

the broader commercial model were largely going to be permanent.  In 

explaining their rationale, interviewees referenced the changing needs of 

targeted audiences and their organizations, namely:  1) expanded workload 

and administrative burden mean that most HCPs have minimal time/attention 

left for interaction with manufacturers; this puts a premium on targeting the 

right clinicians at the right time with the right content in a way that makes 

them most comfortable, and 2) payers are under continuing pressure to 

reduce healthcare spend.  Interviewees largely agreed that going back to 

“business as usual” is no longer a consideration.  As the Chief Commercial 

Officer of a large biotech company stated, 

 

“The entire system is in evolution.  We’re naïve to think we shouldn’t change; 

that makes no sense to me.” 
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"Coming out of the pandemic, there’s now a very compelling argument that 

the commercial model of the past is dead.  The only debate is on whether the 

“new” model is the right model.” 

 

Numerof explored the changes manufacturers are making to their commercial 

models across the four areas outlined in the Methodology section of this 

report:  1) approach to customer engagement; 2) targeting and segmentation; 

3) requisite skills and capabilities; and 4) the role of partner functions.  Key 

insights are described below. 

 

Nature of Customer Engagement 

85% of interviewees agree that digital content and virtual meetings will 

remain significant components of the customer engagement model, 

even if access restrictions are relaxed. 

 

• The access restrictions that manufacturers faced at the onset of Covid-19 

have largely continued so far.  In addition to managing the public health 

fallout of the pandemic, healthcare delivery organizations are now dealing 

with staff shortages that intensify administrative and financial burdens.  

• While customers still need information to inform product decisions, they 

have limited face time available for manufacturer representatives.  Today 

they want alternative channels (e.g., email, webinars, virtual meetings) 

that will be less intrusive. 

 

“In today’s environment, a physician seeing multiple manufacturer’s 

representatives would be overwhelming.  The days of sending commercial 

sales representatives are done.” 

 

“We’ve done a lot of work remotely that was traditionally done face-to-face.  

Our organization started remote interaction pre-pandemic, and the pandemic 

accelerated the acceptance of virtual interaction.” 

 

• On the manufacturer side, most interviewees (particularly from 

pharmaceutical companies), did not think that virtual interaction hampered 

productivity or revenue.  In fact, they saw the lower cost of digital 

relationship management as a distinct plus, regardless of where the 

product was in the lifecycle. 

 

“Using a digital approach doesn’t impact sales.  We launched a new product 

and blew it out of the water, even during the pandemic.  It was all done 

remotely.  People who blame restricted face-to-face engagement as a reason 

for poor sales are looking for excuses.” 
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In-person interactions tend to be the preferred mode of engagement in 

some specific situations related to factors like stage of the product 

lifecycle, therapeutic area, and nature/size of business. 

 

Interviews revealed specific situations when in-person interaction yields the 

best results in terms of access and adoption.  For example:   

 

• Stage of lifecycle:  Companies that are pre-launch, or new to market, find 

in-person interaction most effective in establishing successful 

relationships. 

 

“Interaction over Zoom/phone calls was not conducive to building new 

relationships, which is essential for the market access business.” 

 

“Virtual interaction clearly impacted our ability to meet with payer and provider 

customers.  There are certain things that you can’t do virtually, no matter how 

nice you make it look.” 

 

• Therapeutic area:  In-person interaction is more effective for complex 

treatments where a great deal of new technical information needs to be 

discussed, and in situations where the clinical differentiation of the 

product is based on subtle differences that need to be explained. 

 

“For rare diseases and specialty care, there has not been a shift in terms of 

level/frequency of engagement since there’s an embedded need for education 

and dialogue.” 

 

• Device vs. pharma:  Most device companies differentiate themselves from 

competitors based on the services they offer beyond the product.  They 

historically relied on in-person interaction to discuss these added-value 

benefits and bring them to life.  During the pandemic, economic concerns 

and the falloff in personal interaction set the stage for many customers to 

buy the lowest cost product, even when it came with limited support.  Now 

that some organizations are loosening up on access, there is reportedly a 

new appreciation for the value of support infrastructure.  The CEO of a 

small-cap medical device company noted, 

 

“Customer engagement is predominantly in person.  We’re finding customers 

are really reacting to having support people back because they lost service.” 

 

• Customer value as a factor in engagement strategy:  Some companies 

are reserving in-person meetings for select accounts/relationships with 

higher revenue potential.  At the same time, it was cost-effective to 

virtually engage with other, lower priority accounts. 
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“We won’t stand up representatives in every single account where 

competitors are.  We’re going to be choiceful and stand up in-person 

engagement only in the highest value customer organizations (top 20%).  For 

the bottom 80% we’ll rely on digital engagement.” 

 

Given that customers’ communication preferences evolve over time, 

several companies have adopted “omni-channel engagement” to 

describe a customer engagement program that is multi-pronged and 

customized to reflect varying preferences and needs. 

 

• Customers’ need for information and the preferred method of engagement 

varies both across individuals and across the product lifecycle.  For 

example, customers may prefer in-person conversations at launch, virtual 

meetings for discussions/updates on mature products, and non-personal 

communication for “maintenance” of customer relationships. 

• In an omni-channel approach, manufacturers use a mix of communication 

types that can be adjusted to fit individual preferences and changing 

customer needs along the product lifecycle.  One interviewee described 

“omni-channel” as, 

 

“Omni-channel is making sure that there’s less bombardment of information 

on the doctor from various channels (TV commercials, emails, congresses, 

conferences, etc.) and only providing appropriate and tailored information.  

That’s the difference between omni-channel, where it’s holistic and fluid, and 

multi-channel where you’re trying to maximize every channel in a silo.” 

 

Several organizations are investing in tools that enhance omni-channel 

engagement. 

 

As described above, omni-channel engagement is being used to better 

engage customers across the product lifecycle using different media 

appropriate for the situation.  Several organizations have invested in tools that 

enable continuous customer connectivity, such as: 

 

• A system that gives physicians 24/7 access to their representative – the 

tool enables them to contact and escalate messages to a local 

representative, regional director, or even SVP level 

• A platform where representatives can post questions to KOLs 

 

“Rather than just having 3- to 4-hour blocks of time every 6 months, the 

platform enables us to maintain ongoing dialog with KOLs.” 

 

• A fully integrated omni-channel platform to connect customers and 

various account-facing teams for seamless communication, both digitally 
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and in person; the tool includes a centralized repository of customer data 

accessible by various teams 

 

“This tool is viewed as being critical to success.  Lots of time and energy has 

been spent to develop an omni-customer engagement platform including 

centralized repositories of customer data accessible by various teams.” 

 

• A tool for tagging and profiling customers to inform where it’s appropriate 

to repurpose collateral, and when something more customized is needed 

 

Some interviewees noted that while progress has been made in digital 

marketing, the healthcare industry still lags behind other industries (banking, 

retail) in their use of digital data to enhance customer engagement. 

 

“I believe that anyone who’s said that they’re doing everything to satisfy 

customers is not holding a mirror up.  Our industry is behind other industries.  

I’m not saying we haven’t moved the needle.  But honestly, we’re not where 

we need to be.” 

 

Targeting and Segmentation 

Companies varied widely in the level of sophistication they brought to 

the challenge of customizing the communication mix to customers’ 

preferences and the technical complexity of the product. 

 

Responses were across the board when it came to how organizations are 

determining the appropriate method for targeting a customer at different 

points in time.  Some companies left it to representatives to dictate what’s 

best for their account.  

 

Others are investing in tools to enable a more systematic, automated 

approach to customization of the communication mix.  These included 

predominantly medium and large companies with resources for digital 

marketing infrastructure.  Examples of tools are described below: 

 

• A point system for rating each individual interaction based how well it’s 

received relative to previous face-to-face interaction 

• Use of AI-based predictive analytics to segment customers based on 

historical behavior and preferences 

 

“We’re committed to creating a differentiated approach which is highly 

orchestrated and agile in terms of content and channels.  It’s applying a lot of 

data to understand what’s being said across all channels, so messages are 

highly targeted.” 
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• One interviewee has been working on customer plans for three years to 

determine the optimal touchpoints, cadence, and depth of interaction for 

different customer groups.  He applied regression analysis considering 

the ROI and expected value of each customer. 

 

“We do a lot of work on digital analytics – how often and what time doctors 

open emails, how long doctors spend on the pages, click rates.  We learn this 

information and modify how we interact with doctors.  We think our volume 

and impact has been greater than our peers.” 

 

One interviewee’s organization is using a combination of analytic methods 

and individual decision-making.  They use digital marketing infrastructure to 

run analyses centrally.  However, execution and final decision-making 

pertaining to targeting customers is made at the local (market/business unit) 

level.  This structure balances scale as well as nimbleness to respond to 

individual customer needs. 

 

Companies focused on specialized products and narrow therapeutic areas 

recognized the value of highly sophisticated analytic methods for 

segmentation and targeting for a large customer base.  However, leaders 

opted to use a relatively simple method for shaping contact initially, given the 

small size of the population and the complex nature of the disease space.  

 

“We are in a highly specialized rare disease space, and the number of KOLs 

is limited.  We’re able to maintain dialog with them.  We’re still early, so we’re 

not going to engage in any highly sophisticated engagement plan.  We’re 

using email, conference calls, virtual ad boards, face-to-face, and clinical 

conferences.” 

 

Making choices on optimal engagement method and establishing priorities 

reflects good targeting and segmentation that ensures cost effective 

coverage.  While the “old” commercial model was largely a one-size-fits-all 

approach, the pandemic forced companies to invest in a more nuanced 

commercial approach – a feature that has long characterized other sectors of 

the industry. 

 

Skills and Capabilities 

There’s increased focus on developing new skills/capabilities for 

customer-facing representatives to succeed in a virtual environment 

(e.g., virtual presentation skills). 

 

Several companies provided tools and training for representatives to help 

them function in a virtual/hybrid environment.  For example: 
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• One company implemented an omni and digital Center of Excellence.  

Employees went through five days of digital IQ training to understand how 

digital can help brands perform better. 

• Representatives were trained to operate within a virtual environment – 

those who are savvy in various virtual and digital tools and understand 

their appropriate use are seen as more successful and valuable. 

 

“Virtual meetings can be anywhere between 15-30 minutes long; an important 

skill is the ability to adjust their presentation to the time they have with the 

client.  Representatives must be fluid with making changes on the fly.” 

 

“Being adaptive and fluid with all the various tools is what it takes to get in 

front of customers right now.  Representatives that can get in front of the 

customers and deliver a message regardless of the mode are viewed as 

valuable.” 

 

In light of continued pricing pressure, limited access, massive 

consolidation in healthcare delivery, and trends toward centralized 

formulary decision-making and increasing internal controls, companies are 

investing in more sophisticated strategic account management capability. 

 

Several interviewees noted that while prescribers continue to have influencing 

power, ultimate decision-authority is at the administrative level within health 

systems.  In addition, due to limited time and availability, customers are 

looking for a single point of contact in the organization. 

 

As one leader described, “they want somebody that can go beyond the 

product itself (e.g., help with reimbursement processes, improve treatment 

pathways and outcomes).” 

 

Commercial leaders are selectively training individuals that typically call on  

C-suite level administrators.  Whether they are called National Account 

Managers, Key Account Managers, or Strategic Account Directors, their focus 

tends to be similar – serve as the ‘quarterback’ for the account, develop 

account plans, and ensure appropriate internal coordination among key 

functions.  At the same time, the number of account representatives targeted 

to call on particular prescribers is shrinking significantly. 

 

Mastering the challenge of diagnosing customer needs, understanding 

decision-making and influence processes, and bringing the ‘whole of the 

company’ to bear is key to successful account management. 
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Most large companies are in the early stages of developing the infrastructure 

(resources, capabilities, playbooks, etc.) needed to execute strategic account 

management effectively. 

 

• The more sophisticated organizations have been on this journey for the 

last couple of years and recognize the need to accelerate efforts in this 

direction.  They are also putting in place mechanisms to ensure tighter 

internal coordination and planning across functions which interviewees 

describe as having been too often siloed. 

 

In some cases, representatives are empowered and trained to facilitate 

deeper discussions, appropriately engaging other team members with specific 

expertise (e.g., Medical, HEOR) depending on the call point (individual 

prescriber, administrator). 

 

• For example, the Chief Commercial Officer of a small biotech company is 

building a salesforce which is equipped to facilitate relationships across a 

practice – not just the clinician but also other critical office/clinical staff.  In 

addition, this leader will look for people who are comfortable with both 

face-to-face and virtual technology to gain access and communicate to 

different audiences. 

 

“Sales experience is no longer the primary need of a marketer.  We’re trying 

to upskill them with less emphasis on salesforce experience.” 

 

Role of Partner Functions 

Given the increasing complexity of products and the market, several 

organizations are recognizing the need for a cross-functional, integrated 

approach to commercialization. 

 

• Interviewees described their “old” engagement approach as siloed and 

disparate, with different functions targeting the same customer.  This led 

to confused or overwhelmed customers as well as a lack of efficiency and 

knowledge-sharing within manufacturing organizations. 

• Some manufacturers are in various stages of developing infrastructure for 

a more integrated approach to account planning, involving all functions 

(e.g., market access, sales, marketing, Medical, etc.). 

 

“Collaboration has always been important, but now 1+1+1 equals more than 3.” 

Examples of mechanisms that organizations have implemented for cross-

functional alignment include: 



Key Themes and 

Insights 

 

 

The Future of the 

Commercial Model 

 

 Page 14 

Copyright © 2022 Numerof & Associates 

• A platform to capture all customer information in one place to give a 

holistic view of each customer 

• A dashboard with status updates on where each function is relative to 

reaching milestones 

 

“There are multiple forums and planning efforts to bring the whole 

organization together around the deliverable.  There is an integrated launch 

team, everyone understands the interrelationship and what everyone needs to 

be doing to support bringing a product to market.” 

 

• At the same time, interviewees emphasized the need for clear distinctions 

in roles and responsibilities between functions to avoid redundant work.  

Specifically, firewalls between Medical and Commercial will be critical to 

ensure compliance. 

 

With increasing product complexity (e.g., specialty drugs) and demands 

for significant clinical differentiation, customers increasingly seek 

scientific discussions to inform product decisions.  Not surprisingly, 

manufacturers see a greater need for Medical Affairs involvement with 

key customers.   

 

One of the challenges for companies, regardless of therapeutic area, is to 

carve out a critical, proactive engagement model for Medical Affairs team 

members, especially MSLs, without their becoming ‘sales representatives’ or 

crossing the compliance line between commercial and medical engagement.  

The relative ease of access MSLs have enjoyed has highlighted the 

opportunity. 

 

• Several interviewees noted that Medical staff have had better access to 

customers relative to sales representatives given their scientific expertise. 

 

“MSLs are seen as thought leaders, adding value to scientific relationships 

and generating enthusiasm in contacts with physicians.  There’s a desire for 

scientific discourse, particularly in specialty fields.” 

 

“Under the next generation engagement model, we’re creating new profiles – 

reducing salesforce and creating a new profile of colleagues who are able to 

have those scientific conversations.” 

 

At the same time, some organizations are struggling to establish the value of 

Medical Affairs and integrate the function in the customer engagement model 

in a more proactive way. 



Key Themes and 

Insights 

 

 

The Future of the 

Commercial Model 

 

 Page 15 

Copyright © 2022 Numerof & Associates 

• In some cases, there was lack of coordination between Commercial and 

Medical, resulting in Medical not being engaged as part of the core 

account team with Commercial counterparts. 

 

“Medical is lagging; they are KOL deployed.  There are targets in IDNs but 

there’s no common, no organized approach between Commercial and 

Medical.” 

 

• In other organizations, Medical reported into Commercial, and in some of 

these, Commercial moved aggressively to keep Medical from assuming a 

more significant role in customer engagement. 

 

“The challenge is breaking down siloes between Commercial and Medical.” 

 

• This has implications for deploying MSLs more directly in selected high 

value accounts so that they are positioned to create more value.  More 

importantly, it creates opportunities for Field HEOR staff to be more 

directly engaged with customers.  This is especially true when the 

economic implications of specialty products are an issue for customers.   

• Leaders are actively thinking about ways to ensure streamlined 

collaboration between Commercial and Medical while maintaining 

appropriate firewalls.  Companies vary greatly in where they are in this 

journey – from sophisticated account planning processes for priority 

accounts to exploring opportunities to bring Medical team members into 

customer meetings more proactively.  One interviewee described their 

work to ensure Medical team members participate in customer meetings 

as part of the account team, as needed. 

 

With economic decision-makers playing a more prominent role in 

formulary decisions, the role of HEOR has been elevated to bolster the 

economic story with robust data and models. 

 

• Relative to 2020, interviewees spoke to a greater extent about the need 

for and investment in HEOR. 

• Many healthcare delivery organizations are running on thin margins and 

have tighter pharmacy budgets.  Reducing total cost of care is a top 

priority for healthcare executives, and they’re eager for solutions from 

manufacturers with the proven potential to improve their bottom line.  

Establishing the data-based case for such savings is the realm of HEOR. 

• Several interviewees noted that HEOR teams had better access relative 

to sales since they were well-positioned to drive economic and  

cost-effectiveness discussions. 
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“We’ve built a dedicated field team to work with hospitals – inputting hospitals’ 

data into their model to tell the story for a particular customer’s setting.  We’ve 

had great engagement.” 

 

“Capabilities that are more suited towards financial decision-makers to show 

cost-effectiveness of medicine and being able to talk about cost-savings will 

be more important moving forward.” 

 

• Considering this trend, several interviewees reported more resources 

dedicated to market access and HEOR. 

 

“We’ve ramped up our HEOR team to marry price and outcome so that  

cost-effectiveness of products can resonate with clients.  We’ve been building 

that capability for the last several years as a response to payers who have 

more control over access to medicines.” 

 

Conclusion 

As we noted in the 2020 Report, the commercial model is changing.  The 

global pandemic clearly accelerated the need for as well as the opportunity to 

make significant changes.  Our premise then was that a highly disciplined 

approach to sales and market access would be required going forward.  And 

we noted that a strategic marketing focus would be essential.  

 

In light of this, we argued that manufacturers would need to shift away from a 

commercial model that worked with the market they used to know and 

towards a model that can evolve to meet the needs of a market in major 

transition.  As we put forward in that report, this would require new strategies 

for covering accounts, capturing account learnings, and translating those 

learnings into action across and within accounts to fine-tune processes and 

develop more impactful messages, sales tools, and marketing approaches.  It 

would also require strong data to demonstrate differentiated value for specific 

segments of interest and be able to convey the data in ways that would 

resonate with different stakeholders.  

 

We predicted then that in-person meetings would always play a role in the 

interaction mix but would not be imperative all the time or even relevant for all 

customers.  As we stated then, old assumptions about marketing, call reach, 

frequency, and field force staffing ratios that reflect old commercial paradigms 

would no longer be valid in a consolidating, more value-conscious market that 

is being radically reshaped.   
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It is clear from our current research that the pandemic accelerated the need to 

reconceptualize the commercial model in ways that many companies did not 

predict two years ago.  The realities of significant and ongoing financial 

pressure, heavily restricted access, continued consolidation among payers 

and providers, and centralized decision-making underscore the need for a 

fundamentally different commercial approach and competencies going 

forward.  Industry leaders have recognized the changing landscape and 

generally accept the fact that the model they’ve known must change – and 

change fast. 

 

These executives are actively focused on reconceptualizing the commercial 

approach(es) which are optimal for their businesses, taking into account their 

portfolios, product lifecycle, market position, and priority geographies.  At the 

same time, significant questions remain regarding how best to operationalize 

changes in customer engagement to ensure resonance with different 

stakeholders in different organizations.  There is increasing recognition that 

the competencies that need to be developed – particularly related to 

diagnosing the needs of highly complex accounts and using these insights to 

inform key business activities – will require investment and focus, discipline 

and follow through to realize them.   

 

Going forward, there is no one-size-fits all.  Many factors shape what the 

optimal model will be for any given organization.  The journey ahead will not 

be easy, nor will it be linear.  But it is a critically important journey.  Indeed, 

the success of pharmaceutical and medical device manufacturers depends on 

their ability to get this right.  And our society has a vested interest in ensuring 

that they do.   
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