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We're seeing a lot of roles 
being born at the interfaces of 
functions, and these will play 
an important role in driving 
and shaping the overall 
transformation.

– Debraj Dasgupta

As business models shift from a traditional 
brand-centric approach to a customer-centric one, 
the organization's structure and roles must also 
evolve. Borrowing lessons from Amgen, there are 
3 focus areas: 

1. Building a customer-focused thinking across the 
organization so that teams keep customers at 
the center of their strategy planning. 

2. Removing redundant layers between the 
product that companies build and how 
customers experience it. 

3. Creating a global customer capabilities team that 
centralizes data, analytics, digital capabilities, 
and so on to provide a uniform experience to  
ustomers, across regions, channels, and brands.

roles of platform managers have been created, who 
sit at the interface of marketing and IT to provide 
governance. There are customer experience 
designers, content teams who interact with 
marketing teams, and data scientists who work 
alongside traditional primary market researchers. 
Even the role of a sales rep is changing to hybrid 
sales rep and remote sales rep. These changes are 
driving and shaping the transformation. However, it 
is not just about the creation of new roles but also 
how they work together. All these point to how the 
model has moved from “selling” to compliantly 
supporting customer needs.

In the coming 3 to 5 years, marketing teams in 
pharma are more likely to resemble FMCG, with 
advanced analysts, content managers, and 
traditional brand managers working together. 
Marketers are being recognized as consumers 
themselves, and this too has prompted change in 
the way of working. The marketing team must be 
equipped with the tools and skills they will need to 
operate in the new omnichannel and data-driven 
environment. Those in customer- facing roles 
must learn to leverage data and insights generated 
by partner teams. As new roles are added, 
people will need to be trained to build the 
competencies required. 

The evolving roles do not supplant face-to-face 
interactions. Those remain critical and relevant. 

What the reps have now is a powerful set of tools 
and more channels of communication, in addition to 
face-to-face interactions. These tools could be 
emails, content on websites, webinars and so on. 
Debraj shared data on how rep-driven channels 
have consistently delivered the highest 
engagement. According to an internal survey by a 
life sciences organizations, the open rate of an email 
sent by a rep was 60% to 70%, followed by an 
open rate of 10% for a company-driven email and 
3% for a third-party email. And this, even with the 
same content across all 3 channels. The better 
outcome came from the relationship and trust built 
via face-to-face interactions. Despite the remote 
interactions in the past 18 months, the panelists felt 
that face-to-face interaction will still be critical and 
relevant and must remain a focus area for growth in 
the future.

Debraj felt that the organizations have to evolve 
their incentives model and arrive at a way to 
incentivize reps for digital interactions. 
Organizations often find it difficult to link the 
incentive models of head office-based and 
field-based roles and align it to shared objectives. 
Nerissa argued that the incentive structure should 
be unique to each role and tied to action rather than 
a shared objective, because it risks becoming too 
broad if it is tied to the latter. There is a need for 
experimentation in this space, and organizations 
need to move away from a one-size-fits-all 
incentive structure.

Companies can help customer-facing teams 
implement the change by 
1. Equipping teams with the right data and tools 

and building easy-to-use tools 
2. Helping the teams realize the value and reason 

behind the shift
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3. Getting the teams to understand the new 
interconnected journey across multiple 
touchpoints, while reinforcing the importance of 
their roles

Companies will need data connection and 
integration, insight generation, and leverage AI and 
automation to drive machine-learning actions for 
better customer experience. There is a growing 
realization of the role of content analytics. Content is 
important as a communication message, but it is 
also important to learn how customers are 
interacting with that content. Evidently, there is a 
need for integration among systems, platforms, 
functions, and, most importantly, teams. The brand 
plans need to be co-owned not only by marketing, 
medical, and market access but also by sales teams.

Senior leadership buy-in is critical for the evolution 
of roles. Senior marketing and sales leadership 
should become champions of transformation, while 
digital and commercial operations assume a 
supporting role. Reverse mentoring (where a young 
digital native is assigned to a senior leader to bring 
the latter up to speed with digital tools) and 
importing talent from outside the industry can 
bridge the gap.

Customers are changing faster than the companies 
are. Although it is expected that customers always 
evolve forward, there could be chances of customer 
pivoting back to what they used to prefer before 
the pandemic. Debraj cited a survey that supported 
this behavioral roll back. It necessitates having the 
data and analytics capability to track these shifts in 
real time. 

Part of the challenge in moving forward comes 
from the variability in customer needs that the 
pandemic has revealed and catching up with 
systems and capabilities to serve the customer 
needs. Even as companies try to catch up with 
their systems and capabilities, geographical 
variability must be factored. Companies must 
be able to pivot to different commercial models 
across various geographies to navigate through 
these challenges.

Greater customer centricity has also meant 
redefining roles and creating new roles. Where 
earlier there were brand teams and sales teams, 
today it is more complex. For instance, as marketing 
tech stacks have become more complicated, new 
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Companies will need data connection and 
integration, insight generation, and leverage AI and 
automation to drive machine-learning actions for 
better customer experience. There is a growing 
realization of the role of content analytics. Content is 
important as a communication message, but it is 
also important to learn how customers are 
interacting with that content. Evidently, there is a 
need for integration among systems, platforms, 
functions, and, most importantly, teams. The brand 
plans need to be co-owned not only by marketing, 
medical, and market access but also by sales teams.

Senior leadership buy-in is critical for the evolution 
of roles. Senior marketing and sales leadership 
should become champions of transformation, while 
digital and commercial operations assume a 
supporting role. Reverse mentoring (where a young 
digital native is assigned to a senior leader to bring 
the latter up to speed with digital tools) and 
importing talent from outside the industry can 
bridge the gap.

Customers are changing faster than the companies 
are. Although it is expected that customers always 
evolve forward, there could be chances of customer 
pivoting back to what they used to prefer before 
the pandemic. Debraj cited a survey that supported 
this behavioral roll back. It necessitates having the 
data and analytics capability to track these shifts in 
real time. 

Part of the challenge in moving forward comes 
from the variability in customer needs that the 
pandemic has revealed and catching up with 
systems and capabilities to serve the customer 
needs. Even as companies try to catch up with 
their systems and capabilities, geographical 
variability must be factored. Companies must 
be able to pivot to different commercial models 
across various geographies to navigate through 
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Greater customer centricity has also meant 
redefining roles and creating new roles. Where 
earlier there were brand teams and sales teams, 
today it is more complex. For instance, as marketing 
tech stacks have become more complicated, new 

We are blessed with a lot of data, 
but that also means it takes a lot to 
find the insights that the 
customer-oriented teams can 
action upon

– Nerissa Gomes


