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The evolution toward a more customer-centric way of 
marketing has only just started in pharma organizations

5 insights from across the industry
Based on a survey across U.S. pharma marketing talent n=103

There is not 
a clear “one way” 

of marketing

Customer-centric
lens is elusive with 
entrenched product 

orientation

Data and tech 
investments are 

maturing but not fully 
capitalized

Marketing team 
structures are 

nascent in evolving to 
support CX

Talent continues to 
draw heavily from 

pharma sales 
expertise, some shift 
towards digital skills
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Reimagining Marketing

From To

Annual strategic and tactical planning 
processes

Dynamic strategic and tactical 
planning

Focused on promotion and developing 
messages for product selling

Designing and delivering an elevated 
customer experience and 
improved patient outcomes

Product-centric, marketing- and sales-
led product teams

Customer-centric mindset with 
integrated insights and ways of 
working across teams

Isolated decision-making with functions 
operating in silos

Systems thinking, which promotes 
cross-functional decision-making

Long development times for content 
designed to serve all customers

Rapid development of modular
content through an empathetic lens

Sales-rep and TV-campaign-dominant 
selling model

Multichannel engagement with 
real-time channel and content 
personalization and optimization

ZS qualitative assessment based on data collected across subactivities, structure, processes, and mindsets across each

Pharma marketing organizations are on a journey to customer 
centricity, but have a long way to go
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We see a future model where the terms of customer ownership 
are redefined and a new way of operating emerges

FutureToday

HCPs

Listening 
limited to 
TRx and 
activity

data

F2F sales reps

Marketing

Insights and analytics

Unidirectional

Designing for reps

Other field 
roles

Non-personal 
promotion

Other
(such as medical 

and V&A)

Marketing
ops and digital

When product sales owns the customer
 Limited visibility by HQ of individual customer needs
 Limited ability to drive patient outcomes across the healthcare ecosystem
 Reliance on the F2F rep to “do everything”
 Functionally siloed engagement
 A lack of institutional learning

HCPs

Marketing and the Machine

F2F Sales 
Reps NPP Other field 

roles

Feedback loops
Feedback loops

Customer 
engagement design

Personalized 
deployment

Feedback loops

…

TRx CSat

UtilityEngage Timeli
ness

Activity

When the organization owns the customer
 True customer-centric mindset
 Managed personalization at scale
 Customization of the experience
 Institutionalized learning around the customer
 Enhanced ability to improve patient outcomes
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Always-on 
engagement

Personalized 
engagement

Omnichannel 
experience

B2B 
offerings

Virtual customer 
support and 
troubleshooting

Virtual case 
coverage

Closed-loop 
customer 
engagement

Holistic 
account 
engagement

Product and Portfolio Strategy
Focused on product positioning and actionable strategy 
development based on a deep understanding of the patient 
journey, unmet customer needs and the value that products 
and services can bring to drive patient outcomes

Customer Engagement Strategy
Focused on designing the personalized customer 
engagement strategy, including the creation of modular 
offerings across channels and smart, predictive and flexible 
customer journeys based on a deep understanding of the 
diversity of the customer and routes of engagement

Marketing needs to split into product and portfolio strategy and 
customer engagement strategy

Product Marketers
Focused on the 
expression of 
on-label content 
and creation of 
promotional 
materials for 
sales reps

Rep call-flows

Visual aids

Banners and TV ads



© 2023 ZS 6

A new working model is required to optimize customer 
engagement

FutureCurrent 

A new marketing approach to address these challengesChallenges

The agency makes strategic messaging decisions without 
a portfolio and cross-functional perspective of the customer.

Communication strategy design and content planning
is conducted annually, preventing customization throughout the year.

Customer Engagement Planning: 
Optimizes experience with a strategic lens (versus the operational focus that 
is common today) at a customer level based on customer insights and spans 
activities across the portfolio and functions. 
Modular Offerings: 
Services, information, visuals and other assets are broken down into parts 
(elements) so they can be combined to drive hyperpersonalized experiences 
across channels to meet an individual customer’s need.

Marketer conducts 
brand and 
tactical planning 
for each brand

Brand A

Brand B

Brand C

Agency 
designs annual 
communications 
strategy and 
content for 
each brand

Marketer 
conducts 
brand and 
tactical 
planning for 
each brand

Brand A

Brand B

Brand C

Agencies 
build modular 
offerings 
for different 
channels
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Three talent types will be required to enable the future commercial model

Product
Strategists

Customer Engagement
Strategists

Execution Engine
(may or may not be within marketing)

Early Product Development 
• Aligns pipeline and portfolio decisions

to customer needs
• Focuses on deep cross-functional collaboration 

beyond the context of the lifecycle
management plan

Cross-functional Strategy
• Develops an actionable strategy based on insights, 

including prioritization and tactical planning
• Partners cross-functions to develop a cohesive 

global value story

Customer Engagement Plan
• Designs data-backed tailored engagement plans 

for each customer, optimizing product
and channel mix

• Defines metrics to measure engagement success 

CX Design
• Defines the customer experience strategy 

leveraging data, analytics, and behavioral science

Modular Content Plan
• Works with content CoEs/agencies to develop

the modular content message, creative
, and solutions

• Continuously evaluates the content to optimize 
based on feedback

Channel Expert
• Delivers an integrated, omnichannel CX
• Monitors performance and uses customer 

feedback loops to rapidly adapt and enable 
smarter deployment

Pu
rp

os
e

Shapes key strategic inputs to feed into the machine Supports machine operations

Reimagining Marketing

*Additionally, behavioral science capability is needed – it may sit within COE, Insights, in current marketing roles, or as a new role

Global Local
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