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I

n recent years, the pharmaceutical industry has
moved away from its traditional sales model based
solely on physicians’ relationships with their sales
reps to a multi-stakeholder influencer model. What
are the key elements of the new Commercial Model?
How has this new Commercial Model progressed? Is
the new Commercial Model having a positive impact
on physician relationships? Which companies are
seeing the greatest impact on their customers?
These were some of the questions addressed in an
April 22, 2010, webinar presented by Kantar Health,
a leading healthcare-focused global consultancy and
marketing insights company.
The webinar featured the much anticipated NEW
TRI*M™ annual survey results with physicians
across the U.S. and Europe on their service expectations—plus how they rate 16 Pharma companies on
reps, relation-ships and services. The survey looked
not only at PCPs/GPs but also—for the first time—at
what oncologists expect from the industry.
Oncology is one of the fastest
growing therapeutic areas in the
industry, according to Mark Sales,
Head of Global Brand and Stakeholder Management at Kantar
Health. The consensus sales
forecast for the world's top 10
drugs in 2014 includes three
anticancer drugs: Avastin, Rituxan,
Mark Sales
and Herceptin (source: Thomas
Reuters; http://tinyurl.com/y5xvt49). The global
market for oncology drugs is forecast to reach $80
billion by the middle of this decade, more than
double its current level (source: The Medical News;
http://bit.ly/aCX0bO).

Measure
Retention of regular customers
Strengthening of trust
Acquisition of new customers
Concentration on core activities
Discovery of customer needs
Intensification of customer dialogue
Increase of distribution activities
Increase of marketing efficiency
Extension of market position
Stronger bundling of individual activities
Anticyclical marketing
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Topics reviewed in this article include:
•
•
•
•

Top-Line View of New Commercial Model
How Primary Care Physicians View the Industry
Key New Stakeholder Group: Oncologists
Which Companies Come out on Top

New Commercial Model
“We are now in a world where we are moving away
from the sales force being the primary channel of
promotion focused on a narrow stakeholder audience
to that of a multi-faceted influence model where we
have to really maximize our return on investment,”
said Sales. The new sales model drivers are all
about becoming more customer-centric and servicemodel-focused.
“Historically trust and retention are important to a
successful business model,” noted Sales, “but it
appears that more than ever during an economic
crisis they take center stage in strategy.” In support
of that trend, Sales showed data from a Uniplan Live
Trends 2009 survey (see Table 1, below). “Trust
forms one of the cornerstones of how we view and
measure Reputation and responsibility here at
Kantar Health,” said Sales. Retention is also a key
marker of success and will be discussed later in this
article.
TRI*M™ Pharma Reputation Index
Each year Kantar Health asks physicians in the U.S.
and Europe if they have started to notice a move
toward a “service model” experience, where other
services are emphasized beyond sales reps detailing
physicians, such as patient education and information and internet-based services.

% Agree
84%
82%
76%
75%
74%
73%
71%
68%
63%
51%
42%
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Continues…

Table 1. Marketing and Communication
Measures Taken in Order to Deal with
the Economic Crisis. “Which three
measures are you taking, especially in the
area of Marketing and Communication,
in order to deal with the economic
crisis?” Source: Uniplan Live Trends
2009, all numbers in %, nmax = 339
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This year Kantar Health applied its TRI*M™
corporate reputation index (see “Building Optimal
Sales Model,” Reprint PMN82-02; http://bit.ly/SVptG;
use code ‘TW8202’ to get it FREE!) to leading
pharma companies in the U.S. and in the Top 5 EU
countries and asked PCPs, GPs, and oncologists
their views on these companies. PCPs were asked
their opinions of 16 companies and oncologists were
surveyed on 19 companies. All physicians surveyed
were detailed by a sales rep within three months
prior to the survey. A total of 1,528 PCPs and 246
oncologists were surveyed.

customers and putting more focus on key services as
detailed in the remainder of this article. Figure 1,
below, shows how the proportion of PCPs noticing a
difference in their experience with pharmaceutical
companies toward that of a “service model” changed
over time in each country. “The U.S. has made a
great recovery,” noted Sales, “but if you ask people
from our clients’ U.S. offices that’s because they took
the pain of restructuring and changing earlier on and
compacted the time in which it happened, and it
shows…their customers are seeing them move
toward a service-oriented culture in buckets.”

Some Trends
In preparation for the webinar, Kantar Health asked
attendees about the current state of their companies’
new commercial model initiatives. Twenty two percent (22%) said their company currently had a
service-based sales model up and running. Last year
the proportion of PCPs noticing a change in their
experience with pharmaceutical companies toward
that of a “service model” dropped from 45% (2008) to
36% (2009). During that time, said Sales, “most
companies were still in the process of implementing
their new model, and the number of reps was volatile. This also led to relationships that had been built
over years being broken as sales forces were downsized and territories were restructured.”

PCPs in Detail
After Sales presented the 30,000foot view of the 2010 TRI*M™
survey results, Andrew Brana,
Senior Global Consultant at Kantar
Health, presented the details of the
PCP survey responses. Brana
discussed two key performance
metrics: (1) the overall level of the
Andrew
sales reps’ relationship building
Brana
abilities, and (2) the measure of how
well companies are delivering the broader service
experience, including sales reps plus other support
and information services. Kantar Health’s study also
looked at each local market in terms customer wordof-mouth and the level of customer resistance or
receptivity. “These measures of customer sentiment
and predisposition directly affect sales and marketing
efforts,” said Brana. “Last year we looked at this at
the country level. This year we went even further
and looked at the company-level WOM situations.”

In 2010, the percentage of PCPs noticing a shift
toward the service model is 37%. It appears that the
companies and markets that have put a new model
in place are seeing their customers turn the corner
as relationships are rebuilt, but more importantly
pharma companies are answering the needs of their

Continues…

Figure 1. How has the proportion of PCPs noticing a difference in their experience with pharmaceutical companies
toward that of a “Service Model” changed over time in each country?
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PCP Sales Relationship Building Performance
Brana presented TRI*M™ PCP Sales Experience
Performance scores of all 16 companies in the U.S.
and the Big 5 European countries. The scores
measure various sales team attributes influencing a
physician’s prescribing:
A. Respected the pressures on doctor’s time
B. Used a friendly but courteous approach
C. Acknowledged the weaknesses/limitations of
the product
D. Enquired, listened, and responded well to
doctor’s questions
E. Understood doctor’s practice/patients’ needs
F. Communicated the product information clearly
and comprehensively
G. Demonstrated in-depth knowledge of the
disease and therapeutic strategies
H. Differentiated the product from the alternatives
in a fair and balanced way
I. Promoted appropriate use of the product
J. Promoted appropriate use evidence to support
the product
K. Understood the factors that influence or limit
doctor’s prescribing of the product
L. Involved doctor in the discussion
M. Made effective use of detailing materials
See Figure 2, pg 5, for the scores of the leading five
pharmaceutical companies. “Novartis has the strongest performance,” noted Brana, “achieving top
TRI*M™ scores in four of the six surveyed countries:
the U.S., Germany, Spain and Italy. Very impressively, Novartis has maintained its four first-place positions over recent years.” Following closely behind,
AstraZeneca achieved first place in the U.S. and the
UK and second place in France and Italy. Merck
achieved first place in the U.S. and Germany and
second place in Italy. Pfizer came in first place in the
UK and second place in the U.S. and Spain. Novo
Nordisk achieved second-place ratings in the U.S.,
the UK and France. Finally, GSK, Sanofi-Aventis and
Takeda delivered leadership performances in two
countries each.
On a country-by-country basis, Brana noted that
overall TRI*M™ scores from British PCPs have
increased noticeably since last year and scores were
down in Germany, making 2010 the third year running with a decline in the scores that PCPs gave to
German companies. Of the 16 surveyed companies,
only Janssen increased its score in 2010. SanofiAventis continues to hold the lead position in the
opinion of French PCPs, a position that it has held
for several years. As in Germany, the overall French
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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TRI*M™ scores for the industry have gone down
since last year, including for two of the three leading
French players. Thinking about what is behind this in
France, Brana noted that there have been massive
layoffs across the pharma industry in France during
the past year. “The resulting reduction in sales
support and service has likely contributed to this
negative customer feedback by French PCPs,” said
Brana.
In Italy, Brana noted that there has been a significant
drop in the relationship building scores that PCPs
gave to companies. Twelve of the 16 surveyed companies, including the leader Novartis, had declines in
their PCP scores. “Part of the explanation of this
negative trend may be that starting three years ago
the strategy of many Italian companies has been to
disinvest from primary care and concentrate on
specialists,” said Brana. “As a result, the total number of reps in Italy has decreased by around 40%,
with reductions in PCP coverage and visit frequency.
Apparently we are seeing the effect on PCPs in
these scores.”
PCP Sales Support Performance
Brana went on to summarize company performance
across each of the following eight sales service
areas:
1. Rep Conduct
2. Rep Knowledge/Expertise
3. Quality/Value of Visit
4. Patient Management, Education & Support
Programs
5. Physician Education & Information Services
6. Practice & Staff Support Services
7. Web-based Information Services for Physicians
8. Web-based Information Services for Patients
The summary results are presented in Figure 3, pg 5.
Brana went into detail regarding how PCP customers
in various markets rated companies across these
sales service areas. In the U.S., for example, Merck
and Pfizer/Wyeth lead in overall sales services
delivery quality, achieving leading scores in all eight
categories. Following closely are Lilly, GSK, Novartis
and Novo Nordisk. These companies had lead
scores in seven categories. Pfizer moved up from
second place last year by gaining a leading score in
web-based information services for physicians, a
service area in which Pfizer did not get a top score
last year.
Continues…
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Figure 2. TRI*M™ Leader Chart (PCPs). The higher the score the better. A difference of 3 or more points between
scores is significant, while a 1- or 2-point difference is not statistically relevant. On the first line are the results for 2010,
and on the second line are 2009’s results. The country average is shown in the first column on the left which is
highlighted in light blue. Bright green marks the lead scores, and 2nd place is marked in lighter green.

Figure 3. PCP Mean Attribute Performance Ratings (U.S.). Dark gray identifies the highest score received on a
particular element, and yellow highlights scores that are statistically equivalent to that highest score.
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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Overall, a number of companies had strong performances. Five companies—Eli Lilly, Merck, Novartis,
Novo Nordisk, and Pfizer—have four or more first-,
second- and third-place performances. Novo Nordisk
received first place in Germany and Italy and second
place in the U.S., the UK and France. Novartis
achieved first-place scores in Germany and Spain,
second-place results in the U.S. and France, and
third place in Italy. Pfizer/Wyeth finished first in the
U.S. and the UK and second in Germany and Spain.
Merck scored first, second or third in four countries,
including top performances in the U.S. and Germany.
Lilly delivered five 1st or 2nd place performances
Oncologists
Ian Hicks, Senior Vice President,
Kantar Health, noted that “the
number of stakeholders in oncology
has gained additional strength and
influence, and there has been a
notable increase in sophistication
required to deal with these interests.” No longer is it simply a case
Ian Hicks
of clinical efficacy of a product with
manageable comorbidity. Patient survival has
increased thanks to newer targeted therapies, for
example, as has the cost of drug development and
hence the higher pricing of these agents. Thus the
increased complexity over time involves patients,
physicians and their office personnel, payers, guidelines, prior authorizations, regulators and, of course,
industry sponsors. “The real challenge is to address
the complexity of the right expectations for each
stakeholder,” said Hicks.
Is there a difference among countries related to the
proportion of PCPs and oncologists noticing a
change in their experience with pharmaceutical
companies toward that of a “service model”? Compared with PCPs, oncologists generally experienced
a smaller level of change in their commercial model
over the previous year (see Figure 4, pg 7). “Overall,
there are a number of reports of headcount reductions in various countries,” said Hicks. “This possibly
has affected the larger PCP sales force more than
the specialized niche sales forces, such as
oncology.”
TRI*M™ Drivers for Oncologists
Figure 5, pg 7 clearly demonstrates which attributes
oncologists believe are important for manufacturers’
representatives. As one might anticipate, the greater
interest is in what may benefit the practitioner, and
highly trained and professional personnel clearly are
valued. There is a definitively lower interest in patient
support materials, but one might expect this as it is
more usual to delegate patient support efforts to the
oncology nurse or office personnel.
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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Whereas PCPs place a slightly greater value on
sales rep behavior than do oncologists (87% vs.
81%), oncologists place greater value on knowledge
or expertise than do PCPs (85% vs. 80%). “This
makes sense given the overall complex cascade of
therapy per patient,” said Hicks. “It is also important
to note that the oncology model requires substantial
support of the practice office staff, and this is well
appreciated by the physicians. This further reflects
the multiple issues that an oncology representative
has to be able to deal with. In the United States, for
example, the representative often has to deal with
assisting the office/practice personnel with reimbursement issues and prior authorization.”
Variations by Market
Are there differences between countries in terms of
what elements oncologists value?
“When looking at the data country by country,” noted
Hicks, “cultural differences make it challenging to
interpret the data. It is possible, for example, that
since oncology is a relatively recently recognized
specialty in Spain, that oncologists are more generous with their ratings when considering a perceived
level of service as compared with the U.S. or
Germany.”
Sales rep technical knowledge and expertise is ranked as the most important attribute in all countries
(see Figure 6, pg 8). The patient support programs
have a considerably lower rating, with the lowest
scores in Germany and Italy. The complexity of the
U.S. healthcare system may account for the high
demand for these services in the U.S. compared with
other countries. German oncologists appear to have
a lower level of interest in services supporting
patients compared with the other markets.
Variations by Company
The overall TRI*M™ Index in the Big 5 EU markets
for each of the 19 companies studied is shown in
Table 2, page 9. The data reveals Roche is excelling
in customer retention. The perception of Roche is
that it has a strong and innovative product offering
(through Genentech?) and a solid research pipeline.
Oncologists feel similarly about Novartis. “Cephalon
may be shown to be at the bottom of the rankings
pile of companies in this survey,” noted Hicks, “but
not through a lack of ability or services. It is possibly
due to a focus on hematology and consequent general lack of awareness by the solid tumor specialists, who comprised the larger number of specialist
respondents to the survey.”
Considering the reported visits by company to
oncologists, the level of activity and probably the
perceived uniqueness or perceived value of
Continues…
PMN95-01
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Figure 4. Primary Care Physicians versus Oncologists (2010). Question: Over the last 12 months, have you noticed a
change in your experience with pharmaceutical companies that are more like the “service model?” N ranges from 250 to
271 for PCPs and 40-42 for ONCs.

Figure 5. Primary Care Physicians versus Oncologists (2010). Question: Please select all of the elements you value in
your relationship with a pharmaceutical company.
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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products, one can understand how Roche and
Novartis have the dominant positions in terms of
customer and reputation retention (see Table 2, pg
9).
Word of Mouth
A third area very linked to performance is the sentiment and disposition of the customer base toward
the industry and individual companies. The particular
customer sentiment that a company faces—be it
positive or negative—has a major impact on a company’s performance. This sentiment affects whether
customers are open to a company’s sales and brand
initiatives; it colors how they feel about things connected to a company; it influences a company’s
customer access, cooperation and involvement; and
it determines much of what is said about a company
out in the customer network, influencing other
customers’ and stakeholders’ opinions.
One core element of Kantar Health’s approach to
understanding physician customers and identifying
how to improve sales performance centers on the

Page 8

customer segmentation that is illustrated in Figure 7,
page 9.
“In our survey design we capture an understanding
of where customers are in terms of satisfaction and
loyalty,” said Brana, “allowing us to determine the
percentage of customers who fall into one of four key
segments [see Figure 7] and to clearly profile
whether a company is facing a favorable customer
marketplace or a negative, resistant one.”
The percentages of apostles and rebels are critical in
creating a positive or negative customer sentiment
that can favor or blunt your promotional efforts.
“Ideally you want no more than 15% rebels in your
customer base,” advises Brana. “More than that
creates a volume of negative word-of-mouth that is
harder and harder to overcome. We also look at the
ratio of apostles to rebels, a ratio we call the market
resistance ratio. The higher the ratio, the more
negative resistance you face in the marketplace. I
like to think of it as measuring a head wind. The
stronger the headwind against you, the harder it is to
move ahead with your customers.”
Continues…

Figure 6. Are there differences between countries in terms of what elements Oncologists value?
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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Figure 7. Customer Word-of-Mouth and
Market Resistance Findings. Apostles are
customers favorable to you who generate
positive word-of-mouth for you. Rebels
are dissatisfied and actively generating
negative word-of-mouth against you.
Hostages do not want to stay with you but
feel they have no other choice.
Mercenaries have low loyalty and will
quickly move to the next best deal. This
market resistance profile is favorable since
the rebel population is not much above
15%, and there are several times more
apostles than rebels, which creates a
favorable net word-of-mouth customer
environment.

Company

TRI*M™ Index

% Visited

Roche/Genentech

90

85%

Novartis

81

90%

Sanofi-Aventis

76

71%

Celgene

76

50%

Amgen

73

80%

Eli Lilly/ImClone

72

53%

Pfizer/Wyeth

72

73%

Merck Serono/Merck KGaA

70

41%

AstraZeneca

69

65%

Janssen-Cilag/Ortho-McNeil

69

57%

BMS

67

51%

GSK

67

72%

Biogen-Idec

67

11%

Merck/SP

66

58%

Bayer/Schering

65

52%

Novo Nordisk

63

12%

Boehringer Ingelheim

60

19%

Takeda/Millennium

58

26%

Cephalon

58

42%

© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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Key PCP WOM Trends in 2010
The key 2010 PCP Word-of-Mouth and Market
Resistance trends that Kantar Health’s survey
revealed are the following (see Table 3, right):
• The U.S. improved significantly, returning to a
positive WOM situation and reversing last year’s
drop. There has been an increase in apostles
with fewer rebels. More valued sales and
marketing approaches with more valued support
services could be having a positive impact on
American PCPs. “I personally also wonder if
pharmaceutical industry givebacks made with
the Obama administration during the healthcare
legislation negotiations have created some
sympathy in the physician community,” said
Brana.
• The UK significantly improved from highly
negative WOM situation but still faces negative
WOM sentiment. A large increase in apostles
drove this, together with a small reduction in the
number of rebels.
• Germany remains in a somewhat negative WOM
customer environment.
• France’s highly negative situation deteriorated
even further. This was driven by a very large
increase in rebels—going from 26% to 35% of
customers.

Page 10

• Spain maintains its reasonably good situation.
• Italy’s situation has gotten more difficult. The
number of apostles has gone down and rebels
have increased. Italian companies have shifted
investment from primary care to concentrate on
specialists, cutting the number of sales reps by
40% and reducing PCP coverage and visit
frequency.
Continues…

Country

2008

2009

2010

U.S.

1.0

1.6

1.1

UK

3.5

3.8

2.3

Germany

1.6

1.9

1.9

France

3.3

3.1

4.5

Spain

2.4

1.6

1.4

Italy

1.4

1.4

2.2

Table 3. PCP Word-of-Mouth and Market Resistance
Findings, 2008 – 2010. Market resistance ratios (i.e., ratios
of apostles to rebels) are shown. 1=favorable, <1=very
favorable, >1=unfavorable. Compare to Table 5, page 11,
for oncologist findings.

Table 4. Company Market Resistance Performance by Country with PCPs. The blue arrows point to several companies
with quite favorable WOM situations in most countries.
© 2010 VirSci Corporation (www.virsci.com). All rights reserved.
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2010
Ratio

Apostle

Rebel

Mercenary

Hostage

US

1.7

35

18

40

7

UK

1.0

43

13

40

4

Germany

1.5

41

18

36

5

France

2.5

37

28

26

9

Spain

1.9

45

26

22

7

Country

Italy
2.1
37
23
32
8
Table 5. Oncologist Word-of-Mouth and Market Resistance Findings, 2010. Market resistance ratios (i.e.,
ratios of apostles to rebels) are shown in first column, percentages in other columns. 1=favorable, <1=very
favorable, >1=unfavorable. Compare to Table 3, page 10, for PCP findings.
Variations by Company
Not surprisingly, the WOM situation varies by
company within a country (see Table 4, pg 10). Many
U.S. companies have a favorable WOM situation
with PCPs.
“The French situation reflects strong PCP negativity
in that market and is clearly impacting on the French
pharma players,” said Brana. “AstraZeneca is in the
strongest position with good or fairly good customer
WOM in five countries. Only in France does AstraZeneca share a difficult situation with other companies, although even in France it is on the least difficult
end of the scale. GSK, Novartis, Pfizer/Wyeth and
Sanofi-Aventis all come in not too far behind AstraZeneca with favorable and reasonably favorable
scores in most countries.”
Oncologist WOM Findings
With regard to oncologists, the number of apostles
per country is consistently high (see Table 5, above).

“The real difference appears to lie with the number of
rebels,” noted Hicks. “My assessment may be overly
simplistic, but it would seem that the reduction in
resources, both budgetary and headcount, account
for a greater number of rebels, those who are nonsupportive of the companies in France and Italy in
particular. The need is to understand why the number of rebels has risen. One needs to keep in mind
that there will always be naysayers, but the challenge is overcoming the amount of damage they can
do if they were allowed to continue unchallenged.”
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