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Pharmaceutical

Attention to Detalls

The detail piece is a powerful sales tool when
utilized and tested properly.

he detail piece could be

pharma’s most powerful sales

tool. Used to assist in commu-

nicating a product’s features

and benefits to physicians, the
detail piece is a sales aid that reps carry
along on their sales calls—and an oppor-
tunity for marketers to influence physi-
cians’ prescribing behavior. Yet, the
development of this critical sales tool
often is handled with less rigor than one
might expect. Only one out of every three
sales reps actually uses the detail piece
during a physician meeting. Often, sales
teams don’t use the piece because they
don’t have confidence in the work done
by marketing in developing it. Marketing
counters that reps simply don’t know
how to use it. This disconnect causes a
considerable loss of energy, creates a
vicious cycle of blame, and places the
performance of the brand—and therefore
the company—at great risk.

For sales reps to believe in the value
of the detail piece, they need to see evi-
dence that it’s working. Currently, nei-
ther marketing nor sales tests the detail
piece rigorously enough prior to intro-
duction. While the typical brand invests
more than $100 million in annual sales-
force support, it spends less than $2 mil-
lion on average to determine whether
the detail piece is driving prescriptions.
Some companies altogether fail to test

the effectiveness of the detail piece dur-
ing development because of limited
budgets or time constraints. (Most
pharma companies operate on a pre-
determined promotion cycle that only

Executive

the effectiveness of a detail piece before
it gets handed to sales reps, companies

can build predictive models that utilize
data collected from physician reactions
to the tested detail piece. This data
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Before new detail pieces were introduced, predictive modeling indicated
that the performance of Brand X would flourish while the performance of
Brand Y would diminish as the detail pieces entered their respective mar-
kets. As predicted, market share performance (NRx) of two otherwise evenly
matched, non-competitive brands moved in opposite directions, causing a
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near-term sales impact of +/-$10 to $30 million.

allows for new detail pieces anywhere
from two to four times per year.)
Instead, companies often will settle for
qualitative feedback among the same,
small physician panel. This approach
not only lacks statistical rigor, but also
could lead to biased results that are not
representative of the marketplace.

A New Way of Testing

To get an idea of how well the detail
piece will perform, companies can do
predictive modeling. In order to assess

can then be analyzed against actual
changes in prescribing once the detail
piece is submitted to physicians.
Historic data is used to create models
that benchmark the underlying aspects
of a detail piece to give marketers a
sense of whether a detail piece will
affect prescribing trends.

First, it’s important to evaluate the
physician-sales rep interaction. This
can be accomplished by surveying
thousands of physicians about their
interactions with sales reps, and
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»Attention to Details

inputting their feedback into a data-
base. These answers then can be corre-
lated to actual changes in prescribing.
By benchmarking and analyzing all of
the underlying aspects of a detail piece
(e.g., appealing colors, appropriate
images, compelling graphs and charts,

relatively similar rates of new prescrip-
tions and similar detail quality scores
based on tracking of their current sale-
force performance in the field.

The following factors were
considered:
» The results from tracking current

While the typical brand invests more
than $100 million in annual sales force
support, it spends on average less than
$2 million to determine whether the
detail piece is driving prescriptions.

useful text), as well as physician reac-
tions to the detail piece (e.g., reps’ per-
suasiveness, believability, and whether
the messages easily communicate the
advantages of the product), companies
can predict the performance of a new
detail piece with confidence.

Tale of Two Pieces

The following case studies highlight the
results of two detail pieces for two dif-
ferent brands prior to rollout and the
subsequent performance after rollout.
These brands (Product X and Product
Y) were not direct competitors, though
they were in comparably competitive
markets with comparable promotion
dynamics. Baseline performance trends
and market dynamics were judged to be
very comparable between the two prod-
ucts, and they targeted the same spe-
cialty mix of physicians. Average annual
revenue for Product X and Product Y
was approximately $1 billion each in
the United States. Prior to the launch of
the new detail pieces, both products had

detailing activity of each brand

in the field
» The predictive effect of the new

detail pieces based on the testing that

was done in a controlled test prior to
rollout (referred to as testing the
piece in the “lab”)

» The quality of the detail pieces in the
months after launch based on track-
ing its performance after rollout.
The tracking was designed to cap-
ture the impact of each brand’s pro-
motional efforts, including the effec-
tiveness of the detail piece

» The actual change in market share of
new prescriptions following the
introduction of the new detail pieces
for Products X and Y.

In separate tests for Product X and
Product Y, physicians were exposed to
details of the product using the new
sales aid. The results of these tests then
were analyzed and benchmarked
against the other tested pieces. Finally,
the results from each test were com-
pared with results captured from track-

ing ongoing detailing activity for each
brand to compare how the new detail
might fare against the one currently
being used by each sales force. The final
analysis of the new detail pieces pre-
dicted that Product X’s new detail piece
would be more effective than its existing
detail piece and that it likely would
drive an increase in new-prescription
market share. Conversely, analysis of
Product Y’s detail piece predicted that
the new detail piece would be less effec-
tive than its existing piece and that
share would be flat to slightly declining.

Impact of Predictive Modeling

It’s no coincidence that the perform-
ance of Product X improved consis-
tently in the months following the
introduction of the new piece, while
Product Y saw market share go flat and
decline during the same period of time.
Given the size of these brands, it is esti-
mated that the impact in sales as a
result of these changes was +/- $10 to
$30 million. Certainly, new prescrip-
tions are driven by many factors, but
correlation of pre-launch test results in
the “lab” with actual results achieved
by sales reps in the field is indicative of
the power to predict performance.

The detail piece can be a powerful
tool in the improvement of sales per-
formance for pharma, as it represents
the tangible intersection of marketing
and sales execution. However, inconsis-
tent detail-piece development has led to
inconsistent use of the detail piece. But
if the development of the detail piece is
validated against actual prescribing,
sales should be more likely to embrace
it. Marketing, therefore, should track
the effectiveness of a piece and update
it when it is needed rather than on a
pre-determined cycle. With predictive
models now available, this should help
to improve sales force effectiveness. @
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