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eDetailing, as with other innovative technology-based 
promotion approaches, promises pharma companies 
new capabilities to enrich customer relationships and 
to make the selling process more effective and cost-
efficient. However, e-business programs are often 
considered successful based upon intuition and 
opinion rather than hard facts. Even financial ROI 
analyses evaluate the overall campaign and do not 
offer additional insights regarding factors that drive 
ROI or how ROI can be optimized going forward. 
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Torsten Bernewitz, Principal at ZS Associates 
examined factors that drive eDetailing ROI and 
summarized key insights from the analysis of a variety 
of ePromotion programs in his presentation, 
“Measuring and optimizing the ROI of pharmaceutical 
eDetailing,” made at CBI’s 2nd Annual eDetailing 
Conference (September 2003).  

Cannot Pilot Forever 
eDetailing may just be emerging from the pilot phase 
for some pharma companies, but may be held back at 
others. As one senior VP said, “We have decreased 
our investment in this area. We are still interested, but 
will let somebody else make the mistakes. I trust we 
can be a ‘fast follower.’” 

It’s easy to be seduced by new technologies like 
eDetailing, but Bernewitz made it clear that well-
defined vision and strategy along with excellence in 
execution are critical in deriving value from eDetailing 
programs and moving them out of the pilot phase. 
That is best achieved by determining: 

• Which types of products are suitable for 
eDetailing 

• What physician segments should be targeted 
• How to attract physicians to use the program 
• How to integrate eDetailing with the field force 

What to Measure? 
eMarketers have struggled for some time with the 
question of which metrics are most appropriate to 

measure success. We’ve progressed from click-
throughs, eyeballs, and stickiness in the early stages 
(pre 2000) to length of details, Rx increase, and 
campaign ROI, which most companies are starting to 
measure now. Long-term ROI, ROI per physician 
segment, and promotion mix optimization metrics are 
at the leading edge today. 

Bernewitz identified five key “success levers” for 
optimizing eDetailing campaign success (see text 
box). Each one exerts a positive force on the program.  

For maximum success, all these levers must be 
deployed. Bernewitz offered insights into how they 
should be addressed and evaluated. We’ll cover only 
a few in some detail in this article. 
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graphs and tools with 3D capabilities, 
animation effects etc. The best life cycle 
stage may be just after launch, when the 
company is anchoring key messages and 
supports these messages with facts and 
information. 

According to Jaswinder Chadha, 
President and CEO of marketRX, 
eDetailing spending should be “highest 
during the launch phase when the 
attempt is to get the highest share of 
voice and close to the patent expiration 
period where there is an effort to identify 
cheaper methods of promotion.”  

Another factor to consider when choos-
ing the right product for eDetailing is re-
cruitment of a critical mass of physicians. 
eDetailing programs for specialty 
products with small audiences usually 
have difficulty recruiting participants, 
according to Bernewitz. 

But Don’t Forget the Physician  
FIGURE: e-Detailing vs. Overall Sales and Promotion. Used with permission from 
marketRX, Inc. white paper: “e-Detailing e-Volution” e-Detailing and promotion 
budget is not on same scale as brand sales. Chart is for illustrative purposes only.
fading. However, this may not be the most appropriate 
life cycle stage for e-promotion. This becomes 
apparent if we consider the degree to which the 
physician’s decision to use a product is emotional and 
relationship based, versus rational and fact based.  

Before launch, and immediately after launch, not 
much is known about the product. The physician will 
most likely base his interest on the trust he has in the 
company or the rep, experiences in the past etc. 
These are all emotional dimensions. A few months 
into the launch, as more and more studies become 
available, knowledge about the product is increased, 
and the physician may have had his first product 
experience. At this stage the prescription decision is 
much more fact based and rational.  

At or after maturity, when other new, presumably 
better, products become available, physicians will 
continue to prescribe the older product because they 
are used to it, trust it, have a good relationship with 
the rep etc. Thus, at this stage the pendulum swings 
back to emotional, relationship based decision 
making. It may therefore be a mistake to replace face-
to-face communication with less personal interaction 
like eDetailing at this stage of the life cycle. 

Bernewitz presented results from a number of product 
analyses that indeed showed how sales response 
diminished over the course of the product life cycle. 

Technology supported promotion works best where 
the content of the interaction is information rich, where 
a lot of complex facts need to be communicated with 

The most responsive physician segments 
should be targeted. This requires different strategies 
at each stage in the product life cycle.  

 

Life Cycle Stage Physician Segments 

Launch High Value 

Growth Mid Value; High Share 

Mature Mid Value; Low Share 

“Value” indicates how many category prescriptions a 
physicians writes. “Share” indicates how many of 
those category prescriptions a company gets (before 
the campaign launch). 

Keeping physicians interested is a challenge. In one 
campaign that ZS Associates looked at, 34% of the 
physicians did not call in even once in three months, 
while only 25% participated every month as agreed! 
The challenge is to improve compliance without 
increasing or using honoraria. 

It’s the Cost, Stupid! 
Bernewitz warned listeners to not neglect costs. 
“Vendor costs are typically the most significant” and 
are comparable to the costs of maintaining a field 
sales force. But even with comparable costs, 
eDetailing has a problem because of lower impact. 
Building centralized platforms will enable economies 
of scale so that much greater cost control can be 
achieved. 
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Pharma Marketing News 

Pharma Marketing News—the First 
Forum for Pharmaceutical 
Marketing Experts—is published 
monthly by VirSci Corporation 
except for August. It is distributed 
electronically by email and the Web 
to members of the Pharma 
Marketing Network (www,pharma-
mkting.com).  

VirSci Corporation specializes in 
pharmaceutical marketing intelli-
gence and best practices, develop-
ment of sponsored newsletters and 
other educational programs, and 
consulting in privacy and HIPAA. 
Our goal is to help our clients gain 
access to their clients and do 
business via the Internet more 
effectively, with greater return on  
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