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Executive summary

When there is internal alignment and closer collaboration within the 
organisation, the value of each  function will increase. The nature of the 
activities of Medical Affairs and their value propositions complement 
and strengthen the value propositions of other functions. By leveraging 
expertise from each other and exchanging knowledge and ideas freely 
to combine strengths, value delivery to external stakeholders will be 
enriched. This will positively impact patient access to innovations. 

Medical can strengthen their propositions and consolidate its position 
as a connector by helping to orchestrate omnichannel engagements, 
insights collection and analysis and real-world evidence generation. Two 
important enablers to achieve this goal are to have the right capabilities 
in the team and to use the correct KPIs to measure and communicate 
impact.

The importance of bridging the gap between internal stakeholders, 
breaking down the silos, safeguarding alignment and implementing a 
more collaborative way of working, can only be realised when there is a 
strong foundation for collaboration. Working together towards a shared 
goal is a necessity for successful implementation. Only then you can 
unlock the full potential as the value of the whole will be greater than the 
sum of its parts.

With the external healthcare ecosystem changing rapidly, pharmaceutical 
companies and their different functions need to adapt and respond, 
transforming their ways of working. While this transformation brings 
exciting opportunities for the individual departments, it also carries a 
tremendous challenge for the wider organisation. Rapid and individual 
changes, without proper alignment between functions, lead to further 
silos within the organisation.

Siloed functions risk duplicating roles and responsibilities, leading to extra 
cost and inefficiency. Additionally, misalignment in communication leads 
to inconsistent offerings and messages towards external stakeholders, 
which see one pharma company instead of individual functions. Internal 
alignment is therefore key for an efficient and effective organisation. 

In this White Paper, we describe why the Medical Affairs function is 
ideally positioned to act as a connector within the organisation and 
bring alignment among the different functions. With the much-needed 
scientific knowledge, the understanding of the external environment, 
and the shared goal with other functions of maximising patient value, 
Medical Affairs can act as a bridge within the organisation. 

E x e c u t i v e  s u m m a ry
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Silos in pharma 
organisations impact 
patients’ access to 
treatments

Chapter 1
The external healthcare landscape for pharmaceutical companies 
remains challenging and in constant flux. As populations age, the cost 
of managing chronic conditions continues to rise, while the rapid pace 
of innovation continues to put greater pressure on healthcare budgets. 
Meanwhile, data is becoming an increasingly important healthcare 
resource, and value-based healthcare (VBHC) is gaining momentum 
as an efficient way to organise care and provide value to patients and 
stakeholders. In our first Medical Affairs White Paper, Medical Affairs in 
transition, we have described how Medical Affairs should respond to 
these external changes.

With the external ecosystem changing rapidly, pharmaceutical companies 
and their different functions are also rapidly responding to these 
changes and transforming their ways of working. We often see functions 
(e.g., medical affairs, market access, commercial, etc.) responding 
independently through their own prisms of objectives, perspectives, and 
priorities. While these transformations bring exciting opportunities for the 
individual functions, it also carries a tremendous challenge for the wider 
organisation. Rapid and individual changes, without proper alignment 
between functions, lead to silos within the organisation.

Siloed functions risk duplicating roles and responsibilities, leading to 
extra cost and inefficiency. Additionally, misalignment in communication 
leads to inconsistent and potentially duplicated offerings and messages 
towards external stakeholders (Figure 1). Internal inefficiencies and 
misaligned messages towards external stakeholders can create confusion 
and potentially impact patients’ access to treatments and services. 

S i l o s  i n  t h e  p h a r m a  o r g a n i z at i o n  i m pa c t  pat i e n t ’s  a c c e s s  t o  t r e at m e n t s 
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In our previous White Paper, we describe how Medical Affairs is uniquely 
positioned to bridge the gap between different external healthcare 
stakeholders including patients, payers and healthcare providers. Being 
the fact-based, unbiased and trusted face of the industry. Medical Affairs 
can act as an important bridge to external stakeholders in the changing 
external ecosystem, by aligning and orchestrating engagement with the 
ecosystem in one voice.

In this White Paper, we will take an internal look at the pharma 
organisation and discuss the important role that Medical Affairs can play 
in achieving alignment between internal stakeholders. Beyond acting 
as a link between external stakeholders, Medical Affairs can play a key 
role in bridging gaps within the organisation, by safeguarding alignment 
and breaking the internal silos. After all, Medical Affairs teams have the 
scientific knowledge, engagement experience, and insights from the 
outside world that are necessary to mobilise the internal organisation in 
the right direction.

S i l o s  i n  t h e  p h a r m a  o r g a n i z at i o n  i m pa c t  pat i e n t ’s  a c c e s s  t o  t r e at m e n t s 

Figure 1

Responding in silos to the external changing environment can bring significant 
internal misalignment and inefficiencies.

ALL DEPARTMENTS RESPONDING SEPERATELY

MISALIGNMENT AND INEFFICIENCIES 

All pharma departments are responding individually to trends and 
the changing external landschape

Research & 
Development

Market 
Access

Patient 
Engagement

Goverment 
Affairs

Commerical
Medical 
Affairs

Misaligned messages and offerings 
that can create confusion for 
external stakeholders

Overlapping roles and 
responsibilities that create 
inefficiencies and waste 

https://www.vintura.com/news/white-paper-medical-affairs-in-transition-towards-a-fully-integrated-model/
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Medical Affairs as 
the key connector to 
break down the silos

Chapter 2
To avoid silos, pharma functions should strive for strong internal 
collaboration and alignment. This can be done by ensuring cross-
functional teams are in place and include a connector in these teams 
(Figure 2). This connector ensures alignment between the different 
functions’ strategies, ensures there are no duplications between the 
roles and responsibilities and, finally, ensures there is no inconsistent 
messaging to the external stakeholders. In this way the connector ensures 
all elements are approached with a cross-functional view, always focused 
on maximising patient value. Instead of creating a new function to act as 
this connector, we can also look at the existing functions to fulfil this role. 
Considering the needs of the internal organisation and the demands from 
the external environment, Medical Affairs is best positioned to play this 
important role of the company’s internal connector for several reasons: 

Firstly, they have detailed scientific knowledge, and understanding of 
the company’s innovations and their impact. This includes understanding 
the product development lifecycle, from R&D through to market access.

Secondly, they connect with a wide variety of external stakeholders 
(e.g., HCPs, patients, payers), helping other functions to understand the 
challenges and unmet needs.

Thirdly, the primary objective of the Medical Affairs function is maximising 
patient value; a goal they share with every function.

When there is more alignment between the different functions, external 
stakeholders will experience consistent communication in terms of 
messaging and channels, leading to a smooth transition between their 
various engagements. Stakeholders will hear a unified message coming 
from all functions. Moreover, the organisation can better leverage the 
insights collected and more efficiently address the unmet needs of 
each stakeholder. Together, these positive effects will provide more 
valuable engagements with stakeholders and ensure the organisation is 
addressing the right unmet needs from patients and doctors. 

M e d i c a l  A f fa i r s  a s  k e y  c o n n e c t o r  t o  b r e a k  d o w n  t h e  s i l o s
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Figure 2

Medical affairs can be the bridge connecting and aligning the internal pharma 
organisation. Working in close alignment and collaboration results in effective 
communication and efficient ways of working

CLOSE ALIGNMENT AND COLLABORATION 

All pharma departments transform as a response to external change 
while working in close alignment and collaboration

ALIGNMENT AND EFFICIENCIES 
Creates efficient ways of working and effective communication with 

aligned messages and optimal insight collection

A strong unified message coming 
from all functions creating clarity 
and trust for stakeholders 

Efficiently sharing and 
communicating insights to better 
leverage all engagements 

Clear roles and responsibilities to 
collaborate and create efficient 
ways of working 
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Medical Affairs to 
boost the value 
proposition of other 
functions 

Chapter 3
Through acting as the connector and guardian of internal alignment, 
Medical Affairs also complements and strengthens the value of other 
functions through its own value proposition. The value proposition of 
Medical Affairs consists of four main domains:  

1. Stakeholder education and engagement
2. Insights collection and sharing
3. Evidence generation and analysis
4. Partnerships and solutions

With close internal alignment and collaboration between the different 
functions, the value of each function, including that of Medical Affairs, 
will increase. How this additional value is created, is described below 
(Figure 3). 

M e d i c a l  A f fa i r s  t o  b o o s t  t h e  va l u e  p r o p o s i t i o n  o f  o t h e r  f u n c t i o n s 
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Figure 3 .1.

Medical Affairs can complement and strengthen the value of other departments 
through its own value proposition

Market Access
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Commercial
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Figure 3.2.

Medical affairs can complement and strengthen the value of other departments 
through its own value proposition

Functions Stakeholders Strategic objective /  
Value they bring

Bring innovations to the 
company and the necessary 
clinical data to meet unmet 
need of patients 

Lack of outside-in perspective to have 
a good understanding of the real 
unmet needs 

With the advent of complex therapies, 
commercial needs additional scientific 
support to educate stakeholders 

With increasing economic pressure, 
access to expensive innovative 
products is an ongoing challenge 

With the advent of complex 
therapies, increased awareness and 
understanding of the importance of 
innovation is needed  

Need for robust and clear information 
to engage and empower patients 
and engagement in beyond the pill 
solutions  

Providing insights from external 
stakeholders on the real unmet 
need of patients and generating 
RWE 

Supporting stakeholder education 
and knowledge transfer within the 
organization and generating RWE to 
support engagements 

Strengthen value propositions 
with insights and new evidence. 
Stakeholder awareness and 
education.  

Supporting stakeholder education 
and awareness strategies 

Providing clear and robust medical 
information to support patient 
education. Co-developing and 
implementing beyond the pill 
solutions 

Public, Providers 
& Principal  
Investigators

Providers 

Payers 

Policy makers & 
Public 

Patients 

Research & 
Development

Commercial 

Market Access 

Governmental 
Affairs

Patient 
Engagement

Ensure timely access to 
products for patients in the 
different local markets  

Shape policies and public 
perception around the disease 
area and therapies 

Ensure patient unmet needs 
are known and included in 
product development  

Focus on marketing and sales 
of the company products to 
create differentiation and 
make sure they reach patients 
in need 

The value Medical Affairs brings to other functions 
The value of 

Medical Affairs 
Gap and challenges in the 

value they deliver 
How can Medical can 

bring this value? 

1. Stakeholder 
education and 
engagement 

2. Insights 
collection and 
sharing 

3. Evidence 
generation and 
analysis 

4. Partnerships and 
solutions



22 23M e d i c a l  A f fa i r s  t o  b o o s t  t h e  va l u e  p r o p o s i t i o n  o f  o t h e r  f u n c t i o n s 

Research & Development 

Research & Development interacts with principal investigators for clinical 
trial design and development of new drugs or therapies. The interaction 
between R&D and HCPs or principal investigators, however, is limited 
to a relatively small number of (mostly) leading academic hospitals. As 
a result, R&D only receives insights from a limited patient population. 
Medical Affairs has relationships with a larger number and wider variety 
of HCPs. This enables Medical Affairs to gather more detailed insights 
on the unmet needs of patients across the wider healthcare system. 
Medical Affairs can play an important role in supporting clinical trial 
design by aligning trial endpoints and research goals to real world needs. 
Medical Affairs can also play an important role in real-world evidence 
(RWE) generation to further address important research questions. To 
strengthen the collaboration with R&D and create meaningful innovations 
and clinical studies, earlier deployment of Medical resources is key. This 
allows for a greater understanding of unmet needs and will enable clinical 
trial design to be better shaped to result in improved patient access.

Commercial 

Commercial interacts with HCPs to inform on the value of the latest 
innovations and thereby increase the use of products. During these 
engagements, HCPs will have questions regarding the clinical value of 
the innovation. With the increasing complexity of recent pharmaceutical 
developments, these conversations are becoming increasingly scientific 
and, therefore, often go beyond the scope of some commercial teams. 
Medical Affairs can add value to commercial teams by supporting their 
internal education and by creating a close collaboration within the 
organisation where knowledge and insights from external stakeholders 
are well-leveraged. Secondly, Medical should be actively involved, 

M e d i c a l  A f fa i r s  t o  b o o s t  t h e  va l u e  p r o p o s i t i o n  o f  o t h e r  f u n c t i o n s 

together with other field-facing functions, in developing strong and 
unified value messages. Medical can provide differentiating data through 
RWE, to support commercial in their conversations. Lastly, Commercial 
and Medical Affairs could have joint visits to external stakeholders to 
ensure access to the right stakeholders.

Market Access 

Market Access interactions with payers are aimed at ensuring timely 
patient access to the latest innovations. Continuously growing pressure 
on healthcare budgets, as well as the increasing costs of innovative 
products, make this process more challenging, and make value 
discussions ever more important. Medical Affairs can support the co-
creation of strong value narratives, providing a more comprehensive 
scientific story and better communication of disease burden, unmet 
need and positioning of products. Additionally, Medical affairs has an 
importance influence in market access through an active participation in 
engagements with payers and through the generation of RWE, which can 
ultimately enable outcomes-based agreements and sustain local access. 

Governmental Affairs 

Governmental Affairs aims to shape policies and public perception 
around the newest innovations and their indications. Like their commercial 
colleagues, the increasing complexity of recent pharmaceutical 
developments has made Governmental Affairs communications more 
scientifically complex. Medical Affairs can help strengthen these 
communications, by ensuring sufficient scientific richness and ensuring 
optimal support for Governmental Affairs in raising awareness.
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Patient engagement 

Patient Engagement is a function which aims, firstly, to ensure 
that patients are well informed about the newest innovations, and 
secondly, that their voice is heard during the development of those 
new innovations. The rise of scientific complexity again requires 
collaboration with Medical Affairs to ensure optimal patient information 
and education. Patient engagement and Medical Affairs are the crucial 
functions which can ensure that newly developed innovations are fit to 
meet real unmet needs. Medical Affairs can play a key role in improving 
outcomes and providing a better experience of care for patients, through 
the development of patient-centric solutions. Medical can also play a 
key role in creating partnerships for patient pathway optimisation and 
“beyond the molecule” solutions.

Medical affairs 

Alongside strengthening the value propositions of the other functions, 
implementing Medical Affairs as a key connector also strengthens the 
value proposition of Medical Affairs itself. Medical Affairs will be enabled 
to gather and exchange insights from across the organisation and use 
these insights to inform strategy and improve decision making.

Closer collaboration through the implementation of a connector will 
increase the value which every function adds to the patient and the wider 
organisation. By leveraging each other’s expertise and exchanging ideas 
freely to combine strengths, the value of the whole will be greater than 
the sum of its parts.

M e d i c a l  A f fa i r s  t o  b o o s t  t h e  va l u e  p r o p o s i t i o n  o f  o t h e r  f u n c t i o n s M e d i c a l  A f fa i r s  t o  b o o s t  t h e  va l u e  p r o p o s i t i o n  o f  o t h e r  f u n c t i o n s 
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Strengthening Medical 
Affairs’ proposition 
to become a more 
effective connector 

Chapter 4
To ensure Medical Affairs can best fulfil its role as the internal connector 
and bring value to the other functions, it is important that Medical Affairs’ 
value proposition is further strengthened. 

In the previous chapter and our previous White Paper1, the four main 
domains of the Medical Affairs value proposition are outlined: Stakeholder 
engagement, insights collection, data generation and partnerships. 
Through these domains, Medical delivers value both internally and 
externally, and can be strongly positioned as a key connector. 

These four main domains can be visualized as a dynamic feedback 
loop as shown in Figure 4. In this feedback loop, information flows 
bi-directionally: Medical shares meaningful information to the wider 
organisation, collected from external stakeholders; and it also incorporates 
and processes meaningful information from the wider organisation back 
to external stakeholders.

By being the internal connector, Medical Affairs can ensure all relevant 
information, both internal and external, is incorporated. This further 
strengthens its role as the trusted, unbiased and objective partner of the 
industry for external stakeholders.

The following paragraphs specify how Medical Affairs can improve on 
three of these four domains: stakeholder engagement, insights collection 
and data generation. The fourth domain, partnerships and solutions, is 
seen as an important catalyser for the first three. By improving these 
domains, Medical Affairs can strengthen their proposition and position 
as the internal connector.

 

t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r 

1 P. Kooreman, N. B. Eitel, R. Ernst and C. Paardekooper, “Medical Affairs in transition: 
towards a fully integrated model”, Vintura Baarn 2019
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Figure 4

Through the four main domains of the Medical Affairs value proposition, Medical 
can share relevant information within and outside of the organisation

overarching enablers

KPIs:  Measuring and communicating impact

Capabilities:  Building the right competencies in the medical team

t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r 

1. Stakeholder education and engagement 

Traditionally, Medical Affairs has used various channels to engage 
with their stakeholders, where different channels are used for different 
types of interaction. For example, Medical Science Liaisons (MSLs) 
would interact with KOLs via face-to-face interactions, phone and email 
and Medical Education would be mainly conducted through scientific 
conferences and publications. The COVID-19 pandemic disrupted this 
and accelerated the trend towards digitalisation. Post-COVID research 
shows that approximately 50% of physicians would prefer to carry on 
using digital communication channels2. Digital methods of communication 
have been risen and are here to stay. The expansion in communication 
channels has created a multichannel approach; the next challenge for 
Medical Affairs teams is how to move from multichannel to omnichannel. 

The pandemic has also accentuated the challenges of the field force 
to access and grasp the attention of KOLs. With doctors drowning on 
information and calls from pharma companies, a multichannel approach 
in which the same information is shared through different channels is 
simply not enough. A new method of effective communication is needed. 
Omnichannel is a smart form of multichannel with which you can ensure 
- based on data about a doctor’s behaviour - that you deliver the right 
message, via the right channel, at the right time when the doctor needs it, 
instead of overwhelming KOLs through different channels. Omnichannel 
orchestrates communication and delivers valuable information for the 
doctor through a smooth experience. To fully meet the stakeholders’ 
expectations, it is therefore a must to deploy an omnichannel engagement 
strategy.  

Other 
functions

Other 
functions

Other 
functions

2 https://pharmaphorum.com/sales-marketing/time-to-change-the-channel-the-future-
for-customer-engagement-models/

Partnerships                
& Solutions

Other 
functions

Other 
functions

Other 
functions

Information exchange

Medical Affairs

1 

2 

3. Data generation 2. Insights 
collection

1. Engagement
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Figure 5

Seven success factors for developing an effective omni-channel engagement 
strategy

for installing an 
effective omni-channel 
engagement strategy

7 key success 
factors

Restructure messaging

Review current 
communication materials 
and restructure all value 

messages in one modular 
communication house

Successful communication

Develop a set of KPIs to 
measure the success of the 

communication strategy

COMMUNICATION STRATEGY

Match the right stakeholder to 
the right channel with the right 

messages

CLOSE THE LOOP

Close the loop to ensure the 
strategy is updated according 

to changing stakeholders’ 
needs

STAKEHOLDER ANALYSES

Perform a comprehensive 
stakeholder analysis to 

understand stakeholders’ 
communication needs

Stakeholder insights

Collect feedback from the 
stakeholders

CHANNEL selection

Identify the appropriate 
channels to ensure all 

stakeholders’ needs are 
covered

t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r 

How to best develop an omni-channel engagement strategy? 

That is an important question currently on top of mind for many Medical 
Affairs leaders. To ensure an omni-channel engagement strategy is 
developed in a structured and successful way, it is important to take the 
following seven steps (See Figure 5) 3.

1. Restructure messaging: Review current communication materials and 
restructure all value messages in one modular communication house

2. Stakeholder analysis: Perform a comprehensive stakeholder analysis 
to understand stakeholders’ communication needs

3. Channel selection: Identify the appropriate channels to ensure all 
stakeholders’ needs are covered

4. Communication strategy: Match the right stakeholder to the right 
channel with the right messages

5. Successful communication: Develop a set of KPIs to measure the 
success of the communication strategy

6. Stakeholder insights: Collect feedback from the stakeholders
7. Close the loop: Close the loop to ensure the strategy is updated 

according to changing stakeholders’ needs

1

2

3

45

7

6

3Vintura expertise
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Figure 6

OBSERVATION VS INSIGHT

25% of the KOLs from the top-10 treatment centra are concerned by the 
toxicity of Product X. Patients show an 20% increase in adverse event 

A compared to patients on the competitors’ product. It is therefore 
important that we share the latest data of study IV on how to prevent 

adverse event A while maintain the additional benefit of Product X 

fact-based, data-driven, actionable insight

We need to educate the KOLs from top-10 
treatment centra on study IV 

Many of my HCPs are worried about 
the toxicity of our product although they 

acknowledge the additional benefits

Observation

Why are these HCPs 
concerened? 

How many HCPs are 
concerened? 

How can we prevent 
these concerns? 

Which HCPs are 
concerened?

2. Insights collection and sharing – how to optimally 
leverage the collected insights? 

During Medical Affairs’ engagements, many insights are collected. 
Medical Affairs leaders are faced with two main challenges with regards 
to insights: how to optimally collect insights and how to optimally leverage 
the insights collected. 

How to optimally collect insights?

Insights can only be optimally leveraged when they are collected in the 
right way. Insight collection needs to be based on two main principles:

1. Insights need to be based on facts, applicable and timely 
2. Insights need to be data-driven and actionable

When insights are not collected in accordance with these main principles, 
the insights are actually no insights but observations. The difference 
between an observation and an insight is that insights are based on 
facts, applicable to the situation and timely. They tell you all the relevant 
details and ensure nothing remains unclear. On top of that, to make 
an insight valuable and easy for others to act upon, the insight needs 
to be data-driven and actionable. The insight needs to contain the “so 
what?” or a clear actionable implication of this finding. Figure 6 shows 
the difference between an observation and a fact-based, data-driven, 
actionable insight. When the two main principles are adhered, the wider 
organisation can act upon the insights and strategies can be directed in 
the right way. 

How to optimally leverage the insights collected?

A second challenge for the pharma organisation is finding how to best 
leverage the insights collected by the field force. In Europe, for example, 
most countries have 5-10 MSLs in their team with each MSL seeing 30 
doctors per year on average. Beyond one-on-one interactions, we also 

t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r 
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3.

need to consider advisory boards, scientific conferences, etc. We can 
imagine the overwhelming number of insights that will be collected from 
the EMEA region alone. Here, we see AI, smart algorithms, and proper 
data management as key tools to help navigate the wealth of information 
and identify the main insights. Key insights can then be used to refine the 
team strategy. As the connector, Medical has an important role to play in 
orchestrating insight collection and leverage. 

Data generation and analysis  

Medical Affairs is already considered the owner of all non-randomised 
controlled trial (non-RCT) data, where in particular, RWE is becoming 
increasingly important for pharmaceutical companies. 

RWE can increase our understanding of the safety and efficacy of a 
product in real-world settings, driving insights on how diverse patient 
characteristics and behaviours can affect clinical and patient-reported 
outcomes. While RWE has been used for decades, recent developments 
in digitalisation and advanced analytics allow for more efficient data 
collection and analysis. For example, artificial intelligence is allowing 
us to draw conclusions from complex patient data sets. Furthermore, 
alternative data sources have become available. Where historically, only 
observational data was considered in RWE, now additional sources are 
also in scope, causing a proliferation in available data.

Additionally, the importance of RWE is also increasingly recognised 
by key external stakeholders. Regulators, for example, are starting to 
recognise the value of RWE in the approval process for new products, 
or to expand access for existing products into new patient populations. 
Clinicians also benefit from access to RWE. In complex diseases, such as 
Multiple Myeloma, where a vast number of treatments are available for 
different lines of therapy, RWE can help to identify the right treatment for 
the right patient in the right treatment sequence. 

Key success factors for Medical teams in their real-world 
evidence generation

The following three points are key for the successful implementation of 
solid RWE strategies in Medical teams:

1. Strategy: a successful RWE strategy starts by clearly identifying the 
products and therapeutic areas where RWE can have the greatest 
impact for different stakeholders. RWE should be integrated early 
in the product lifecycle. Ideally, cross-functional teams should 
come together, with Medical in the lead, to develop their integrated 
evidence-generation plan (IEP) 2 to 3 years before launch. 

2. Data and analytics: companies need to identify the appropriate 
data sources and install integrated data solutions that allow for good 
integration, access and analysis of the data e.g., federated data 
networks. Companies also need to be at the forefront to scout and 
identify technologies that can help generate new data. 

3. Skills and capabilities: capabilities and expertise are at the core of 
any successful initiative. Companies need to develop clear strategies 
to attract and retain talent in the area of data analytics. Beyond 
attracting the right talent, Medical teams also need to upskill the 
capabilities of current team members to make sure communication 
and collaboration is effective with data scientists. Ideally, teams can 
identify “connectors” that can understand the big picture – the main 
goal of the evidence-generation strategy – but also zoom in and 
understand the technical aspects of the project. 

RWE is important for various functions: from R&D, to continue to 
understand the unmet need; to Market Access, to strengthen the 
evidence; and Commercial to have a good understanding of the product 
in the market. Medical Affairs can use this strategic position, as the 
internal connector, to ensure smooth RWE generation and effective use 
within the organisation.

t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r t o  b e c o m e  a  m o r e  e f f e c t i v e  c o n n e c t o r 
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Overarching enablers 
which catalyse the 
changes needed 

Chapter 5
There are two key enablers for Medical to fulfil its value proposition 
described in Chapter 4. 

KPIs:  Measuring and communicating impact 

Capabilities:  Building the right competencies in the Medical team

In this chapter, we will elaborate further on these two key enablers: 
discussing how Medical teams can measure and communicate their 
impact; and how to build the right capabilities in their teams.

Key Performance Indicators (KPIs):  Measuring and 
communicating impact

The value and impact Medical Affairs brings to the organisation can be 
unclear at first sight. As outlined earlier, siloed functions cause a lack of 
clarity for external stakeholders and can ultimately have an impact on 
patients’ access to treatments. Therefore, alignment and understanding 
of how functions can strengthen each other is very important. This starts 
with understanding what every function is bringing. This makes the time 
right to start re-thinking the Medical Affairs Key Performance Indicators 
(KPIs).

Traditionally, Medical Affairs KPIs have focused on the quantity of 
interactions, assuming that the frequency of interactions has a big 
influence on the impact. However, the real impact reached with 
interactions is determined by the function of quantity x quality. In this 
formula, quality is the most impactful factor. So, to measure the true 
impact of the interactions that Medical Affairs has and the value they 
bring, we need to focus on measuring the quality of these interactions. 
But how can we successfully create KPIs which measure this quality?

O v e r a r c h i n g  e n a b l e r s  w h i c h  c ata lys e  t h e  c h a n g e s  n e e d e d 

5.1 
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Successful KPIs can be developed via five steps:

1. Define a clear mission for Medical Affairs, aligned with the company’s 
mission

2. Determine the Medical Affairs ambition
3. Clarify Medical Affairs’ roles and responsibilities (both externally as 

internally)
4. Understand how the Medical Affairs’s activities result in impact
5. Define a comprehensive set of relevant qualitative and quantitative 

metrics which measure the impact of Medical Affairs’ activities on the 
mission and ambition

The set of KPIs needs to be dynamic and is not equal to all Medical 
Affairs sub-teams or during different parts of the product lifecycle. 
During different parts of the product life cycle, Medical Affairs will focus 
on different elements; ranging from stakeholder education to insight 
collection, to how to optimise value delivery. The set of KPIs needs to be 
adaptable for all relevant teams. 

When defining the KPIs through these five steps, the wider organisation 
will better understand the KPIs. When this understanding is reached, it 
is crucial to focus on how to utilise the KPIs. For optimal utilisation the 
following matters must be guaranteed:

1. The set of KPIs need to be clear and easy to communicate to ensure 
they can be understood by all levels of the organisation

2. The set of KPIs need to be measured objectively to enlarge the trust 
of employees in the KPIs

3. The KPIs need to be included in a Plan-Do-Check-Act (PDCA) cycle 
to allow for evaluation of the activities and redirection when needed

Being able to measure the impact of activities by focusing on quality and 
quantity will enlarge the understanding of Medical Affairs’ value for the 
wider organisation. The role of Medical Affairs will not only become clear 
externally, but also internally, strengthening their position as internal 
connector.

Capabilities: Building the right competencies in the 
Medical team

A more integrated way of working requires different capabilities of 
individuals. In siloed functions, expertise in one single domain is most 
important. While in an integrated collaborative way of working, this 
expertise needs to be broadened to really understand and complement 
each other. For Medical Affairs specifically, this means an expansion of 
capabilities beyond pure scientific knowledge into value demonstration. 

Finding people with a combination and expertise between science 
and value demonstration can be challenging. Very often, individuals 
come to the organisation with expertise in one of these areas but need 
to further develop other competencies. As the Medical profession 
continues to shape, Medical teams need to continue broadening their 
skills. This need is also seen in the academic world, and educational 
programs are slowly adapting. However, the effect of these programs is 
a long-term realisation. In the meantime, the focus should therefore be 
on diversifying people’s skillsets by offering educational programs for 
pharma professionals. Additionally, everybody should optimally leverage 
each other’s knowledge and expertise in the closer collaboration. 
Together, a team has greater expertise than the individuals combined, 
as 1+1=3.

5.2
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In this White Paper, we have discussed the importance of bridging the 
gap within the pharma organisation, breaking down internal silos and 
safeguarding alignment. We have also discussed how Medical Affairs 
can act as a connector between internal stakeholders within the brand 
teams. But where to start the implementation of this new collaborative 
way of working?

Before implementation, it is important to ensure that you create the 
right environment for change. A strong foundation is needed for close 
and impactful collaboration. It starts with having a shared goal amongst 
all stakeholders. Ensuring that all internal stakeholders are aligned 
to this goal. Then, it is important to create awareness regarding each 
other’s capabilities, what is everybody bringing to the table and how 
can we strengthen each other. Lastly, building trust is key for effective 
collaboration. Reaching the shared goal should be a shared responsibility 
and there must be a will to reach this shared goal together. Building the 
strong foundation for collaboration will create a win-win situation for 
everybody involved, ensuring a positive attitude towards adapting this 
new way of working.

C L O S I N G

CLOSING

Chapter 6
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Implementation 
nuances

As often is true, one size doesn’t fit all. It is therefore important to 
tailor this framework to your specific situation and question what the 
stakeholder expectations in your specific market and context are. In 
innovation-driven markets, Medical Affairs is ideally positioned to act as 
the connector because of their scientific knowledge and understanding 
of innovation, their extensive stakeholder network, and their primary 
objective to maximise patient value. But what if some of these elements 
are less important for your team? Is Medical Affairs still the right function 
to act as the connector?

It is important to understand the main drivers in your market and the 
linked expectations for your key stakeholders. Matching the connector 
role to the more dominant stakeholder in the market is crucial for success.


