
The Roadmap to  
Relationship Marketing

How to build stronger relationships, win more  
market share and get more bang for your buck  
in a fast-changing marketing environment.
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The Roadmap to Relationship Marketing

?

•	� There are so many great ways to reach customers, thanks to the explosion 
of new media, channel and device options. But how do you know which 
ones, and what combination, will best reach different customer types?

•	� Customers are more informed, more empowered and therefore more dis-
cerning and elusive than ever. Good for them! But this means your marketing 
must work that much harder to satisfy them and keep them in your franchise.

•	� Social media has revved up word-of-mouth dynamics. These days, every 
single customer interaction with a brand not only affects that one customer’s 
lifetime of purchases, but also those of that customer’s ever-widening sphere 
of influence.

•	� And of course, there are always budget issues.Virtually every marketer  
is running up against far more stringent financial pressures, no matter the 
size of the brand or market.

The territory is changing, 
and no one’s putting up 
street signs.

Introduction

If you’re reading this, you already know 
that the healthcare industry is in what you 
might politely call “a period of extreme 
business transformation.” This new envi-
ronment probably looks familiar to you:

Ask yourself these questions:

Do your marketing programs work together 
as a whole?

Does your marketing drive the highest  
potential customer response?

Do you have enough customers advocating  
for your brand?

Are you getting a return for every marketing 
dollar you spend?

If you answered “No” to any of the above, you 
are on the right track by learning more about 
Relationship Marketing.
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What is Relationship  
Marketing all about? 

It’s about knowledge.

Relationships start when you get to know your customers on a personal, in-depth level  
and let them get to know you, so that you build trust in each other and are willing to do 
things for each other.

It’s about reciprocity.

All good relationships are built on reciprocity. When you provide products, services  
and offers that customers value, they are motivated to engage more with your brand and 
behave how you want.

It’s about growth.

Relationships that grow and get stronger over time lead to greater revenue and higher 
profits—often in completely predictable and controllable ways. 

Introduction
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Why do you need  
Relationship Marketing?

Relationship Marketing is the best way to break through to a customer 
and create impact, not just beyond the immediate transaction but also 
beyond the immediate customer, with complete cost accountability.

Relationship Marketing advocates knowing your customers—who they  
are and how they act, in different channels at different points in time— 
and using this knowledge to make marketing, sales or customer  
support decisions. When leveraged strategically and consistently over 
time, Relationship Marketing efforts will create strong bonds between 
your brand and your customers—bonds so strong that customers are 
willing to stay with your brand, no matter what. 

Relationship Marketing differs from more traditional  
channel-specific marketing in four key areas:

Relationship  
Marketing

Channel-Specific  
Marketing

Understanding of  
What Drives  
Your Customer

Across marketing  
channels

By channel

Tailoring of Your  
Marketing Message  
and Mix

By customer Across customers

Measurement  
of Results

Aggregated by  
customer, across  
channels

Aggregated by  
channel, across  
customers

Management and  
Optimization

In real time After post-marketing 
analysis

If you are you thinking, “Sounds good, but we’ve been here before,” or  
“My company tried CRM a decade ago and it was a disaster,” understand that 
the situation today is different. Information is more readily available and more  
efficiently organized. Current technology can move us to places we’ve never 
been before. The environment we now operate in demands it. We can do 
more, learn quicker and act more responsively to produce results.

Introduction



4

The Roadmap to Relationship Marketing

Introduction

Patient Relationship Marketing Overview

Tools
Segment 1

Segment 2

Segment 3

Products

Offers

Registration
Patient  

Database

Lists

Personalized Campaigns

DRTV

Direct Mail

Online

Phone

BRC

Email

Online

HCP Office

In-Store

Mobile
Feedback 

Campaign, demographic, behavioral and attitudinal data
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Introduction

HCP Relationship Marketing Overview

Product Information
Segment 1

Segment 2

Segment 3

Samples Request

Community

Patient Education

Registration
HCP  

Database

Personalized Campaigns

Syndicated data (i.e., NRx/TRx, device registrations)

Rep activity

Conventions

Training

Online

Print

Rep Details

Lists

Feedback 

Campaign, demographic, behavioral and attitudinal data
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Are you an  
Informed  
Marketer™?

An Informed Marketer is someone who knows and relies on the strategic 
importance of information for their Relationship Marketing efforts. They man-
age information as a critical business asset. They have access to information 
about customers and customer interactions right on their desktops. They 
develop marketing insights in real time. And they use this understanding to 
determine what to do next to strengthen their communications, solidify cus-
tomer relationships and drive real business results. To the Informed Marketer, 
learning and marketing is an ongoing process. They continually test, learn  
and fine-tune their marketing mix to yield a profitably sustainable marketing 
ecosystem.

Every relationship 
takes work

We’ll be honest—Relationship Marketing is not easy. It’s multidiscipline, cross-
channel and long term. It relies on standout creative, excellent data and analyt-
ics, and a sturdy technology platform. Your organization may not be equipped 
for it, or you may not know how to do it. 

That’s why we created The Roadmap to Relationship Marketing. It will show you 
the way to building solid, sustainable relationships with your most valuable 
customers, resulting in growth of top-line sales and competitive market share. 

Introduction

Things to think about:

Imagine for a moment:

What if you knew where, when, why and how your customers  
interacted with your brand?

What if you knew exactly how to motivate these customers to act?

What if you could measure, manage and optimize your marketing 
programs in real time?
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Plan Channel Mix........................................................................................52 
Looking for customers in all the right places.

Create Operational Support for  
Relationship Marketing..........................................................................62
Technology and process: Two things that sound intimidating  
but don’t have to be.

Launch the Program.................................................................................67 
Lights, camera, action!

Measure Performance in Real Time.................................................69 
You can’t manage what you don’t measure.

Implement Learning..................................................................................74 
Turn measures into insight, insight into action and action 
 into outcomes. 

The Roadmap to Relationship Marketing:  
Ten Steps Toward Building High-Value Customer Relationships

1 6

2 7

3

8

4
9

5
10

Introduction

Create Organizational Support.............................................................9
You don’t have to do this alone!

Understand the Business Situation..................................................14
Before you start out, get the lay of the land.

Integrate Your Data to Improve 
Customer Awareness...............................................................................19
Decide who your customers are and really get to know them.

Set Relationship Marketing Vision...................................................32
What do you want to get out of the relationship?

Design Relationship Marketing 
Communications.........................................................................................39
Time to get the creative juices flowing.
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Ten Steps Toward Building  
High-value Customer Relationships

1

Create Organizational  
Support
You don’t have to do this alone!

•	 Get management buy-in

•	 Form a cross-functional team

•	 Assign roles and set expectations

step
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1step

Relationship Marketing (RM) involves holistically managing all interactions  
with the customer—website, salesperson, trade show, call center. RM crosses  
functional silos and may even cross product silos. In this customer-centric  
approach, everyone in the organization needs to own the customer experience. 

So, before investing too much time or money developing an RM approach on 
your own, start by gathering organizational support for what you want to do. 
Here’s how.

A. Get Management Buy-In

If the directive to pursue RM came from senior management, you already have 
their implied buy-in. If it’s your idea, you need them on board. Either way, find a 
senior sponsor who will support your efforts, help you get the resources you 
need, guide you through your strategic development process and beat the 
drum when you demonstrate success.

Some criteria to help you identify your  
senior sponsor:

Senior enough to have influence across 
departments

Willing to try something new 

Has a vested interest in the outcome of  
the program 

Able to serve as a sounding board for  
your plans 

Has the credibility and the personality to 
publicize your success 

Senior Sponsor

Fill in your 
answer here.

STEP 1: CREATE ORGANIZATIONAL SUPPORT 
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Functions to be considered when  
creating your RM team:

Marketing: Brand, Franchise

Marketing: Customer (Consumer,  
Professional, Salesforce)

�Marketing: Channel (Retail, Managed  
Markets, Digital, Public Relations) 

Sales Leadership

�Information Technology 

�Regulatory

Market Research and Analytics

Creative Agency

Consultants/Thought Leaders

When you identify your senior sponsor and have had preliminary discussions, 
you need to create a high-level business case to gain their support. 

1step

STEP 1: CREATE ORGANIZATIONAL SUPPORT 

Things to think about:

What is happening in your business environment to compromise 
the effectiveness of traditional marketing?

Why is RM a more promising marketing lever?

Why will your brand, service or function benefit from RM?

What will it take to run an effective RM program?

What is the overview of your Relationship Marketing Roadmap?

B. Form a Cross-Functional Team

Because everyone owns the customer experience, you need to begin this joint 
ownership early in the planning process. Create your cross-functional RM team 
to represent all relevant functions and include complementary skills.
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Think about and assign roles so each person knows your  
expectation of them:

Role Responsibility

Leader Provides direction, guidance and instruction to 
the team. Responsible for motivating the team 
to achieve its objectives.

Project Manager Establishes a project plan and timeline, and 
keeps the team on track.

Participants Provides information from their respective  
disciplines that will help the team craft its plan. 
They also then own parts of the plan and are 
responsible for pieces of its execution.

Observers Do not play an active role but are present on  
a need-to-know basis.

A word of caution about teams: They sometimes become too big and  
lumbering to be useful. Keep your team size manageable (5 to 8 people) and  
your team meetings structured, spirited and action-oriented. Hold your team 
members accountable for their deadlines. And overall, create an atmosphere 
based on trust, respect and open communication.

Notes

1step

STEP 1: CREATE ORGANIZATIONAL SUPPORT 

C. Assign Roles and Set Expectations
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Build Your Team

Department Role Name of Person Name of Backup Person

Senior Sponsor N/A

Leader N/A

Project Manager N/A

Participant

Participant

Participant

Observer

Observer

1step

STEP 1: CREATE ORGANIZATIONAL SUPPORT 
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Ten Steps Toward Building  
High-value Customer Relationships

2

Understand the Business  
Situation
Before you start out, get the lay of the land.

•	 Identify internal drivers

•	 Acknowledge frame of reference

•	 Outline marketing plan

step
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What’s driving you to be successful  
in RM?

Relationship Marketing is not a program. It is not a campaign. And it certainly 
isn’t an email blast. RM is a mindset, a way for you to fulfill your marketing 
strategy and attain your business objectives. Too often, RM is approached as  
a singular tactic with a finite end-point. When this happens, RM is not set up  
to strategically grow your business. In these cases, RM is given a shorter time 
frame, lower financial commitment and less ambitious expectations, and it  
loses its future.

For RM to be a strategic lever for your business, it needs to be built on  
the foundation of your business situation and must be aligned with your  
business strategy. 

In this step, we will determine the business situation that will drive RM design, 
so that RM can drive the business.

A. Identify Internal Drivers

First let’s reflect upon what drives you. What is personally motivating you to be  
successful in RM? This is something you need to know for yourself, so you are 
always clear about what is driving your mission. Note: This is only for you to 
know. You never need to communicate this to anyone. 

2step

STEP 2: Understand the Business Situation

Fill in your 
answers here.

So, think about it. What is your higher  
purpose? It could be anything:

Marketplace results 

Industry notice 

Public relations 

Competitive

Personal 
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B. Acknowledge Frame of Reference

An important step in setting your RM vision is to acknowledge your frame of  
reference. This helps in scoping the effort. When you think about your job, what 
are you responsible for? Through what lens are you approaching RM? Your lens 
could be organization-wide, a single brand, a function (e.g., RM, e-marketing,  
IT, sales force support or customer service) or representing a customer group 
(e.g., key opinion leaders, group purchasing organizations, retail channel).

Frame of Reference (Organization, Brand, Function, Customer)

Notes

2step

STEP 2: Understand the Business Situation

Fill in your 
answers here.
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C. Outline Marketing Plan

Think about your brand marketing plan through this lens. Write in your objec-
tives, strategies and tactics below. If you don’t know what these are, meet with 
the brand manager to get this information. It is important that this information 
be the basis for what you plan to do in RM going forward.

Brand Marketing Plan

Marketing Objectives What are your marketing  
objectives?

Marketing Strategies How do you plan to achieve  
your objectives?

Marketing Programs These could be programs you 
need to run in the near future.

Metrics Tell you if you were successful  
or not.

Once your RM efforts are under way, it will  
be worth revisiting this worksheet every six 
months as a reminder or level setter, and to 
ensure that this context is still valid.

2step

STEP 2: Understand the Business Situation
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Caveat

If a particular tactic or program with a pressing timeline is driving your  
interest in RM, you may need to jump to steps 5, 6 and 8 of the Roadmap to 
Relationship Marketing. If you do, please come back to step 2 and follow the 
Roadmap after your program is launched. It will make the difference between 
creating a marketing program vs. building a customer relationship.

Notes

2step

STEP 2: Understand the Business Situation

Things to think about:  

As you go through this Roadmap,  
make sure you know: 

What is distinctive about your brand?

What do your customers want from  
your brand?

What do your customers expect from  
your brand?

What are your competitors doing?
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Ten Steps Toward Building  
High-value Customer Relationships

3

step

Integrate Your Data  
to Improve Customer  
Awareness
Decide who your customers are and  
really get to know them.

•	 Define customer

•	 Inventory customer-level data

•	 Profile customers

•	 Grow your customer database
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Building ongoing sustainable relationships with your customers is based  
on (a) knowing what they will find appealing in a relationship with you, and  
then (b) deciding what you are willing to bring to the table to cultivate  
this relationship.

Let’s begin with getting to know your customer. This will include knowing about 
your customers at a macro level and also knowing each individual customer,  
who they are, what they like, how they behave, and why. 

A. Define Customer 

Who is the customer you choose to build a relationship with? This could be  
anyone—consumer, patient, caregiver, physician (specialty and/or primary care), 
nurse, pharmacist, institution, managed care organization, sales rep. This  
customer will be your primary customer, and they will be the focus of much  
of your Relationship Marketing planning. 

Primary Customer

Notes

3step

STEP 3: Integrate Your Data to Improve Customer Awareness

Fill in your 
answer here.
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Now, think about this customer across their decision cycle. Which other  
customers do they come in contact with? These will be your secondary customers. 
They are influencers of action, and they act as channels for the delivery of your 
messages. As you get closer to your RM launch, involving the stakeholders of 
these secondary customer groups will be important for message alignment and 
message or campaign pull-through.

Here is an example from the pediatric ADHD category. The primary customer 
in this category is most often the mother. The following map identifies all the  
secondary customers who influence and support the primary customer.

EXAMPLE:  Secondary Customer Identification Map for Mothers

Awareness Consideration Action  
(Trial)

Repeat Action 
(Compliance, Adherence, Loyalty)

Evangelism

Secondary 
Customer

Teacher Spouse Physician, Nurse Pharmacist, Payor Patient Other Parents

How They  
Influence Primary 
Customer

Corroborates  
symptoms

Ratifies treatment 
decision

Creates treatment 
regimen

Fulfills  
prescription

Takes drug Receives  
anecdotal  
feedback

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Enter your answers in the following map. Use the columns to define the stages 
in your primary customer’s journey. Now is a good time to involve the marketing 
or market research designate on your RM team. They will help with the informa-
tion and also begin to co-own this process with you.

Your secondary customers can be powerful motivators of behavior change 
among the customers you are trying to influence. Once you understand and 
appreciate the magnitude of their impact, you will want to tap into their power 
to complement your RM efforts. Ensure that the key owners of these customer 
groups are aligned with your RM vision and are excited about supporting  
your efforts.

Secondary Customer Identification Map

Secondary 
Customer

How They  
Influence Primary 
Customer

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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B. Inventory Customer-Level Data 

Get to know what data exists about your primary customer. Chances are there 
are a lot of different pieces of information sitting in different parts of your  
organization, or with agency partners or other vendors. Types of data could 
include syndicated (purchased) data, online registrations, attendance at live 
events, past campaigns and key account lists. 

You will need to consolidate your data to create a comprehensive customer 
database that provides a holistic view of your customer. Here is why:

 For example, you may know:

•	� Betty is a neurologist, 45 years old, and works for both the  
Cleveland Clinic and Children’s Hospital (industry sources)

•	� Physician #12282 saw an average of 18 patients a day in  
2010 (HCP registrations)

•	� Dr. B. Slager has attended two product trainings in the past  
eight months (educational trainings)

•	� luna555@gmail.com has attended two key trade shows in 2010  
and is registered for one more in 2011 (past campaigns)

•	� Cleveland Clinic has been targeted as a key account for FY11  
because of high potential and low product penetration (key account list)

An integrated view gives you something you can actually create a strategy  
and action plan around:

•	� Betty Slager is a 45-year-old neurologist at a key account. She attended  
training on our primary product in 2010. She is registered for an upcoming 

C. Profile Customers 

Go back to thinking about your primary customer. The success of RM is driven  
by our ability to give our customer something that is perfectly aligned with what 
he or she expects from us. The more precise the alignment, the more likely the 
customer is to respond to our messaging. This is especially true in healthcare, 
where experiences are intensely personal, and the “right solution” is only right  
if it “works for me.”

But tailoring every single communication for each individual customer is neither 
physically possible nor financially feasible. The better, more practical approach is 
to customize communications for subgroups of like-minded customers, called 
segments. Customer segments are cohorts of customers who are similar to each 
other within their segment (have similar needs and therefore similar responses to 
stimuli) and distinct from other segments. Segments should be easily identifiable 
and reachable by a marketing program. 

trade show, where we are a primary sponsor. She’s opted in for email  
communication and can be reached at luna555@gmail.com or  
Betty.Slager@hotmail.com. 

3step

STEP 3: Integrate Your Data to Improve Customer Awareness

Things to think about:

Ask your Appature representative what an integrated customer 
record might look like.
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There are many ways to segment customers: by demographics, behaviors  
and/or attitudes. 

Not all segments represent the same value to you. Some may already be  
providing high value to your business: these are customers you want to  
keep happy. Some may have the potential of high future value that is not yet  
recognized: these are customers you want to nurture and grow. And some may 
only represent limited value: these are customers who may not be in your target 
segments but who definitely deserve a service-and-maintain approach. 

Simplest.................................................................................................................Most Sophisticated

Demographic

•	 �Includes criteria such as age, 
gender, race, education level, 
income, location, professional 
status, personal role, disease 
state or severity

•	 �Tells us who they are

Behavioral

•	 �Includes criteria such as number  
of treatments tried, responsive-
ness to marketing, propensity 
toward adherence

•	 �Tells us what they do

Attitudinal

•	 �Includes criteria such as outlook 
on the condition, approach to 
treatment, perception of drugs, 
relationship with the doctor

•	 �Tells us why they take the  
actions they do

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Here are two different (both fictional) ways to segment mothers in the pediatric 
ADHD category, both useful in different ways.

EXAMPLE:  Behavioral Target Segments

Segment 1 Segment 2 Segment 3

Undiagnosed but Aware

Aware of child’s symptoms, looking for informa-
tion; preparing for diagnosis

Newly Treating

Accept child’s diagnosis, newly treating; hopeful 
for improvement

Experienced Treaters

Have tried more than one product on their child; 
beginning to understand the differences in 
therapeutic options

EXAMPLE:  Attitudinal Target Segments 

Segment 1 Segment 2 Segment 3

Aggressive Authoritarians

In a race to know everything about the condition 
and treatment; believe being on the cutting edge 
is the best way to treat the condition; eager to 
share their knowledge with others 

Cautious Pragmatists

Understand that there are tradeoffs in treatment; 
want the complete picture before making a 
decision; often look to the physician as the 
authority

Desperate Followers

Are desperate for a solution but too overwhelmed 
to digest information; believe that if everyone else 
is using a treatment, it must be a good one

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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The approach to, and use of, physician segmentation is similar, but the vectors 
are more physician-relevant. So, a physician behavioral segment would take into 
account prescribing levels, adoption speed and level of influence.

Think about your primary customer and what you know about their segments. 
Pick the segments that will drive the greatest value for your brand, and write 
them in the following table. 

Once you identify your target audience, you will need to evaluate what is  
important to them and what is going to drive them to take action. For  
physicians, for example, this could be time, success of their practice, patient  
satisfaction, medication cost or formulary status, influence in the medical  
industry or other professional interests. For patients, this could be product 
convenience/dosing flexibility, physician endorsement, brand image or peer 
feedback. The more information you have, the better you can exceed their 
needs and surpass their expectations.

Segment 1 Segment 2 Segment 3

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Following is an illustrative segment evaluation for the Aggressive Authoritarian 
segment described in the previous example:

EXAMPLE:  Target Segment Evaluation 

Value to the Brand Key Drivers Action

Aggressive Authoritarians •	 �Will aggressively treat if convinced 
of a drug’s advantages

•	 �Once loyal, will be influential  
evangelists for the brand

•	 �If negative toward the brand,  
can negatively affect other  
people’s support

•	 �Cutting-edge information and  
product advancements

•	 �Ability to spread personal  
influence

•	 �Create a mechanism to deliver  
up-to-date information to  
this segment

•	 �Invest in a scientific development 
plan and communicate product  
innovations early and often

•	 �Where positively predisposed,  
provide a forum to share their  
experiences

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Reflect your target segments in the following table:

Target Segment Evaluation 

Value to the Brand Key Drivers Action

Segment 1

Segment 2

Segment 3

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Work with market research to complete your view of the customer. Consider  
funding primary customer research and/or a market segmentation study if you 
don’t have this information available. If these are too cost-prohibitive, there are 
cheaper ways to build your customer data. Focus groups, surveys to your 
database, program actions (opens, clicks, forwards) or observed reactions to 
stimuli are inexpensive and reliable ways to bolster your customer view. Also, 
wherever possible, listen to the customer in real time: Pay attention to customer 
service center calls, point-of-purchase customer input and social media (i.e., 
Facebook, Twitter, blog posts) insight.

As you start building your customer database, find ways to consistently profile 
everyone so you know which segment they belong to. These profiles should not  
be static. Think about updating them on a regular basis using surveys, measures  
of action and social media activity.

3step

STEP 3: Integrate Your Data to Improve Customer Awareness

Things to think about:

Think about any additional information you need that will help 
you better relate to these customers and move them to action.

�What is the potential value of this customer to your brand?

How does this customer feel about your brand?

How does this customer feel about competing brands?

What drives this customer to make a brand change?

Do your brand goals align with your customers’ goals?

Why do customers leave your brand?

Are your customers loyal? To what extent?

What additional data do you need to collect or buy?
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D. Grow Your Customer Database 

Think strategically about your customer database: how big, how targeted  
and how flexible it needs to be. If you are just beginning your foray into RM,  
you probably need to grow your database to be big enough to make your 
efforts worthwhile.

The easiest way to do this is to include a drive to the database in all of your 
other marketing efforts. This could be as wide-reaching as a TV or print  
campaign, or as local as attendance at a local health fair.

To supplement these efforts, you may need to launch programs specifically  
targeted at customer opt-ins. You could work with media partners who have 
their own database of health-information-seeking customers, or you could 
spend the money to do it yourself, by raising awareness among your target 
customer group and funneling interested prospects into your database.

Whether working with a third party or doing it yourself, following is a checklist 
for your customer opt-in program.

Checklist:

	� Reach: Are you casting a wide enough net to get scale?

	� Targeting: Are your message and placement designed to appeal to customers 
or prospects in your target segments?

	� Testing: Do you have a tight plan for testing creative, message, offer and 
placement to yield highest conversion?

	��O pt-in: Does your opt-in language satisfy legal requirements and also,  
does it give you permission to market across brands (if needed) and over  
the long term? 

	�� Validation: Do you need to validate registration information against a third-
party database so you are assured that people are indeed who they say they 
are? You can validate physician state license IDs and patient addresses and 
phone numbers, and you can even cross-reference their income levels.

	�D ata: Are you collecting the data you’ve defined you need as you’ve worked 
through this step in the Roadmap to Relationship Marketing?

	�P rofiling: Have you asked enough—but not too many—questions to  
understand who these respondents are and begin profiling them into their 
respective segments? 

	�� Measurement: Do you have numerical volume or cost objectives and a way  
to measure them? Your agency partner or analytics group can help you  
determine the right benchmarks for your category. 

3step

STEP 3: Integrate Your Data to Improve Customer Awareness
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Once your opt-in program is live, study the funnel throughput and your  
registration process. Which programs are sourcing you the highest volume? 
Which are sourcing you the highest response? Where is the biggest waste  
occurring? Once people get to the registration page, how many start but never 
finish the registration process? Where does the biggest drop-off occur? As you 
learn about where your funnel isn’t optimized, try new things to fix it. These 
could be simple, like increasing the size of your offer to give it more pop or 
breaking up the registration from one long page to three shorter pages.

Lead Generation Funnel

Customer 
Database

Reach 
number of impressions

Response 
number of clicks, calls, etc.

Registration 
number of opt-ins

3step

STEP 3: Integrate Your Data to Improve Customer Awareness

Things to think about:

A word about HIPAA: 

The Health Insurance Portability and Accountability Act (HIPAA) 
requires that third parties such as healthcare products companies 
cannot have access to patient identifiable medical information 
without the explicit permission from the patient. As your RM  
platform evolves, you will be working with many pieces of  
customer-level data regarding your customers and their interac-
tions. Make sure your database and technology platform can  
manage patient data in compliance with your company’s guide-
lines on patient privacy.
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4

Set Relationship  
Marketing Vision
What do you want to get out of the  
relationship?

•	 Set relationship vision

•	 Define relationship values

•	 Design Relationship Marketing strategy

•	 Define financial parameters

•	 Identify operational constraints

step
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It is time to design the texture of the relationship you want to build with your 
customers so that you can decide what you are willing to bring to the table to 
cultivate these relationships.

A. Set Relationship Vision 

Think about your vision for your customer relationships as a supplement to your 
brand vision. The following questions are designed to stimulate thought. You 
may want to enlist people from the brand team, your RM team or your agency 
to help with information and to provide inspiration if you need it. 

Who are you trying to be to your customers?

Develop your relationship vision in the following table: 

4step

STEP 4: Set Relationship Marketing Vision

Things to think about:

Think about your brand in the context of your primary  
customers:

What is your brand story?

Will the people who need to hear this story believe it? 

Is it true?

What is distinctive about your customers’ relationships  
with your brand?
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B. Define Relationship Values 

Every relationship is (or should be) governed by core values. For example:

•	 Values in a spousal relationship may be Listening, Loyalty and Passion. 

•	� Values in a doctor-patient relationship may be Professionalism, Shared  
Decision-Making and Focus on the Whole Patient. 

•	� Values in a brand-patient relationship may be Commitment to the Patient, 
Continuous Innovation and Transparency. 

Think about your primary customer and the relationship you want to build with 
them. What are the values of that relationship, those nonnegotiable tenets that 
you will always uphold and that the customer can always expect from you?

Relationship Values

1. 2. 3.

4step

STEP 4: Set Relationship Marketing Vision

Fill in your 
answers here.
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C. Design Relationship Marketing Strategy 

Think back to your marketing plan in step 2 and your customer needs in step 3. 
Use this learning to design your RM strategy. Your RM objective should be a  
subset of your brand marketing objectives, and your RM strategies should be 
aligned with your brand marketing strategies and programs. 

Relationship Marketing Strategy

RM Objectives These should be a subset of your brand marketing objectives.  
For example:

• � Encourage repeat Rx/fill rate; encourage patients to take as  
prescribed; reinforce the brand decision

RM Strategies Your RM strategy should address, at a high level, how you plan to 
build customer relationships in order to achieve your objectives. 
For example:

• � Create a surround-sound caregiver loyalty program; nurture  
caregiver advocates and use them in all media; convert surgical  
training program attendees to product loyalists

RM Programs What are the services, content, tools and offers you will use to 
build your customer relationships? Be creative and inspired.  
Recruit your agency partners and your RM team to help you.  
For example:

• �P artnership with third-party advocacy group; bi-weekly custom  
content to include scientific and personal information; program 
points to keep users engaged; in-person training programs and 
online webinars; co-pay savings offers

RM Metrics How do you know if you are successful? For example:

• � Increased sign-ups; higher click-throughs; more activity  
by database members; better offer conversions; better  
engagement at trainings

4step

STEP 4: Set Relationship Marketing Vision

Fill in your 
answers here.
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D. Define Financial Parameters

You will need some financial parameters to put further definition around  
your RM plan. 

Work with your team and your senior sponsor to delineate the following:

What is your RM budget?

What financial measures  
are important to your  
management? (e.g., ROI,  
impact on Rxs)

What are the accepted  
company standards for  
these measures?

What time frame do you have 
to determine financial success?

4step

STEP 4: Set Relationship Marketing Vision

Fill in your 
answers here.
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There are a few different ways to create your RM budget. Someone from  
your finance department can help you.

•	� Start by pricing your RM tactical plan and then validate the price based  
on a pro forma analysis to determine the expected financial return of  
the program.

•	� Start with the financial return you are being held accountable for and then  
allocate a percentage of it as acceptable cost.

•	� Less logical but fairly possible: You may just be handed a budget number 
and asked to figure it out.

The big question is: How will you know the expected return of the program?  
Your RM team can help you estimate your return by using industry benchmarks  
of similar programs. Or, you can determine response rates and expected value  
by asking your database through a simple survey.

Another way to estimate your return and help determine your budget is to start 
with a narrower scope at a smaller budget that management will be willing to 
approve at-risk. You could start with a truncated email stream, a local speaker 
program or a pilot points program to get some early indicators of return.  
These should be designed to help you meet your RM objective strategically  
but on a smaller scale. Use this initial program to demonstrate the potential 
contribution of RM to your business and to create excitement for the discipline. 
And most importantly, build data gathering into your program design so that 
you have the information you need when you go back to management to ask 
for a more ambitious budget.

Notes

4step

STEP 4: Set Relationship Marketing Vision
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E. Identify Operational Constraints

Since RM spans organizational departments, you will need some level of organi-
zational alignment to move forward in a significant way. As the RM leader, you are 
the one to forge the path forward. Identify what you believe are your operational 
constraints. In other words, what do you hope will change? 

These are your constraints to manage, at least as they pertain to your RM team. 
Address them proactively in a team meeting, and work with your teammates  
and your senior sponsor to effect operational changes or create feasible contin-
gency plans.

Operational Constraints

1. 2. 3.

Mitigate by: Mitigate by: Mitigate by:

4step

STEP 4: Set Relationship Marketing Vision

Fill in your 
answers here.
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Design Relationship  
Marketing Communications
Time to get the creative juices flowing.

•	 Design for the outcome

•	 Generate good creative

•	 Partner with an agency

•	 Create customer journey

•	 Map your messaging

step
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With your Relationship Marketing strategy and budget in place, it is now time  
to see your thinking come to life as you move into the creative development 
and communications design phase.

A. Design for the Outcome 

RM communications need to be designed to deliver a specific outcome.  
To do this, your design team needs to know what will motivate your customer  
to engage with your brand and deliver the outcome you desire. 

Picking up on our pediatric ADHD example, following is how we would frame 
our desired outcome and segment drivers to help shape the design of our RM 
communications.

EXAMPLE:  Customer Engagement Strategy 

Desired Outcome Increase market share by motivating switches onto brand and keeping people on brand once they have been switched

How to engage 
with the customer 
to motivate  
them toward  
this outcome 

Segment 1: Aggressive Authoritarians

Provide cutting-edge research and  
information

Segment 2: Cautious Pragmatists

Simulate the doctor-patient relationship

Segment 3: Desperate Followers

Normalize the brand: Position the brand 
as normal, popular, accepted by many

5step

STEP 5: Design Relationship Marketing Communications
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Based on your brand marketing plan outlined in step 2, your evaluation of  
your customer in step 3 and your RM plan developed in step 4, fill out the  
following table:

Customer Engagement Strategy

Desired Outcome

How to Engage  
with the Customer  
to Motivate Them  
Toward This Outcome 

Segment 1 Segment 2 Segment 3

v

5step

STEP 5: Design Relationship Marketing Communications
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B. Generate Good Creative 

Some may argue that creativity is subjective, but really, what good creative is 
comes down to this: It is good creative if it does the job in driving the outcome.

To ensure your creative works, plan to have the advantage of data from many 
small pilots and A/B tests prior to the launch of your RM communications. This 
data will help you refine how specific aspects of your program, such as subject 
lines, messages, offers and placement, drive the highest response rates. 

But prior to that stage, you need to pick a creative concept at a more macro 
level to take through development, market research and internal approvals. 
Here is a checklist for what to look for when reviewing creative concepts from 
your agency.

Checklist:

	� Built upon a solid idea: One that works on many 
different levels to create multiple points of engage-
ment with the customer, and that works beyond a 
single tactic to provide a platform for future growth

	� Based in deep customer insights: Has relevance  
for (or relevant executions for) the “wants” of each 
customer segment; is interesting to customers, 
leaving them wanting more, not less

	� Accurately represents the brand’s benefits

	�D esigned to drive an outcome, be it a click, a 
download, a forward, a call, a doctor request or  
any other desired action

	� Memorable: Continues to drive an impact long 
after the immediate desired action

	�D ifferentiated from other creative concepts in the 
category so that it cuts through the clutter

	�O wnable: Is something your brand—and only your 
brand—can own

If you can involve real customers in picking a creative concept,  
do so. This can happen through focus groups, online concept  
research or even informally, if budget is limited.

5step

STEP 5: Design Relationship Marketing Communications
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C. Partner with an Agency 

Your agency has the very important job of turning your RM vision into a reality, 
one that is so deeply moving that it gets even your habitually passive customers 
to notice, think, feel and/or act. Your job is to provide information, stimulation, 
encouragement and access in the most constructive, structured and  
enthusiastic way. 

Here is what your agency team needs from you:

Checklist:

	� Brand strategic plan, as you outlined in step 2

	� Customer research, which you consolidated  
in step 3

	� Relationship Marketing strategic plan,  
as developed in step 4

	� Competitive research (which your agency can help 
gather as well)

	� Financial guidelines, as developed in step 4

	� Access to internal experts (brand, market research, 
IT, senior management)

	�P rompt feedback and approvals

	� Ample positive reinforcement when it is deserved

Criteria Rating:  
High, Medium  
or Low

Agency team understands my business

Agency team understands the strategic leverage of RM

Account managers are proactive and responsive

Creative team has internalized my customer segments

Agency team is metric-oriented and focused on our 
agreed-upon outcome

Agency team regularly delivers innovative creative and 
strategic ideas 

Agency team is committed to long-term relationship 
building vs. a one-off program

Take a little time to reflect upon whether or not you have the right agency/ 
creative partner on your team. Rate your agency on the following criteria, and 
give them specific feedback early on about areas where you think they need  
to improve.

5step

STEP 5: Design Relationship Marketing Communications
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D. Create Customer Journey 

Relationship Marketing is about having a continuous dialogue with your  
customers over time. One email, one mailing or a single touchpoint is not  
going to be enough to have an impact. Even if you plan to have multiple  
touchpoints but execute them one at a time, you are compromising the  
benefit of your efforts. Your best chance for success rests on your stepping 
back, shaping the conversation with the end in context and then putting  
your messages into action. 

Planning messaging for a lifetime of involvement is probably impossible.  
Instead, plan your messaging as manageable (and high-value) campaigns  
to cover stages along the customer journey. All message flows should be  
designed to move customers from one stage to the next and should be 
integrated to create meaningful lifelong communication.

Let’s assume, for example, that our target includes parents of children with 
ADHD. They currently treat with a different brand but have heard about our 
brand and want to know more. Our objective is to switch treaters from  
competitive brands to ours. 

EXAMPLE:  Campaign Flow Along a Customer Journey

Primary Customer Parents of children with ADHD

Campaign 1 Maximize the doctor visit to educate about 
brand and motivate switch if appropriate

Campaign 2 Ensure brand loyalty with compliance and  
persistence messages and brand equity  
development

Campaign 3 Maintain an active relationship using a seasonal 
and school-calendar–based contact stream

5step

STEP 5: Design Relationship Marketing Communications
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Fill in your campaigns in the following table. They should be based on the RM 
strategies you developed in step 4. 

Campaign Flow Along a Customer Journey

Primary Customer

Campaign 1

Campaign 2

Campaign 3

5step

STEP 5: Design Relationship Marketing Communications

Notes

Fill in your 
answers here.
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Checklist:

	� Messages: Think about messages and messaging sequence, and also what 
offers you want to serve up and what calls-to-action you want customers to 
respond to in order to engage customers, build trust, gain customer insight 
and drive behavior. Remember to integrate surveys and polls into your  
communications as easy ways to engage customers and further your  
customer learning. 

	� Triggers: Do you want messages delivered in a preset sequence or is the 
program flow better served in response to triggers? (A trigger could be an 
action or an answer to a question.)

	� Timing: How often will your customer segments want to hear from you? How 
often is it necessary for them to hear from you to begin to have a relationship 
with you?

	�P ersonalization: What level of personalization do you need to drive value for 
your communication (without it being cost-prohibitive)? The rule of thumb 
with personalization is personalize with a purpose.

E. Map Your Messaging 

With your RM plan developed, your campaign flow in place and your creative 
approach in development, it is time to map out your messages. Here is a 
checklist for what you need to do. (Remember that your messages, tonality, 
tools and logic may vary by segment.)

	� Business rules: As you think through customer segments and messaging 
logic, give someone familiar with your RM software the responsibility to 
document these business rules in the appropriate format.

	� Legal requirements: Make sure your customer communications follow all 
legal requirements, such as CAN SPAM and privacy protection laws and the 
ability to easily unsubscribe.

	� The long-term plan: If you promise your customers a relationship, you have 
to deliver a relationship; you cannot renege once they have given you the 
outcome you desire. As you map your message flow, think about the longer 
term and how you plan to continue to engage with your database.

5step

STEP 5: Design Relationship Marketing Communications
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Here we return to the pediatric ADHD example to develop a message map 
targeting the Aggressive Authoritarian segment for Campaign 1, to maximize 
conversion potential during the doctor visit.

EXAMPLE:  Secondary Customer Identification Map

Primary Customer:  
Aggressive Authoritarians

Information Gathering Preparing for Doctor  
Visit (Two weeks prior  
to visit)

Immediately Post-Doctor 
Visit (One day following visit)

Trial

Key Message Brand Education

- Efficacy and safety data
- Benefits vs. alternatives
- About the science
- �Testimonials from 

researchers

Optimal Doctor  
Communication

- �Current treatment  
evaluation

- Benefits of brand
- �Brand discussion guide

Brand Benefits

- Reinforce brand benefits
- Allay fears of switching
- Allay cost of switching

Ensure a Successful Start

- Manage dosing
- Manage side effects
- �Enlist support of spouse, 

teachers, other parents
- �How to handle a drug 

holiday

Offers/Call-to-Action - �Talk to a live nurse about 
treatment options

- Opt-in

- �Download clinical papers 
to bring to the doctor

- �Sign up and download a 
co-pay mitigation card

- Dosing chart wall poster
- Lightly branded T-shirt

Learning Objective Timing of next doctor visit? Intent to ask about brand? Get new prescription? 
Intend to try?

Did you try? Sign up for 
adherence program.

5step

STEP 5: Design Relationship Marketing Communications
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Here is another sample message map, targeting surgeons. With this one, we 
want to leverage our surgeon training program to continue to deliver training 
benefits and to build better sales rep relationships.

EXAMPLE:  Message Map for Surgeon Post-Training Program Campaign

Primary Customer: 

EXAMPLE:

One Day Post-Training One Week Post-Training One Month Post-Training Three Months Post-Training

Surgeons

Key Message Thank You for  
attending

Evaluate training takeaways;  
gauge future interest (e.g., in  
online educational modules,  
more rep contact)

Deliver additional  
information requested

Evaluate training takeaways and 
gauge future interest (e.g., in  
online educational modules,  
more rep contact)

Learning Objective Evaluation of 
training?

Future needs? Evaluation of new  
information?

Future needs?

Sales Reps Who Call 
on These Surgeons

Key Message Surgeon X attended 
the training on Y

Surgeon X who attended the  
training on Y has requested the  
following information and wants you 
to stop by to provide Z materials

Surgeon X who attended the  
training on Y has requested the  
following information and wants you 
to stop by to provide Z materials

Learning Objective Impact of training? Impact of ongoing RM?

5step

STEP 5: Design Relationship Marketing Communications
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Following are open field message grids for you to develop your messaging.  
Use the columns in the following table to indicate the steps and timing of each 
touchpoint in building your customer relationship.

Message Map

Segment 1 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

5step

STEP 5: Design Relationship Marketing Communications
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Message Map

Segment 2 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

5step

STEP 5: Design Relationship Marketing Communications
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Message Map

Segment 3 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

5step

STEP 5: Design Relationship Marketing Communications
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6

Plan Channel Mix
Looking for customers in all the right places.

•	 Develop channel mix

•	 Create cross-channel approach

•	 Map your channels 

•	 Optimize channel mix

step
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A. Develop Channel Mix 

Although in many ways a sophisticated science, channel mix development  
at its core comes down to answering three simple questions:

1.	 Where are your customers? 

2.	D o they want to interact with you there?

3.	 Will you be there?

Where are your customers? If you have strategic media experts on your team, 
now is the time to tap into their analytical capability and stores of knowledge. 
To understand which media channels your customers are active in, they will  
likely recommend using data from suppliers such as Manhattan Research, 
Kantar Media or SDI. Often, such studies will cover paid media channels such  
as advertising, search engines, social media and content partners. To this, you 
will need to overlay unaudited media channels such as contact center, websites,  
email programs, sales rep interactions, trade shows and doctors’ offices for a 
fully representative picture of your customers’ media consumption habits.

As you think about where your customers are, think also about where your 
customers can be enticed or invited to be. Some channels, such as educational 
programs or brand websites, may be places where your audience may not 
naturally be habitating, but if you give them a good enough reason to show up, 
they probably will.

Do they want to interact with you there? Here is where judgment comes in.  
Just because your customers are active in a particular channel does not mean 
they want to be active with you. For example, they may be avid online gamers, 

but may not want to act on an obesity message while absorbed in a gaming 
site. They may be at the doctor’s office often, but may not want to read about 
premature ejaculation on a wallboard. Think about how your customer learns 
about the condition you treat as you evaluate each channel.

With channels that lend themselves to your customers, think about what that 
customer interaction needs to look like. Your customers may want bite-sized 
pieces on a web page, but may be more willing to read long-form in a  
magazine. They may accept an email stream in exchange for answering six 
profiling questions, but may expect more for 12. They may be more receptive  
to friend and family testimonials before getting the drug, but may need more 
medical information once they have the drug to convince them to take it.

Will you be there? With all that you know, you need to be ready to make an 
investment decision for your brand or Relationship Marketing initiative. Some 
factors to consider as you are evaluating channel options are scale, cost,  
complexity, timing and future leverage potential.

Following are two grids to help you think through RM channels for the  
healthcare professional and the healthcare consumer. We have included some 
channels to start you off, but this is not an exhaustive list. Don’t limit yourself. 
Also, if you are targeting a different audience with your RM (other than  
healthcare professional or consumer), you can re-create the grid for them.

 

6step

STEP 6: plan channel mix
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Channels Targeting  
Healthcare Professionals 

Are your customers 
there? 

Do they want to interact 
with you?

Should your RM  
messaging be there?

EXAMPLE:

Third-Party Websites Yes Yes, but only if contextually 
relevant

Yes, will need to justify cost 
to management

Sales reps/Live details

Tele details

Virtual e-details

Conferences

Trade shows

Educational trainings

Virtual events 

Direct mail 

Email

Web properties like brand.com or therapy.com

Offers such as sampling, e-sampling, co-pay cards

Third-party websites such as Medscape, Sermo

Third-party subscription programs like ePocrates

Social media like YouTube, Twitter, Facebook

6step

STEP 6: plan channel mix



55

Ten Steps Toward Building  
High-value Customer Relationships

The Roadmap to Relationship Marketing

Channels Targeting  
Patients 

Are your customers 
there? 

Do they want to  
interact with you?

Should your RM  
messaging be there?

EXAMPLE:

Email Yes Yes, but only if content  
is compelling

Yes, will need to justify 
cost to management

Advertising (TV, DRTV, radio, print, outdoor) 

Direct mail 

Email

Web properties like brand.com or therapy.com

Offers such as co-pay cards or coupons

Distributors like pharmacies, hospitals or managed care plans

Third-party websites such as WebMD, PatientsLikeMe

Third-party subscription programs such as QualityHealth

Social media like YouTube, Twitter, Facebook

Customer service call center

Point-of-care/in-office materials like wallboards and  
cover wraps

6step

STEP 6: plan channel mix
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B. Create Cross-Channel Approach

First, a note of distinction: Cross-channel is different from multi-channel. Anyone 
who has a presence in more than one channel—which is almost everyone—is 
multi-channel. Being cross-channel, however, means consistently surrounding 
your customer in multiple channels with the right brand messaging, at the  
right time and in the right format. To be cross-channel, you need to coordinate 
your marketing across organizational departments or functions. You need to pull 
customer data across these silos. And you need to understand—and  
accommodate—how your customer acts differently in the different channels.

Is it worth it? Yes. 

•	� A cross-channel approach gives your customers a uniform brand and product 
experience across all channels. 

•	� It ensures linkages and synergies across channels, driving up effectiveness 
and efficiency. 

•	� A coordinated view enables us to calculate ROI across the RM ecosystem, 
and not just by channel.

Notes

6step

STEP 6: plan channel mix
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C. Map Your Channels 

Think back to the message map you created in step 5. That map has been 
replicated below. A fourth row, Channels, has been added to address how you 
plan to deliver these messages. Once you review the following example, it will 

EXAMPLE:  Message and Channel Map for Campaign 1 (Conversion)—Aggressive Authoritarians

Primary Customer:  
Aggressive Authoritarians

Information Gathering Preparing for Doctor Visit 
(Two weeks prior to visit)

Immediately Post-Doctor Visit 
(One day following visit)

Trial

Key Message Brand Education

- Efficacy and safety data
- Benefits vs. alternatives
- About the science
- �Testimonials from  

researchers

Optimal Doctor  
Communication

- �Current treatment  
evaluation

- Benefits of brand
- �Brand discussion guide 

Brand Benefits

- �Reinforce brand  
benefits

- Allay fears of switching
- Allay cost of switching

Ensure a Successful Start

- Manage dosing
- Manage side effects
- �Enlist support of spouse, 

teachers, other parents
- �How to handle a drug 

holiday

Offers/Call-to-Action - �Talk to a live nurse about 
treatment options

- Opt-in

- �Download clinical papers to 
bring to the doctor

- �Sign up and download a 
co-pay mitigation card

- Dosing chart wall poster
- Lightly branded T-shirt

Learning Objective Timing of next doctor visit? Intent to ask about brand? Get new prescription? Intend 
to try?

Did you try? Sign up for  
adherence program.

Channels Print advertising 
Website 
Email 
Partner sites

Email (four total, every three 
to four days)

Point-of-care messaging 
Email and outbound  
phone call

Email (four weekly) 
Direct mail (in second week)

be your turn to enter your answers into your worksheets. Remember that you 
can share these worksheets, or any others included in this Roadmap, with your 
agency or members of your RM team. Don’t feel like you have to do them all  
by yourself.

6step

STEP 6: plan channel mix



58

Ten Steps Toward Building  
High-value Customer Relationships

The Roadmap to Relationship Marketing

Fill out the following tables.

Message Map and Channel Map

Segment 1 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

Channels

6step
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Message Map and Channel Map

Segment 2 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

Channels

6step

STEP 6: plan channel mix
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Message Map and Channel Map

Segment 3 Timing Timing Timing Timing Timing

Key Message

Offers/Call-to-Action

Learning Objective

Channels

6step

STEP 6: plan channel mix
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D. Optimize Channel Mix 

Channel optimization requires your commitment to a testing and recalibration 
model. Based on your knowledge of the customer and the resources you have 
available to you, you will be able to pick the scenarios to test, test them based 
on specific performance measures (e.g., action rates, cost per action, quality  
of action or a combination of the above) and use your learning to recalibrate 
your channel mix.

For example, let’s say you plan to test four scenarios to understand how best  
to drive an action:

•	 Email only 
•	 Email plus direct mail 
•	 Email plus phone call 
•	 Email plus direct mail plus phone call

Let’s say your success metric is action rate, in this case, the rate at which a 
customer uses a co-pay card. But you are also aware of cost. Suppose your 
results are as follows:

In this example, you get the highest rate of conversion with the three channels 
working together, at a relatively low cost per conversion. In comparison, the 
email-only option gives you a lower rate of conversion at a low cost. If you can 

get a high-enough volume of customers to participate in your program, you 
may choose email-only at the lower individual cost. But if it isn’t that easy to get 
people into the program and you need to show conversion rates quickly, you 
now have the data to prove that the tri-channel option is most beneficial on all 
fronts, even at the higher individual cost.

Channel % of  
customers 
who use 
co-pay card 
(n=100)

Cost per 
customer 
reached

Cost per  
co-pay  
usage

Email only 25% $5 $20

Email plus direct mail 31% $10 $32

Email plus phone call 46% $15 $32

Email plus direct mail 
plus phone call 

65% $20 $31

6step
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Create Operational  
Support for Relationship 
Marketing
Technology and process: Two things that sound 
intimidating but don’t have to be.

•	 Understand the technology

•	 Manage development process

•	 Manage program execution
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Your ability to launch a Relationship Marketing approach will be heavily reliant 
on having the right technology and process to support you. Since these may 
not be your area of expertise, here are a few guidelines to help you maintain  
a level of control. 

A. Understand the Technology 

Technology plays a very central role in RM program management. It is the hub 
from which we manage customer information, customer communications and 
customer outcomes. The good news is that technology is already ahead of the 
curve when it comes to RM.

While your IT department may know all about the technology solutions you  
can use to enable your RM efforts, they probably don’t have either the business 
experience or the understanding of your RM goals and objectives that you do. 
They are a good starting point to gather ideas, but do your own research here. 
Google terms like “healthcare marketing” or “relationship marketing technol-
ogy.” Ask your colleagues in similar functions in other companies about solu-
tions they have used. Ask your agencies and consulting partners. Determine 
what you need to be successful; mainly because you don’t want to worry about 
the technology, you just want it to be easy to use and work for you.

What does “working for me” look like? Here is a list of capabilities to think 
about and rank in order of importance to the success of your RM initiative. 
Technology has evolved so quickly in the past two to three years that you don’t 
have to worry about the capability not existing. Spend the time thinking about 
what you need, and then draw upon the expertise of your technology partners 
to identify the right solution.

Notes

7step
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Technology Platform Evaluation Criteria Force Rank (1–18,  
1 = Most Important)

OVERALL
Easy and intuitive to use

Minimal upfront investment

Can be up and running in less than three months

Adaptable to new and emerging communications channels

Easily sharable and accessible

Collaborative environment

Allows for multiple teams and levels in organization to access

Works within your workflow as a marketer

Makes your job easier so you can concentrate on strategy and communication

CUSTOMER DATA
See your customer profiles in one location

Segment and quickly learn about your customer groups

Complies with your company’s patient privacy policies

CAMPAIGN MANAGEMENT
Create and manage outbound and inbound communications to customers

�Flexible enough to create customized communications based on the RM journey you create, including triggers and  
customer behavior

TRANSACTIONAL DATA
Capture data on all touchpoints with customers to learn more about their behaviors and attitudes

Accept automated feeds from all promotions and data servers

ANALYTICAL DATA MANAGEMENT
Access to analytics on what is working, which segments are most responsive and which channels are most productive

Behind-the-scenes data scrubber so you can work from a clean database 

7step
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B. Manage Development Process 

Don’t let the process manage you! 

Because RM is about delivering targeted messages to your customers, you are 
going to have multiple pieces of communication to satisfy each of your customer 
types, their stage in the decision cycle and other factors such as their location or 
any action taken. These communications will likely be cross-channel and cross 
over functional boundaries, further confounding the situation. Needless to say, 
the burden that this casts on the medical/legal/regulatory approval process can 
be significant, unless it is proactively managed. 

Following are some easy-to-implement process steps that will help you get your 
initiatives through approval and off the ground. Please share these with your 
project manager for inclusion in your development and launch process.

•	� Centralized decision-making: You do not want to go to all of the separate 
departments involved in RM (e.g., call center, digital, PR, professional,  
conventions) to get approvals. Create a system for centralized decision- 
making, which could involve representatives from each department who 
meet periodically and provide approvals in real time.

•	� Concept review with all stakeholders: Before you go too far down the path 
of development, validate your initiative (strategy, concept, logic and flow) 
early and often with all of your stakeholders, including functional depart-
ments, medical/legal/regulatory and senior management.

•	� Message preapproval: Being long term by definition, it is unlikely for  
RM to include fewer than several messages or touchpoints. Develop and  
preapprove as many of these communications in advance as possible.  
Reviewing the messages holistically in the context of their flow will relieve 
some of the discomfort of your medical/legal/regulatory committee. 

•	� Template preapproval: In some cases, you will be creating customized  
messages that will be dynamically generated based on preset logic.  
The best way to get these approved in advance is by using a templated  
approach. Create a template and get it approved, and gain agreement  
on what sections can be filled in (with preapproved content) later on.

7step
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Things to think about:

Appature Nexus is one example of a technology platform that  
satisfies all these criteria. It has the marketing database, campaign 
management and analytics in one easy-to-use tool—all in the 
cloud! Learn more at www.appatureinc.com/nexus.

Now as you are researching tools, you will have a good idea of what technology 
will serve your RM initiatives the best.
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•	� Weekly operational calls: Plan to have weekly operational calls with all your 
team members, agencies and vendors to ensure the program is running, 
data is coming in and milestones are being met.

•	 �Customer service and fulfillment: Make sure your call center, web hosting 
partner and fulfillment house know about your campaigns and what your 
expectations are for volumes of interaction and timing. If fulfillment includes 
a number of alternatives, create and always keep updated a fulfillment  
code matrix.

•	� RM playbook: Have your agency or someone on your team create one  
master document with all the operational specifications for your RM plan. 
This should include channels of entry, opt-in requirements, profiling  
specifications, business rules, communications plan, fulfillment requirements 
and testing plan.

•	� Correcting misinformation: Once a communications stream is approved 
and live, it is easy (and smart) to turn your focus to measuring results and 
making strategic refinements. But communications are not evergreen, and 
may become dated, obsolete or be rendered wrong at some point post-
launch. Set up a system for ongoing review of content once a year or once 
every two years, and correct any misinformation you find.

•	� Managing (unsolicited) incoming requests: Everything you design will deter 
unmanaged (open-ended) incoming communications. But for those instances 
where you do get a write-in or some other unsolicited communication from  
a customer, make sure you have a reporting process that is compliant with 
your company’s regulatory handling process. Additionally, make sure it is 
responsive to and respectful of the customer.

7step
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C. Manage Program Execution 

•	� Program execution: Obviously, someone needs to physically run the RM 
machine. This person will work with the technology platform to line up the 
customer data, set up the business rules, flow in the communications pieces 
and actually press GO. Make sure it is someone (in your company or at your 
agency) who knows the program and the technology platform inside and out. 
Set up the right beta testing and quality-control steps to ensure the right 
messages are going out when and to whom they are supposed to. 

•	� Seed lists: Include your team, your management and your partners in a seed 
list so that they receive every single communication and can commend you 
on your work—or point out where something should be done differently.

Things to think about:

How to have the most productive working relationship with  
your medical/legal/regulatory review committee:

Have coffee or a meal with them, get to know them, become 
friends with them. If you know where each other is coming  
from and you trust that you are both working for the good  
of the brand, you will be more likely to create solutions together  
rather than raise obstacles.
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Launch the Program
Lights, camera, action!

•	 First, soft launch

•	 Then, hard launch

•	 Advertise, advertise, advertise!

step
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With creative development and approvals behind you, your technology  
platform ready, and organizational alignment around your plan, you are  
ready to launch. Congratulations! You are on your way to building amazing 
customer relationships.

A. First, Soft Launch 

A soft launch is a method for gathering data on how well your Relationship 
Marketing operational back-end works, as well as how well your RM  
communications are being accepted in the marketplace before your  
grand opening.

Start with a small subset of your audience, and observe the experience  
closely. Are people signing up? Does the technology system work to send  
them communications? Do your business rules yield an acceptable flow through  
your RM journey? Are your views of performance data useful? Is your program 
driving action?

B. Then, Hard Launch 

With the knowledge and momentum gained from the soft launch, you are teed 
up for your hard launch to your broader audience. Presumably, by the time you 
get to this stage, you’ve worked out most issues. But you can never be too 
careful, so watch the data closely in the first cycle. If you see any patterns that 
cause concerns, get your team together to talk about it and strategize. You may 
decide to course-correct immediately or opt to take a wait-and-see approach 
for at least one full communications cycle. Also, monitor social media and the 
call center for an early read on your customers’ engagement with your offers. 

C. Advertise, Advertise, Advertise!

Advertising your initiative portrays confidence, creates excitement and galvanizes 
support. Plus, with word-of-mouth being so powerful, getting more people to 
know about your RM offer increases your chances of “going viral” and bringing 
even more customers into your brand’s fold.

Internally, broadcast your plans to the entire company. Give your initiative an 
inspired name. Give it a memorable mission. And if you can, commit to a  
measureable goal. Then use all of the internal vehicles available to talk about 
what you are doing: wallboards, newsletters, intranets, and lunch and learns. 

Externally, make sure your primary customers are aware of your initiative and 
have access to the program. Your RM plan will no doubt include awareness  
tactics such as display advertising, email, direct mail, links on your network  
of sites, in-person selling and retail or other partner programs. You can  
supplement these with broader image-building tactics like PR and advertising,  
if you feel like your initiative has broad appeal and that it will drive branding.

As you create your advertising plan, don’t overlook your secondary customers: 
intermediaries and influencers who can help with pull-through.

8step
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Measure Performance  
in Real Time
You can’t manage what you don’t measure.

•	 Define success at a macro level

•	 Make success measurable

•	 Measure success

step
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This is an exciting time. Your program is live, your customers are engaged and 
the data is rolling in. You now have the ability to prove your hypotheses, adjust 
your dials and optimize your program to deliver what you set out to accomplish. 
This will hinge on having a performance measurement strategy and plan in 
place, and the ability to turn insights into action.

A. Define Success at a Macro Level

What does success mean for your brand at a macro level? It ties back to your 
business objective and could be greater market share, faster brand adoption, 
customer satisfaction, customer lifetime value, customer retention, customer 
loyalty or cost per customer retained. 

B. Make Success Measureable

When you cannot directly measure program impact, either due to cost, lack  
of volume or other complexities, you will need to define key performance 
indicators (KPIs), or proxies, for each campaign to help monitor your trajectory 
for success. KPIs are specific to your RM communications and are easier to 
measure in a shorter time-frame. 

You may know definitively that achieving a certain KPI is a reliable measure of 
achieving your business objective. For example, you may know that anyone 
who has filled out a symptom checklist and discussed it with their doctor will  
be recommended a change in therapy. In many cases, however, KPIs are based 
on hypotheses that you will need to test and validate.

Let’s say your macro definition of success is increasing market share, and the 
way you plan to increase market share is by driving trial. Your KPIs could be, for 
example, attendance at a training seminar, consumption of the “Are you ready 
for a change?” page on the product site, downloads of a co-pay card or 
self-reported intent to try. Be precise in how you define your KPIs. If you are 
looking at co-pay card downloads, make sure you are distinguishing downloads 
among non-users from downloads among people who are already users of your 
brand. If you are evaluating your Facebook campaign, distinguish between fans 
of your brand page and fans of your brand page who have tried your brand.

Once you know your KPIs, understand which ones are the biggest indicators of 
brand success. You may know this qualitatively, or you may need additional 
post-launch program data to figure it out. 

For each KPI, know and get buy-in to benchmarks. These could be benchmarks 
in your category, analogous categories or industrywide. Your agency, media or 

If there is a way to directly measure whether or not your campaign drove 
achievement of your business objective, this is the purest view of business 
impact. For example, you can compare physician prescribing trends across 
physicians who do and do not receive the Relationship Marketing communica-
tions. The difference would indicate the impact of your RM program. Or, you 
could invest in an Rx match-back study to understand the direct impact of  
your RM on prescriptions at the patient level.

Success at a Macro Level

9step
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Fill in your 
answer here.
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research partners, industry trade magazines or conferences are good sources 
for benchmarks. 

Given the benchmarks, what you know about your program and what you  
envision as RM’s contribution to the brand, set your goals for each KPI.  
They should be specific, measurable, attainable, realistic and time-based.  
(As you’re doing this, ask yourself if you’re ready to set stretch goals.)

EXAMPLE: Learning Plan

Campaign Learning Objective KPIs Benchmark One-Year Goal

KPIs Are we engaging our 
customers? 

Are we driving brand 
requests? 

What drives the brand 
request rate and 
doctor grant rate?

Which segment is 
most likely to request 
the brand?

What is the optimal 
frequency of messag-
ing to drive brand 
requests?

Number of registrants; email open 
rates; number of opt-outs

Brand outcomes self-reported 
through re-contact survey

Campaign tracking matched to  
re-contact survey 

Registration information 
 

Campaign tracking of multiple 
streams matched to re-contact 
survey

20% of target  
population

5% of program  
participants

N/A  
 

N/A 
 

Industrywide benchmark  
is 5 touchpoints to switch 
for a diagnosed treater if  
appropriate

10% of target population 

3% of program participants 

N/A 

N/A
 

Understand optimal frequency 
for our market

Following is a sample learning and measurement plan for our Campaign 1 in 
the pediatric ADHD category.

9step
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Think about your RM plan and fill out the following learning plan for your RM 
campaigns. Each campaign could have more than one learning objective, and 
each learning objective could have more than one KPI.

 

 Learning Plan

Campaign Learning Objective KPIs Benchmark One-Year Goal

9step
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 Measurement Plan

Campaign Learning Objective KPIs How to? How often? How granular? What format?

C. Measure Success 

Your measurement plan needs to address: How to, how often, how granular  
and what format? 

•	 �Do you have a way to measure each KPI? This may be direct reporting from 
your technology platform, feedback from a third party (coupon vendor,  
co-pay card administrator, media partner) or poll or survey results. 

•	 �How often will you measure? Some systems will provide you automated  
measurement on your desktop in real time. If you are using a manual  
reporting system, you will have to balance the need to see data early and 
often with the cost of pulling the reports together. You may want to start with 
weekly reporting, and then move up to monthly as the program matures. 

•	 �At what level of granularity will you measure? If you are deploying a  
segment-level RM plan, track what you spend against each segment and 
measure how each segment performs.

•	 �What format do you want for your reports? Whether you are using an  
automated or manual dashboard, make sure the data is presented in easy- 
to-digest and easy-to-interpret charts and tables. Your technology vendor, 
agency or someone with market research experience on your team can  
help you create the right reporting format. Don’t forget to create a top-line  
summary chart to share with management regularly.

 

9step
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Implement Learning
Turn measures into insight, insight into  
action and action into outcomes.

•	 Did we achieve our business goals?

•	 Do our campaigns deliver?

•	 Do our systems function as prescribed?

step
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Capturing the data is only a prelude to the real value of the measurement 
process: Acting on the insight. Measurement gives us a way to see exactly what 
works best to drive activity and action for the customer and the brand. It tells  
us what messages to send, when to send them and which channel to use. It 
evaluates if we are indeed building customer relationships, and if they are in  
fact yielding the behavior change and financial benefit we expected. It helps  
us understand how to continuously enhance the customer experience so that 
our customer relationship bonds are unbreakable.

There are four aspects of Relationship Marketing measurement that you will 
need to optimize and fine-tune your campaigns:

•	 Measurement at a business level: Did we achieve our business objectives?

•	� Campaign impact measurement: Did our campaigns deliver against our 
KPIs? Are our KPIs yielding business results?

•	 Functional dependability: Do our systems function as prescribed? 

•	� Financial analysis: Which aspects of our promotional spend are driving value; 
which are not?

Business level: What if you find out that you are not gaining the market share 
you expected? Or the customer satisfaction you were counting on? Your 
measurement plan should give you enough actionable information so that you 
can identify the root cause of the issue: targeting, strategy, creative or messag-
ing, and you can change your communication plan in just the right way to 
achieve the change in behavior you seek.

Campaign impact: What if you find that you are not getting the clicks to the 
MOA video or the attendance at the dinner program that your campaign is 

designed to yield? You need to act on this information and resize your video 
call-to-action or reposition the value of the dinner program.

Functional dependability: Is your registration form working? Is your opt-in 
language broad enough? Or too broad? Do your back-end validation systems 
work? Are your coupons or co-pay cards downloading as they should? Is your 
media tagged in the right way to yield the right measures?

Financial analysis: Finally, are you spending your RM dollars in the right places? 
Is your media pulling the highest yielding customers? Are your campaigns  
delivering impact commensurate with your expected return?

Approach your measurement reports as a critical business asset. Set up a  
regular forum (weekly, biweekly or monthly) to workshop your results. Use this 
forum to discuss options, determine alternatives and create an action plan. Your 
goal should be to get your RM plan to exceed delivery against your goals.

Although measurement looks back, its real value is in looking forward. 
Measurement helps us predict (and therefore improve) the impact on future 
outcomes. As you measure, learn and implement, you will be able to improve 
the value that your RM initiatives yield for your business and also be able to 
predict what return you are going to deliver to your brand and company.

Isn’t this the future of marketing in healthcare? 

“�In the business world, the rearview mirror 
is always clearer than the windshield.”

—Warren Buffet

10step
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The Informed MarketerTM 

You are on your way to being an Informed Marketer. 

Once you unleash the power of this iterative process, you know you need to 
spread the strength. Share your experiences within your organization and in  
the industry. Write about it, talk about it, tweet about it. It is a different way of 
marketing—one that gives you complete transparency into how your marketing 
dollars are driving deep customer relationships and what this means for  
achieving your brand’s growth. 

Do you have questions about anything 
you’ve read in this workbook?

Do you need help getting started?

Do you have experiences you would  
like to share? 

Please contact us:

info@appatureinc.com

10step
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Things to think about:

Recall from the Introduction: 

Informed Marketers rely on the strategic importance of informa-
tion; they manage information as a critical business asset. They 
have access to information about their customer interactions on 
their desktop, develop marketing insights in real time and use  
this understanding to determine what to do next to strengthen 
their marketing, solidify their customer relationships and drive 
real business results. To the Informed Marketer, learning and  
marketing is an ongoing process. They continually test, learn  
and fine-tune their marketing mix to yield a profitably sustainable 
marketing ecosystem.

Appature, Inc.  
720 Third Avenue, 23rd Floor  
Seattle, WA 98104  
206-493-5450
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