Harvesting the Potential
of Data Analytics to Produce
Actionable Intelligence

The potential of data to guide strategic decision making in sales
and marketing is fully recognized today, but rarely realized to
its fullest extent. In reality, most organizations struggle when
it comes to connecting their data to actionable insights and
business intelligence solutions, thereby lessening the effectiveness
of their decisions. There are many reasons for this, but key is
the lack of collaboration between the three layers of the decision
process flow leading to timely data integration with analytics.

The Untapped Potential of Data
Pharmaceutical companies, large and small, rely on both primary
and secondary data to generate information that will aid their
commercialization decision-making. There are internal departments,
sales forces, outsourced vendors, and data vendors providing or
creating gigabytes of data on an hourly basis. This “big data” is usually
then fed into a traditional data warehouse where it most often ends
up segregated from the business functions it is meant to support.
These functions currently align into three key business areas:
·

Technology – encompassing the data warehouse and reporting
tools, standard operating procedures, quality control, and
regulations

·

Analytics – incorporating where the actual analytical data
resides, the analytics performed, and the insights gleaned

·

Strategy – where decisions to achieve corporate goals are
enacted based on insights from analytics

Ideally all three functions would be integrated to drive the best
outcome, but in reality the technology function drives all things data
and reporting without too much collaboration from the other
business areas. This is primarily because the very nature of the
technology function makes it the ideal resource for data

management, ensuring data quality and accuracy, and delivering
business intelligence solutions as well as reporting platforms to the
sales, marketing and analytic teams. As a result, technology has
driven the development of these tools and storage of data based on
initial requirement meetings with key stakeholders and its own
perspective, often missing what would be the most effective inputs
to analytics and reporting. Strategic decisions suffer as a result.
When the analysts and business staff who use the data and the
reporting tools are not collaborating as much as they should with
technology, a host of problems arise. Perhaps the most important
of these is that data quality issues are discovered too far down the
chain, substantially increasing the chances for less than optimal
decisions and wasted resources. Turnaround time is also a problem,
particularly when integrating new inbound data sources or when
hampered by the traditional methodologies. The industry’s complex
procurement processes and standard operating procedures further
exacerbate the situation. Results can take months. The common cry
in most companies crunching the data is that the insights derived
from data accumulation do not come quickly enough, or the data
itself is not accurate.
In essence, the traditional approach to data and reporting does not
enable fast, flexible, and scalable results necessary to drive the sales
and marketing functions in this complex healthcare environment. By
using this traditional waterfall approach of disseminating and
reporting information, the risk exists that the business teams will not
realize the inadequacy of the data and reporting until it is too late to
change. This leads to an overall loss of credibility, not to mention a
substantive waste of time and resources.
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Putting Analytics to Work
Analysts are tasked with leveraging data and technology to perform
analytical tasks that will provide insights to the business team. Yet,
for the most part, their hands are tied in delivering on this objective.
For one, consider that 80-90% of the analysts’ time is spent
preparing data and providing ad-hoc reports. This is undeniably
a misappropriation of this resource considering the strategic value
it can bring to the organization.
Today, when analysts are actually able to perform analyses, the path
they must take is simply too time consuming. In many companies,
they also often work without the beneﬁt of their own analytical data
layer, which is a data environment optimized for analytics. Rather,
the data warehouse feeds directly into dashboards and reports
with no real methodology in place to analyze and monitor key
performance indicators (KPIs). (Figure 1) In some cases, in order to
analyze data, analysts may need to submit an inquiry to technology
to receive an extract. This process could take one to two days just to
get data in the hands of an analyst. Plus, they may encounter
performance issues with the technology used to analyze data with no
feedback loop in place to ﬂag the problems, further aggravating
results.

Figure 1: Direct Data Feed with No Analytical Data Layer
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In addition, analysts often face inbound data quality and
inconsistency issues that get addressed too far down the analysis
chain, if at all, hampering progress and undermining insights.
Necessary face time with the drivers of sales and marketing is
typically less than adequate, resulting in missed opportunities to
address changing needs and objectives.

Getting There From Here
The need to better address the use of analytics when working with
multiple datasets has become more and more apparent within
sales and marketing as it looks to work with shrinking budgets.
Efficiencies must be gained throughout the entire research function
from data collection through providing actionable intelligence. To do
so, the technology, analytics, and strategy areas should be integrated
to support the overall corporate objectives. Instead of working as
standalone functions as they do in most organizations, analysts need to
be more involved in the gathering of data and the generation of reports
based on the needs of the sales and marketing business teams.
(See Below: A Holistic Approach to Data Analytics.)
In order to create a holistic approach to delivering actionable
intelligence, the organization ﬁrst needs to empower more
collaboration between all three functions involved with the decision
process ﬂow. All parties must be able to evaluate performance and
deliverables frequently in terms of how one function feeds into
another. In this regard, ﬂexibility within and between functions to
make the necessary adjustments to meet objectives is critical and
agility should be a major focus in the collaboration between
technology and analytics.

A Holistic Approach to Data Analytics
When data analytics is integrated within the organization, silos
break down and functions realign into collaborative positions where
data is gathered and used to support actionable intelligence. As
shown in Figure 2, the analytical data layer no longer stands alone
but provides a platform where analytics can be performed. The
analytical data layer serves as an adjunct to the data management

Figure 2: Breaking Down the Functional Silos
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In breaking down the silos and rearranging the functions into the
integrated, collaborative ﬂow shown in Figure 2, one establishes
a communication loop that creates and feeds the data in a strategic
fashion.
The most effective holistic approach will also include an analytical data layer
to interface between technology and analytics. This will provide the analyst
with the story that enables the development of insights to drive
decisions. Giving analysts direct access to and oversight of this data
layer will result in faster insights to problems and opportunities.
Consequently, analytical teams will be able to complete incremental
deliverables that deliver value, providing quick wins that align with the
organization’s overall goals.
For those who don’t have the data infrastructure in place or the
resources to build it, ﬁnding a partner who can provide this agility in
data delivery and reporting is a key consideration. For those with
existing infrastructure in silos without a robust analytical data layer,
now is the time to add this capability or procure it to bring about the
collaboration needed for actionable intelligence. Data will only
continue to get bigger and more complex as channels expand and target
demographics shift.
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• Data Management & Quality: Capture, store, match algorithms
and validation
• Analytical Data Layer: Provide a platform where analytics can be
performed
• Analytics: Perform analytics on primary and secondary data
relationships
• Reporting & Dashboards: Analytics feeds into reporting and
dashboards to track KPIs over time
• Insights: Discover based on analytics and dashboards
• Decisions: Insights become actionable

and quality function, but both are receiving direction and feedback
from the teams ultimately responsible for decisions to meet strategic
objectives in sales and marketing. Similarly, the reporting and
dashboard function now is driven by the analysts, and therefore is
better positioned to track key performance indicators (KPIs) over time
to support insights and decision making.

In summary, in the holistic approach analysts discover insights
by leveraging the analytical data layer. Insights will be
communicated directly to the strategic layer and discovered
KPIs will be fed into reporting and dashboards. Silos between
technology and analytics disappear.
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CASE STUDY

Collaboration in Action
The practice of culling data from multiple sources not keyed to specific
indicators, and perhaps not focused on a particular objective, results in
missed opportunities to respond to shifting markets and the rapid changes
occurring in healthcare delivery. This case study shows how one company
integrated multiple data sources to achieve a strategic objective.
A company with a HUB-delivered reimbursement support services
team for an injectable, office-administered product wanted to
implement on-going measurement of physician and office staff
satisfaction with their services. This was going to provide a purely
transactional satisfaction score. Primary research was deemed
necessary. However, the agency recommendation was to put the
transactional measurement assignment into a strategic customer
experience framework to understand drivers of attitudes and
behaviors. By creating explicit linkages between the HUB
satisfaction survey and the client’s existing Brand Awareness/Trial/
Usage and Sales Force Effectiveness surveys, the agency was able to
link data from various sources within a customer experience
framework. This enabled the company to conceptualize the linkage
between discrete HUB centered experiences and brand related
attitudes and behaviors.
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Finally, the agency designed a SAS-based data mart and
dashboard to integrate HUB generated operational metrics with
survey-generated attitudes and behaviors, enabling timely, robust
satisfaction driver analysis which the company could use to impact
behavior and drive sales.

Conclusion
Creating actionable intelligence is truly an integrative process,
requiring collaboration among the three layers of technology,
analytics, and strategy. Insights and decisions must feed back into
data management and quality, continually reﬁning or adjusting the
process to meet dynamic goals.
This holistic approach demands integrated data “done well” with
strong analytics in order to then provide the strategy side with the
“best” inputs to drive better business decisions. Empowering analysts
with the tools and collaborative spirit needed to drive insights that
aid better decision making will go a long way in creating efficiencies
within the sales and marketing function and the harvesting of the
data it creates.
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