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In a true customer-centric organization, customer experience is the main focus and highest 

priority. Not only within the different departments, but company-wide and homogeneous. 

A business intelligence platform that makes use of all available market and company data, 

providing the entire company (and we really mean all layers of the organization) with the 

necessary customer insights, is the shortest way to a fully data-driven and corporate culture. A 

culture focused on the customer, be it authorities, patients, healthcare professionals, healthcare 

organizations or others.

A successful BI project as a key 
driver for digital transformation in 
Pharma & MedTech.

01.
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Pharma and MedTech companies have to deal with increasingly complex patient 

flows, a growing diversity of stakeholders (such as patient organizations, 

healthcare professionals, decision making units, governments, health 

insurance companies), disruptive market conditions due to political decisions, 

the consolidation and split-up of companies, new players, new technologies, 

etc. Also, for the sake of efficiency improvement and rationalization of the 

working environment, functions and responsibilities become more and more 

diverse. Unintentionally, but unavoidably, this leads to some degree of navel-

gazing within an organization. Each department wants to excel, achieve its 

objectives, and offer its own customers the best experience. Many Pharma 

and MedTech companies are familiar with this kind of silo mentality. A 

bespoke, company-wide BI platform should be able to connect the silos.

Data consolidation, data warehouse and business intelligence projects are 

usually seen as technological projects. Even though the business stakeholders 

may well be involved, the technological impact of the project is often the 

most important indicator for success. Was the technology rolled out within 

the agreed financial and time budget? Did we manage to keep the downtime 

to a minimum? What is the total cost of ownership (TCO) of our platform? Can 

we easily upgrade our BI platform according to the evolution of the operating 

system of the hardware used (Windows, iOS, Android), ...

Of course these are all important metrics contributing to the project objectives, 

but they do not ensure that the final objectives will indeed be realized. More 

is needed to guarantee a definite transformation towards a true data-

driven corporate culture with customer experience as the top priority. 

Many more hurdles need to be taken before a Pharma or MedTech company 

becomes data-proof.

Avoid the pitfalls
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Embrace all available data sources 

When we talk about available data, the pharmaceutical 

and medical technology sector is rather spoiled. With 

due respect to privacy and ethically related restrictions, 

you get access fairly easy to data about the market and 

market stakeholders such as healthcare professionals 

and patients. Also, the registration of data is becoming 

more and more common and harmonized. Customer 

engagement and omni-channel initiatives (by medical 

delegates, medical science liaisons, etc.) increasingly 

capture all feedback gathered during the interactions 

with healthcare professionals and other stakeholders. A 

great deal of data can also be obtained via government, 

patient and professional organizations. In addition, 

external data suppliers such as IQVIA provide a lot 

of extra insights, into markets, therapies, business 

performance, and more. The trick is to go out there, to 

collect and consolidate what is available.

How to recognize a successful BI solution

A successful BI platform not only translates market and company data into useful insights, it also integrates the 

company culture and the established or future way of working. 

• The accuracy of the data is a natural spiration of  

 all actors in the organization.

• There is a process and dedicated responsibility  

 in  place to guarantee and maintain maximum  

 accuracy, recency and relevance of data as well as  

 reports and dashboards drawn from the platform.

• The data and the platform are used by all levels  

 in the organization and not just an ‘elite’ of business 

 intelligence analysts. Everyone should have  

 the ambition  to translate the consolidated  

 data into intelligence that is ready to implement in 

 processes and applications.

• It is a natural reflex within the company to effectively 

 take action based on  the results of the reports and 

 dashboards. This leads to faster achievement of 

 higher  goals compared to the competition.

• The platform is future-proof, allowing for descriptive 

 analytics, and ready for predictive analytics.
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Hurdles can be seen as an insurmountable obstacle, or a challenge to conquer. For the latter 

approach we’d gladly share some advice. .

How to overcome the most 
common hurdles in BI 
implementation 

02.
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Technology related hurdles  

Pharmaceutical and MedTech companies often face certain technology and/or system related challenges that 

might jeopardize the successful rollout of a BI project.

The exact purpose of the technology

•  Transactional vs. analytical technology 

 CRM systems are developed to register omni-channel interactions with and feedback from different   

 stakeholders, and to possibly record orders e.g. during pharmacy visits. Sometimes a CRM application is  

 also used for reporting and dashboards arguing that the user then only has to work with one system.   

 This can be a good idea provided that all the data needed for the reports is centralized in that one 

 system. But reporting data usually comes from different systems. An Enterprise Intelligence platform  

 is especially developed to process large amounts of data, to run queries quickly, to optimize visualization  

 techniques, to recognize patterns and intelligence in the data, etc. Using a CRM system for    

 business intelligence purposes makes the CRM functionality unnecessarily complex. 

 As a result, users refuse to continue using it, which has a huge negative impact on the completeness and  

 accuracy of the registered data. 

 Our recommendation: Use your tools for what they were developed for. Think carefully in advance   

 about exactly which technology you need. It may well be more efficient to invest in two applications or  

 platforms than to absolutely want an all-in-one solution. 

• Data visualization vs. enterprise analytics platform 

 While some Pharma and MedTech companies still choose to do so, business intelligence is not just about  

 visualizing data from one single, isolated source. Yet, it already helps to take some interesting corrective  

 actions on a daily basis. However, when you’re planning a digital transformation journey with the   

 ambition to become a fully data-driven company, you’d better go for a true enterprise analytics platform. 

 Such a platform will allow you to combine data from multiple business systems into a central data   

 warehouse. It translates the data into easy to read and interpret dashboards and applicable insights and  

 intelligence. Thus, patterns can be identified, and predictive models can be developed and integrated  

 into business applications to accelerate the digital transformation of your organization. 

 

 Our recommendation: It is extremely important for your top management, together with IT and the   

 various business departments involved, to exactly define what your company’s ambitions are, 

 as well as the scope of the planned BI project. Based on this only, the right choices can be made 

 regarding technology and set-up, project realization, project team competences, stakeholders, etc.
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• Centralized dashboarding vs. self-service analytics 

 IM Associates doesn’t believe in the ‘Everybody an analyst’ principle. Commercial teams shouldn’t spend  

 too much time drawing up analyses, each in their own way, with their own metrics, their own 

 dimensions, own interpretations. It only leads to confusion. Yet, what about self-service analytics? 

 In view of the digital transformation of your organization, it is important for business people to be able  

 to meet their own specific reporting needs. Self-service can contribute greatly to the business 

 relevance of dashboards. 

 Our recommendation: We strongly believe in the combination of a central data warehouse, a unique  

 metadata layer, and a straightforward self-service analytics function. This approach may take 

 a little more time to get started, but it will ultimately ensure that enterprise dashboards and intelligent  

 applications are complemented by self-made reports based on the same content for everyone.   

 Otherwise, the typical silo mentality risks to come up again.
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Cost-efficient upgrades of 
the BI platform 

Upgrading an established BI platform towards a new version 

is often an important cost source. When you upgrade to a 

company-wide platform, several reports with the same 

content, developed by and for different departments, will have 

to be consolidated into one report that works for everyone. This 

involves extra work, time and budget. It is a major reason for 

upgrades to be postponed. As a result, the improvements brought 

about by the new version are also postponed. 

However, there are a few good reasons to do such an upgrade 

anyway. If the technology you currently work with is mainly 

focused on the level of the individual user or the departments 

(so-called silos), each silo probably creates its own reports, 

often with the same content and metrics as other silos. In that 

case, when a software upgrade is required, each report must 

be validated and tested separately for each silo to see if it still 

works. By contrast, a company-wide BI platform ensures that 

in the case of an upgrade, you only need to do one validation 

that then applies to everyone. Also, a company-wide platform 

with a metadata layer can enable uniform definition and central 

maintenance of data fields, dimensions, and metrics throughout 

the organization. And it provides a central, yet secured library of 

reports and dashboards. That kind of platform can easily remain 

state of the art in a cost-efficient way. 

Our recommendation: We advise you to opt for a BI platform 

that provides a metadata layer to centralize all data fields, 

dimensions, and metrics. This enables cost-efficient upgrades. 

Most companies have by now become familiar with business 

systems in the cloud. We therefore also recommend studying the 

possibility of a BI platform in the cloud. This set-up guarantees 

a secure enterprise analytics platform that can be kept up to date 

without major logistical or budgetary concerns. 
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The speed with which reports, queries, or algorithms are run is usually a decisive success factor in the adoption 

of a new enterprise analysis platform. It will also determine the pace at which your company goes through 

its digital transformation, especially when your ultimate goal is the use of data-driven insights by all levels in 

your organization. 

Our recommendation: On the one hand, technology obviously plays a role in the speed with which queries 

and reports are run. On the other hand, if you’d assign junior profiles to business intelligence projects, we kindly 

advise to have them sufficiently assisted. To permanently challenge them in terms of how the data model has 

been set up, and in terms of the speed with which queries run and reports appear. Moreover, they probably need 

guidance in deciding whether the calculations should be carried out in the database or directly in the dashboards.

PC or mobile - Offline 
availability 

Pharma and MedTech companies typically see the 

need to support several mobile teams. Just think of 

commercial teams, teams of key account managers or 

MSLs, ... They all have to be able to consult all sorts 

of data and insights on the spot. Mobile devices 

such as tablets and smart phones are therefore very 

popular, although they don’t have the same power 

as a traditional PC. Also, in many countries the 

network coverage (3G, 4G or even 5G) is not always 

sufficient to generate the necessary reports ad hoc. 

This combination leads to an increased importance of 

offline availability, caching and refresh of dashboards 

and applications, query speed, etc. Of course we 

want to avoid that offline availability equals Excel 

exports. The latter is usually not compliant with your 

company’s security policies. Consequently, facilitating 

reliable offline availability takes more than the 

standard features in BI technology or the competences 

of default BI teams. 

Reporting/query speed

Our recommendation: We advise to reduce a trial 

and error process to a minimum. From the beginning 

of your BI project, during scope definition, it is 

important to evaluate the needs and possibilities for 

offline availability of dashboards, reports and built-in 

application intelligence. Evenly important is it to know 

in advance which specific skills and expertise your 

project team needs to have in order to provide reliable 

offline availability of reports and insights.
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Security 

A lot of ‘business intelligence’ or analysis tasks 

are still done in Microsoft Excel today. We also see 

that many companies opt for silo or departmental 

solutions instead of enterprise analysis platforms. 

This results in frequent exchange of analysis files and 

reports via email. It means that there is no control 

over compliance with the security rules to which 

Pharma and MedTech companies nevertheless attach 

great importance. 

Our recommendation: Do your policies, your 

instructions to your teams, your systems and firewalls 

take your security management into account? Good. 

But the only possible solution to realize the same 

level of security throughout your organization, is 

a company-wide platform with a central security 

management approach. It should also allow to 

adjust the analytics, dashboards and insights to the 

needs of every individual user, with his or her specific 

user profile. We are convinced that BI platforms in the 

cloud can offer an equivalent level of security today 

compared to systems managed entirely in-house.
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Process related hurdles 

Before a Pharma or MedTech company can consider its BI project to be a success, we see several process related 

challenges, in addition to the precise design of the integration process.

Maintenance of the different databases 

Commercial, key account or MSL teams are generally crucial users of applications and dashboards that provide them 

with necessary insights. The data on which these insights are based is mostly related to individual contacts with 

physicians, pharmacists or hospitals. Unfortunately, far too often a process or the necessary responsibility to maintain 

those databases is lacking. A few examples to illustrate the possible consequences of this:

• The same physician is mentioned in different systems and data sources with a different specialty. Which  

 one is correct and then how reliable are reports on physician specialties? 

• In some countries, e.g. France, the pharmacy environment is a very dynamic environment with take  

 overs and other changes resulting in a different pharmacy identification number each time. 

 Maintaining the pharmacy database and the links between old identification numbers and new IDs/SAP  

 IDs/VEEVA IDs requires a huge effort, often underestimated. However, it is very important for the 

 reliability of the data, and to be able to put the customer first. 

• Hospital data is frequently stored in different systems. Hospitals are organized in (dynamic) groups, with  

 multiple campuses. It is quite a task to interlink all the relevant data (such as actions, sales, investments,...).

Our recommendation: It is impossible to realize a reliable and successful BI project without considering in advance 

the maintenance of all related databases (also CRM and ERP). Your corporate organization should assign someone 

in particular to this function and responsibility. Or you can rely on an external party to get the job done. 

Organizations such as One Key (IQVIA) can help you to keep your databases up to date. Also, you should have a clear 

process in place for allocating, maintaining and using unique customer IDs across all systems. This becomes all the 

more important in environments where either no official identification exists (e.g. for hospital campuses) or where 

this identification is rather dynamic (e.g. when the identification code of a pharmacy changes while the pharmacy 

still is the same customer).
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Keeping track of every customer interaction (inbound and outbound) 

Many Pharma and MedTech companies have recently been experimenting in their customer engagement 

initiatives with a multi- or omni-channel approach. Technology offers a lot of possibilities to put the customer/

stakeholder first in every interaction. However, we notice that far too little attention is paid to the detailed 

registration of the data related to these interactions. Digital interactions are often managed through external 

partners, and some interaction databases don’t even have a unique customer ID. This may lead to a significant 

loss of value of the registered data. It is not enough to focus on outbound interactions, e.g. with healthcare 

professionals. Registering the feedback you get from them is at least as important. 

Our recommendation: A true customer-centric approach requires a 360° view of the customer/stakeholder. 

When you define your omni-channel customer engagement plan, it is crucial that you know from the start what 

your goals exactly are. You should pay sufficient attention to the correct registration and integration 

of all relevant data, whether it comes from outbound interactions or inbound feedback. Only then the 

underlying database can become an interesting and efficient source for the data science initiatives that are 

necessary to implement customer engagement to the fullest.

Data registration rules

Too often data registration is done without clear 

recording rules in mind. A typical example is the 

registration of a visit by a medical or pharmacy 

representative. When essential information is missing, 

the accuracy and the value of the registration are 

reduced to zero. Only clear and transparent data 

registration rules can avoid such a sloppy way of 

working. And only accurate registrations allow 

everyone at all levels of your organization to interpret 

reports and analyses in the same way, without 

energy-wasting discussions between business and IT.  

Our recommendation: Spend enough time accurately 

describing the conditions that a basic registration 

should meet. E.g. a visit to a pharmacy cannot be 

completed without registering the visibility data of 

the “Must Stock List” products. Or, there should be a 

clear difference between 0 and an uncompleted field. 

When the quality of the registered data is included in 

the calculation of the variable compensation of your 

medical or pharmacy representatives, it gives an extra 

incentive to go for a correct data registration. Clear 

guidelines and repeated communication about 

the data registration rules will avoid confusion or 

discussions about the reliability of the reports. 

Assigning a dedicate role to be responsible for the 

data management is the best way to guarantee 

continuity in data collection and data quality.
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The quality of the data warehouse and underlying data model 

The way in which the data warehouse and its associated data model is set up within a BI platform is crucial. The 

future flexibility of your company’s business intelligence approach depends on it, as well as your independence 

from software vendors such as ERP or CRM, or the way you deal with external environment dynamics (constantly 

changing circumstances). 

Our recommendation: Every Pharma and MedTech company is different, but the challenges you face, the 

environments in which you try to reach competitive advantage, and the data types you work with are rather 

similar. Therefore, the way in which your data models and data warehouse should be set up is similar too. When 

you decide to work with an experienced Pharma and MedTech BI partner, you minimize the required 

investment budget and maximize your chances of success.

People related hurdles 

Many of the above challenges and hurdles for a 

successful rollout of your BI project can be mitigated 

by selecting a BI partner with the right expertise and 

extensive experience. You can appoint a BI partner to 

evaluate the efficiency of your current systems, for 

storyboarding with KPIs, to set up a data warehouse, 

to speed up the realization of dashboarding and 

intelligent applications on existing platforms (PowerBI, 

MicroStrategy, Tableau, Qlik, ...), or even to take on 

all aspects of rolling out your enterprise intelligence 

system. A specialized Pharma and MedTech BI partner 

can play a decisive role in your BI project. When you 

allow him to assume that role, the benefits are yours
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The BI project team 

Business intelligence project teams usually consist of technical specialists who have limited experience with 

the specific requirements and challenges of the customer’s sector.  

Typical Pharma and MedTech specificities are: 

• Time dimensions such as YTD (Year to Date) (& -1), MAT (Moving Annual Total) (& -1), 

 CTD (Cycle to Date) (& -1). 

• Sales areas that are defined based on ‘bricks’ (instead of a customer list or the traditional zip codes).  

• The need for flexible solutions for changing sales territories or changing priorities in detailing. 

• Impact of CRM registrations on the variable compensation of commercial teams.  

• Complex sales contract conditions. 

 When a technical BI specialist is not aware of these specificities, he/she will need more time to find things out. 

This makes that the implementation of your project takes longer and requires more budget.  
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Technical specialists are particularly focused on designing software interfaces, setting up the right server 

infrastructure, the realization of graphs and tables, … All essential skills of course for the successful realization of 

an enterprise intelligence project, but not sufficient. Following aspects are at least as important: 

• The data story needs to be structured in such a way that it is obvious for all levels within  

 the organization which corrective actions potentially need to be taken. 

• The usability of your reports and dashboards is crucial. We strongly believe in truly intelligent   

 applications that support every user all the time for every aspect of the job. 

• A precise definition of your KPIs and the related calculation rules and data requirements.  

 (E.g. the distribution of a brand is an essential performance indicator in a consumer healthcare   

 environment. Is it a numerical or weighted distribution? How is the numeric distribution calculated?   

 Which pharmacies are taken into account: all those that have purchased directly from the company, or  

 did we only consider the ones that were visited by the field force? …) 

 

Our recommendation: All past projects we supervised have shown that our in-depth knowledge of and 

experience with the Pharma and MedTech industry represent a considerable contribution. Our ability to 

understand and think from the end user’s perspective is as important as our technological competences. 
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This is what you better take into account when you 

make a shortlist of possible BI partners:  

• Does the partner really understand the job of  

 the different end users and 

 what their BI needs are? 

• Is the necessary analysis totally new for the  

 potential partner, or can he come up 

 with suggestions from other, similar 

 BI projects? 

• Does the partner have enough experience  

 and insight into the types of data that will  

 have to be worked with? Are there possible  

 risks in terms of accuracy and completeness  

 with regard to these data types? 

• Does the potential BI partner know how KPIs  

 can be translated into data stories that  

 respond to the end user’s needs? 

• Is the partner able to make suggestions with  

 regard to processes and/or data rules that 

 can be applied to guarantee unambiguous  

 and unique interpretation of reports and   

 dashboards? 

• Is the partner able to support the transforma- 

 tion towards an insights-driven organization,  

 and to co-drive the necessary 

 change management?
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Adoption by the internal organization 

Only when all departments within your organization (sales, marketing, finance, IT, management, ...) use the 

same BI platform and the same data sources, no silos are created and waste of time and energy can be avoided. 

Our recommendation: It is important that data and BI are used on a daily basis, and this data-driven culture is 

adopted by everyone at any level in your organization: 

• BI manager, Data manager, Customer Engagement manager, ... 

• Other management functions: middle management in sales, product management, marketing, HR &   

 training, finance, supply chain, general management, ... 

• Operational end users like field force, account managers, MSL, … 

• The way in which your data is visualized and these visualizations are merged into a self-explanatory   

 data story, is crucial to come to a general cultural change. From gut feeling to company-wide data-driven 

 daily activity.

Local needs vs. corporate goals 

It is an eternal challenge to ensure that corporate goals are met with regard to company-wide intelligence, while 

also responding to local needs and taking into account local data specificities, in a cost-efficient manner. 

Our recommendation: A straightforward, corporate-wide one-solution-for-all is obviously very attractive 

but poses some important challenges. Pharma and MedTech companies spend considerable budgets on the 

acquisition of market data and the internal registration of data. However, delivery times to get started with 

this data are often very long. Also, the necessary budgets are sometimes so high that investments in data 

registration technology are put on hold.  

We are a strong defender of short delivery times. So you can get started immediately, offer added value 

to your organization as soon as possible and recoup your investments. We therefore recommend using a 

strict methodology to quickly scan what can be commonly used on a corporate level, and where local, country-

specific customizations are necessary.



How to turn BI challenges into a company-wide, customer-centric, and fully data-driven strategy? 19

Your BI project as a leverage for 
data science opportunities 03.

Everybody talks about Data Science, Artificial Intelligence, Predictive Analytics, Machine learning, 

... We at IM Associates are convinced that also Pharma and MedTech companies (including 

marketing and commercial organizations) can benefit from these emerging technology 

trends. It will allow you to fully roll out customer-centricity in all interactions with your 

stakeholders.  

However, we have to conclude that both on a global and local level, there is a huge gap between 

what is proclaimed on platforms such as LinkedIn, and what the organizations are really capable 

of doing. Investments in Data Science today only result in marginal effectiveness gains. This can 

mostly be explained by lack of data or correct data consolidation.  

Setting up a data action plan is a first step towards your business intelligence project. You 

always need a clearly structured data warehouse with a continuous focus on connecting both 

internal and external data sources. It is an essential condition for a Pharma or MedTech company 

that wants to fully embark on the path of digital transformation.   

Once your data warehouse has been set up and data sources can be gradually added, the road is 

open for in-depth data science projects. And consequently for full focus on maximum customer 

and stakeholder engagement. 
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How can we help Pharma and 
MedTech companies realize their BI 
projects 

04.
IM Associates has a unique blend of global Pharma and MedTech expertise and a dedicated team 

of data warehouse, business intelligence and data science specialists.  

We support Pharma and MedTech companies in their transformation towards a data-driven culture 

with that indispensable human touch. You only realize the expected added value of your data-related 

investments when it concerns everyone at all levels of your organization. Not only your BI specialists, data 

officers and top management, but every single end user throughout the company. 

IM Associates’ BI expertise:  

• We help you define and describe your KPIs and associated data rules, and develop    

 storyboards to translate your KPIs and dashboards into an intuitive data story. 

• IM Smart is our secure, full-service enterprise intelligence platform 

 (based on SQL Server / MicroStrategy technology) that allows you as a Pharma or 

 MedTech company to consolidate your data and translate it into interactive     

 dashboarding  and intelligent applications as a service. 

• We provide resources, e.g. to accelerate your business intelligence initiatives in    

 MicroStrategy, PowerBI, Tableau or Qlik. 

• Together we look at how your data and models can be optimally set up or improved, to   

 make your reporting faster, more frequent, and more transparent.  
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IM Associates has a unique blend of global Pharma and MedTech expertise and a dedicated team of data 
warehouse, business intelligence and data science specialists. 

We support Pharma and MedTech companies in their transformation towards a data-driven culture with that 
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but every single end user throughout the company.

IM Associates’ BI expertise: 

 • We help you define and describe your KPIs and associated data rules, and develop storyboards to translate  
 your KPIs and dashboards into an intuitive data story.

• IM Smart is our secure, full-service enterprise intelligence platform (based on SQL Server /    
 MicroStrategy technology) that allows you as a Pharma or MedTech company to consolidate your data and  
 translate it into interactive dashboarding and intelligent applications as a service.

• We provide resources, e.g. to accelerate your business intelligence initiatives in MicroStrategy, PowerBI,   
 Tableau or Qlik.

• Together we look at how your data and models can be optimally set up or improved,  to make your reporting  
 faster, more frequent, and more transparent.

IM Associates offers data-driven added value for all stakeholders in the healthcare industry. We invite pharmaceutical 
companies (human as well as animal health), providers of medical devices, hospitals, nursing homes, pharmacies, 
and governmental institutions to question us on their strategic and operational challenges.  These challenges are 
mostly related to insights in the business dynamics, route-to-market questions, data science, and the transformation 
of data into business intelligence. Together we’ll design innovative ways to excel, based on thorough data analytics.

IM Associates combines a long healthcare experience with strong analytical skills, flexibility, short time to action 
and a high level of ownership and involvement. Our goal is to deliver added value in every project within three 
months, so we can save you time and money, and optimize adoption.

Please contact me for more details.  
I’ll be glad to answer your questions.

JURGEN DE BAERDEMAEKER
CEO IM Associates

Envelope   jdebaerdemaeker@im-associates.eu
Phone   +32 16 22 47 43

www.im-associates.eu www.im-smart.euwww.im-associates.eu/we-build


