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CHOREOGRAPHING 
SERVICES AROUND 
PATIENTS 

Patients are more empowered than ever. They expect to 
interact with all businesses in the same way, regardless of 
industry. And there’s an enormous mix of technology driving 
this demand. While this technology-driven world poses 
challenges for the pharmaceutical industry, it also  
holds opportunities to build a positive human future by  
co-ordinating the health ecosystem to center on the patient.
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The COVID-19 pandemic has accelerated the need for the 
health ecosystem to design and deliver responses that meet 
patient needs at rapid speed. We’ve seen this happen in the 
way the industry has coordinated its response to COVID-19 
drug and vaccine development, and in the ingenious 
ways companies have come together, such as in using 
TransCelerate's data-sharing platform to share data from 
ongoing and planned clinical studies relating to the outbreak.1

We believe the pharma industry can do more—rethinking how 
it develops and delivers drugs to put the patient first and 
improve experiences and outcomes, and continually adapting 
and transforming to a constantly evolving ecosystem to meet 
the changing needs of patients. 

Pharma companies occupy a unique position that sees them 
interact with a wide range of health-care stakeholders. This 
offers the opportunity to choreograph end-to-end services 
through robust partnerships, and integrate the diverse mix  
of service providers to deliver truly valuable health benefits  
to people.

Patient centricity—
where are we now?

The pharmaceutical industry has come a long way with patient 
centricity. The concept has gone from a buzzword,  
to a potential fad, to a tangible goal.  

Pharma is now listening to patients through patient-reported 
outcome measures and by exploring the patient experience in 
innovative ways. One example is #InTheirShoes from Takeda, 
Asia’s largest pharmaceutical company, which sees employees 
experience an immersive simulation of what it’s like to live 
with inflammatory bowel disease.2 This exercise in empathy 
started as an internal project, but has expanded to health-care 
professionals, journalists, and health-care institutions.

There are also increased efforts to use digital to reach patients. 
Abbott, one of the world's largest pharma companies, 
developed the CardioMEMS™ HF System to wirelessly monitor 
patients who have suffered heart failure.3 The device sends 
data directly to a doctor, meaning patients’ treatment can be 
adjusted before they even have symptoms of further problems.

While the industry has matured in recent years, the evolving 
health-care model and health ecosystem, brought about by 
advances in technology and more connected, empowered 
patients, means true patient centricity is an ongoing pursuit – 
and a pressing need.

To build a positive future for patients, pharma’s traditional 
commercial model of pushing products must evolve. 
Companies now need to position themselves within the 
universe of Customer 4.0 (see Figure 1), where value comes 
from being available when and where the patient needs it.

Taking the right position in this universe will mean joining 
patients in the center of an ever-evolving health ecosystem, 
rather than relying on a strong brand. This can be 
disorientating for an industry limited by a traditional,  
product-focused mindset and relatively immature  
digital capabilities.

Figure 1: The evolving customer

Definition:

Patient centricity—putting the 
patient first to achieve the best 
experience and outcome for this 
person and their family respectfully  
and compassionately. 
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Experience-driven customers

 CUSTOMER 4.0
Outcomes-driven customers
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The health ecosystem—an expanding network of partners

The health ecosystem is evolving and becoming more complex. 
There are now more stakeholders than ever before, including 
organizations outside the health-care sector (see Figure 2).

In this ever-evolving system, there’s an opportunity for a 
stakeholder to choreograph the others in a way that drives  
true patient centricity.4 We believe pharma should be  
that stakeholder.

Pharma has the intellectual and financial means to take  
on this role. It also has established roles, such as chief  
patient officers, that will drive the transformation to  
become service integrators. 

Take remote trials that enable patients to be treated at home, 
for instance. Pharma has the right capabilities, relationships 
and insights to integrate this ecosystem, and enable the  
new model.

Definition:

Health ecosystem—a complex 
network of interconnected 
stakeholders, all serving patients 
but with differing business models 
driving diverse approaches.
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Acronyms and initialisms: CMS (The Centers for Medicare & 
Medicaid Services), CROs (contract research organizations), 
DoH (Department of Health), EMA (European Medicines 
Agency) FDA (Food and Drug Administration), HCPs  
(health-care professionals), WHO (World Health Organization)

Figure 2: The complexity of the current health 
ecosystem and where pharma sits

Credit: PA Consulting
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BECOMING SERVICE 
INTEGRATORS 

There’s a gap within the health ecosystem that pharma can 
fill—a central role of integrating services and co-ordinating 
stakeholders around shared patient-centered goals.  
To successfully adapt to this role, pharma should strengthen  
its service offerings and patient-centric partnerships.
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Strengthening pharma’s 
role as service providers

Pharma has successfully experimented with service offerings, 
but there are more opportunities. And strengthening this  
role will open the opportunity to lead health-care  
service integration.

Providing more of the services that work

There is evidence that service-based models are working and 
are a win-win for all, particularly with specific patient groups 
such as those with rare diseases, cancer, hormonal disorders, 
chronic heart conditions, and autoimmune disorders.5 So, why 
wouldn’t we do more of what works? Some of the services 
pharma could strengthen include product information, access 
to treatment, self-management education, physician referrals, 
measurement tracking, and alerts for symptoms. 

Investing in services around patient behavior

Pharma is becoming more involved in providing services aimed 
at behavioral components of health-care, such as adherence. 
For example, smart pill bottles can remind patients when  
their medication is due.6 And digital health tools can help 
patients manage repeat prescriptions and find the best price 
for their medicines.7

Offering services that promote health

Pharma can provide services that preserve health. Currently, 
there are mismatches between the services patients want 
to receive and those they do receive. Pharma can realign 
expectation and reality through, for example, digital services 
designed around a medication that improve the user 
experience and therefore outcomes. 

Strengthening  
patient-centric partnerships 

The health ecosystem is crowded with stakeholders that 
provide diverse services. That means collaboration and 
partnerships are essential.

Strategic partnerships for success

Although stakeholders have distinct motivations, they share 
the same goal of ensuring valued health outcomes for the 
patient. And their different strengths can come together 
through strategic partnerships. Already, pharma has taken 
advantage of such partnerships to advance the prevention  
and treatment of diseases, such as the recent Sanofi and 
GlaxoSmithKline COVID-19 vaccine partnership.8
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Risk-sharing partnerships

When we polled more than 600 pharma professionals,  
70 percent agreed there’s a need to experiment with joint 
ventures to provide value.9 And a few companies have become 
more aggressive in building partnerships. In September 2017, 
Takeda reported entering into at least 65 partnerships with 
academia, biotech start-ups, and big pharma over the previous 
18 months.10 This was motivated by their belief in “The Power 
of Plus”—combining expertise to inject innovation into the 
pharma industry and improve health outcomes.11 In keeping 
with this philosophy, Takeda uses two types of partnerships 
—they either approach companies who are working on a 
promising product or they invest in platform modalities. This 
reduces the risks associated with innovation as initiatives are 
jointly funded and co-developed.

Going forward, other pharma companies need to take a similar 
approach. This will nurture the capabilities of stakeholders, 
industries, and internal teams.12 By building long-term 
relationships based on shared patient-centered goals, there 
will be more trust within the health ecosystem.

Beyond traditional health-care stakeholders, there’s a broad 
set of players pharma can partner with. They must look at the 
macro environment (society) and micro environment (friends, 
family, and caregivers). The Novartis Foundation’s Better Hearts 
Better Cities initiative, for example, partners with those outside 
the health sector to improve cardiovascular health in low-
income urban populations.13 The organization is working with 
digital and telecommunication organizations, food suppliers, 
employers, and social enterprises to co-design and implement 
interventions beyond health-care.

Choreographing 
patient centricity 

There’s a need to integrate and choreograph all patient 
services and stakeholder partnerships to ensure the patient 
stays at the center of the health ecosystem. To effectively 
choreograph patient centricity, pharma must integrate services 
and partnerships within the health ecosystem to create value-
based outcomes (see Figure 3).

Figure 3: The recipe for choreographing  
value-based outcomes

We partnered with Pharmaxis to design and develop 
a patient-friendly inhaler that can deliver 400 mg of 
mannitol (Bronchitol®) to patients with cystic fibrosis 
(CF). Previously, patients were required to inhale 10 
separate 40 mg capsules twice a day via a dry powder 
inhaler. While effective for symptom relief, the company 
wanted to reduce the burden experienced by CF patients.

The outcome of our partnership was the creation of the 
Orbital® inhaler, which can deliver the full 400 mg dose 
of mannitol in just five to six inhalations, without the 
need for patients to load or reload a single capsule. The 
inhaler is now being considered for a wide range of lung 
conditions, including tuberculosis.
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Integrating services

Leading the integration of services around the patient requires 
pharma to position itself where it has a broad view of the 
services along the patient journey. Pharma needs to see the 
system from the perspective of the patients if it's to have 
the empathy to effectively build services patients want and 
integrate them. 

The first step to integrating patient services is identifying 
the existing services offered by various stakeholders. This is 
where stakeholders need open lines of communication to drive 
patient-centered, value-based outcomes.

It’s also important to ask, how do current services fare against 
patient needs and expectations? To maximize the impact of 
services across therapeutic areas, pharma needs to secure 
innovation, promote integration of the patient experience and 
holistic care, and build a strategy to scale services into an 
overall services framework. 

Integrating partnerships

While there are multiple partnerships in health-care, the 
industry needs to build bridges between the right players 
at the right time to ensure the holistic needs of patients are 
always the focus. In the UK, we’re already seeing how digital 
tools are connecting pharma, the National Health Service, 
and pharmacists in a way that makes it easier for patients to 
keep track of their medication and symptom monitoring.14  
Opportunities to integrate partnerships will continue to grow 
as innovative technologies such as blockchain and artificial 
intelligence (AI) come to health-care.

Driving value-based outcomes

By integrating the different services and partnerships around 
the patient, there’s an opportunity for pharma to become 
involved in the entire health and disease pathway. This will 
also help them establish where medicines fit within the health 
ecosystem—not just determining whether they’re used, but 
how they’re used. Pharma can leverage integrated services to 
improve patient outcomes and quality of life. Having a view 
of integrated services from a central position will also equip 
pharma to identify gaps in outcomes (see Figure 4).

Figure 4: Choreographing a diverse set  
of patient-centered outcomes
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A NEW MINDSET 

To become successful service integrators and choreographers 
of patient centricity, a change in mindset and the harnessing of 
technology and data capabilities will be critical.
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Adapting mindsets 

In an online seminar we hosted with eyeforpharma, 54 percent 
of the audience believed the reason pharma isn’t more 
innovative and customer-facing is its traditionalist attitude.15 
We believe a change of mindset is critical—from one that sees 
pharma as a manufacturer to one that sees it as a service 
integrator and choreographer of patient centricity. This will 
require agility and digital thinking.

An agile, digital mindset 

Thinking and working in an agile way will let pharma adapt 
to the continual flux that’s inevitable within health-care, as 
we've seen in how the sector has adapted to the COVID-19 
pandemic. An agile mindset promotes the flexibility needed  
to ride the waves of evolving systems and advances in  
health-care and technology. That’s because it makes 
companies more responsive to data.

In turn, a focus on data ensures a more effective use of digital.  
As technology-enabled health-care is the future, a digital 
mindset is critical to the survival of patient centricity.

Digital and agile mindsets go hand in hand. Companies need to 
learn the “fail fast” approach of technology companies, where 
they test a service, gather feedback, and iterate the design 
until the service is ready for widescale launch. Daiichi Sankyo 
Europe is an example of a digitally minded pharma company. 
As part of their digital transformation initiative, the company 
created a multichannel academy to offer digital training for 
internal teams responsible for channel management and the 
implementation of digital strategies.16 Novartis has taken 
things even further by piloting an AI-enabled operations center 
that will communicate with sales staff via emails and texts to 
help them organize their work better.17

To ensure greater adaptability in the 
competitive biopharma market, we 
worked with AstraZeneca to deliver an 
agile transformation. By putting the right 
leadership in place to guide teams through 
the Scaled Agile Framework® (SAFe®) 
approach, 20 teams with more than 1,000 
people were working in an agile way in just 
18 months. And they’re already seeing faster 
time-to-value delivery, reduced team sizes, 
improved quality outputs, and substantial 
financial benefits.
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Adapting corporate behavior 

A change in mindset will have a domino effect, creating 
the corporate behavior change needed to transform into 
choreographers of patient centricity. 

A less risk-averse culture

An agile, digital mindset will help pharma shed its risk 
aversion. Takeda has been moving toward an agile business 
model, splitting off from a range of its businesses so it can 
focus on R&D. The greater flexibility that comes with shedding 
certain aspects of its business has added fuel to the company’s 
patient-centric ambitions, enabling its leaders to focus on 
core disease areas and build partnerships that will enhance 
their ability to innovate. Equally, the therapeutic areas it has 
split from will now become the core focus of other companies. 
Takeda took a risk because it wanted to be more agile and 
could only achieve this through risk-taking. It’s paid off. 

In terms of how a digital mindset reduces risk aversion, 
we only need to look to Amazon, Google, and Apple to 
understand that digitally minded companies aren’t afraid of 
risk. They aren’t afraid of risk because they don’t have the 
chance to be. If they don’t take risks, the competition will leave 
them in the dust.

A listening culture 

Patient centricity also requires a shift from a selling culture  
to a listening culture. The core objective of a listening culture 
is to hear what patients have to say—via focus groups, clinical 
trials, social media, or other means—and use the insights 
gained to shape strategy and make a mark within  
the company. 

Millions can be invested in patient-centric initiatives or 
technologies, but without an investment in listening to patients 
and other key stakeholders, this money is wasted. AstraZeneca 
has taken this on board with its social media commitments, 
which include to talk less and listen more, and to elevate 
important voices by engaging with tweets and highlighting 
important conversations.
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A culture that rewards patient centeredness 

A transformed culture will reward employees based on how 
well they work toward patient-centered outcomes, rather than 
how much they contribute to the bottom line.18 This will be 
essential to organizational buy-in, as will strong leaders who 
aren’t afraid to introduce and manage change. New talent will 
also be necessary, with many companies already creating roles 
for chief digital officers (CDOs) to drive digital initiatives.19 
CDOs have that agile and digital mindset that makes them apt 
change leaders. 

Ultimately, pharma doesn’t need one mindset to help it adapt 
its corporate behavior and become a successful service 
integrator and choreographer of patient centricity:  
it needs many (see Figure 5).

Figure 5: A multidimensional mindset
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Harnessing innovative technology

Innovative technology is a crucial enabler of patient centricity. 
It also helps partnerships create collective solutions that will 
gain collective benefits. Consider blockchain—a digital ledger 
that can distribute and record every transaction in near real 
time across member computers, creating a single version of 
the ledger. A key feature of blockchain technology is that 
members can securely share data and all members can be 
involved in the data validation process. Blockchain technology 
has enormous potential for integrating various patient services 
and stakeholder partnerships.

Wearable technology is gaining popularity and is a space 
pharma needs to watch closely. In 2018, the wearable 
medical devices market was $10.3 billion and is expected to 
grow to $35.5 billion by 2025.20 This technology has many 
applications in terms of helping choreograph patient centricity, 
from conducting more efficient clinical trials, identifying 
patients who could benefit from a treatment, and monitoring 
adherence. Virtual clinical trials are also enabled by this 
technology, increasing patient access, reducing administration 
costs, and helping to advance research. And this need for 
remote trials has been accelerated by COVID-19 restrictions.

Digital science needs to become a key competence within 
pharma. Doing so will let the industry use advanced 
technologies such as AI and machine learning to enhance 
patient interactions and link customer-facing technologies 
across the patient journey. Such technologies will also make 
way for pharma to play a role in wellness, not just disease.

To effectively choreograph patient centricity, pharma needs  
to get involved in the latest thinking and developments 
in health-care technologies. Moving forward as a service 
integrator, pharma must learn to view technology as an 
enabler, and not as a hurdle, to addressing patient needs. 
Companies will need to keep up with innovations in technology 
and enter partnerships that will help cultivate business models 
that embrace technology.

We worked with the American College of 
Chest Physicians (CHEST) to develop a 
business model to capture and monetize 
their data and insights. We built a cloud-
based platform to securely store their data, 
enabling individual members to access 
information and perform custom analysis. 
CHEST’s business model and platform are an 
example of harnessing innovative technology, 
in collaboration with an external partner, to 
promote research and patient care.
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Optimizing data capture and analysis

Pharma is a data industry. Data is captured from virtual 
registries, data collection engines, patient-reported outcome 
measures, companion apps, and connected devices such as 
smart inhalers and other novel therapeutic devices. But there is 
still an opportunity to broaden the types of data that pharma 
uses to inform its analyses and support its patient-centric 
efforts (see Figure 6).21  

An effective choreographer of patient centricity doesn’t 
only depend on hard data, such as clinical trial findings and 
information from financial metrics. It also values soft data in 
the form of feedback, anecdotes, and stories from customers 
that exemplify the patient experience. This is where many 
companies face data access barriers, making it difficult to get 
reliable and actionable data to help patient-centric efforts. 

Pharma must improve access to the right data. One option is 
an app called Front Row Pharma, which provides companies 
with customisable mobile-based questionnaires for patients, 
providers, pharmacists, and other stakeholders.22  

Figure 6: A sea of data pharma can use

Another option is to explore dark data, the data that's 
collected but not used to derive insight. Our dark data team 
contributed to a FirstWord's FutureViews report on this topic.23 
Dark data refers to the unstructured, raw data companies 
already own but haven’t fully analyzed. This data can provide 
an entirely different approach to patient-centered insight 
generation. The key to knowing which data sets to use is to 
first think about your biggest problems and what you can do 
to solve these given your capacity, the capability of potential 
partners, and the insights you could generate with the data 
that’s within reach.24

There’s a lot of technology available to help pharma capitalise 
on data. The challenge is in selecting the right technology and 
the right data for the desired goal. New technology dazzles 
many companies, but it isn’t always the answer. This is where 
partnerships with specialist companies can be of most value 
—helping pharma wade through the sea of technological and 
data opportunities to find the best solution for them and their 
primary customer, the patient.
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SEIZING THE 
OPPORTUNITY 

In our world of empowered, expectant patients, the pharmaceutical 
industry must transform how it does business. While there are many options 
available to individual companies, there’s undoubtedly an opportunity for 
the industry to become service integrators, orchestrating the health-care 
ecosystem to focus actions on the patient.

To move toward this opportunity, companies must develop an agile,  
digital-first mindset to engage with, and respond to, patients.  
They should take more risks, forming new partnerships to drive innovation.  
And they will need a culture that listens to patients and rewards  
patient-centered behaviours. 

To achieve such a transformation, companies will need technology, 
supported by detailed data, that puts patients at the center of the  
health-care ecosystem.

If you’d like to hear more of our thoughts on pharma’s post-COVID 
opportunity as choreographers of patient centricity, please get in touch with:

GEORGE BOTSAKOS 

Global Head of Health and Life Sciences

lifesciences@paconsulting.com

mailto:lifesciences%40paconsulting.com?subject=
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