
 
 A successful product launch demands intense early 

engagement with an array of stakeholders beyond 
regulators and payers. These include patient advocacy 
groups, health technology assessment agencies, 
international opinion leaders, and prescribing 
physicians, to name just a few. 

Communicating a consistent Value Story effectively 
to many different external groups demands internal 
alignment, collaboration, and coordination. Yet in the 
early stages of product development following the go/
no-go decision, internal teams generally are focused 
on their specific responsibilities. Answers are sought 
to isolated questions that feed into the overall plan, but 
the individual teams don’t necessarily have access to or 
engage with the overall plan, or even with other teams 
working on similar questions.

Teams too often bring their outputs together at the end, 
rather than collaborating from the beginning. “Early 
alignment and coordination” sounds obvious, but it’s not 
always easy to achieve. There are plenty of good reasons 
for this, including organizational structure, culture, and 
time constraints. Who has time for more meetings or 
reading more emails? Unfortunately, this traditional 
approach can lead to a lack of clarity and consistency in 
external communications that casts doubt on product 
claims and limits market access.

BEGIN AT THE END
The solution is to turn this traditional approach upside 
down. Begin at the end by setting up a management 
structure and collaboration tools that promote 
alignment and clarity across internal work streams 
(Figure 1). 

Starting early requires an internal structure that:

•  Generates consistent, relevant data in support of 
product value, while eliminating redundant/inefficient 
activities (planning) 

•  Fosters collaboration and disseminates learning from 
one team to all teams (management)

•  Ensures that individual team decisions conform to the 
overall aim of the plan (decision-making)

•  Offers all internal stakeholders access to a 
centralized, continuously updated reservoir of data 
and strategy (resources)

PLANNING

Most value communication programs start with a plan, 
usually global in scale. Inevitably, the plan changes. The 
ability to change a plan is critical, but mechanisms to 
manage and assess the impact of any changes must be 
built into any successful plan. 

Because a plan is (quite naturally) divided up between 
different teams, changing course can create a host of 
problems. Once activities are allocated to teams, each 
team may take the plan forward without coordinating 
with other teams. If so, it is difficult to track progress at 
a holistic level, and many decisions will be made within 
these individual work-streams. A decision made by 
one team may require a change to another’s work and 
timelines, but this may not be identified immediately.

Sometimes, changing the plan is not a good idea. 
For example, suggestions given by local teams need 
to be examined in the light of the aim of the activity 
within the global plan. In a recent global program 
PAREXEL managed for a client, one team suggested 
that the Global Value Dossier (GVD), a strategic internal 
document used to support product launch, be formatted 
to conform with a technology assessment template 
used solely by the UK’s National Institute for Health 
Care and Excellence (NICE). We advised against the 
idea because a core global resource should not include 
sections that inevitably will be irrelevant to many 
countries. The GVD structure always should be driven 
by the Value Story. In this case, sticking to the plan 
resulted in a more focused, user-friendly document that 
communicated the value of the product without being 
overwhelmed by country-specific data.
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MANAGEMENT
Effective program management allows for the 
plan—and any associated timelines—to be adapted 
and implemented in a coordinated way as decisions 
are made and learning is transferred across teams. 
Ensuring all activities are conducted at the right time 
for all other dependent activities is a complex task 
that can’t be left to chance. Changes to the plan (and 
the reasons behind them) must be transparent, and 
thus understood, so they can gain support instead of 
meeting resistance. 
 
Active management also makes internal 
communication across teams (even at the global level) 

more efficient as it allows for gathering input without an 
additional time investment from individuals. In a current 
global program PAREXEL is managing, a single AMCP 
dossier must be generated from multiple teams and 
many different data inputs. We have designed an overall 
management structure that promotes distribution of 
information and key learning points through the process 
without the need for extraneous meetings or lengthy 
emails. 

Dedicated program management can decide priorities 
faster, focus limited resources, identify potential issues/
risks and generate back-up plans and solutions.

Figure 1. Internal Organization for Early Stakeholder Engagement: Turn the Process Upside Down
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Lots of small, team-based decisions—even if they 
appear sound—do not necessarily add up to the right 
overall approach for a product. Some team decisions 
are subjective, and they may be difficult to change once 
work has started. 

Program management helps avoid this pitfall. For 
example, PAREXEL conducted a systematic literature 
review of quality of life (QoL) endpoints used by 
competitors in order to ensure that a client was using 
the right endpoints in its Phase III clinical trial. We 

found that standards had changed, and our client’s 
planned QoL measure was outdated. The clinical team 
amended the Phase III trial to facilitate comparisons 
with marketed products and to avoid having to justify an 
obsolete endpoint with payers.

Even the best plan won’t work without enforcement. 
Developers need decision makers—a leadership team 
that can sift through incoming data points and identify 
or prioritize which ones necessitate a change in the 
plan, and which ones don’t.



 
 
 

RESOURCES 

To support collaboration, all team members need 
access to key resources – the plan and the outputs 
from activities conducted/in progress. At PAREXEL 
we recommend using a Global Value Platform: A 
central reservoir of product intelligence delivered in an 
interactive format, with a structure that is laser-focused 
on the Value Story while deeper detail is organized in 
easily navigable layers. Updated continuously, it can 
communicate an evolving Value Story with multi-
disciplinary moving parts to all internal stakeholders 
using it. As teams engage to update their portion of the 
Global Value Platform, they can comment on others’ 
work and see how it could help them in their own.

A Global Value Platform also solves the problem of 
version control by placing the most recent documents 
in one place so that team members don’t waste time 
hunting through emails only to (sometimes) retrieve and 
use an outdated version.

THE KEY TO TELLING AN EARLY 
VALUE STORY: INTEGRATED PROGRAM 
MANAGEMENT

Products launched without the management 
structure needed to create alignment in external value 
communications can fail in today’s marketplace.

A weak or unfocused Value Story can lead to confusion 
about (and potentially a lack of belief in) the value 
of a product. To mitigate this risk, companies need 
integrated program management that coordinates 
evidence generation, connects work streams, and 
ensures consistency in communicating value to 
stakeholders early (as early as Phase 1) that continues, 
consistently, going forward.
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Add an additional agenda item to 
leadership team meetings where 
individuals from specific work streams/
teams can come and pitch ideas

Use an online Market Access Blog 
where information on the plan and 
progress to the plan is provided and 
where individuals can make comments 
(anonymously if they wish) 

Cross-functional monthly WebEx where 
progress is communicated and key 
decisions (with rationale) are outlined 

Market Access Workshops to highlight 
to teams best practice in their area in 
order to contribute to the overall goal of 
external communication and eventual 
market access 

Monthly newsletter (or flash reports) to 
keep everyone updated on the program 
as a whole

MORE YOU CAN DO


