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“The marketplace was screaming bloody murder for our pro d u c t ,
and our competitor was eating our lunch as it tried to gobble up mar-
ket share with a similar product. I was forced to work around the clock
just to stay afloat. I was managing strategic planning for the brand, cre-
ating Dear Doctor letters, and handling negative publicity. At the same
time, I was working with the advertising agency and creating patient
education materials to maintain positive brand awareness.” 

Jean Mowre y, an award-winning sales rep and successful sales train-
ing director for a major pharmaceutical company, recalls her intro d u c-
tion to brand management. She was brought in to manage her compa-
n y ’s core product line, which generated million of dollars in re v e n u e .
She was immediately responsible for launching two new pro d u c t s ;
developing a supplemental new drug application; handling two FDA
p roduct recalls; and managing a crisis surrounding a major GMP issue,
which resulted in a plant shut-down and
managing back orders of the company’s
flagship product. 

Many associate product managers can
identify with this orientation to their new
position. More often than not, brand
managers are brought in from the field
and are put into positions with very little
f o rmal training and expected to generate
results in a very short amount of time. 

Baptism by fire is typical rather than
atypical of how pharmaceutical pro d u c t
managers are brought up through the
ranks. 

“I had the benefit of working in the
corporate office for four years; I can’t
imagine how I would have handled my
position had I just come in from the sales
field,” Ms. Mowrey says. She is now CEO and president of Emp-High-
er Perf o rmance Development Inc. “Sales re p resentatives coming in fre s h

f rom the field can spend weeks trying to figure out the phone system,
corporate operating pro c e d u res, and protocol. They are not equipped to
deal with crisis.”

A
STEPPING 
S TO N E

The lack of formal training for new brand or product managers,
a c c o rding to industry experts, dire c t l y
c o rrelates to the high turnover of these
corporate positions. 

P roduct managers traditionally move
in from the sales field, stay a year or two
in the position, and then move on. Ty p i-
cally an entry-level marketing manager
will stay in his or her position anywhere
f rom 18 months to 24 months and then
switch to another brand or go back to the
sales field.

Marketing positions often are thought
of as a stepping stone to other positions
within the company. Once in a marketing
position, the brand manager’s desire is to
move on as rapidly as possible. Accord i n g
to Sal Guerr i e ro, president of Wa n a m a k e r
Educational Services, the goal for pro d u c t

managers is to be able to say that they have checked the “marketing
box” and are now ready for something else. 

A 
PATH LESS 
T RAV E L E D
Developing clear ca reer goals and implementing training guidelines at the bra n d

manager level are key to reducing turn over and maintaining prod u ct co nt i n u i ty.

BY DEBORAH RU R I A N I

Welcome to headquarters. Here ’s

your office, here ’s your phone,

e v e rything you need to know is

in that file cabinet behind you. I

have to catch a plane, so I’ll be

back in two weeks, and then

we’ll have a chance to talk. 
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“People who want to make a career of mar-
keting love marketing,” says Phil Deschamps,
executive VP, general manager, at Gerbig,
S n e l l / Weisheimer & Associates. “But the sys-
tem isn’t designed to favor that initiative. Peo-
ple who go into marketing are looking for a
way to round out their skills and grow into an
o rganization. The trick is for the company to
point to a career path and show how people
can grow and learn diff e rent skills in market-
ing. People generally want to know that they

a re pro g ressing in their learn i n g
c u rve and will be given bro a d e r
responsibility and accountability
for their job.” Before joining GSW,
M r. Deschamps served as dire c t o r
of nueroscience marketing at Bris-
tol-Myers Squibb Co.

A c c o rding to Mark Soufleris,
VP of marketing at NABI, a bio-

p h a rmaceutical company, clearly outlining the
g rowth opportunities within the org a n i z a t i o n
— promoting from within — is one way to
keep staff continuity. 

When the time comes to promote one of
his people, Mr. Soufleris’ goal is to capitalize
on the employee’s strongest skill set.

“I try to get my people into marketing
re s e a rch if they are really analytical,” he says.
“Or if they have a real knack for sales but want
to sell the bigger picture, I can put them in
the managed-care area. Or if someone likes to
do deals, I can move them into other areas of
the company so they can mentor new people
coming along.”

Marketing is a very demanding pro f e s s i o n .
Brand managers typically work 15 weekends
or more a year preparing for meetings and an
average of 50 hours to 60 hours a week. 

“In the field, a sales rep has much more
c o n t rol of his or her time,” M r. Deschamps
says. “And the pay diff e rential favors the field
f o rce, because of incentives and sales bonuses.
A brand manager coming in at the associate
level will probably experience a cut in pay, at
least at the beginning. The major issue, in
many pharmaceutical companies, is the lack of
a clear career path in marketing.” 

A c c o rding to Richard M. Nord s t ro m ,

executive VP and chief operating off i c e r, The
Corbett Healthcare Group, the industry
needs, and can benefit from, the knowledge
and capabilities of a strong marketing team —
individuals who have decided to invest in a
f ruitful, enriching career in marketing. 

“Some of our more enlightened pharm a-
ceutical clients are moving toward this type of
commitment,” Mr. Nord s t rom says.

A c c o rding to industry experts, turn o v e r
within the marketing discipline is pro b a b l y
the single-most disruptive and immeasurable
factor that companies face. Brand continuity
and brand knowledge are lost and valuable
re s o u rces are spent reinventing and re v i s i t i n g
s t r a t e g i e s .

“ P h a rmaceutical companies know this is a
huge issue, but they don’t know how to quan-
tify the impact of turn o v e r, and I don’t know
if it’s even quantifiable,” M r. Deschamps says.
“The most important thing for companies to
do is to recognize that they need to have a
t r a n s p a rent career path for marketers, which
d o e s n ’t exist in many companies.”

FOR 
BU S I N E S S
S A K E
Writing business plans, analyzing market
re s e a rch, and developing budgets are necessary
skills for brand managers, but not necessarily
p a rt of their resume. 

M OW R EY
Th e re is no industry 

s oc i e ty that focuses on 
t raining prod u ct managers.
Companies have their ow n

i nte rnal prog ra m s. As a 
g e n e ral ru l e, i t’s bring them

i n ,m a ke them swim, or hope
t h ey do little or no damage,

and then move them out.

N O R D S T RO M

For years pharm a ce u t i ca l
companies we re sales dri ve n

and used the marke t i n g
d e p a rt m e nt as a tra i n i n g

g round for developing their
field salesfo rce management.
It was a stop on the way to a

senior sales position and
o fte n ,p rod u ct managers 

d i d n’t stay in marketing long
enough for the brand to

a c h i eve a full be n e f i t.
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Ty p i c a l l y, associate brand
managers review the exist-
ing business plan, try to fig-
u re out what went part i c u-
larly well the year before ,
and then add to that activity
for the following year. 

“ T h e re is not a zero -
based approach to pharmaceutical marketing,
which is something the industry could re a l l y
use right now,” Mr. Deschamps says. “Many
marketers are saddled with last year’s plan.
Believe me, every company that enters into
the business planning process wishes and
d e s i res that it had a zero-based plan, but the
reality is marketers take last year’s plan and
add 20% to get to next year’s plan.”

Often product managers are not in their
position long enough for there to be a tru e
m e a s u re of their effectiveness. Companies
evaluate brand managers by their ability to
plan and their ability to execute, and then
m e a s u re the results of that planning and exe-
cution. That business cycle takes at least 18
months to 24 months and ideally companies

would like to have two cycles to
have a true measure m e n t .

“ E s s e n t i a l l y, companies are
not completing the business
loop,” Mr. Deschamps says.
“This is really killing the indus-
t ry and disrupting the market-
ing process. There never seems
to be a measurement of learn i n g
of best practices.” 

In most cases, brand man-
agers know that by the time
they come up for re v i e w, they
will be in a diff e rent position.

“ Without continuity, com-
panies basically reiterate medi-
o c r i t y,” Mr. Deschamps says.
“The associate brand manager

has no fundamental marketing expertise or has
limited pharmaceutical marketing expert i s e
when it comes time to do the business plan.”

Brand managers are not just dealing with
the doctor, they are directing their marketing
e ff o rts to the doctor, the patient, and man-
a g e d - c a re organizations. They have to contend
with direct-to consumer, medical communica-
tions, peer opinion programs, journals, medi-
cal education.

“Companies need people with good mar-
keting skills,” Mr. Guerr i e ro says. “The indus-
t ry has evolved to the point where marketing
is much more intensive.”

M r. Deschamps agrees: “The industry is
going through a fundamental inform a t i o n
change in the sources and mediums thro u g h
which it communicates its messages — to not
only physicians, but also to patients.” 

P h a rmaceutical companies recognize that
t h e re is a problem and are implementing
strategies to train new product managers. Bob
B rown, a product manager from a top 20
p h a rmaceutical company (who wishes to
remain anonymous) says within the last few
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The role of the agency is
two fo l d.The prod u ct

m a n a g e r’s job, e s pe c i a l l y
at the assoc i ate leve l ,i s

not to manage pe o p l e, h i s
or her job is to manage
ve n d o r s.Vendors play a

ve ry impo rt a nt role in
e d u cating and helping

the assoc i ate understand
h ow to get the best out of

their ve n d o r s. As s oc i ate s
v i ew us as nont h re ate n-

i n g, as a way to get a lot of
i n s i g ht, and to make

t h e m s e l ves look good
within their org a n i z at i o n .

D E S C H A M P S

W I C K M A N

The be t ter the
s y n e rgy be twe e n

the agency acco u nt
person and the
c l i e nt the easier 

the learning curve 
is for the new 

p rod u ct manager.
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years the approach to developing product mar-
keting positions has become a much more for-
malized process. 

M r. Brown came from a sales-training posi-
tion. He says sales-training departments and
m a r k e t - re s e a rch departments with in compa-
nies have almost become the minor leagues for
p roduct managers. 

“ T h e re are 60 people in our corporate mar-
keting department and they are divided into
t h ree diff e rent buckets,” he says. “One-third
came from the sales field, another third fro m
the clinical re s e a rch group, and the rest came
straight out of business school.” 

Instead of coming straight in from the sales
field, sales people are starting to come into
h e a d q u a rters in either a re s e a rch or sales-train-
ing capacity and then are promoted to a pro d-
uct manager position. 

“This stepping stone makes the transition
to marketing easier,” Mr. Brown says. “I came
in from the sales field, then became a sales
t r a i n e r, and moved up to manager of the
d e p a rtment. I was responsible for creating the
marketing tools that the salesforce uses. I
think this shortens the learning curv e . ”

For smaller companies, the challenge is
g reater to provide stru c t u red training. NABI
has changed the way it views the marketing
discipline and the training of its managers
thanks to Mr. Soufleris.

“When I joined the company four years
ago, I wasn’t thinking about training pro d u c t
managers, I just wanted to get my arm s
a round the business and focus on the pro d u c t
launch of Autoplex,” Mr. Soufleris says.

M r. Soufleris soon learned his marketing
team consisted of two product managers who
had no product marketing experience and
company executives who believed that pro d-
uct managers were just promotion managers. 

“ Within four years we had grown fro m
marketing one product to four — some of
which were outside our area of expertise,” he
says. “We also increased our sales staff from six
to 45. To complicate things, our product man-
agers were constantly changing. We had a
p roduct manager move back into the field,
and one move out of the company. I had to
think about putting together a training pro-
gram to eliminate the disruption to our
brands.” 

Relying on his early training with Bristol-
Myers Squibb, Mr. Soufleris put together a
fact book on each of NABI’s products. He cre-
ated a formal orientation and training pro-
gram for his brand managers. The pro g r a m
consists of a month of orientation with depart-
ment heads. New product managers have
intense one-on-one sessions with depart m e n t
heads in re g u l a t o ry, sales, and market re s e a rch. 

“Once product managers get their feet wet

and have been doing the day-to-day function
for about six months, we send them to a two
week-long management seminar outside the
c o m p a n y,” Mr. Soufleris says.

But training is not enough in terms of
keeping the historical knowledge of the brand
in house. Mr. Soufleris wants his product man-
agers to stay and knows he has to work to cre-
ate incentives through titles and pay increases. 

“ P roduct managers spend the first year fig-
uring out the job,” he says. “The next year
they get it, and by year three, they have mas-
t e red the position and are ready for a pro m o-
tion or a switch to another product. This is the
challenge. I need to show my managers that
t h e re is potential for growth and that they can
become senior product managers.”

M r. Guerr i e ro says providing incentives is a
big part of the “training” solution. “The pyra-
mid gets much tighter inside the org a n i z a-
tion,” he says. “There are more growth oppor-
tunities outside the sales organization.
Companies need to get good people in mar-
keting, train them, keep them, and pro v i d e
o p p o rtunities so the institutional knowledge
of the brand does not get lost. The company
that can figure this out the best is going to
wind up with solid marketing people.”

For example, Eli Lilly & Co. is making a
robust eff o rt at not only creating a marketing
c a reer path but also investing in training its

B RAND 
I N T E R D E P E N D E N C Y
M O D E L
Wh at eve ry brand manager should kn ow

So u rce :Wa n a m a ker Ed u cational Se rv i ce s

The Brand Inte rd e pe n d e n cy Model is 
a tool to assist brand managers in 
co n ceptualizing the true nonlinear 
and multi-dimensional nat u re of 
m a rke t i n g. Imagine each layer spinning
so that it cre ates 120 pe rm u t at i o n s.
One must consider all of the 
pe rm u t ations be fo re a strate gy is
l oc ked dow n .Trying to get marke ters 
to think long te rm , with the end 
s t rate gy in mind, is the purpose of 
the brand inte rd e pe n d e n cy mod e l .

G U E R R I E RO

Companies need
people with good
m a rketing ski l l s.Th e
i n d u s t ry has evo l ve d
to the po i nt where
m a rketing is much
m o re inte n s i ve.
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associates and brand managers to give them
marketing know-how. 

A c c o rding to Ms. Mowre y, Merck & Co., is
another company that is implementing train-
ing programs for its product managers to pre-
p a re them for their positions. 

O U TSIDE 
S O LUTIONS 

Companies realize they need to train better,
and are responding by outsourcing their train-
ing needs by bringing in consultants or tap-
ping into their healthcare advertising agency
p a rtners. 

M r. Brown says his company uses outside
consultants for mentoring and coaching and
has a contract with three large universities,
w h e re product managers are re q u i red to take a
series of marketing courses within their first
18 months.

“ We also have a staff college, an intern a l
education program that was developed over
the past three years,” he says. “Every other
week we have visiting marketing pro f e s s o r s
come in and lecture and our people are
re q u i red to attend those sessions.”

Wanamaker Educational Services pro v i d e s
training programs for three major pharm a c e u-
tical companies. “I have created programs that
can take three days to 15 days,” M r. Guerr i e ro
says. “These are not lecture-oriented pro-
grams. I create a fictional company and pro d-
uct and then take the manager through dru g
development, strategy development, and tac-
tical execution, all the way to dire c t - t o - c o n-
sumer advertising — basically through the life
cycle of the brand. The programs are cus-
tomized to the client’s needs. We partner with
several advertising agencies and a lot of the
training is done at the agencies so the experi-
ence is very re a l . ”

These hands-on programs have become
p a rt of some of his clients’ routine training
p rograms for product managers and others
who are involved with the marketing of the
p ro d u c t .

Companies also rely on their healthcare
a d v e rtising agencies to mentor and train their
new brand managers. 

“Quite frankly, agencies that specialize in
bringing client-side expertise or pharm a - s i d e
e x p e rtise can help; we are often the continuity
for these brands,” M r. Deschamps says. “In the
t h ree years that I’ve been at GSW, I’ve worked
with three diff e rent brand leaders. I am pro b-
ably the senior most continuous member of
the brand team.”

But, even the best marketing training pro-
gram is never going to be as good as actually
sitting down and doing the job. 

“The insight that the agencies have,

whether they be advertising agencies or other
types of vendors, into the day-to-day ru n n i n g
of a brand, is an education that’s completely
d i ff e rent and complementary to the training
and theories that a pharmaceutical company
might provide to its associate brand or pro d-
uct managers,” Mr. Deschamps says. 

Agencies maintain files on competitive
a c t i v i t y, market data, and past initiatives for a
brand. Many times the point person on the
a g e n c y ’s account management team is the best
person to give the new product manager infor-
mation about the brand.

“Looking over the various re s e a rch activi-
ties and promotional/medical education pro-
grams enables the new product manager to
o v e rcome the ‘learning curve’ faster,” says
Kathleen Wickman, senior VP, at Catalyst
Communications. 

A c c o rding to Ms. Wickman, the agency is
a smart business source especially when the
account management team has been consis-
tent and the product manager has changed. 

“The relationships that work best in this
re g a rd are those where the agency and the
p h a rmaceutical company have a strategic part-
nership,” Ms. Wickman says. 

The assistance of an agency in helping new
p roduct managers acclimate to their new ro l e
is directly related to the involvement of the
agency with the brand team — from strategic
input to program development.

“The more actively involved the agency
account team is with the product team, the
better the agency can assist with communica-
tions to the new product manager in under-
standing the agency interface part of the job,”
Ms. Wickman says. 

Similar to other healthcare advert i s i n g
agencies, Catalyst offers new product man-
agers a day at the agency as part of its involve-
ment in product management development.
This is an intensive day of hands-on learn i n g
c e n t e red around the client-agency pro c e s s .
Also open to clients is Catalyst University, a
monthly seminar series featuring industry
l e a d e r s .

Corbett is enlightening it clients to believe
that individuals trained in marketing are
much more efficient and pro d u c t i v e .

“If they have staff members who came fro m
the field salesforce, clients can turn to us to
help augment their staff’s marketing capabili-
ties,” Mr. Nord s t rom says. “Like other adver-
tising agencies, for years we have oriented our
clients to our strategic process and re v i e w e d
the communication development process. But
most re c e n t l y, we have begun to offer clients a
much more comprehensive training and
development program designed to augment
the abilities of their brand management team.
While some advertising companies may off e r
this service at a cost, we provide it to our
clients for fre e .

“ We’ve been told that what we do is high-

ly unusual for our industry,” Mr. Nord s t ro m
says. “So be it. We believe that marketing is
not just about understanding the process, it’s
about developing a skill set in strategic capa-
bilities. This all translates to a deeper re l a t i o n-
ship with our clients.”✦

Ph a rm a Vo i ce we l comes co m m e nts about this

a rt i c l e. E-mail us at fe e d b a c k @ p h a rm a l i n x . co m .
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