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Prophets come in all shapes and sizes

• The religious genre of prophet AKA the “prophet as deity”
model

– Strictly the purview of the omnipotent CEO

• The “prophet as alchemist” model, ala Nostradamus.
– Not on our agenda, unless you want to be a best-seller in 2458

• The “prophet as pundit” model (AKA gurus)
– Too many unsupported hunches…and we have to endure enough of 

these political prophets in an election year

• Which leaves the “prophet as professional predictor” model
– It connotes discipline, objectivity and incrementality
– Rigorous in developing the prediction
– And fearless in conveying the prediction
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So what do we mean by brand bull’s eye?

• It is a destination
– The desired management outcome of a research & planning process
– What management decisions will be made resulting from the 

prophecy? 

• Examples
– A positioning strategy that will drive brand growth at launch
– Recalibrated call plan to drive sales force targeting (that will arrest 

share decline)

• Common manifestations can be…
– Executions for a DTC campaign
– A visual aid that will be used by the sales force
– A DTP program



�

What should you get out of next 45 minutes

1. An appreciation of an integrated approach to hitting the 
brand bull’s eye. How to…

– Identify and understand targets through useful, predictive 
segmentations

– Harness this targeting to develop relevant positionings and 
messages

– Apply sound testing approaches to evaluate positionings and 
messages

2. A few process tips (it’s not all about technique!)
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Targeting via 
Segmentation
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Let ’s take the case of a brand bull ’s eye that is about 
successful positioning.  Targeting is the first ste p in 

the integrated approach.

The tone of the brand

Proof points

“Reasons to believe”

Which competitive treatments will be 
encountered with the positioning strategy

The core benefit(s) that will resonate with the 
target audiences; can be functional and 
emotional.

The audiences or specific-segments of interest.

Explanation

Benefits

Competitive Set

Target Audience

Supports

Personality

Positioning Elements
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Sound segmentation is the tool that drives targetin g 
decisions.  It provides a lens through which all 

subsequent decisions can be filtered and integrated . 

Key workshops dovetail 
each step in the 
integrated approach

Identify target segments

Determine competitive set

Define differentiated 
core benefit for targets

Develop positioning candidates 
for testing

Test and finalize positioning

Develop messages for testing

Incorporate messages into creative 
executions (Vis Aid, etc.)

Effective segmentation 
identifies targets and uncovers 
the true competitive set.
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Examples of really useful segmentations that help 
brands hit their bull’s eye.

Evolves throughout life 
stages and lifestyles

Worthmore: for beer 
aficionados

MainstreamEconomy: for men, 
blue-collar

• Segmentation can inform brand positioning and 
marketing communications…

• … And it can guide product development 
strategies.

– Akin to endpoint prioritization and DTP program 
development



	

Some more really useful segmentations.

Value-price shoppers

Price-sensitive affluents Brand aspirationals

“Super Fans”
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Positioning strategies at or after launch are a typ ical 
brand bull’s eye for Rx marketers.  

Upstream (New Product 
Phases II-III)

Launch Post-Launch/In-Line

• Goal

– Identify optimal 
endpoints for clinical 
trial design

• Audience

– Primarily professionals

– Consumer 
segmentation useful 
for large, consumer-
friendly therapies

• Goal

– Guide brand positioning 
& marketing strategies 
for new launches

• Audience

– Professionals –
targeting segmentations 
(call planning, CRM) + 
mindset segmentations 
(brand positioning and 
messaging)

– Consumers – mindset 
segmentations (DTC 
brand positioning, 
messaging, DTP and 
tie-in with professionals)

• Goal

– Repositioning under-
performing brand or one 
facing new opportunities

� Optimize portfolio of 
brands via segmentation

• Audience

– Professional – mindset 
segmentation

– Consumers – mindset 
segmentation







There are many different ways to segment consumer 
and professional markets but no single dimension 

completely captures the essence of segments.

Psychographic - lifestyles (blend of 
demos and psychological insights) and 
life stages

Attitudes, Interests and Opinions 
(A.I.O.)

Benefits sought - desire feature X or 
benefit Y

Personality

Behavioral – purchases, brand loyalty, 
spending, repeat behavior, occasion-
based

Demographic e.g., age, gender, income, 
education, health insurance type

Geographic e.g., census regions, zips, 
countries

Segmentation Approaches

Less 
conspicuous; 
more inner-

directed

More 
conspicuous 

& visible

Deciles are often used 
to segment 
professional 

customers based on 
prescribing behaviors

Geo-demographic 
systems such as 

PRISM

Benefits-sought 
provide excellent sign-

posts to positioning 
strategies

Easier to find 
segments using 

predictive 
“targeting” tools

Easier to talk to 
segments using 

descriptive “mind 
set” tools 
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• Factor/cluster segmentation e.g., K-
means

• Latent class segmentation –
descriptive

• Ideal for positioning (marketing 
strategy)

The analytical technique should always be driven by  
the management problem, not the other way around. 

• Latent class regression – predictive 
variety

• CHAID

• Sometimes layered with after-the-fact 
attitudinal data to unlock “why’s”

• Ideal for professional targeting (sales 
force deployment & CRM)

Mindset Segmentation Predictive Targeting

• Latent class segmentation – descriptive with a grouping 
variable (co-variate) that acts as statistical glue e.g., 
likelihood to ask MD for Product X (based on profile)

• Discriminant analysis of all base variables to identify 
most salient drivers of product interest – then latent 
class segmentation (descriptive)

Hybrid Approaches




�

Latent class offers significant benefits over tradi tional 
cluster analysis.

Latent
Class

Cluster 
Analysis

Considerations

YesNo
Can properly handle mixed 
measurement levels of data?

ExcellentLimitedDiagnostic information

Measures of fit 
guide final choice

ArbitraryHow many segments do you keep?

YesNoPenalty for too many segments?

Probability of 
membership

Exact membershipCreates segments defined by

Key
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Other Design Considerations for Segmentation

• Min 1,200-1,500 respondents for 
consumer

• 750+ for professionals

• What total potential market is to 
be segmented?

• Is there a natural partitioning a 
priori? 

• Aligned with strategic intent e.g., 
switch strategy vs. grow market

• Online? Phone? In-person?

• Or mixed mode?

Decision

• Large sample for subgroup 
analysis e.g., small segment of 
10% = 150 in sample of 1,500

Sample Size

• Patients have MD diagnosis?

• Treatment naives in or out?

• What stage of disease?

• What TRx cut-off? Called and 
non-called on professionals?

• Include NP/PAs?

Market 
Definition

• Visual cues of online (e.g., choice 
exercises or profile exposure)

• High quality data required for 
accurate “sizing of the prize”

Data 
Collection

RationaleDesign 
Component
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One versus two-stage segmentations will have a larg e 
impact on design and analytics.

S1

S4

S5

S3

S2

Blend of naïve and treated 
or PCP and specialists

Single-Stage 
Segmentation

S1

Group B

S1

S3

S2

Two-Stage 
Segmentation

Group
A

S3

S2

S4

Segments can be mirrored if 
there are enough 
common points

Pediatrics vs. Adults; 
caregivers vs. patients; 
severe vs. moderate/mild




�

Other Design Considerations for Segmentation

• Must identify targets and non-
targets – “lose to win”

• Use art and science to determine 
segment attractiveness

• Patient yield in each segment
• Multi-dimensional scorecards

Prioritizing 
Segments

• Extensive profiling inflates length
• Linkages to other data bases 

e.g., media, Rx audit data

• 30-40 minute main survey usually 
required so keep it interestingQuestionnaire

• Planned applications?
• Parameters? (length, precision, 

environment, etc.)

Decision

• Research recruitment (often by 
phone for qualitative)

• Marketing deployment e.g., DTP 
program entry point

• Branded tools may limit allowable 
inputs

Typing Tool

RationaleDesign 
Component
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Harnessing the 
Targeting
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Once the targets have been identified, the building  
blocks of viable positionings should be discernable . 

Effective segmentation 
will take you beyond 
target identification – it 
should signpost 
potential positionings 
for the targets

Identify target segments

Determine competitive set

Define differentiated 
core benefit for targets

Develop positioning candidates 
for testing

Test and finalize positioning

Develop messages for testing

Incorporate messages into creative 
executions (Vis Aid, etc.)




	

Segment profiling can highlight what makes them 
“tick”…

Attitudes Towards Pain and Impact on Life
– By Segment –

23%17%14%32%19%19%14%19%
My pain prevents me from getting 
a good night’s sleep

41%29%22%70%21%60%25%34%I have no problems walking

72%89%86%47%85%46%94%92%
I am able to go about my normal 
everyday work

53%76%66%47%64%31%53%58%My pain gets me down at times

12%22%10%23%8%10%13%14%
In general, pain prevents me from 
getting to some everyday activities

78%

18%

S5

48%

0%

S6

39%

0%

S1

33%

9%

S3

12%

0%

S4

71%

2%

S7

39%15%My relations with others are 
affected by my pain

0%

S2

6%My pain prevents me from 
enjoying life

Total

Bridges between segments

Contrasts between segments
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S1
S2
S3
S4

…And it can identify potential communication points  for 
various target segments.

HigherLower

Low

High

Powerful 
pain relief

No risk of 
addiction

Makes me 
feel 

protected 
from pain

Can live 
my life the 

way I 
want to

Ideal for 
indication 

X

Take 
away my 

worry

Few side 
effects

Low costTake my 
mind off 
disease

Advanced 
way to 
treat 

condition

Ideal for 
any 

sufferer of 
condition

More 
powerful 

than other 
treatments

Ideal for 
severe 

sufferers

Expensive 
compared 
to other 

treatments

Average

Importance (Rank)

A
ss

oc
ia

tio
n 

(T
2B

)
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Segments must be prioritized.  One approach is 
based on “conversion” or “yield.”

• An attractiveness index 
is a composite measure 
of segment 
attractiveness and size.

– 100 = its share of all trial 
users is in direct 
proportion to its size

– >100 = higher-than-
average source of 
patients

100%217Total

50.7%11020.9%52740.0%S6

1.8%410.8%372.8%S5

19.8%4314.3%30122.9%S4

15.2%3326.8%1239.3%S3

4.1%910.6%856.5%S2

8.3%187.6%23617.9%S1

(%)
(Sample 

Size)
(TB)

(Sample 
Size)

(%)

% of All 
Likely Users 
in Segment

Likelihood 
Users in 
Segment

Likelihood to 
Ask Doctor

Size of 
Segment

Size of 
Segment

EDCBA

100100%100%Average

12740.0%50.7%S6

642.8%1.8%S5

8622.9%19.8%S4

1639.3%15.2%S3

636.5%4.1%S2

4617.9%8.3%S1

Development IndexSize of Segment
% All Likely Users in 

Each Segment
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Convenience/ 
Lifestyle

Tolerability/Safety

Once a day

Effective in X

Efficacy

Low Priority Segment

Synergies can be mapped between segments to identif y 
the “highest common denominator” communications 

platforms.

Effective in Disease X 

Easy to 
administer

Insurance

More effective than NSAIDs

As effective as Brand Z

No organ failure

No GI side effects

Low risk of dependency

Low Priority Segment

Covered by insurance

Segment 1 S2 S3 S4 S5

Safer than 
class B
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Simplifying the story helps the brand team lean int o 
promising positioning platforms to testing.

S6

S3

S1

Not afraid to step 
up treatment but 
prefers to first 
exhaust more 
benign options

Patient-
centered

Functionality 
driven

S2

S4

S5

Disregard 
costs

Efficacy 
driven

Cost-conscious

Path of least 
resistance

Inner-direct Rx 
motivations

Detailing resistant

Safety concerns

Consider constellation of 
patient conditions, not 
just disease X

High opportunity segments
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Move away from PowerPoint slides in workshops to 
discuss actions and implications.

• Bring segments to life using creative exercises – your 
communications agencies should be heavily involved.

– Build collages, perform skits, pretend focus groups

– Also standard stuff like ethnographies and other follow-on research

• Only construct segment names after you have 100% 
decoding the segments:

– Note to suppliers – let the clients generate the names!

• Align targeting decisions with strategic intent:
– Is a stronghold segment a key target for a repositioning strategy 

intended to drive growth? 

• Think about how to communicate actions to 
stakeholders:

– Use sales meeting? Videos? Songs?
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Evaluating Positionings 
and Messages
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Positioning and message evaluation should not just 
rely on qualitative testing for high stakes decisio ns.  

A few won’t always guarantee a sound prophecy.

Use focused testing 
approaches

Identify target segments

Determine competitive set

Define differentiated 
core benefit for targets

Develop positioning candidates 
for testing

Test and finalize positioning

Develop messages for testing

Incorporate messages into creative 
executions (Vis Aid, etc.)
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Every positioning and message test should be guided  
by a framework with “acid test” criteria.

Differentiation

Credibility
Relevance 

(aka “Importance”)

Inclination to prescribe 
(to newly diagnosed, 

repeat, etc.)
Supportable

Other Messaging 
Criteria

– Fit with brand 
positioning

– Sustainable (will it 
be eclipsed by a 
new entrant)

– Perceived 
superiority (or 
efficacy)

– Comprehension
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Some Design Considerations – Positioning Testing

• Positionings should command a lift in targetsMeasure by segment

• Respondents can click on aspects they like, dislike and find 
unique

• These clicks can be regressed against an outcome – interest 
in product – to determine salience of positioning dimensions

Consider “click” exercises 
to deconstruct elements of 
positionings

• If extensive subgroup analysis is required, this can be 
accommodated via sequential ratings

• A long-form drill-down of the first presented positioning (the 
monadic read), followed by a short-form evaluation of further 
posiitonings (the sequential read)

• Randomly assign to avoid any order bias

Compliment with 
sequential ratings

• Clean monadic scores for each positioning statement

• Not always possible if more than 3–5 positionings
Where possible, ensure a 
monadic read

RationaleDesign Consideration
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Some Design Considerations – Message Testing

• Include messages that have a known marketplace effect

• Consider competitive and old messages as benchmarks
Incorporate control messages

• Embed bridge messages in all tests allowing for 
recalibration across wavesUse bridge messages

• Test uni-dimensional and multi-dimensional messages to 
evaluate the incremental impact

• Modified TURF analyses to optimize message bundle

• Discrete choice models to combine distinct elements

Test incrementality of 
messages

• Include likelihood to act (prescribe, ask MD for Rx), and 
diagnostics (uniqueness, believability, efficacy, etc.)

• Select a subset of ratings to combine with the forced 
choice scores into a single index of performance

Incorporate rating scales into 
a composite index

• Maximum Difference Scaling can distinguish between long 
lists of tested messagesUse forced choice methods

RationaleDesign Consideration
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MaxDiff Scaling: How it Works

• Each respondent is shown a series of grids, each containing 3-4 messages.
• Respondent selects the ONE message that would make them most likely to 

act and the ONE message that would make them least likely to act. 

• Respondents must make trade-offs across items. 
• If all items were judged equally likely to be chosen, each would score 100.  

Thus, items more likely to be chosen score over 100. 
• Through MaxDiff scaling we identify the rank order of items 

tested and the distance between each. 

�Tolerability Message�

Efficacy Message

Safety Message

��

�

Makes Me Most Likely 
to Prescribe

(Check ONE only)

�

Makes Me Least Likely
to Prescribe

(Check ONE only)
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190

122

106

103

86

36

24

313

0 20 40 60 80 100 120 140 160 180 200 220 240 260 280 300 320 340

High Medium Low

627%Message #8

1531%Message #7

7430%Message #6

10131%Message #5

10233%Message #4

12732%Message #3

22338%Message #2

49336%Message #1

KN combines forced choice results with rating scale s 
for composite scores of message effectiveness.

Likelihood to Prescribe
(TB Rating)

Composite 
Score

MaxDiff
Index

Note: The Composite Score is a calculation based on a weighted average of the likelihood rating and MaxDiff Index.

Control
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Matrices illustrate the alignment on acid test crit eria. 

Relationship Between Credibility & Differentiation

35

40

45

50

55

60

65

70

35 40 45 50 55 60 65 70

M-1 & M-7

M-2

M-3
M-4

M-5

M-6
M-8

M-9

M-10
M-11

M-12

M-13

M-14

M-15

M-16

Low High

High

New and Different (T2B)

B
el

ie
va

bi
lit

y 
(T

2B
)

Well AlignedCredible but Old News

Well Differentiated but
Empty PromiseAvoid

Note:  M-1 to M-16 denotes rank order of claims on composite scoring system.
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Process Tricks of the 
Trade



��

Although design and analytics are important in hitt ing 
the brand bull’s eye, process is critical.

Major Process Hints
1. Figure out the destination
2. Select the right internal and 

external partners – an 
ensemble cast

3. Wire up the process ahead of 
time – and communicate it

4. Get the key brand owners 
“bought-in” early

5. Workshop, workshop and 
workshop

6. Build a timeline that reflects 
interlocking management 
phases – not just a research 
steps

7. Be careful with short cuts

Minor Process Hints
1. Establish a “core” team for day-

to-day decisions
2. Wire up standing weekly 

meeting with core team (Brand 
+ MR)

3. Determine “on ramp” and “off 
ramps” for augmented team 
members

4. Put onus on weekly meeting 
leaders to publish agenda and 
follow ups

5. Establish group email address
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In Summary
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In Summary

1. An integrated process will get you much closer to the 
brand bull’s eye – don’t think in terms of distinct research 
projects

2. Smart design and analytics are key

3. But process tricks of the trade are also essential
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KN Contacts

• Justin Edge (SVP/Senior Managing Director)
– (312) 416 3676

– Jedge@knowledgenetworks.com

Visit us at
www.knowledgenetworks.com 


