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Outsourcing Healthcare Professional
(HCP) Marketing in Pharma

Outsourcing HCP marketing means contracting external vendors (e.g. contract-sales
organizations, specialized agencies, or consultancies) to handle promotional and engagement
activities that a pharma company could do in-house. These activities include field sales
(sampling and detailing), speaker programs, digital marketing, medical education, and market
research aimed at physicians and other HCPs. Pharma firms adopt outsourcing to gain agility
and specialist skills beyond their internal capacity. For example, an IQVIA expert explains that
outsourcing sales roles allows companies to “be flexible, agile and innovative”, scaling teams up
or down without long-term commitments. In practice this can mean using a Contract Sales
Organization (CSO) for field reps, hiring a medical-education agency for speaker programs, or
engaging a digital-marketing firm for omnichannel campaigns. (In all cases, regulatory
compliance remains the sponsor’s responsibility.) According to Deloitte and industry analysts,
pressure on margins and the rise of digital channels are prompting many pharma companies to
outsource a growing share of their commercial functions.

Benefits of Outsourcing HCP Marketing

e Cost Efficiency and Flexible Budgeting: Outsourcing can convert fixed costs (salaries, overhead)
into variable costs (vendor fees), improving budget predictability. Deloitte notes that working with
third parties “can reduce costs” while still deepening HCP relationships. IQVIA reports that
outsourcing “significant financial benefits” in cost management, enabling more predictable
budgeting and lower financial risk. In practice, using a CSO or agency avoids the expenses of
recruiting, training, and retaining full-time staff, and allows rapid scaling during product launches.

e Scalability and Agility: Third-party partners enable rapid scaling of commercial efforts. A contract-
sales partner can "quickly react to changing priorities and stay flexible” — scaling teams up or down
based on workload. For example, emerging biotech companies routinely outsource broad functions
due to limited internal infrastructure. Outsourcing also helps cover temporary gaps (such as
employee leave or vacancies) without losing sales momentum. This agility is critical for launches or
clinical-readout events; companies can bolster their sales force for a surge in activity and then
downsize once goals are met.
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e Access to Specialized Expertise and Innovation: Vendors often bring deep experience across
therapeutic areas and advanced technologies that would be costly to develop in-house. IQVIA
highlights that outsourcing partners “bring teams of experts across various therapeutic areas and
market segments” with knowledge in emerging fields, Al-driven tools, and omnichannel strategies.
Similarly, a pharmaphorum analysis notes that outsourcing partners have "deep domain expertise”
and "access to the latest technologies and best practices,” shortening learning curves and enabling
economies of scale. For instance, a digital marketing agency may already have advanced analytics
and CRM capabilities; using them can enhance personalization and targeting of HCP campaigns.
Some companies use outsourcing to pilot new digital solutions (like Al-driven e-detailing or tele-
engagement) before committing to a permanent build.

¢ Focus on Core Business: By offloading marketing tasks, companies free internal teams to
concentrate on strategy, regulatory affairs, or R&D. This can improve focus on key products and
scientific value. Outsourcing can also bridge capability gaps: mid-sized firms often outsource to
access specialized solutions they lack, while large firms use it to extend their reach in new markets
or therapies. For example, contracting out a speaker bureau program may be more efficient than
building an in-house events team from scratch.

¢ Technology and Data Access: Established vendors usually invest in robust technology
infrastructure. Outsourcing partners can provide advanced platforms for omnichannel marketing and
data security. Industry analysts note that experienced partners "offer robust technology
infrastructure and security measures to protect data” in omnichannel HCP programs. In other words,
a specialized agency may already have enterprise-level marketing automation, tracking and security
protocols, giving the pharma sponsor the benefit of cutting-edge tools without the capital expense.

Drawbacks and Risks of Outsourcing HCP Marketing

¢ Regulatory and Compliance Risk: Outsourcing does not transfer regulatory liability. The sponsor
company remains responsible for ensuring that all marketing to HCPs complies with laws (e.g. FDA,
AKS, PhRMA Code, Sunshine Act) and standards. Third-party agencies can make mistakes: for
example, if a vendor designs a promotional program that violates industry codes or anti-kickback
rules, the pharma company faces enforcement risk. Compliance demands intensive oversight of
vendor actions. Regulatory authorities have warned that activities like speaker programs can be a
“nidus of compliance risk”. In practice, companies must rigorously review contracts, approve
materials, and monitor activities to catch any off-label promotion or improper incentives. The need to
maintain control over message and compliance often requires detailed third-party governance.

¢ Data Security and Privacy Concerns: Outsourcing exposes sensitive commercial and (potentially)
HCP data to external parties, increasing cybersecurity risk. The pharma industry faces intense cyber
threats, and breaches can be extremely costly. ContractPharma reports that “each data breach costs
companies millions of dollars,” making data protection a “financial imperative”. While some
outsourcing firms invest heavily in security, sharing customer lists, analytics, or campaign data with
any vendor raises the chance of a leak or unauthorized access. Companies must ensure their
contracts and vendor controls meet HIPAA/PHI standards and global privacy regulations.
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¢ Loss of Internal Knowledge and Control: Relying on vendors may erode a company’s own
marketing expertise over time. Institutional knowledge about KOL relationships, brand nuances, or
customer insights can migrate to the vendor. If the outsourcing agreement ends, the company might
find it hard to rebuild that capability. There is also risk of misalignment: an external agency'’s
incentives (driven by fees or KPI bonuses) may not fully match the company’s long-term brand
strategy, leading to inconsistent messaging or brand dilution. In short, outsourcing can save costs
but can also reduce the sponsor's direct control and visibility over everyday HCP interactions.

e Quality and Coordination Issues: Multiple vendors can lead to fragmented execution. If field sales,
digital marketing, and medical education are all outsourced to different providers, coordinating
campaigns and ensuring integrated messaging becomes complex. McKinsey cautions that
"outsourcing introduces complexity” which must be managed by balancing partnerships with internal
capability-building. Delays or miscommunications with vendors (e.g. delays in producing promotional
materials or training a contracted sales rep) can slow down HCP engagement efforts. Contractual
relationships also require time and resources to manage (setting SLAs, monitoring KPls, etc.), which

some companies underestimate.

¢ Dependence on Vendor Stability: The pharma company becomes dependent on the vendor’s
stability and reputation. If a key agency goes out of business or fails (e.g. fails to vet a speaker
properly), it can disrupt marketing plans. Similarly, any scandal involving a vendor (fraud, data
breach, etc.) can spill back onto the sponsor. Thus, third-party risk management is a major concern.

Industry Trends and Data

Recent industry reports confirm that outsourcing of commercial and HCP marketing functions is
growing. McKinsey notes “more than half of pharma companies now outsource commercial
capabilities”. IQVIA forecasts that over the next five years large pharma will outsource “more
than 50 percent of their commercial activities”. These trends are driven by cost pressures,
portfolio complexity, and the need for digital transformation.

Pharma analytics firm IQVIA highlights several driving forces: global competition, smaller
launches, and a shrinking pool of available sales reps are pushing companies to form strategic
outsourcing partnerships. Similarly, Deloitte’s Life Sciences outlook reports that rising financial
pressures and HCPs' preference for non-company channels (67% of HCPs prefer information
from non-pharma sources) have made outsourcing an attractive way to cut costs while

improving engagement.
The market data reflect these shifts:

e Commercial Outsourcing Adoption: Surveys indicate a split industry: while many firms (56%) are
currently outsourcing at least one commercial function, a significant fraction remain cautious.
McKinsey's finding (over 50% outsourcing commercial work) suggests majority adoption at leading
companies.
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e Contract Sales Organizations: Outsourced sales (CSOs) form a large segment. In the US, the CSO
market is estimated at US$2.75 billion in 2024, projected to reach about US$6.46 billion by 2034.
North America accounts for roughly 36% of global CSO revenue, as pharma companies there

extensively use contract reps for detailing, especially in oncology and specialty areas.

¢ Digital Marketing Outsourcing: Digital HCP marketing is another fast-growing area. Global

healthcare digital marketing outsourcing spend was about US$9.3 billion in 2022 and is projected to
reach $10.5 billion in 2023, reflecting ~9% annual growth. North America led with over 40% of that
market. This includes agencies providing SEO, social media campaigns, email marketing, content

creation and analytics for healthcare clients (including pharma). As omnichannel engagement
becomes standard, pharma budgets are increasingly allocated to these external digital services.

e Broader Pharma Services Outsourcing: More generally, the US biotech/pharma services
outsourcing market (encompassing R&D, manufacturing, and commercial services) was

=US$10.2 billion in 2023. Within this, commercial and marketing-related services are a substantial

portion, though precise splits are proprietary. Nonetheless, the size of this market underscores that
outsourcing is a core strategy across the industry.

These trends are reinforced by consulting reports. For example, IQVIA and pharmaphorum

advise that brand teams “create an outsourcing arrangement with an experienced third-party
partner” to accelerate omnichannel capabilities, reduce risk, and convert fixed costs to variable.

Deloitte's research likewise projects that outsourcing (including digital and back-office

functions) will likely exceed 50% for many large pharma as companies seek "expertise, flexibility
and efficiency". In short, outsourcing HCP engagement is increasingly seen as a strategic lever in

a complex, competitive commercial environment.

Table 1. Adoption and Spending in Pharma HCP Outsourcing (approximate figures and

forecasts)

Metric | Segment

Pharma outsourcing
adoption (companies)

Large pharma outsourcing
(next 5 years)

US Contract Sales
Outsourcing market
(2024)

Global Digital Marketing
Outsourcing (2022)
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Value/Trend

>50% of pharma firms
outsource some commercial
functions

>50% of commercial activities
expected to be outsourced

USD 2.75B (projected USD
6.46B by 2034)

USD 9.3B (USD 10.5B in
2023)

Source

McKinsey (2024)

IQVIA (2024)

Precedence Research
(2024)

Grand View Research
(2023)
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Metric | Segment Value/Trend Source
North America share of Grand View Research
.. . ~40% of global market
digital outsourcing (2022) (2023)
US Pharma Services ] )
. USD 10.18 B in 2023 (=xUSD NovaOne/BioSpace

Outsourcing market

16.7B by 2033) (2024)
(2023)
HCP preference (for info 67% prefer support from non- )

Deloitte (2023)

channels) pharma channels

These data illustrate rising investment in outsourced HCP engagement. Pharma companies—
especially smaller or more specialized ones—are increasingly leveraging third parties to achieve
scale, technical capabilities, and cost flexibility. At the same time, industry sources emphasize
that outsourcing must be managed alongside strong governance and integration with internal
teams.

Pros and Cons: Comparison

Advantages Disadvantages/Risks

Cost savings & budget Compliance and oversight: Must maintain
flexibility: Outsourcing turns strict control over messaging and interactions
fixed costs into variable, reducing = (FDA/AKS/PhRMA/Sunshine). Vendor mistakes
overhead and enabling more (e.g. illegal inducements) can expose the
predictable budgets. sponsor to fines and reputational harm.

Scalability & agility: Third

) ] . Data security risk: Sharing sensitive
parties allow rapid scaling )
HCP/customer data increases exposure to
up/down for launches or seasonal ]
. cyberattacks or breaches, which can cost
demand. Can fill short-term o
. . . millions.
staffing gaps without hiring.
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Advantages Disadvantages/Risks

Specialized expertise: Agencies  Loss of internal knowledge/control: Long-

bring deep therapeutic term outsourcing can erode in-house skills and
knowledge, digital tools, analytics, reduce direct control of brand strategy,

and best practices that may be messaging consistency, and institutional know-
impractical to build in-house. how.

Access to technology: Vendors Management complexity: Multiple vendors
often have advanced CRM require governance overhead (SLAs, KPls,
systems, Al/analytics, and digital integration). Poor coordination can lead to
platforms that improve targeting fragmented marketing efforts and slower
and personalization. decision-making.

Flexibility: Outsourcing enables L
) Dependence on vendor: Companies risk

flexible workforce deployment . L . . .

] ) disruption if a vendor fails, raises prices, or
and experimentation. A contract . . . L

) ) shifts focus. There is also the risk of misaligned
partner can pilot new tactics or . . .
. . . . incentives (vendor prioritizes revenue over
innovations (like omnichannel or
. brand value).

Al) before wider rollout.

Conclusion

For US pharmaceutical companies, outsourcing HCP marketing offers clear opportunities —
notably cost efficiency, faster scalability, and cutting-edge expertise. Leading industry analyses
from Deloitte, McKinsey, and IQVIA find that commercial outsourcing is a growing strategic
imperative amid tighter budgets and digital transformation. At the same time, drawbacks like
compliance and data-security risks cannot be ignored. Effective outsourcing requires rigorous
vendor selection, clear contractual controls, and ongoing oversight of quality and legal
compliance. In practice, the most successful pharma companies combine internal capabilities
with external partnerships: they leverage vendors for scale and specialty while maintaining core
expertise and governance in-house. As one Deloitte study notes, outsourcing can create a
“trusted bridge"” to the market, but firms must “remain connected to key partners” and
processes.

In sum, outsourcing HCP marketing can be a powerful tool for pharma firms facing complex
markets, if they carefully weigh the trade-offs. By learning from market data and case examples,
companies can use third-party partnerships to enhance agility and reach — while putting in place
the controls needed to manage compliance, data security, and integration risks.
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Sources: Recent industry reports and analyses (Deloitte, McKinsey, IQVIA, etc.) and market
research data. (All statistics and insights are drawn from cited sources.)
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DISCLAIMER

The information contained in this document is provided for educational and informational purposes only.
We make no representations or warranties of any kind, express or implied, about the completeness,
accuracy, reliability, suitability, or availability of the information contained herein.

Any reliance you place on such information is strictly at your own risk. In no event will IntuitionLabs.ai or
its representatives be liable for any loss or damage including without limitation, indirect or consequential
loss or damage, or any loss or damage whatsoever arising from the use of information presented in this
document.

This document may contain content generated with the assistance of artificial intelligence technologies.
Al-generated content may contain errors, omissions, or inaccuracies. Readers are advised to
independently verify any critical information before acting upon it.

All product names, logos, brands, trademarks, and registered trademarks mentioned in this document are
the property of their respective owners. All company, product, and service names used in this document
are for identification purposes only. Use of these names, logos, trademarks, and brands does not imply
endorsement by the respective trademark holders.

IntuitionLabs.ai is an Al software development company specializing in helping life-science companies
implement and leverage artificial intelligence solutions. Founded in 2023 by Adrien Laurent and based in
San Jose, California.

This document does not constitute professional or legal advice. For specific guidance related to your
business needs, please consult with appropriate qualified professionals.
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