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Segmentation Actionability Challenge
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WHY?
All major pharma brands  
have a customer segmentation. 

But only 10-20% of them use it for 
segment-based messaging.



Explained: Lack Of Segmentation Actionability 
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MESSAGING 
Creating messages  

for each segment 
complicates the message 

development process

TRAIN 
Getting reps to deliver 

differential messages in 
the field is operationally 

challenging

TARGET 
Identifying Segments in 
the real world is not easy 
if the target list is not 
coded by segment



Heuristics: Unifying tool for segmentation
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Decision heuristics can be a unifying tool to convert segmentation into segment-based messaging.

DECISION HEURISTICS 
Unifying Tool for Segmentation

Train reps on decision 
heuristics science

Reach customers in 
the real world based 

on their heuristics 

Segment customers 
based on how they 
make decisions

Create compelling 
messages to change 
decisions

Segment

MessagingTarget

Train



Adding Heuristics to Behavioral Segmentation
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Behavioral segmentation 
is good for targeting,  

but doesn’t tell you how 
to message to each 

segment

Adding heuristics  
to each segment 

explains their behavior 
and directly leads to 

messaging

• Illusion of 
Control 

• Egocentric Bias 
• Effort 

Justification

Seg 1 Heuristics

• Satisficing 
• Mental Inertia 
• Complication 

Bias

Seg 2 Heuristics

• Ambiguity 
Aversion  

• Disappointment 
Aversion

Seg 3 Heuristics

• Attibute 
Substitution 

• Actor Observer 
Bias 

• Diffusion of 
Responsibility

Seg 4 Heuristics

Behavioral 
Segment 1

Behavioral 
Segment 2

Behavioral 
Segment 3

Behavioral 
Segment 4



Heuristics: Much better than Attitudes
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Attitudes Decisions

Attitudes often don’t correlate with 
behaviors and can influence 
messages indirectly at best.

Attitudes are not good for 
targeting in the real world either.

Segmenting customers based on 
decision heuristics can lead  
to a better understanding of the 
hidden drivers of each segment.

Decision heuristics can also be 
used directly to develop more 
compelling messages, making the 
segmentation more actionable. 



How to Segment using Customer Heuristics
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Qual Research 
Deep immersive research  

to pick up signal for customer 
heuristics from qual interviews.

Quant Research 
Quant segmentation survey  
with behavioral experiments 
designed to map respondent 

heuristics.

Data Analytics 
Apply heuristic rules to 

secondary behavioral data and 
reverse engineer the heuristics 

for each customer

Option 1 Option 2 Option 3



Comparing Segmentation Options
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Identifies heuristics accurately

Identifies attitudes, beliefs, needs

Identifies behaviors

Messaging Actionability

Cost

Timing

Option 1 

Qual
Option 2 

Quant
Option 3 

Data

Identifies heuristics accurately

Identifies attitudes, beliefs, needs

Identifies behaviors

Messaging Actionability

Cost

Timing



Option 1: Using qual research to identify segment heuristics
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“Is there any segment/bucket of CHF patients you dread clinically – if they 
didn’t come to your office you might be relieved?”

Heuristic: Dread Risk Bias

“Let’s say you have five Class 2 CHF patients who closely adhere to your 
treatment recommendations, are demographically similar, but have very 
different progression of the disease.  What would explain the difference in 
outcomes?” 

Heuristic: Ascription of Causality

Rx Data shows that cardiologists mostly treat HF patients over time by 
adding drugs to regimen, and rarely switch patients from one drug to 
another.  Let’s say you wrote a book called “Why cardiologists don’t switch – 
7 hidden truths about how cardiologists behave”, what would it tell us.

Heuristic: Status Quo Bias



Option 2: Using quant research to identify segment heuristics
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Social proverbs can be 
used as a signal for 
heuristics and used to 
explain respondent 
decisions.

Messages can be used 
as a proxy for heuristics 

that influence respondent 
decisions.



Option 3: Using behavioral data to identify segment heuristics
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Start with the target list 
and the data used to 

create the list

Add physician-level, 
patient level longitudinal 

Rx data and other 
relevant data

Apply “heuristic rules” to the 
combined data - each rule 
detects the propensity of a 

specific heuristic

Assign heuristics to each 
physician based on the 

propensity scores



Example: Detecting signal for heuristics in data
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Rule of Consistency definition: Humans feel the need to maintain a consistent image of 
themselves and will even repeat bad decisions to maintain an image they have established

Patient level 
treatment allocation 
data across 3 lines 

of therapy

Step 2: Choose best data 
for signal detection

Rule of  
Consistency

Step 1: Choose heuristic 
to detect in data

If 70+% patients in practice 
treated similarly, then 

propensity score for Rule 
of Consistency is High

Step 3: Apply business 
rules to data
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Reps can be trained on the decision heuristics 
of each physician segment and the call  
script can be based on heuristics.

“Dr. John, I know from 
talking to the nurses that you 
are able to get a lot of your 
RA patients into remission. 

What are the biggest 
differences in how you treat 
vs. other physicians?”

Training reps to sell based on heuristics



Example: From Segments to Messaging
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Just adding PRODUCT Y to PRODUCT X in  
the trial produced significantly greater PFS.

Complication 
Bias

PRODUCT X + PRODUCT Y clearly surpassed PFS  
vs. PRODUCT X alone in the trial.

Ambiguity 
Aversion

PRODUCT X + PRODUCT Y together provided  
patients PFS for significantly longer than  
PRODUCT X alone in the trial.

Customization 
Bias

Continue providing better chance of survival:  
PRODUCT X + PRODUCT Y extended PFS significantly  
vs. PRODUCT X alone in the trial.

Rule of 
Consistency

PRODUCT X + 
PRODUCT Y 
significantly 

prolonged PFS vs 
PRODUCT X in 
the clinical trial.

Unsegmented Message Segment Heuristic
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Segmented Messages

Just adding

clearly surpassed

together provided

Continue providing better change of survival:



Example: From Segments to Messaging

15

Don't just settle for A1c drops. PRODUCT X 
gives you additional benefits like weight loss and 
BP reduction without an increased risk of 
hypoglycemia.

PRODUCT X…your workhorse after 
metformin for patients who simply can't 
control their diabetes.

Make a difference in your diabetes patients' lives 
by helping them reach A1c goals with PRODUCT 
X.

Every meal can be a source of anxiety for 
diabetes patients. Help your patients make 
progress in their daily battles against diabetes 
with PRODUCT X.

One pill. Once a day. With or without 
food. Adding PRODUCT X can be easy.

PRODUCT X minimizes blood sugar 
drops and spikes so patients can achieve 
reliable, consistent blood sugar stability.

Diabetes patients already miss out on a 
lot of things. Don't let them miss out on 
the benefits of PRODUCT X.

PRODUCT X delivers the efficacy of two 
well-known and well-Established classes 
of drugs.

PRODUCT X has an established safety 
profile, which means you know what to 
expect when it comes to hypoglycemia.

PRODUCT X has proven its ability to 
reduce A1c significantly more than Y or Z 
alone added to metformin.

Diabetes is all about A1c, PRODUCT X is 
all about A1c control.

PRODUCT X provides the power for you 
to treat your patient with confidence, with 
reliable and safe A1c reduction.

Studies estimate that high glucagon 
levels are responsible for as much as 
50% of the increase in blood glucose after 
a meal in T2D.

Diabetes treatment needs a different 
approach: More than 55% of T2D patients 
are not at goal despite being on 
treatments.

Diet and lifestyle restrictions can affect 
diabetes patients' lives negatively. 
PRODUCT X can help bring A1c levels 
closer to normal.

Patients need to take more ownership of 
their A1c. PRODUCT X can give them the 
boost they need.

Compromax
ing

Overconfiden
ce effect

Illusion of 
control

Information 
bias

Ambiguity 
Aversion

Rule of 
consistency

Certainty 
effect

Familiarity 
effect

Complication  
bias

Status quo 
bias

Loss 
aversion

Negativity 
bias

Segment 

1

Segment 

4
Segment 

3

Actor-
observer 

bias
Diffusion of 

responsibility

Anchoring 
Effect

Empathy 
gap

Segment 

2
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Case Study 

Activating Segment-Based 
Messaging for PBM



Background
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The Situation 
• National Pharmacy Benefits 

Manager has 24+ million 
“chronic” members  i.e., 
those taking 1+ long term 
medication 

• Despite persistent 
messaging, fewer than 20% 
use the PBM’s mail-order 
pharmacy

The Challenge 
• Place all members into one 

of 3 segments based on 
health stage criteria 

• Develop separate 
communications targeted to 
the segments to increase 
usage of the PBM’s mail 
order pharmacy. 

• To significantly improve 
conversion rates typically 
seen through DM campaigns 
(~2-3%)



Segment 1: Heuristics-Based Messaging Example
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Diffusion of 
Responsibility

Loss Aversion

Loss Aversion/ 
Complication Bias

Diffusion of 
Responsibility/ 

Complication Bias

Hyperbolic 
Discounting

Compromaxing

Diffusion of 
Responsibility/ 
Complication Bias

Diffusion of 
Responsibility

What kind of messaging will 
get Segment 1 patients to 
switch from retail to mail-
order pharmacy?



Segment-Based Messaging In-Market Test
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Messaging 
campaigns for each 
segment were 
tested in the largest 
in-market test of its 
kind in the PBM 
industry with 25+ 
million touchpoints.

Seg 1 
Newly 
Chronic

Seg 2 
Changing 
Therapy

Seg 3 
Adding 
Conditions

Savings Campaign 
With Outreach

Pharmacist 
Outreach

Waiver  
Offer

Clinical Mailing 
With Pharmacy 

Benefits

Pharmacist 
Outreach

Multi-point 
Campaign 
Savings, 

Treatment

Patient Tools 
Explaining 
Savings

Member Services 
Options for 
Simplifying 
Treatment

Pharmacist 
Outreach

Patient Tools 
Explaining Drug 

interaction

Member Services 
Outreach

Multi-point Email 
Campaign



Results
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The results of the in-market test were transformative!

% of Prescriptions Converted to Mail-Order Pharmacy % of Patients Converted to Mail-Order Pharmacy

Control 
Messaging Segment 1 Segment 2 Segment 3

New Messaging Control 
Messaging Segment 1 Segment 2 Segment 3

New Messaging

3.35%

7.66%

16.61%

9.06%

1.72%
4.12%

9.56%

5.23%
2.4X Lift

5.6X Lift

2.7X Lift

2.3X Lift

5X Lift

3X Lift



Decision Heuristics: Unifying tool for segmentation actionability
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Segment 
Segment customers 
based on how they 
make decisions

Messaging 
Create compelling 
messages to 
change decisions

Target 
Reach customers in 
the real world based 
on their heuristics 

Train 
Train reps on 
decision heuristics 
science
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