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Introduction
At Fractal Force, we specialise in building and executing effective 
HCP engagement models that drive measurable impact for the 
world's leading life sciences companies. As strategic advisers, we've 
carved out a unique position as pragmatists who bridge the critical 
gap between strategy and execution.

“Our philosophy is straightforward: we focus on simplifying 
complexity and amplifying impact.”

Given segmentation's foundational importance and our deep 
experience helping clients implement practical, actionable 
segmentation frameworks, we decided to distil our insights into this 
comprehensive white paper.



Whether you work in commercial excellence, medical affairs, digital 
and omnichannel strategy, brand marketing, or any other function 
that touches HCP engagement, this piece is designed to serve dual 
purposes: as a practical refresher for seasoned professionals who 
want to ensure they're maximising the value of their segmentation 
approach, and as a comprehensive introduction for those earlier in 
their journey who want to understand how strategic segmentation 
can transform HCP engagement effectiveness. 



We should note upfront that this piece is intentionally directional. 
The world of HCP segmentation encompasses layers of nuance, 
market- and company-specific considerations, and tactical 
variations that no single white paper, regardless of its length, can 
fully capture.



→ Our goal here is to provide a clear, actionable framework that you 
can adapt and build upon based on your specific context, 
therapeutic areas, and organisational capabilities.



What follows is our take on the essential components of strategic 
HCP segmentation, grounded in real-world implementation 
experience and focused relentlessly on driving practical impact.



Let's begin!

While the life sciences industry is often drawn to the latest 
technological innovations and sophisticated methodologies, we 
believe there is tremendous value in ensuring that the fundamental 
building blocks are solidly in place first. We've learned that simplicity, 
a holistic approach, relentless focus on execution, and rigorous 
measurement of impact consistently generate outsized value for our 
clients.



This isn't always the most glamorous approach. It's certainly less 
sexy than chasing the newest "shiny objects" in the short term. 
However, our experience across dozens of engagements has 
consistently shown that getting the fundamentals right yields 
exceptional returns in the long run. It's the difference between 
building on solid foundations versus constructing elaborate 
strategies on shifting sand.



This is precisely why segmentation sits at the front and centre of our 
focus domains. Effective HCP segmentation isn't just an analytical 
exercise. It's the cornerstone of any successful commercial strategy. 
When segmentation is done well, it cascades through every aspect 
of customer engagement: optimised resource allocation, improved 
customer-centricity, better decision-making, enhanced 
personalisation, and ultimately, more substantial ROI. When it's done 
poorly or overlooked, even the most sophisticated engagement 
strategies struggle to deliver meaningful results.



The Evolving Landscape 

of HCP Engagement
The relationship between life sciences companies and HCPs has 
undergone a profound transformation in recent years. Historically, 
engagement often revolved around traditional, product-centric sales 
calls. However, the contemporary landscape demands a more 
holistic, value-driven, and personalised approach.



Effective HCP engagement is now understood as the process of 
connecting, interacting, and building meaningful, ongoing 
relationships with HCPs to support them in their practice and 
ultimately improve patient outcomes. This evolution necessitates a 
far more sophisticated approach to understanding and segmenting 
HCP audiences.



A cornerstone of this new paradigm is omnichannel engagement. 
This strategy aims to create a synergistic and cohesive experience 
for HCPs across a multitude of touchpoints, both digital and in-
person, placing the HCP at the center of a well-orchestrated journey. 
This is a distinct progression from simple multi-channel approaches, 
which can often operate in silos, leading to fragmented experiences. 
Today, physicians engage with life science brand content across 
more than ten different digital and in-person channels, highlighting 
the complexity and opportunity within omnichannel strategies.



Parallel to the rise of omnichannel strategies is the growing demand 
for personalisation. HCPs, much like consumers in other sectors, 
have developed an expectation for customer-centric experiences 
where information is tailored to their specific needs and interests. 
Generic, one-size-fits-all content is increasingly likely to be 
disregarded.

The traditional "one-size-fits-all" marketing and engagement 
models are demonstrably ineffective, leading to inefficient resource 
allocation.



→ Segmentation enables life sciences companies to dissect the 
diverse HCP landscape, identify distinct groups based on various 
characteristics, and tailor messaging, content, and channel 
strategies accordingly.



The failure to adopt sophisticated segmentation carries 
repercussions beyond inefficient marketing expenditure ↴

Furthermore, the proliferation of engagement channels 
exponentially amplifies the complexity of effective segmentation. 
Each channel generates a wealth of data points regarding HCP 
preferences, behaviours, and responses.

It can actively erode HCP relationships and negatively impact 
brand perception.

Uncoordinated or non-personalised outreach can lead to 
"content overload," making HCPs feel misunderstood and 
overwhelmed by a barrage of promotional material.

These negative experiences can diminish trust and render 
HCPs less receptive to future interactions.

Strategic HCP Segmentation www.fractal-force.com 2

“In this dynamic and demanding environment, sophisticated 
audience segmentation is no longer a discretionary tactic 
but a fundamental necessity.”



Psychographic and Attitudinal 
Segmentation

This dimension delves into the more subjective aspects of HCPs, 
seeking to understand their mindset, values, and predispositions.

Patient-centric advocates, 
evidence-based purists, 
innovation champions,…

Early adopter, cautious 
follower, sceptic,…

Channels, content types 
and formats,…

Proactive researchers, 
peer-dependent learners, 
structured learners,…

Biological therapy advocates, 
safety first conservatives, 
efficacy maximisers,…

Conservative management, 
aggressive intervention,…

Digital pioneer, digital 
adopter, digital cautious, 

digital resistant,…

Clinical efficacy, patient 
quality of life, safety 

profile,…

Brand loyalists, 

evidence-driven evaluators, 

opportunistic switchers,...

Professional 
Values

Treatment

Approach

New Treatment 
Attitude

Communication 
Preferences

Information 
Seeking

Core Beliefs 
and Barriers

Digital 
Savviness

Treatment 
Motivations

Competitor 
Perceptions

→ This type of segmentation is crucial for uncovering the "why" 
behind HCP decisions and behaviours. It enables the crafting of 
more resonant messaging, helps identify and address potential 
barriers to adoption, and allows for communication that aligns with 
an HCP's intrinsic motivations.
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Foundations of HCP 
Segmentation in Life 
Sciences
Audience segmentation in the pharmaceutical context refers to:  

These groups, or segments, are formed based on a variety of 
shared characteristics.

→ The overarching objective of this process is to design and 
implement marketing strategies, communication plans, and 
engagement activities that resonate deeply and effectively with 
the unique attributes of each specific segment.



This tailored approach is designed to promote better 
engagement, achieve a higher ROI for marketing expenditures, 
and ultimately contribute to enhanced patient care and outcomes.



Life sciences companies utilise several standard dimensions to 
segment HCP audiences, each offering a different perspective for 
understanding and categorising these critical stakeholders.

Cardiology, oncology, 
neurology,…

Country, region, state, city, 
urban versus rural setting,…

Small, medium, large,…

Solo, group, hospital-
based, academic 

institution,…

Years in practice, age, 
experience level,…

Speciality

Practice Type

Geography

Practice Size

Experience

Demographic and Geographic 
Segmentation

This foundational layer involves categorising HCPs based on 
objective, often easily obtainable, characteristics.

→ The relevance of this dimension lies in its ability to support basic 
targeting, understand variations in access to HCPs, and tailor 
clinical information to specific practice contexts and patient 
populations they serve.

The strategic process of dividing a broad market of 
potential customers into smaller, more clearly defined groups.”



Behavioural Segmentation

This dimension focuses on the past and current actions and 
interactions of HCPs, providing concrete data on how they operate.



Key variables include:

→ Behavioural segmentation offers tangible evidence of an HCP's 
actual practices and preferences. This allows for highly targeted 
follow-up communications, the identification of potential product 
champions or laggards, and the data-driven optimisation of channel 
mix and content delivery.



While demographic and geographic segmentation provide essential 
foundational information, they are often insufficient on their own to 
drive truly personalised and effective engagement in the modern 
HCP landscape. The increasing demand for personalisation 
necessitates a deeper understanding of individual HCP needs, 
motivations, and preferences—attributes more effectively captured 
through psychographic and behavioural data.



For any segmentation strategy to be effective, the resulting 
segments must adhere to several key principles:

The "actionability" of a segment extends beyond its theoretical 
definition. It encompasses the practical ability of the organisation to 
identify individual HCPs belonging to that segment, reach them 
through appropriate channels, and influence their behaviour in the 
real world. This often requires sophisticated data integration, such as 
linking CRM data with prescribing behaviour and digital engagement 
metrics, as well as robust field force integration and training.



↳ In the following three sections, we provide a detailed examination 
of the three most common forms of segmentation in HCP 
Engagement: adoption, potential, and propensity.

Measurable
The size, purchasing power, and other 

characteristics of the segments should 
be quantifiable.

Identifiable/
Distinct

Each segment must be unique and 
distinguishable from others to avoid 

overlap and confusion.

Accessible

The company must be able to effectively 
reach and serve the segments through its 

communication, sales, and distribution 
channels.

Substantial/
Durable

Segments should be large enough to 
warrant targeted efforts and should exhibit 

stability over a reasonable period.

Differentiable/
Responsive

Each segment should respond differently 
to distinct marketing mixes and 

engagement strategies, confirming their 
uniqueness.

Actionable

Perhaps most critically, the segments 
must be useful for developing and 
implementing effective marketing 
programs and engagement plans.
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High-volume prescribers, 
episodic prescribers, 
declining prescribers,…

Highly engaged multi-channel 
users, selective engagers, event-
focused, minimal engagers,…

Brand champions, 
selective brand loyalists, 

brand agnostic,…

Clinical data seekers, 
practical information 
consumers, industry 

update followers,…

Prescribing 
Patterns

Brand Loyalty

Channel 
Engagement

Content Type 
Engagement



Deep Dive | Adoption-
Based Segmentation

“The HCP Adoption Ladder is a conceptual framework 
to visualise and track an HCP’s progression through 
various stages of awareness, understanding, belief, 
and ultimately, behaviour concerning a specific 
product, therapy, or medical concept.”

It is a dynamic model, acknowledging that HCPs are not static in 
their views or practices but rather move through these stages over 
time as they encounter new information and gain experience.



While the specific number and names of stages can vary between 
different models used by life sciences companies, a synthesised 
understanding reveals typical phases in an HCP's adoption journey.
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Stage 1: Unaware
At this initial stage, the HCP may have no knowledge of the specific 
product or the particular clinical problem it addresses. They may also 
be unaware of new clinical data or evolving treatment paradigms 
relevant to the product. Their primary mindset is one of neutrality or 
a lack of recognition regarding the topic.

"What is this new drug/concept?" "Is there a problem I'm 
not aware of?" "Why is this relevant to my practice?"

HCP Mindset & Questions

Basic awareness-level information, education on the 
disease state or unmet medical need, simple explanations 
of the product's mechanism of action (MOA).

Information Needs

Lack of exposure to information, perceived irrelevance.

Barriers to Progression

"Tell me more about this." "How does it work?" "What is the 
evidence?" "Is it truly different or better?"

HCP Mindset & Questions

More detailed product information, efficacy and safety data 
summaries, explanations of clinical trial results, MOA 
animations, expert opinions.

Information Needs

Information overload, unclear value proposition, scepticism, 
lack of compelling evidence.

Barriers to Progression

Stage 2: Aware
The HCP has now become aware of the product, therapy, or new 
data. However, they require more information to fully understand its 
potential benefits, risks, how it compares to existing options, and 
how it might fit into their current treatment protocols. They are 
actively or passively seeking to build comprehension.

Measure

Effectiveness

Access
Propensity

Personalize


Engagement
Optimize Resource Allocation

Proactive


Intervention



Stage 3: Trialist

In this phase, the HCP is actively evaluating the product. They are 
likely seeking more in-depth clinical data, including specifics on 
efficacy in certain patient populations, detailed safety profiles, and 
practical considerations for use. They may be comparing it directly 
against alternatives and could be open to trying the product on a 
limited basis with appropriate patients. Their attitude is one of 
scrutiny and assessment.

"How does this compare to what I currently use?" "What are 
the real-world implications?" "Which patients would benefit 
most?" "Can I try it?"

Head-to-head comparative data (if available), detailed clinical 
studies, patient case studies, peer-to-peer discussions, 
opportunities for product sampling or pilot programs.

Perceived risks outweighing benefits, logistical hurdles to 
trial, lack of peer validation, cost concerns.

HCP Mindset & Questions

Information Needs

Barriers to Progression

Stage 4: User

The HCP has made a conscious decision to use the product and is 
now incorporating it into their regular clinical practice for suitable 
patients. They are gaining first-hand experience with the product's 
efficacy and tolerability.

"How can I best use this in my practice?" "What are the 
optimal patient types?" "Am I seeing the expected results?"

Best practice guidelines for use, patient support materials, 
ongoing safety updates, information on managing potential 
side effects, access to medical science liaisons (MSLs) for 
complex questions.

Suboptimal patient experiences, lack of ongoing support, 
insufficient reinforcement of value.

HCP Mindset & Questions

Information Needs

Barriers to Progression (to advocacy)
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Stage 5: Advocate

At this advanced stage, the HCP is not only a consistent user but 
also genuinely believes in the product's value. They may be willing to 
share their positive experiences with peers, recommend the product, 
and potentially become an advocate or key opinion leader (KOL) for 
the brand or therapy.

For instance, an HCP in the "Unaware" stage requires basic, 
introductory information designed to build awareness, whereas an 
HCP in the "Considering" stage will be more receptive to detailed 
efficacy and safety data, or testimonials from peers who have 
experience with the product.

Some models propose a simpler 3-stage ladder (e.g., Awareness, 
Belief, Support), while others outline more detailed 4- or 5-stage 
versions. A simpler ladder might be easier to implement and manage 
from a content creation and journey mapping perspective. 
Conversely, a more granular ladder allows for more precise targeting 
and personalisation but demands more sophisticated capabilities in 
content development, journey orchestration, and tracking. 
Companies must therefore strike a balance between the desired 
level of precision and their operational capacity, taking into account 
the specific characteristics of their product and target market.

"This is a great product; how can I share my positive 
experiences?" "How can I contribute to the broader 
understanding of this therapy?"

HCP Mindset & Questions

Platforms for sharing experiences (e.g., speaker programs, 
advisory boards), opportunities for collaboration on research or 
publications, advanced clinical insights, recognition for their 
expertise.

Information Needs

Lack of opportunities for advocacy, insufficient recognition, 
and emergence of superior alternatives.

Barriers to Progression

“Identifying an HCP's current stage on the adoption ladder 
is a critical task that requires the careful collection and 
analysis of diverse data points.”

“The level of granularity adopted for the adoption ladder 
stages can have significant implications for the complexity and 
resource intensity of a company's engagement strategy.”

This includes:

Tracking prescribing behaviour

Monitoring engagement with specific types of content

Analysing questions asked during interactions with sales 
representatives or MSLs

Noting attendance at different types of educational events

Leveraging survey data designed to assess attitudes and 
beliefs



Deep Dive | Potential-
Based Segmentation
Beyond understanding an HCP's current stage in adopting a 
particular therapy, life sciences companies must also assess their 
inherent "potential."

→ Crucially, this is a multifaceted concept that extends far beyond 
simply examining an HCP's current or historical prescribing volume 
for a given product.



Assessing HCP potential involves evaluating a range of metrics and 
gathering data from diverse sources:

“HCP Potential refers to the estimated overall value or impact an individual HCP can bring to a pharmaceutical brand, a specific 
therapeutic area, or patient care more broadly. It is a measure of their capacity to influence treatment decisions, manage 
relevant patient populations, and contribute to the successful uptake and appropriate utilisation of medical innovations.”
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In an environment of constrained budgets and significant cost 
pressures, it enables companies to focus their limited sales and 
marketing resources on those HCPs who possess the greatest 
capacity to positively impact prescribing decisions and patient 
outcomes. This prioritisation is especially critical during new product 
launches or when operating in highly competitive therapeutic 
markets.

However, defining HCP potential solely by historical prescribing 
volume—a common traditional approach—is increasingly recognised 
as a lagging indicator. Such a narrow focus can lead to missed 
opportunities with emerging influencers, HCPs whose practices are 
rapidly evolving, or those shifting their treatment focus. Therefore, a 
forward-looking, multi-dimensional view of potential, incorporating 
factors like influence, adoption propensity, and evolving patient 
demographics, is crucial for sustained growth and maintaining a 
competitive edge.

“The primary importance of potential-based segmentation 
lies in its ability to guide strategic resource allocation and 
maximise return on investment.”

This remains a significant factor, 
encompassing an HCP's current 
and past prescription volume for the 
specific drug class in question or for 
analogous products. Data is typically 
sourced from syndicated claims 
databases and internal sales 
records.

Prescribing Volume/
Behaviour

This involves quantifying the number 
of patients an HCP sees within a 
specific indication relevant to the 
product, or patients who fit 
particular demographic or clinical 
profiles targeted by the therapy. 
Sources include claims data, 
Electronic Medical Record (EMR) 
data aggregators, and information 
about the HCP's practice.

Patient Load/
Demographics

This assesses an HCP's standing 
and influence within the medical 
community. Indicators include 
recognition as a Key Opinion Leader 
(KOL) or thought leader, active 
participation as an investigator in 
clinical trials, a strong publication 
record (number of publications, 
citations), frequent speaking 
engagements at medical 
congresses, membership in 
influential guideline development 
committees, and their centrality in 
professional networks as identified 
through social network analysis.

Influence/Network 
Centrality (KOL Status)

This looks at how HCPs practically 
manage patients, including how they 
adapt to new clinical evidence, the 
types of procedures they perform, 
their diagnostic mix, and their 
patient referral relationships. This 
provides insight into their actual 
clinical practice beyond just 
prescribing.

Clinical Behaviour & 
Treatment Patterns

This gauges an HCP's likelihood to 
be among the first to adopt new 
modes of action or innovative 
therapies. This can be assessed by 
analysing their past behaviour with 
analogous product launches or 
through primary market research 
focused on attitudinal traits.

Early Adoption 
Propensity

This identifies HCPs who may 
currently exhibit lower prescribing 
volume or influence but 
demonstrate a clear trajectory of 
growth in importance, patient load, 
or research activity. These are 
individuals with significant future 
potential.

"Rising Star" Potential

An HCP's willingness to engage with 
pharmaceutical company 
representatives and their preferred 
channels of communication also 
contribute to their practical 
potential, as high-potential HCPs 
who are inaccessible offer limited 
opportunity.

Access Level & 
Engagement History

This considers the degree of fit 
between an HCP's patient 
population, practice focus, and 
research interests, and the 
pharmaceutical company's 
strategic objectives for a particular 
brand or therapeutic area.

Strategic Alignment



Deep Dive | Propensity-
Based Segmentation
Building upon the foundational pillars of potential (overall market 
opportunity) and adoption (current utilisation), propensity serves as 
a sophisticated measure of the expected value or opportunity an 
individual HCP represents to your brand or portfolio, taking into 
account their unique characteristics, behaviours, and contextual 
influences.

“Building upon the foundational pillars of potential (overall 
market opportunity) and adoption (current utilisation), 
propensity serves as a measure of the expected value or 
opportunity an individual HCP represents to your brand or 
portfolio, factoring in their unique characteristics, behaviours, 
and contextual influences.”

Propensity: Unlocking Future Value in 
HCP Engagement
Effective HCP engagement hinges on understanding not just who an 
HCP is (demographics, speciality, etc.) or what they have done (past 
prescribing, adoption, etc.), but also what they are likely to do in the 
future. This forward-looking perspective is precisely what the 
concept of "propensity" offers.

Defining Propensity in HCP Engagement
At its core, propensity refers to an HCP's inclination or likelihood to 
perform a specific valuable action. Propensity is a dynamic, 
predictive score. It quantifies the probability that an HCP will:

This predictive power moves beyond merely observing past 
behaviour to anticipating future actions. It leverages advanced 
analytical techniques, often rooted in machine learning and artificial 
intelligence, to unearth subtle patterns and correlations within vast 
datasets.
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Prescribe a specific drug or therapy 

This is often the most direct application, predicting the likelihood 
of an HCP shifting their prescribing habits towards a new or 
existing brand.

Engage with specific content or channels: 

Predicting whether an HCP will open an email, attend a webinar, 
or respond to a digital advertisement.

Adopt new clinical guidelines or treatment protocols:

Especially relevant for novel therapies or evolving standards of 
care.

Participate in research or advisory roles:

Identifying HCPs most likely to collaborate on clinical trials, speak 
at events, or join advisory boards.

Switch from a competitor's product to your own:

A crucial measure for market share growth.



�� Optimised Resource Allocation: Propensity scores provide a 
data-driven basis for allocating valuable resources, such as sales 
force time, marketing budget, and MSL engagement. Companies 
can prioritise HCPs with the highest propensity to adopt a new 
therapy or engage with a specific initiative, ensuring that efforts 
are concentrated where they will yield the greatest return. This 
prevents "spray and pray" approaches and ensures that high-
potential HCPs receive the appropriate level of attention.

�� Proactive Intervention: Identifying HCPs with a low propensity 
to prescribe a key brand, despite having high patient potential, 
can trigger specific interventions. This may involve additional 
education, addressing market access barriers, or deploying an 
MSL to provide clinical insights. Conversely, HCPs with a high 
propensity but currently low adoption might be ideal candidates 
for accelerated engagement.

�� Measuring Campaign Effectiveness: Propensity models can be 
used to track changes in an HCP's likelihood to act before and 
after a marketing or sales intervention. This provides a more 
granular and immediate measure of campaign effectiveness than 
simply examining sales uplift, enabling rapid optimisation of 
strategies.

In conclusion, propensity represents the evolution of HCP segmentation from descriptive to predictive. By quantifying an HCP's 
likelihood to engage in specific, valuable actions, companies can move beyond broad targeting to hyper-personalised, data-driven 
engagement strategies. This not only enhances the relevance and impact of interactions for HCPs but also optimises commercial 
effectiveness, driving improved patient outcomes and sustainable brand growth.

�� Dynamic Targeting:

�� Personalised Engagement Strategies:

 Instead of static segments, propensity 
allows for continuous re-evaluation of an HCP's likelihood to act. 
An HCP's propensity score can change based on new 
interactions, market shifts, or patient flow, enabling agile 
adjustments to engagement strategies�

 By understanding an 
HCP's propensity for specific actions (e.g., high propensity to 
adopt a new drug, but low propensity to engage with digital 
content), companies can tailor messages, content formats, and 
channel choices to maximise impact. For instance, an HCP with a 
high propensity to prescribe a new oncology drug but low digital 
engagement may be best reached through a targeted sales 
representative visit or a peer-to-peer discussion, rather than an 
email campaign.


Propensity as a Segmentation Tool: 
Beyond Traditional Silos

→ The true power of propensity lies in its application as a cutting-
edge segmentation strategy. Traditionally, HCP segmentation has 
relied on broad categories, such as speciality, geography, or 
potential. While useful, these methods often fail to capture the 
nuanced behaviours and individual inclinations that drive 
engagement and prescribing decisions.

Propensity-based segmentation transcends these limitations by 
creating dynamic, behaviour-driven segments that are highly 
personalised and actionable:

The Science Behind Propensity Scores

Calculating an HCP's propensity involves analysing a multitude of 
data points, both internal and external, to build a comprehensive 
behavioural profile. These data categories typically include:

Prescribing Data:

Historical prescribing patterns, dosage, patient volume, and co-
prescribing habits. This is often a primary indicator.

Interaction Data:

Frequency and quality of past engagements with sales 
representatives (face-to-face, virtual), MSLs, and customer 
service.

Digital Engagement Data:

Website visits, content downloads, webinar attendance, email 
open rates, click-through rates, and social media interactions.

Professional Profile Data:

Speciality, years in practice, academic affiliations, research 
interests, patient demographics served, and practice size.

Market Access & Reimbursement Data:

Understanding an HCP's patient access to specific formularies 
or reimbursement policies that might influence prescribing.

Market Dynamics:

Local disease prevalence, competitive landscape, and regulatory 
changes.

Behavioural & Attitudinal Data:

While harder to quantify directly, inferred insights from 
engagement patterns can reveal preferences for certain types of 
information or engagement channels.
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Understanding the Relationship: Adoption, Potential, 
and Propensity
In HCP engagement strategy, the three segmentation forms we covered above are often combined. Although they are related, we have seen 
that they are distinct. Each measures a different dimension of an HCP's profile or behaviour. Understanding how they differ and interrelate is 
critical to building effective engagement strategies. Here is a recap to bring everything together.

Use: Supports journey mapping and personalisation. Messaging 
should match the adoption stage (e.g., introductory education for 
non-users, reinforcement for loyalists).

Potential: "Is it worth engaging this 
HCP?"

Definition: “A measure of the expected value or opportunity an HCP 
represents to your brand or portfolio.”

Typical indicators:

Use: Supports journey mapping and personalisation. Messaging 
should match the adoption stage (e.g., introductory education for 
non-users, reinforcement for loyalists).

Definition: “A measure of the current brand usage status or 
engagement level with your product.”



Typical stages:

Adoption: "Where is the HCP currently 
in their usage of our product?"

Size of patient population relevant to your product

Prescribing volume in the therapeutic area (irrespective 
of your brand)

Role in the treatment decision (e.g., specialist vs. GP)
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Propensity: "How likely is this HCP to 
engage with or prescribe our product?"

Definition: “A measure of the likelihood that an HCP will adopt or 
increase usage of your brand/product based on historical behaviour, 
attitude, and characteristics.”



Typical indicators:

Use: Guides targeting and messaging. HCPs with high propensity 
may be more receptive to lower-effort nudges, while lower-
propensity HCPs may require more education or differentiated 
messaging.

Historical brand adoption patterns

Digital engagement activity (e.g., email opens, event 
attendance)

Similarity to current adopters (based on machine learning 
models or segmentation)

↳ In a robust segmentation model, all three should ideally be used in 
combination. For example:

All three together inform how much, how, and when to engage an HCP.

You can think of it like this:

A high-potential, high-propensity, and low-adoption HCP 
may need a call-to-action strategy to convert interest into 
prescriptions.

A high-potential, low-propensity, or low-adoption HCP 
may require a longer-term educational approach.

A low-potential, high-adoption HCP may still warrant 
maintenance messaging, but not a heavy investment.

Potential is the market opportunity.

Propensity is the sales probability

Adoption is the current status.

Unaware

User

Advocate

Aware

Trialist



In the previous section, “Understanding the Relationship: Adoption, 
Potential, and Propensity,” we explored how these three dimensions 
interrelate and provided high-level examples of their combined 
application. While propensity offers valuable predictive insights, our 
experience demonstrates that most life sciences companies focus 
primarily on adoption and potential as their core segmentation 
matrix. And we believe this represents the essential foundation that 
every organisation should master first.

The combination of these two foundational dimensions creates a 
powerful matrix that addresses the two most critical questions in 
HCP engagement:

→ By answering these questions simultaneously, organisations gain 
a multi-dimensional understanding that enables far more nuanced 
targeting and personalisation than either dimension could provide 
alone.



This synergistic approach resolves a fundamental tension in 
resource allocation. Potential alone might lead organisations to 
invest heavily in high-value HCPs regardless of their receptivity, 
whilst focusing solely on the adoption stage might direct resources 
to highly engaged HCPs with limited patient reach. The integrated 
model, however, allows for strategic prioritisation that balances both 
opportunity size and likelihood of success.

High HCP 
Potential

Medium HCP 
Potential

Low HCP 
Potential

Low Adoption Stage (e.g., 
Unaware, Aware/Learning)

� Archetype: High-Impact Learner 
Strategic Goal: Accelerate 
awareness & understanding, build 
foundational belief�

� Engagement Focus: Foundational 
education, clear value proposition, 
address basic queries.

� Archetype: Developing Asse�
� Strategic Goal: Nurture interest, 

provide accessible information�
� Engagement Focus: Targeted digital 

content, relevant updates, easy 
access to info.

� Archetype: Watchful Monito�
� Strategic Goal: Maintain minimal 

awareness, monitor for changes in 
potential�

� Engagement Focus: Low-touch 
digital resources, automated updates 
if relevant.

Mid Adoption Stage (e.g., 
Considering/Trialing)

High Adoption Stage (e.g., 
Adopter, Advocate/Loyalist)

� Archetype: High-Impact Evaluato�
� Strategic Goal: Facilitate informed 

trial & conviction, overcome key 
barriers�

� Engagement Focus: In-depth 
clinical data, peer experiences, risk 
mitigation, hands-on support.

� Archetype: Engaged Prospec�
� Strategic Goal: Encourage trial 

where appropriate, provide clear 
decision support�

� Engagement Focus: Practical 
guidance, streamlined trial 
processes, benefit reinforcement.

� Archetype: Occasional Use�
� Strategic Goal: Support appropriate 

niche use, understand specific 
drivers.�

� Engagement Focus: Specific use-
case information, reactive support as 
needed.

� Archetype: High-Impact Champio�
� Strategic Goal: Maximise value, 

foster loyalty & advocacy, leverage 
influence�

� Engagement Focus: Reinforce 
benefits, gather insights, provide 
advanced support, create advocacy 
platforms.

� Archetype: Consistent Contributo�
� Strategic Goal: Maintain satisfaction 

efficiently, encourage continued 
appropriate use�

� Engagement Focus: Value-added 
services, efficient support channels, 
relevant updates.

� Archetype: Niche Loyalis�
� Strategic Goal: Efficiently service 

existing loyalty, understand niche 
value�

� Engagement Focus: Low-cost 
maintenance, acknowledge loyalty 
where appropriate.

Integrated HCP 
Segmentation Matrix: 
Adoption Stage vs. HCP 
Potential

“These two dimensions address the most fundamental 
questions in HCP engagement strategy and provide the 
greatest practical impact when implemented effectively.”

Where is this HCP in their journey with our product?


How valuable could this HCP ultimately be to our brand?
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Based on these integrated segments, a detailed engagement plan can be formulated:

Tailoring Content, Channel Mix, and Engagement Cadence

Define what specific messages, clinical data, educational 
materials, and formats will be most relevant and persuasive for 
each archetype. For instance, an "efficacy-focused" persona at 
the "trialing" stage would receive robust efficacy data, while a 
"safety-focused" persona at the same stage would receive 
comprehensive safety profiles.

Plan the frequency of interactions and the logical sequence of 
touchpoints to guide HCPs smoothly through their journey. 
This forms the blueprint for personalised customer journeys 
designed to meet HCPs where they are and provide value at 
each step.

Determine the optimal blend of channels. Digital (email, 
webinars, portals, social media), face-to-face (sales rep visits, 
MSL interactions), and events (conferences, webinars) that are 
most preferred by and effective for each segment and their 
current adoption stage.

Content Strategy Engagement Cadence and Sequencing

Channel Mix Optimisation
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Making Segmentation Actionable | Tips For Practical 
Implementation
Transforming segmentation theory into practical application requires careful planning and execution. Here are the key steps to operationalise 
an effective segmentation strategy:

Setting Up the Segmentation Process

�� Establish Clear Leadership and Ownership: 

�� Define and Align on Segment Definitions:

�� Design a Phased Implementation Plan:

�� Develop Data Collection and Validation Protocols: 

Designate a cross-
functional team with representatives from marketing, sales, 
medical affairs, and analytics to oversee the segmentation 
initiative�

 Ensure all 
stakeholders share a common understanding of how segments 
are defined, including specific criteria and thresholds�

 Begin with foundational 
segments (potential and adoption stage) before introducing more 
complex dimensions�

Create 
systematic processes for gathering, verifying, and updating 
segmentation data.

Technology Considerations and CRM 
Integration

�� CRM Adaptation:

�� Reporting and Dashboards: 

�� Marketing Automation Integration:

�� Mobile Access

 Configure CRM systems to capture, display, 
and utilise segmentation data effectively�

Develop intuitive visualisations and 
reports that make segmentation insights accessible to users at 
various levels�

 Ensure segmentation data 
flows seamlessly into marketing automation platforms to enable 
targeted digital engagement. 
�

: Provide field representatives with mobile access 
to segmentation insights and next-best-action 
recommendations.

Cross-Functional Alignment and Field Force Training

�� Stakeholder Education:

�� Role-Specific Guidance: 

 Provide comprehensive training on 
segmentation concepts, benefits, and applications for all relevant 
teams. 
�

Develop targeted training for different 
roles (e.g., sales representatives, marketing teams, medical 
science liaisons) on how segmentation impacts their specific 
responsibilities.

�� Practical Tools and Job Aids: 

�� Feedback Mechanisms: 

Create user-friendly guides, 
decision trees, and quick reference materials to help teams apply 
segmentation insights in daily activities�

Establish channels for field teams to 
provide input on segment accuracy and suggest refinements 
based on real-world interactions.

Data Requirements and Governance

�� Data Inventory and Gap Analysis:

�� Data Quality Standards:

�� Data Integration Architecture:

�� Privacy and Compliance Considerations: 

 Assess available data sources 
and identify gaps that need to be filled through additional data 
acquisition or collection�

 Establish criteria for data accuracy, 
completeness, and currency, with regular audits to maintain 
standards�

 Design systems to consolidate 
data from multiple sources (CRM, claims, digital interactions) into 
a unified HCP profile�

Ensure all data 
collection and usage adheres to relevant regulations and 
company policies.

Measuring Success and Optimisation

�� Define Clear KPIs:

�� A/B Testing Framework:

�� Regular Review Cycles: 

�� Continuous Learning Loop: 

 Establish metrics to evaluate the impact of 
segmentation on engagement effectiveness, resource efficiency, 
and business outcomes�

 Create a structured approach to test 
different segmentation-based strategies and measure relative 
performance�

Schedule periodic assessments of 
segmentation model performance, with a willingness to refine or 
simplify as needed. 
�

Capture insights from successful 
and unsuccessful engagement attempts to refine segment 
definitions and strategies.
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Conclusion | Driving 
Meaningful HCP 
Engagement Through 
Strategic Segmentation
The landscape of HCP engagement has irrevocably shifted towards a 
model demanding personalisation, value, and coordinated 
omnichannel experiences. In this complex environment, 
sophisticated HCP segmentation is both an analytical exercise and a 
strategic imperative for building meaningful relationships, optimising 
resource allocation, and driving successful product adoption.



This article has underscored that a truly effective approach to HCP 
segmentation moves beyond traditional, often static, demographic 
or volume-based methods. It requires an integrated framework that 
synergises multiple dimensions of understanding:

By combining these elements, particularly through frameworks like 
an Adoption Stage x HCP Potential matrix, organisations can achieve 
a nuanced, actionable understanding of their HCP audience. This 
profound insight is the fundamental prerequisite for delivering truly 
personalised, relevant, and impactful omnichannel engagement that 
resonates with HCPs' specific needs and preferences.



Ultimately, the goal of sophisticated HCP segmentation extends 
beyond achieving commercial objectives. It is intrinsically linked to 
the improvement of patient care. By ensuring that the right HCPs 
receive the right information, through the right channels, at the right 
time, life sciences companies empower them to make the most 
informed treatment decisions for their patients.



This can lead to the faster and more effective adoption of beneficial 
new therapies, improved management of existing treatments, and, 
consequently, enhanced patient health outcomes.

provide a dynamic view of 
an HCP's journey with a 
specific product or 
concept, enabling tailored 
support at each stage of 
their awareness, learning, 
trial, and adoption process.

helps predict which HCPs 
are most likely to respond 
positively to engagement 
efforts, allowing for more 
efficient targeting and 
sequencing of outreach.

Adoption Ladders

Propensity Analysis

identifies and prioritises 
HCPs based on their 
capacity to influence 
treatment patterns and 
patient outcomes, ensuring 
that resources are focused 
where they can yield the 
greatest impact.

add further layers of 
richness, helping to build 
comprehensive HCP 
personas that illuminate 
the "who, why, and how" of 
their decision-making.

Potential-Based 
Segmentation

Demographic, 
Psychographic, and 
Behavioural data
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About Fractal Force

While this white paper provides a comprehensive foundation for 
strategic HCP segmentation, we recognise that moving from theory 
to practical implementation often presents unique challenges. This 
is precisely why Fractal Force exists.



Fractal Force is a specialised consulting firm dedicated to helping life 
sciences companies build and execute effective customer 
engagement and commercial excellence models. Our mission is 
simple yet powerful: bridging the critical gap between strategic 
vision and real-world execution.

Unlike traditional consulting firms, we operate as a global network of 
senior experts and technology partners. This signifies:

Whether you're looking to build your first comprehensive 
segmentation model, optimise an existing approach, or need hands-
on support navigating implementation complexities, we're here to 
transform segmentation insights into measurable business results.

While this white paper provides a comprehensive foundation for 
strategic HCP segmentation, we recognise that moving from theory 
to practical implementation often presents unique challenges. This 
is precisely why Fractal Force exists.



Fractal Force is a specialised consulting firm dedicated to helping life 
sciences companies build and execute effective customer 
engagement and commercial excellence models. Our mission is 
simple yet powerful: bridging the critical gap between strategic 
vision and real-world execution.

Bridging the Gap Between Strategy and Execution

Our Unique Approach

Contact us at  to explore how strategic 
segmentation can drive better outcomes for your organisation.

info@fractal-force.com

Ready to Transform Your HCP 
Segmentation Strategy?

Our Four Guiding Principles
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Why We Focus on "Fixing the Basics"

No junior 
staffing

you get senior expertise from day one

Integrated 
solutions

we address strategy, implementation, 
change management, and technology 

as one cohesive approach

Execution 
focus

we don't just deliver slide decks; we roll up 
our sleeves and make things happen

Simplicity Integration

Impact Execution

mailto:info@fractal-force.com

