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Executive summary

Customer Experience Management (CXM) has been a recognized discipline to drive business 
performance and provide more value to customers for years.

The retail and e-commerce industries are of course the front-runners, but also regulated and 
business-to-business industries such as financial services, med tech, and pharma have 
applied the principles of Customer Experience Management for many years now.

PEN has helped companies across industries better manage the experience of their 
customers.

Together with thought leaders in clinical trial innovation and operations, we’ve developed a 
set of methodologies, frameworks and tools to bring that expertise into clinical 
development.

This practical approach to clinical experience management will help you improve patient and 
investigator experience, trial recruitment, retention and results in clinical trials.

Key messages in this document

Customer experience 
management is a recognized 

discipline across all industries, 
including commercial pharma

The principles of Customer 
experience management can be 

applied in clinical development to 
improve the patient and 
investigator experience

The multi-stakeholder situation 
(sponsor, CRO, investigator, 

patient) in clinical development is 
not unique

PEN, together with thought 
leaders in clinical innovation, has 
developed a specific framework 

for managing the clinical 
experience



Introduction: The importance of managing 
the trial experience
More targeted trials, smaller patient 
populations, complex protocols and 
additional end points (number of end points 
in trials has doubled in recent years) make 
overseeing clinical trial development very 
challenging in the 21st century. 

Add to that an increasingly competitive 
landscape where the fight for productive 
trial sites and eligible patients is fiercer than 
ever, and it’s not surprising to see long 

delays and issues with patient recruitment 
and retention. 

Both of these two issues are closely linked 
to the experience in a trial. 

Figure 1: Impacts of patient recruitment and retention in trials 

50% of trials are delayed due to patient 
recruitment issues

30% of patients don’t stay until the end 
of the trial

80% of trials are delayed for more than
1 month

The daily cost of delays range from 
$600,000 to $8,000,000

Customer experience management is built 
on two basic assertions:

1. Customers do not actually buy 
products. Instead, they buy 
experiences and solutions to problems 
they want to solve. 

2. Experiences are subjective. Customers’ 
understanding and expectation of 
them is fluid over time and not just 
shaped by their interactions with your 
company or even just companies in 
your industry. 

Accepting these two, experience 
management provides the frameworks and 
tools to design an experience, manage its 
delivery, and most importantly, 

continuously improve it over time. 

The discipline has been used across the 
consumer-centric industries such as retail 
and technology for many years, and there’s 
now ample evidence of its importance. 

In the last few years, the commercial side 
of pharma has also started to apply 
Customer Experience Management, and we 
have worked with many Top20 companies 
to adapt the frameworks and tools in a way 
that can be effectively applied to a pharma 
context, where multiple stakeholders 
(patient, prescriber, payer, etc.) are 
involved in the commercial process and 
hence the delivery of the experience.  

Experience management is a proven 
discipline that can be used in clinical trials



Why is this relevant to clinical 
development? Because experience 
management is set up to address the 
core challenges faced by clinical 
development, particularly around the 
recruitment and retention of patients in 
trials.

We’ve worked with experts in clinical 
development and innovation to further 
adapt the tools and frameworks to create 
a new framework for clinical experience 
management. 

Figure 2: Components of ‘experience’

Functional
Can I do what I need to do?

Accessible
Is it easy to do what I need to do?

Emotional
How does it make me feel?

Clinical development faces many challenges where patient recruitment and 
retention in trials are at the core

Over 85% of clinical trials suffer delays, and in almost all those cases, the delay is longer than one 
month (See Figure 1). The daily financial impact of trial delays can be between $600,000 - $8 million 
every day. 

The industry has made great strides in involving patients more in trial design, with the non-profit 
pharma research and development organisation Transcelerate developing guidelines for more 
patient-centric trials.

But to build on this progress, the industry players should take the next step and move from just 
‘designing the experience’ to ‘actively managing the experience’. 



The clinical experience management 
framework

To successfully manage the clinical ‘experience’, you need to plan it, deliver it and 
measure it, while encouraging your staff to play a key role at every stage.

DESIGN

DELIVERY

CULTURE

MEASUREMENT

Figure 3: The four dimensions of Clinical Experience Management

DESIGN
Design is the intentional creation of an 
end-to-end experience across the patient 
or investigator journey. We use two key 
tools:

• The journey map
• The experience promises

The journey map

This is a visualisation of the experience a 
patient or investigator has when 
interacting with the clinical trial. It’s a 
critical tool for the design, delivery and 
continuous improvement of the 
experience.  

A journey map:

• Depicts what the stakeholder 
encounters and feels during the 
experience

• Should include every touchpoint of 
the end-to-end trial experience, even 
those with other organisations



Who is the ‘customer’ in the 
clinical trial experience?

In broad terms, the customer is whoever 
your organisation exists to serve. 

Another way of looking at it, is that the 
customer is the one stakeholder who 
would cause your business to disappear if 
they didn’t exist. For example, if there 
were no physicians, pharma could 
probably still exist, by selling medicines 
directly to patients, but with a different 
process needed for prescriptions. 

If you continue through that thought 
experiment, you will probably reach the 
conclusion that the only stakeholder 
pharma really cannot live without is the 
patient. 

What does that mean in a clinical 
development setting? 

Just as in commercial pharma, the clinical 
development team finds itself in a multi-
stakeholder situation. 

The patient becomes the end-customer 
whose experience you aim to manage, 
but you must also manage (and enhance) 
the experience of everyone involved, 
including your colleagues, the CRO and 
the investigator. 

A classic example is Richard Branson, CEO 
of Virgin, who famously said: “the way 
you treat your employees is the way they 
will treat your customers.”

Market research and data can play an 
important part in understanding your 
stakeholders, but developing a journey map 
should, be a fairly simple, low-cost exercise.

The experience promises

To design and deliver the experience, and lay 
the foundations for improvement, we use 
something we call ‘promises’. These are based 
around three very simple statements that 
explain how your experience should look. 

As an example, we worked with a global 
pension and asset manager who defined three 
‘promises’ that customers would say after 
every interaction: 

• It was easy
• It gave me value
• I have peace of mind

DELIVERY
This centres on the operational capabilities 
you need to deliver the experience 
consistently at each stage of the journey.

Operations include processes, technology, 
skills, and structure that play a part in the 
patient and investigator journey. 

Since most pharma companies are often set 
up with a very different objective than 
delivering a great ‘experience’, shifting focus 
to this is a challenge that must be overcome if 
you want to succeed.



MEASUREMENT & 
CONTINUOUS IMPROVEMENT 

Once your operational capabilities are in 
place to deliver the experience across the 
journey, you need data make sure you’re 
delivering what you set out to deliver, and to 
make better informed decisions on how to 
keep improving the experience.

To do both, you need:

• Technology to capture feedback on the 
experience

• The governance to act on that feedback 
to improve the experience 

Capture feedback

Since experience is subjective, operational 
data can only tell you part of the story. 

For example, a call centre may record 
customer call times, which may be a very 
useful metric, but it doesn’t tell you how the 
experience was for the customer. Is a short 
call good because you resolved an issue 
quickly Or is a long call better because you 
gave the customer more attention?

For more clarity, you should combine three 
types of data:

Voice of the process – the operational data 
we just mentioned 
Voice of the employee – because your 
people will often be first to know if 
something is wrong
Voice of the stakeholder – feedback from 
customers about the experience

The best way of capturing crucial stakeholder 
data is to ask them. There are several 
relatively low-cost technology platforms that 
can automate this in a seamless, non-
intrusive way.

Governance

Governance is the process and decision-
making framework that allows you to use the 
data to improve the journey. 

This creates a continuous improvement loop 
where you capture feedback on the journey, 
make changes to improve it, monitor the 
impact of the changes, then either continue 
improving that part of the journey or shift 
attention to improve another part.

Essentially, you use the journey as a data-
powered management tool that allows you 
to channel your resources into to providing 
the best possible experience. 

One obstacle to a true continuous 
improvement loop in clinical development is 
the need for a trial protocol, which limits the 
interventions you can take to improve the 
experience. 

But it doesn’t stop you completely, because 
with phase III protocols amended an average 
of 3.6 times (with each amend requiring 
almost 8.5 changes), you can take advantage 
of amendments to make informed 
improvements. 



Plus, if you manage a portfolio of trials, there’s nothing stopping you from creating a 
governance framework that can drive improvements across trials and feed into the design of 
new ones, as shown in Figure 4.

Figure 4: Aligning the design, delivery, and measurement to the journey offers a streamlined 
mechanism to manage and improve the experience

CULTURE
One of the main realisations you need to come to is that the patient and investigator 
experience is not solely delivered by people they come into contact with. 

Every colleague in your company has a role to play in the experience, so their day-to-day 
behaviours should align to delivering it. In commercial businesses, there is a saying: “if you 
do not serve a customer, you serve someone who does.”

The importance of culture is often overlooked, but in our experience if you get this wrong, 
initiatives in this framework’s other three dimensions can turn out fruitless. 

CULTURE

Processes Technology

Competencies Structure & governance

MEASUREMENT

DESIGN

DELIVERY

JOURNEYJOURNEY JOURNEY



Following our clinical experience management framework could benefit you in three 
areas.

Patient Centricity

Putting the patient experience as a priority in every clinical trial you run will 
help address recruitment and retention. 1

2
3

The potential benefits of clinical experience 
management

Investigator performance.

By understanding that investigators also experience the clinical trial journey 
(through patient, sponsor and partner interactions) you can address their pain-
points, which will have a knock-on effect on their performance within the trial.

Cost efficiency
Even though cost-efficiency has long been a major focus in clinical 
development, as you manage the customer experience, you’ll see 
opportunities to cut back on activities that offer no real value to customers. 
And as colleagues see the bigger picture, they’ll be more inclined to share ideas 
for streamlining clunky processes.

Experience management has revolutionised 
industry after industry. By bringing it into clinical 

development, the opportunities are immense. 



How PEN can help you manage the clinical 
experience

Capability assessment
Using our Maturity Framework, we analyse your capabilities across the four dimensions and 
provide concrete recommendations on how to progress.

Clinical experience management strategy
We help you develop a strategy and roadmap for how to manage the experience across your 
clinical trial portfolio.

Clinical experience management academy
Instead of you depending on external support, we help you upskill your workforce in key basics 
and tools, such as journey mapping and measurement.

Journey mapping
We show you how to simply map the patient and investigator journey in a way that’s useful for 
both the design and management of the experience.

Journey analysis
If you suspect that your journey could be improved, we help you analyse pain-points, break-
down points and moments of truth to identify issues.

Journey innovation
We help you create a new future journey to deliver an improved experience for patients and 
investigators, increasing efficiency, retention and recruitment as a result.

Operational design
We help you redesign your operating model to support the experience delivery.

Change & implementation
We help you transform and implement your clinical experience management framework in 
practice

Measurement
We help you define your technology requirements, develop the closed-loop framework and put 
experience metrics into practice.



Want to find out how clinical experience management could 
transform your approach to trials?

Contact me at:

Magnus Franzen

M: +44 (0) 7480 791 400

E: magnus.franzen@penpartnership.com

http://pencx.com

