WHITE PAPER

From Friction to Flow:
A Modern Approach to Medtech
Commercial Excellence

Medtech companies have invested heavily in digital ecosystems to empower their commercial organizations.
From enterprise CRM platforms to a myriad of integrated IT tools, the goal was a truly comprehensive view

of the customer. Yet, amid rising costs and margin pressures, leaders are facing a difficult reality. Are we
actually better off? Has the investment generated the promised scale and opportunity? And most importantly,
do our teams feel empowered—or hindered—by the tools we've provided?

The gap between high-level connectivity and daily field friction reveals a fundamental paradox in medtech’s
technology strategy. Achieving true commercial excellence requires a shift from horizontal, “one-size-fits-all”
platforms toward a purpose-built strategy that prioritizes field adoption, marketing agility, and actionable
leadership insights.

The Current State: A Disconnected Ecosystem

Modernizing the medtech commercial ecosystem is a multi-billion-dollar commitment, yet most organizations
remain trapped in functional silos. While the industry has shifted from simple sales to complex, stakeholder-
driven engagement, the underlying technology hasn't kept pace.

This disconnect forces teams to navigate a fragmented landscape of separate tools and conflicting data.
Instead of acting as a strategic anchor, the CRM often becomes a barrier to agile, collaborative teamwork
required in today’s clinical environment. To drive growth, the ecosystem must move beyond disconnected
tools and toward a unified platform that connects the entire customer lifecycle.

Bridging the gap requires a deeper look at the unique challenges facing those on the front lines, those driving
the strategy, and those responsible for the bottom line.
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The Field View: A System of Record or a System of Value?

For the field representative, the CRM often feels like an administrative burden rather than a tool for success.
Reps spend excessive time on manual data entry but lack the integration needed to identify new
opportunities. When a platform is viewed primarily as a tracking system—requiring documentation of
interactions and business plans without offering clear utility in return—productivity inevitably stalls. This
“value gap” is the primary driver behind low adoption across the industry.

To truly empower the field, a CRM must move beyond recording data to actively directing action. With Al-driven
insights, there is a significant opportunity to help reps prioritize their engagements and understand exactly
where to focus their time. Al agents, with secure access to shared data and content unify sales, marketing,
and medical activities—transforming the CRM into a collaborator that actively simplifies the rep’s day and
accelerates the sales cycle.

The New “Day in the Life” for a Field Sales Representative

Instead of starting the day navigating disconnected systems and manually triaging tasks, reps with a modern
commercial solution lean on their Al co-pilot to do the heavy lifting. This shift from manual navigation to
guided action ensures that every interaction is optimized for success.

The Modern Workflow
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Intelligent Prioritization: Instead of sifting through disconnected data, the rep opens an Al-powered
Hot List. The system analyzes recent engagements and clinical data to present a prioritized feed of the
highest-value accounts in the territory.

Seamless Preparation: Before entering the clinic, the Pre-Call Agent provides a data-driven briefing.
The rep reviews a summary of recent marketing interactions and individualized “Next Best Action”
recommendations to ensure they walk in fully prepared.

Tailored Engagement: During the meeting, the rep launches up-to-date and approved marketing content
directly from their device. If a physician has a specific clinical question, the system identifies the exact study
or patient education material needed, ensuring a coordinated, customer-centric experience.

Zero-Touch Documentation: Leaving the facility, the rep uses the Voice Agent to dictate notes.

The Al automatically transcribes the audio, populates structured CRM fields, and flags any compliance risks
in real-time. Then it automatically takes the correct action in the customer journey including sending relevant
follow-up materials.

Cross-Functional Trigger: The system automatically notifies the medical and marketing teams of the
interaction, triggering follow-up actions and ensuring the HCP sees one unified team rather than a fragmented
organization.

This loop doesn’t just benefit the sales rep; it fundamentally changes the game for the entire organization
and aligns all functions putting the customer at the center of all activities. And when field data is captured
instantly, it eliminates the traditional intelligence gap that has long hindered marketing strategy.

The Marketing View: Bridging the Intelligence Gap

Insights from the field are the lifeblood of marketing, market access, and commercialization teams. These
departments rely on understanding customer needs to ensure messaging meets actual market demands.
However, despite this critical requirement, many organizations still lack the timely, accurate data needed to
see which content truly drives results.

Without a connected ecosystem, marketing teams are often left with fundamental questions:
- Can we see in real-time which approved materials the field is actually using?
- Which content is generating a positive reaction from healthcare providers?

» Can our reps easily share compliant content and receive back-end analytics, such as open rates
and engagement?
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A unified ecosystem closes the loop and provides

Create/Update S e real-time feedback:

Approved to Field for

Content Engagement + Optimize content spend - Identify high-performing

assets and double down on what actually moves
the needle

* Refine scientific messaging - Use HCP
engagement patterns to pivot messaging quickly,
ensuring clinical information stays relevant to
current market needs

View Automatically
Detailed Capture - Accelerate compliant outreach - Give reps the

FAEL S I e autonomy to share approved materials through

tracked channels, removing the manual guesswork

This level of visibility transforms the marketing function from a content producer into a strategic intelligence
hub. Marketing can more closely work with field teams to deliver the personalized experiences that deepen
stakeholder relationships and help patients access life-improving innovations faster.

The C-Suite View: The Cost of Complexity

While the operational benefits for field and marketing teams are clear, the persistent friction between
these departments points to a more deeper, most costly issue for the C-suite: the inherent complexity of
legacy technology.

Over the past 15 years, the medtech industry has invested heavily in enterprise software platforms.

While these investments have yielded some returns, many senior executives now face escalating
maintenance costs and unforeseen add-ons that continuously drive up the total cost of ownership.
Horizontal CRM systems are a prime example; because they weren't built for the unique workflows of
medtech, they often become a “perpetual custom project” as business needs evolve. According to industry
benchmarks from firms like Gartner,” the hidden costs of customizing and maintaining these generic
platforms can reach five times the initial license fee.

For years, “best-of-breed” stacks promised flexibility by combining different vendors. In reality,
combining different vendors created complex integrations that limited agility and pulled investment
away from critical areas like digital engagement.

* Source: Gartner research suggests that “run and maintain” costs for legacy or poorly-fitted horizontal platforms can consume up to 75% of an
organization’s IT budget, leaving only 25% for true innovation.
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When organizations spend limited resources recreating essential life sciences capabilities that already exist
in purpose-built platforms, innovation stalls. By choosing a foundation built for medtech, you ensure your
investments fund innovation and expansion instead of the high cost of maintaining complex status quo.
This move toward a modernized foundation is the essential first step in preparing for the next major shift in
how medtech organizations create value.

The Advantage of a Purpose-Built Solution

Maintenance

Maintenance
Customization

Configuration Customization

Configuration

Total Cost of Ownership

Purpose Built Product

Horizontal Platform

V/ Vault CRM Horizontal Solutions

A New Approach: The Purpose-Built Solution

Unlike horizontal platforms, an industry-specific solution like Veeva Vault CRM is designed for the unique
regulatory and compliance demands of life sciences. The Vault Platform integrates sales, marketing, and
medical teams onto a single, unified architecture — transforming fragmented data into a customer-centric
solution where every function works towards the same goal.

True commercial success depends on more than just the software; it requires a long-term partner who
understands the unique demands of medtech. A dedicated partner provides a platform that natively enforces
business rules and regulatory standards, freeing teams to focus on the agility and innovation needed to stand
out in a crowded market.
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The Strategic Benefits of an Industry-Specific Solution

Because the platform is designed for medtech, there is no need to build

Reduced essential capabilities from scratch. This lowers initial implementation
Customization costs and long-term maintenance burdens, significantly reducing the
total cost of ownership.

Embedded The system is supported by a company with dedicated medtech experts
Expertise who understand your market and are committed to your success.

Applications are connected out of the box, ensuring data flows effortlessly
between marketing and sales. This eliminates silos and provides the
single source of truth required for better decision-making.

Seamless
Integration

A purpose-built foundation ensures your Al is powered by accurate,
Built-in pre-validated data. By starting with high-integrity insights, you gain a
Innovation true customer-centric view and modernize without the “integration tax”

of legacy systems.

Choosing Growth Over Complexity

Change is often difficult, but in a rapidly evolving market, it is the only path to sustained growth.
Transitioning away from legacy systems isn’t just about upgrading software; it is about reclaiming the agility
to compete and the capacity to scale without increasing overhead. Today, leaders have a unique opportunity
to move beyond tools that simply record activity to platforms that actively drive business outcomes.

As the pace of innovation accelerates—fueled by the arrival of specialized Al—the ability to implement quickly
and execute efficiently becomes a competitive necessity. Organizations that adopt a unified model will find
themselves at the center of the patient journey, while those tied to fragmented systems risk falling behind in
a value-driven market.

Ultimately, a modern commercial ecosystem allows your teams to stop spending time managing software
and to start focusing on their actual work. By connecting data with day-to-day actions, you can build the kind
of customer-centric approach that leads to better patient care and more predictable business results.
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To future-proof your commercial operations and unlock your team'’s full potential, it is time to prioritize
a platform that:

* Is Purpose-Built for Life Sciences: Eliminates the need for costly, perpetual customization by natively
understanding your regulatory and clinical environment.

« Unifies Your Entire Organization: Breaks down silos between sales, medical, and marketing to provide a
360-degree view of the customer.

* Provides the Fastest Path to Al: Delivers actionable insights directly to the frontline, turning data entry
into strategic execution.

Learn more about the advantages
of a purpose-built CRM solution.
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