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FROM ACTIVATION TO ACCOUNTABILITY:

Designing Pre-Commercial Marketing
Technology for Launch Success

For life sciences leaders, engagement platforms succeed or stall based
on how ownership, governance, and data are structured early.
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Nntroduction

Every pre-commercial launch reaches a moment
when the technology is live, but the real question
becomes whether the organization is truly ready
for what comes next.

Platforms have already been selected and integrated,
and campaign architecture is taking shape. At this point,
commercial leadership wants confidence that coommunicatio

channels will scale when the moment arrives.

From the outside, progress looks measurable. Milestones
are met, systems are configured, and dashboards begin to
populate. Inside the organization, however, the questions
become more nuanced.

* Are workflows stable enough to withstand regulatory
review cycles?

* Is segmentation reliable across evolving data sources?

* Does reporting provide meaningful clarity on whether
engagement is advancing commercial readiness?

These questions rarely arise because the technology has
failed. More often, they reflect uncertainty about whether the
operating model surrounding engagement was deliberately

designed to support increasing commercial demands.

Read on to identify the structural decisions that deserve
attention now — before launch pressure exposes them.
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Why Technology Platform Activation

Is Not Readiness

In Mmany pre-commercial programs, marketing
technology begins as a platform decision. But
once the environment is activated, attention
shifts quickly toward campaign execution and
early performance signals.

With activation complete, the expectation is
that results will follow.

“A configured platform
doesn’t mean you're
ready to execute.”

- Anthony Bianciella
Salesforce and Commercial Platforms
Lead, at Conexus Solutions, Inc.

This assumption is understandable. When

the technology is live, it feels as though
performance is inevitable. Yet engagement
outcomes are shaped less by activation, and
more by the operating structure surrounding

it — ownership clarity, consent governance,
workflow discipline, and data alignment
determine whether execution remains stable
as complexity increases.
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A Perspective Reflecting Broader
Industry Conditions

Everest Group's 2024 assessment of
next-generation customer engagement
platforms notes that life sciences
organizations continue investing in
advanced engagement infrastructure

while still facing operational @

complexity that limits
performance realization.’
As timelines compress and leadership scrutiny
intensifies, technology does not operate in
isolation. It reinforces the structure's maturity.
Where governance, accountability, and
coordination are clearly defined, engagement
scales with greater predictability. Where they
remain loosely defined, strain arises under
pressure.

Launch readiness, then, is less about
system activation and more about
structural preparedness.
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Where Early Design Decisions Begin to Matter

A pre-commercial team begins the year with
a clear engagement roadmap. The marketing
platform has been integrated, early campaigns
are underway, and reporting is now supporting
commercial discussions. At this stage, the
system appears to be working.

As launch planning picks up pace, expectations
change. Regulatory reviews become more
detailed. Commercial leadership seeks
segmentation that more closely mirrors the
field strategy. Additional stakeholders enter
approval workflows. Data from other systems
starts feeding into the engagement platform.
Reporting needs to withstand greater scrutiny
in leadership meetings.

Each of these shifts reflects progress. Over time,
though, they increase the demands placed on
how engagement is structured.
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Campaign timelines begin to stretch as review
layers accumulate. Journey architecture grows
more complex as new inputs are introduced.
Governance questions that once felt manageable
require clearer documentation. Reporting
prompts deeper discussion because definitions
and assumptions were never fully aligned.

As launch approaches, the system is no
longer being tested in limited conditions.
It is being tested in volume, visibility, and
consequence.

At that point, earlier decisions about ownership,
workflow discipline, consent governance, and
data alignment become clearer.
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Where Structure Becomes Visible

LAUNCH

Recognizable
execution patterns

As launch pressure increases,
the operating model

design begins to manifest

in recognizable execution
patterns. And, they typically
show up in one of two ways.
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Many teams recognize
elements of both patterns at
different stages. The objective
is not to label the condition,
but to identify where structure
supports scale and where it
introduces drag.

From here, attention turns

to defining what mature
structural readiness looks like
before launch.

UNDER-STRUCTURED EXECUTION:

%, Consent governance lacks a clearly documented
ownership

Segmentation relies on unstable or loosely defined
data inputs

Measurement frameworks fail to connect
engagement activity to commercial outcomes

QA standards shift under timeline pressure

Approval workflows expand without defined
escalation paths

N N N N

Execution continues, yet predictability declines as
complexity grows.

OVER-ENGINEERED EXECUTION:

without improving engagement

Journey architecture grows difficult to manage

:1 Data structures add complexity without improving
clarity

=7 Approval pathways lengthen timelines without
strengthening decisions

I Reporting expands in volume without sharpening
insight

Execution requires more effort than the outcomes
justify.
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What Mature
Pre-Commercial
Marketing
Technology
Looks Like

As commercialization draws
closer, leadership needs
more than reassurance that
systems are operational.

It needs a disciplined

way to evaluate whether
the engagement model

can withstand sustained
scrutiny, expanding
coordination, and increasing
accountability without
destabilizing execution.

Across stable pre-commercial
programs, the same structural
conditions tend to be present.
They are rarely accidental and
almost always leadership-driven

A Leadership Diagnostic Model for
Engagement Readiness

The presence of the following conditions can recognize a
resilient engagement model:

Executive ownership of engagement outcomes
is explicit, with defined decision rights rather than
informal consensus

Marketing operations accountability bridges
commercial strategy and IT execution, preventing
fragmentation between system capability and
business intent

Consent governance and regulatory workflows are
documented, reducing ambiguity when review cycles
intensify

Data stewardship aligns with master data
management and segmentation strategy, ensuring
audience logic remains reliable as inputs evolve

QA and deliverability standards are established
before scaled deployment, rather than corrected after
issues surface

Measurement frameworks connect engagement
activity directly to commercial objectives, avoiding
activity without insight

External partners operate within clearly defined
roles, supporting execution while preserving internal
accountability

These elements require deliberate design and periodic

reinforcement as commercial complexity expands. When

ownership clarity, governance discipline, and measurement

alignment are treated as ongoing leadership responsibilities,

engagement infrastructure becomes more resilient under
sustained demand.

Readiness now reflects leadership discipline rather
than system activation.
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Designing for Performance That Lasts

/\ By the time engagement systems move into The difference is not
sustained commercial use, the foundational visible on launch day.
< O > decisions have already been made. It becomes visible over
time in how consistently

What determines long-term performance
is whether leadership defines ownership,
governance, data stewardship, and

engagement performs as
expectations grow.

decision rights early enough to support Technology enables
expansion. When those choices are communication. The
intentional, reporting withstands scrutiny, operating model behind
segmentation evolves alongside strategy, it determines whether
and new channels can be integrated without that communication
destabilizing what already works. holds up under scale.

Where Conexus Helps:

Conexus supports life sciences teams in strengthening
the operating foundations that allow pre-commercial
engagement programs to scale reliably, not destabilize
under scrutiny, by focusing on:

* Clear ownership and decision-rights models that
align commercial leadership, marketing operations,
IT, and regulatory stakeholders

* Governance and consent frameworks designed
to withstand review cycles and expanding channel
complexity

° Data alignment and segmentation architecture
that connects engagement activity directly to
commercial strategy

Our goal is to help teams ensure that early MarTech decisions remain stable,

accountable, and scalable as commercialization advances.
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About Conexus Solutions, Inc.

We combine deep industry knowledge with specialized
talent to support progress for pharma and life sciences
companies. Our team brings practical experience

in commercial operations and technology, helping
organizations strengthen capabilities, navigate change,
and deliver results efficiently. By aligning strategy with the
right tools, we help clients reduce risk, respond to evolving

market demands, and build long-term value.

Schedule a consultation at cnxsi.com.
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