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Ensuring Growth after the Rx-to-OTC 
Conversion
Business Challenge
A top-10 pharmaceutical company was approaching the expiration of its patent protection on one of its blockbuster products. 
In order to maintain as much of the product’s revenue as possible, the company decided to transition the product from 
prescription (Rx) to over-the-counter (OTC). However, there were additional challenges: this newly designated product 
would not be the first in its category to migrate from Rx to OTC; ‘store brand’ competitive products already existed; 
consumers and HCPs needed to be made aware about the new OTC product; and the company would need to successfully 
migrate existing Rx patients to the new OTC form.

In order to overcome these challenges, Merkle recommended that this company develop a new, customer-focused promotion 
plan that tailored messaging not only around the different phases of the product launch, but also around how customers like 
to receive this information. Adding to the complexity, the promotion plan would need to target both HCPs and consumers.

Approach
Merkle helped this client develop a comprehensive process to better understand customers and, using that information, 
developed and implemented an effective promotion campaign based upon the insights. The key steps included:

 f Development of a comprehensive understanding of how HCPs consume information. For the first time,  
this company gained significant insight into individual customer preferences for why HCPs need information,  
where they go to get it, and what they do with the information.

 f Identification of a valuation metric for each HCP. This metric was based upon an assessment of the number of 
patients the HCP treated, what percent of those patients the HCP would likely convert to the OTC product,  
and how fast this transition would occur (e.g. some HCPs were quick to adopt and recommend the new  
OTC product, while others were slower adopters / recommenders). 

 f Creation of an integrated, offline and online marketing promotion program that was linked to the sales force.  
This promotion plan was customized based upon the HCP’s value and ‘information consumption’ preferences.

 f Introduction of a broad-based consumer promotion, which was the primary driver for raising awareness of the new 
OTC brand. The ‘look and feel’ of the consumer campaign was linked to the HCP campaign, so that the messages 
could reinforce each other.
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Merkle, a technology enabled, data driven customer relationship marketing (CRM) firm, is the nation’s largest 
privately-held agency. For more than 25 years, Fortune 1000 companies and leading nonprofit organizations 
have partnered with Merkle to maximize the value of their customer portfolios. By combining a complete 
range of marketing, technical, analytical and creative disciplines, Merkle works with clients to design,  
execute and evaluate connected CRM programs. With more than 2,000 employees, the privately held 
corporation is headquartered in Columbia, Maryland with additional offices in Boston; Denver; Little Rock; 
London; Minneapolis; Nanjing; Montvale, NJ; New York; Philadelphia; Pittsburgh; San Francisco; Hagerstown, MD  
and Shanghai. For more information, contact Merkle at 1-877-9-Merkle or visit www.merkleinc.com.
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Results
The campaign was very successful, generating results that included the following:

 f Over 60% of the targeted HCPs engaged with the campaign
 f Product sample requests were 4 times higher than expected
 f The new OTC product was measured against a benchmark, which was based upon prior Rx-to-OTC  
switches in this category:

 » Brand recommendation was 60% higher than the benchmark
 » Market share was 25% higher than the benchmark
 » Conversion rates from prescription to OTC were significantly higher than the benchmark

 f Promoted HCPs achieved a market share level for the new OTC product that was equal to the existing competitors
 f Consumer promotion was successfully linked with HCP promotion to ensure that both could generate / reinforce the 
product decision

The success of the customer-focused promotion plan ensured that our client was able to maintain a significant amount  
of product revenue during the Rx-to-OTC transition.
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Looking Ahead
The skills and capabilities that we helped our client develop during this project showed such 
strong results that these same capabilities are now being introduced and used to develop 
promotion plans for other products in the portfolio. By becoming more customer focused in 
the development and deployment of promotion plans, there is an untapped opportunity for 
significant financial growth. 


