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Medical device company sought tactical support to help its sales team
engage with VACs more effectively.
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VAC Narrative and Playbook Development Case Study

Background and
Objectives

Approach

Outcomes

The client’s surgical business had grown through acquisition, including two recent acquisitions of
percutaneous devices. While surgeons see value in these technologies, they comes at a higher price than
traditional laparoscopy devices. This dynamic has caused a challenge with the Value Analysis Committee
(VAC), which is typically looking for clear health economics evidence to balance any proposed price
premium. The result for client has been a slower than desired sales cycle and lower success rate than
what was projected.

The client had conducted several research studies, KOL interviews, and workshops to develop draft VAC
Packs that support its initial pilots and broader roll outs. The client engaged BCE to help synthesize and
align the data already collected with customer requirements, and to refine its VAC engagement strategy.

BCE began with a thorough review of the client’s work to date to understand the available product clinical
data, related clinical research, existing marketing collateral, and current sales process. This allowed us
distill the key points in the value proposition and construct a clear, five-point narrative to guide clinical
and economic buyers through the product adoption value proposition. We linked these elements to
relevant supporting data, and identified gaps where they existed.

BCE then conducted a targeted set of ~10 blinded customer interviews to validate and refine the client’s
conclusions. These interviews allowed BCE to collect unbiased reactions to the client’s value proposition
and VAC narrative, and better understand which elements resonated and where there were gaps or
weaknesses. We also collected insight into best practices for VAC presentations and examples of effective
approaches for engaging VAC stakeholders.

After defining the narrative for the client’s specific products, BCE analyzed and defined best practices for
VAC engagement and developed a “Playbook” to support the client’s sales team.

BCE found that VACs need to be logically walked through the category narrative to successfully sell
beyond clinical value, and identified the five pillars of a successful narrative for the client’s devices. We
identified several data points that would strengthen the narrative if available in the future to help the
client prioritize data collection.

We created a guide and overview of the Value Analysis Committee- what it is, how it works, and what
engagement opportunities exist - to support the client’s sales team training efforts. One of the themes
throughout the Playbook was the high level of variation present across VACs in how they are set up and
how they behave. While there is variation, the Playbook focused on defining a typical environment and
highlighting areas of deviation.
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