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Introduction
Many life sciences companies design customer engagement 
models that rely on coordination and communication 
between Account Managers, Sales, Reimbursement, Patient 
Services, and Field Medical to drive outcomes, performance, 
continuity and improve the customer and patient experience. 
These collaborative field teams are often formally or 
informally referred to as matrix or matrix-based field teams, 
and tend to be organized by Integrated Delivery Networks 
(IDNs), ecosystems and/or geography. 

Executive stakeholders from Field Leadership, Brands and Market Access functions have shared during benchmark 
interviews that operating more effectively as matrix teams is a critical success factor. The challenges and 
complexities of operating as a high-performing matrix team seem easier to articulate than the capabilities and 
competencies needed to succeed. Common challenges include separate field-based roles engaging with the same 
customer and site of care too frequently, too close together; fears of compliance violations; conflicts within matrix 
teams around roles, responsibilities and swim lanes; unclear or inconsistent direction and accountability; and 
misaligned incentives. 

In fact, searching online for “field matrix teams” in life sciences industry results in pages of job postings all requiring 
experience leading or managing field matrix teams, though no articles or resources on the topic are included.  
(Go ahead, try it.) 

The challenges and complexities 
of operating as a high-

performing matrix team seem 
easier to articulate than the 

capabilities and competencies 
needed to succeed.

To assist leaders in life science organizations to accelerate progress, TGaS Advisors identified: 

1. ROLES considered part of field matrix teams   

2. CAPABILITIES of high-performing field matrix teams   

3. Specific role-based SKILLS and COMPETENCIES necessary to improve performance of field matrix teams 

In September of 2022, TGaS Advisors sent an electronic survey to L&D professionals within life science companies.  
Surveys were completed by 21 individuals from 18 unique companies.   Twelve companies (67%) were mid/large tier, 
and six (33%) represent emerging/small tier companies.  

Clearly, leading and developing high-performing field matrix teams is a coveted 
skillset, but much less clear is what success looks like, how to achieve it, and 

who will lead the organizational change from current to future-state.
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Results 
95% of respondents’ organizations have customer engagement models that rely on coordination and 
communication between Account Managers, Sales, Reimbursement, Patient Services, and Field Medical to 
drive outcomes and performance.   

90% of field matrix teams include:  

 » Account Managers   

 » Field Sales/Demand Generation 

 » Medical Science Liaisons (MSLs)  90%

71%

62%

71% of field matrix teams include:  

 » Field Reimbursement   

 » Patient Services/Support Roles  

62% of field matrix teams include:  

 » Thought Leader Liaisons/Regional 
Customer Marketers  

 » Specialty Pharmacy/GPO/Trade/
Contracting Roles
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Competencies of Managers

Regardless of whether ownership and accountability are clearly defined, functional managers ought to have 
the most important competencies to lead high-performing field matrix teams. 

79%

Coaching 
Matrix-Specific 

Skillsets

68%

Clear Direc�on

47%

Strategic 
Account Planning

37%

Communica�on

37%

Managing 
Complexity

37%

Resolving 
Conflict

Capabilities of Teams

What does a high-performing field matrix team look like? Can the team share a common definition of 
performance capabilities?  

Below are the 5 most important CAPABILITIES for high-performing field matrix teams (not individuals) 

80%

Communica�on

75%

Accountability 
and Ownership

70%

Coordina�on of Customer 
Engagements/Touchpoints

60%

Strategic 
Account Planning

55%

Pull-Through 
Execu�on

Competencies of Customer-Facing Individuals

If managers are expected to coach matrix-specific skills of individuals on their teams, which should they be?  

The most important COMPETENCIES for individual roles within high-performing field matrix teams : 

63%

Communica�on

58%

Ecosystem 
Acumen

53%

Strategic 
Account Planning

47%

Leading without 
Authority

47%

Managing 
Complexity

47%

Partnering

42%

Pull-Through
Execu�on
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Executives that include high-performing field matrix teams as a 
critical success factor might be surprised that: 

 » Only 11% of Learning and Development departments have dedicated expertise in training and 
developing field matrix teams, and  

 » Only 5% of full matrix teams are being trained together 

According to TGaS L&D Benchmarks 2019-2022, the maximum amount of time allocated to a 
matrix-related competency during new hire training is 11 hours, which likely doesn’t specifically 
address dynamics of field matrix teams (yet) 

79%Individual Roles trained/developed separately

42%
Some roles trained/developed together

(example Sales, Reimbursement)

Total Hours by Competency in New Hire Training by Role

How are High-Performing Field Matrix Teams Trained and Developed?

0.0 2.0 4.0 6.0 8.0 10.0 12.0
Total Hours

Strategic/Account Planning

Building/Leading Teams

Naviga�ng Matrix/Partnering

Influencing & Nego�a�ng Skills

Conflict Management

Compliance/Business Conduct

Market Access-Pull Through

Communica�on/Customer Engagement/Selling

Market Landscape/Healthcare Ecosystem/Reimbursement

So�/Power Skills (Other)

5%Matrix-Team Leader (if any) trained/developed separately

5%Full Matrix Teams trained/developed together

42%Managers trained/developed to coach/lead teams

n = unique benchmark
       data set

Oncology (n=6)

Ins�tu�onal (n=4)

KAM (n=8)
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 » Each role should be shown the same Rx-to-Refill “what good looks like” process with all customer, payer, 
patient and fulfillment touchpoints, transitions, and decisions.  

 » Each role should understand and appreciate what happens upstream and downstream of their own step in 
the process, of the customer, patient and caregiver experience. 

 ū A simple (well-scripted) video can be leveraged across roles, phases, and platforms. (product-agnostic 
might get it approved more quickly) 

 » The most common use cases should be leveraged for critical thinking, problem solving and communication 
skills practice and reflection. For example, 

 ū Create a formulary or access win use-case and clearly define what is meant by pull-through; expectations of 
each role in it; how success will be defined; how common challenges will be addressed.  

 ū Senior members and managers can work through managing conflict and leading without authority 
scenarios. 

 ū Balancing field-based and phone-based interactions with providers, payers and patients will provide deeper 
context and application within the teams. 

 » Determine when and where field matrix teams will receive training and development and design a 
comprehensive curriculum, including clear learning objectives with calibrated behavioral scorecards to measure 
improvement over time. 

74%

68%

58%

47%

47%

42%

Na�onal Mee�ngs

Part of New Hire Training

Part of Con�nuous/On-Demand Training

Manager/Leadership Mee�ngs

Regional Mee�ngs

Local Matrix Team Mee�ngs

When/Where are High-Performing Field Matrix Teams Trained and Developed?

L&D Leaders are the tip of the spear in collaborating across stakeholders and teams 
to ensure all phases of training and development include evolved competencies and 
skills, and that individuals have access to matrix-based scenarios and skill application.  
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Join the TGaS Advisors Client Membership Network  
and become a member
L&D • Access Strategy & Customer Engagement • Patient Support Services

Contact us for advisory support and insights on how to adjust your curriculum to include  
leading and developing high-performing field matrix teams

Contact info@trinitylifesciences.com for more information

Path Forward: 
How to Lead and Develop High-Performing Field Matrix Teams 

1 Gather key leaders and decision-makers across Commercial, Field Leadership, Access, 
Reimbursement, Patient Services, etc. 

2 Clarify rules of engagement, SOPs, roles/responsibilities, decision-making authority, direction, 
ownership, and accountability of your customer engagement model ‘s implementation

3 Validate the expectations and desired behaviors by role to inform skills and knowledge 
curricula 

4 Validate expectations of first line field leaders to inform coaching frameworks 

5 Design comprehensive metrics strategy to measure effectiveness and impact of field 
matrix team training and development focus 

6 Build essential capabilities within your L&D team by upskilling, strategic partnering, 
leveraging contractors, and creating flexible/agile work teams that can operate in 
one-to-many environments 
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About Trinity

Trinity is a trusted strategic commercialization partner, providing 
evidence-based solutions for the life sciences. With 25 years 
of experience, Trinity is revolutionizing the commercial model 
by providing exceptional levels of service, powerful tools and 
data-driven insights. Trinity’s range of products and solutions 
includes industry-leading benchmarking solutions, powered by 
TGaS Advisors. To learn more about how Trinity is elevating life 
sciences and driving evidence to action, visit trinitylifesciences.com.

For more information, please contact us at info@trinitylifesciences.com.
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As always, TGaS will continue to focus on the emerging trends in L&D. Please reach out to any member of 
the L&D team if you have questions or need additional information about any of the topics discussed in 
this landscape.

https://trinitylifesciences.com/?utm_source=brief&utm_medium=link&utm_campaign=tgas_ld_fieldmatrix_brief
mailto:info%40trinitylifesciences.com?subject=
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