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Background

This document summarizes the discussion and open exchange of ideas 

between members of the CEO Council during its �rst meeting held in 

Philadelphia on October 17, 2019. The CEO Council brings together top 

executives from the life sciences industry to jointly discover how to re-think  

capabilities, platforms, and processes to reduce dependencies on traditional 

models and unlock the value of innovation for small pharma and biotech. 
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About the Meeting

The Council’s focus on re-imagining the pharma model primarily centered around four key areas:

CEO COUNCIL ROUNDTABLE

PARTNERSHIP WITH 
BIG PHARMA

FINANCING 
OPPORTUNITIES

ALTERNATE
COMMERCIALIZATION 
MODELS

MARKET ACCESS 
CHALLENGES AND 
STRATEGIES



04© 2019 by PHARMAFUTURE™. An Indegene Initiative

Theme 1 - Partnership with Big Pharma

Biotech and small pharma organizations seek out partnerships with big pharma at various stages to 
help bridge gaps in their capabilities, infrastructure, and resources. Correctly executed partnerships 
with larger entities are a proven strategy to access capital, advance product development, scale 
toward commercialization, and venture into new markets. However, if synergies are not achieved, a 
failed partnership tends to have a detrimental impact on commercial success and possibly even 
their survival.

The Council members discussed various models including �nancial, commercial, and operational 
partnerships. The key discussion topics included - 

Launching in Global Markets:
Smaller organizations tend to retain 

commercial rights in their home markets and 

seek out partnerships with big pharma for 

commercialization in global markets. The 

challenge faced by these organizations is –  

�nding a partner to facilitate product 

commercialization in select markets across 

the globe. This is primarily because big 

pharma companies, with a few exceptions, 

are not interested in commercializing 

products in select markets only due to 

operational complexities and low 

pro�tability, instead they seek global 

partnerships.

The dynamics of operating in di�erent global 

markets are slowly changing. In European 

markets, dwindling pro�ts and increased 

regulations have resulted in big pharma 

seeking licensing rights for the entire region, 

and not just a few markets. On the other 

hand, when we look at markets like China, 

the change in regulations and its rising 

prominence as a global hub for 

pharmaceutical products has made it an 

emerging market for big pharma. 

Biotechs tend to retain 
commercial rights in their home 
markets and seek out 
partnerships with big pharma 
for commercialization in global 
markets.
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Bene�ts and pitfalls of partnering with Big Pharma:
Big pharma’s �nancing and multi-functional capabilities, and integrated enterprise infrastructure 
o�er an attractive proposition for smaller organizations to partner with these �rms for development 
and commercialization. 

On the downside, expectations from big pharma might not be delivered due to their changing 
priorities, which could potentially threaten the survival of products in the marketplace. Broken 
partnerships subsequently propagate negative signals in the markets and tend to create a 
potentially irreversible negative image for the brand and taint the product for future partnerships. 
At times, for speci�c therapeutic areas, even if there are no clear synergies or long-term revenue 
opportunities, big pharma organizations tend to acquire biotech organizations in order to boost 
their top-line in the short term.

To safeguard their interest while partnering with big pharma, smaller organizations can incorporate 
various terms and conditions in the contract to incentivize themselves in the case of involuntary 
terminations.
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Theme 2 - Market Access Challenge and Strategies

Lack of Su�cient Exposure: 
Small organizations, by default, do not get 
su�cient exposure to payer environments. 
Their limited touchpoints and interactions 
with payer groups creates gaps in their 
understanding of payer expectations. 
Small organizations also lack dedicated 
resources and capabilities to adequately 
manage the payer landscape and this does 
not allow them to develop long term 
relationships with key decision makers. Big 
pharma in this aspect, is often at an 
advantage due to their experience and 
knowledge of the inner workings of payer 
environments. 

Pricing: 
In general, everyone equates low prices to 
great market access, but in reality, a low 
pricing strategy doesn’t always translate 
into preferred formulary placement, 
especially in genericized categories. There 

Evolving payer structures, consolidations, and �uctuating government policies have increased the 
unpredictability in the payer landscape. While market access remains a key determinant for 
commercial success of products, smaller companies tend to struggle in navigating this complex 
environment of multiple payer groups and government regulations. 

Historically, small pharma and biotech organizations have relegated attention to market access later 
in the product lifecycle, since their strategic focus lies entirely on discovery and development 
during the earlier stages. However, formulating a market access strategy during early stages of 
clinical development is a critical opportunity for these organizations to meet timelines. The council 
members explored a broad range of market access topics, based on their experiences with payers. 
The discussions revolved around:

are certain complexities involved in negotiating 
with payers; for instance, the payers’ tendency to 
seek rebates drives down prices to a great extent 
(even if they were low to begin with), resulting in 
unsatisfactory outcomes.

Complexity of global markets:
 The complexity of pricing and reimbursement 
negotiations in multiple markets are daunting for 
smaller companies as this requires them to navigate 

Challenges that smaller companies face with payers:

In general, everyone equates low 
prices to great market access, but in 
reality, low pricing strategy doesn’t 
always translate into preferred 
formulary placement, especially in 
genericized categories.
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Theme 3 – Alternate Commercialization Models

The traditional pharma commercialization model, given the current environment of restricted rep 
access and changing physician preferences, is yielding diminishing returns on investment. 
Although sales reps are still a critical resource, building a commercial organization primarily 
dependent on �eld force neither guarantees maximum market share nor cost e�ciency. A hybrid 
commercialization model, that increasingly leverages digital capabilities along with an optimized 
�eld force, might have the potential to replace traditional rep-heavy models.

through each local market access, pricing and reimbursement landscapes. It also includes 
dimensions such as P&R drivers, HTA evaluations, reference pricing, and the constantly evolving P&R 
requirements for trial design, comparators and endpoints.

Other Challenges: 
A few other challenges that smaller companies face with payers include rebate structures and the 
nuances of contract negotiations in the US. Moreover, the consolidation of payer infrastructure in 
the US is shifting the balance in favor of payers. 
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Opportunities for Alternate Commercialization Models
For any organization, alternate commercialization models provide a huge opportunity, especially in 
scenarios where the company faces resource constraints or �nancing challenges. Big and small 
pharma organizations might have their own set of objectives and challenges while implementing 
these models.

The discussion focused on how deploying these models for mature products and brands is easier, 
as they can be piloted and optimized to deliver returns at lower costs. Ideally, a small pharma or 
biotech organization preparing for a product launch can fully leverage these models to successfully 
commercialize their products. In case it takes time to get the buy-in from stakeholders, new models 
can be kicked o� on a smaller scale (in parallel to traditional approaches) and ramped up gradually. 

However, it would take a leader to successfully implement this model for a new launch and set a 
benchmark for the industry that usually follows a successful �rst mover rather quickly. The �rst 
mover needs to convince boards, investors and/or �nancial markets along with credible partners 
who provide a strong business case, experience, and the right leadership talent with relevant 
experience to deliver on the promise.

These hybrid models are also highly �exible, as they can be easily scaled up or turned o� based on 
returns. However, it requires advocacy, commitment, and risk appetite on the leader’s part to 
embrace these innovative commercial models.
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Overcoming internal challenges 
A major challenge with hybrid models is 
the lack of precise metrics to ascertain the 
value of these models. Hence, the 
investment community tends to think 
twice before supporting the adoption of 
these models. Obtaining metrics for hybrid 
models that can measure impact on the 
top line, show a shorter time to peak sales 
or highlight e�ciencies achieved in the 
process, makes it easier to secure buy-in 
from stakeholders. 

Additionally, the multitude of available channels and capabilities presents a challenge in optimizing 
channel investments and promotional mix. Hence, smaller companies can leverage the experience 
and expertise brought in by service providers when it comes to alternate commercialization 
models.
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Theme 4 – Financing 
Opportunities

Access to capital at the right time (and at 
the right cost) ensures robust product 
development program and 
commercialization at scale. Owing to the 
top–line-driven nature of pharma business, 
there are ample sources of capital available 
for innovative organizations. Biotechs can 
acquire capital at di�erent stages of 
development, launch, and 
commercialization by seeking funds from 
specialized investment �rms, by partnering 
with big pharma, or by taking the IPO route. 
However, biotechs competing in primary 
care areas often �nd limited channels for 
capital sourcing, especially if the product is 
largely undi�erentiated.

Diminishing R&D returns and dwindling pipelines over the years, have pushed big pharma to 
become more reliant on innovative pharma and biotech start-ups as well as academic 
collaborations for drug discovery and early stage development. As a result, new organizations have 
emerged at the forefront of innovation in the life sciences industry.

However, biotech and small pharma’s limited experience in regulatory processes, supply chain, 
market access, and commercialization, combined with challenges in capital sourcing, has limited 
their ability to capture the maximum value from their innovation. 

The evolving customer and business landscape provide a strong impetus to biotech and small 
pharma organizations to extend the scope of innovation across the value chain. These 
organizations, with a disruptive mindset, greater risk appetite, speed of decision making, and 
nimble operating model, are uniquely positioned to adapt innovative commercial and operational 
models.
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Conclusion
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CEO Council Members
Present on October 17 at Philadelphia

ANIL  NAMBOODIRIPAD 
SVP, Proprietary Products,
Dr. Reddy’s Laboratories 
President, Promius Pharma

ERIC C. BENN
Former CEO, Taiho Oncology,
Former SVP,
International Operations and
Business Planning BMS

ANISH DHANARAJAN
Co-founder and CEO,
Vici Health Sciences LLC

DR. DAVID LENON
President, AveXis,
a Novartis Company

PASCAL BORDERIES 
VP Commercial Development and
Medical Affairs, Bioxcel Therapeutics 

MARK SIMON
Partner and Co-Founder, 
Torreya Partners LLC

SHANE J. SCHAFFER 
Chairman & CEO,
Cingulate Therapeutics

DROR BASHAN 
President & CEO,
Protalix Biotherapeutics

NANCY PHELAN 
CEO,
Adhera Therapeutics, Inc

WILLIAM FINNERAN 
President at
Viking Healthcare Solutions, Inc

SANJEEV AGARWAL
Chairman, 
Althera Pharma

REGINALD SEETO
President & CBO at 
CareDx, Inc.

*RICHARD BECKER
CEO, 
Nutent Therapeutics Inc.

*

*Members not present during the meeting on October 17th 

*

https://www.linkedin.com/in/aniln/
https://www.linkedin.com/in/eric-c-benn-543993105/
https://www.linkedin.com/in/anish-dhanarajan-5b696812/
https://www.linkedin.com/in/dave-lennon/
https://www.linkedin.com/in/pascal-borderies-md/
https://www.linkedin.com/in/markjsimon1062/
https://www.linkedin.com/in/shane-schaffer-b24653/
https://www.linkedin.com/in/dror-bashan-801272/
https://www.linkedin.com/in/nancyrphelan/
https://www.linkedin.com/in/william-finneran-4ba1918/
https://www.linkedin.com/in/richard-becker-44b1939/
https://www.linkedin.com/in/reginald-seeto-8b4134/
https://www.linkedin.com/in/sanjeevagarwal/


PharmaFuture™ (www.pharmafuture.org) is a global thought leadership forum for senior 
pharmaceutical executives. Its objective is to present the market realities through credible market 
research and bring together senior leaders of the industry in an interactive setting to discuss key 
challenges facing the industry, to share experiences, and to brainstorm ideas and solutions to drive 
better health and business outcomes.

PharmaFuture™ is an initiative of Indegene—a leading global healthcare solutions company that 
integrates medical/pharma expertise, technology, analytics, and operational excellence to address 
some of the big challenges in the industry.
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