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Vantage Partners helps accelerate the pace of innovation, 
sharpen execution, and drive revenue growth at companies worldwide

Vantage overview
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Areas of Expertise

Alliances & 
Partnerships

Training 
and Skill 

Development

Achieve alignment where it matters most: between 
strategies and marketplace opportunities; across the 
extended value chain; and between goals, priorities, 

and incentives across different functional groups

Manage the challenges associated with 
partnerships, particularly when an artful balance of 

cooperation, collaboration, and competition is 
required
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Sales and Go-
to-market 
Strategy

Digital 
Strategy

Organizational 
Design and 

Change



Agenda
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◼ What is digital within biopharma?

◼ Creating and implementing a biopharma digital partnering strategy

◼ Implications for alliance management
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As digital health grows, biopharma is well positioned 
to capitalize on new opportunities
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“In every area — from where we innovate and find new medicines to how we 
operate, how we think about manufacturing and supply chain to how our 
sales reps do their work every single day — we are working on major projects 
to scale our digital capabilities.” – Vas Narasimhan, CEO of Novartis
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*https://rockhealth.com/reports/seven-more-takeaways-from-digital-healths-8-1b-year/



Digital health’s dynamic ecosystem
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Digital health’s dynamic ecosystem: Data
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Biotechnology

Forensics and 
Genotyping

BioprocessingBio-Pharmaceutical 

J&J and Apple

Partnering to develop an Apple Watch with built-in 
electrocardiogram (ECG) for patients with atrial 
fibrillation
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Digital health’s dynamic ecosystem: Communication
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IBM, Aetna, Anthem, Health Care Service 
Corporation, and PNC Bank

Partnering to build a blockchain network to enable 
the efficient and secure sharing of information 
across the healthcare ecosystem 
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Digital health’s dynamic ecosystem: Analysis
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Sensyne Health and the
University of Oxford’s Big Data Institute

Partnering to create and analyze uses of clinical AI 
and digital technology to understand chronic disease



“Digital” activities are numerous – and can be 
grouped within a few broad categories

9Copyright © 2019 by Vantage Partners, LLC. All rights reserved.

Contributing to this complexity is also the fact that “digital” has different 
meanings and applications to multiple stakeholders across an organization.

DATA

◼ Trial/RWE

◼ Biometric data

◼ EMR and AHR

◼ Coding/utilization data

◼ ….

COMMUNICATION

◼ Patient – provider 
engagement

◼ Apps and patient portals

◼ Physician platforms

◼ …

ANALYSIS

◼ Population health

◼ Algorithms

◼ AI

◼ Machine learning

◼ …



Execution occurs among different functions with 
varying needs and approaches
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Global 
Affiliates

Health 
Economics

R&D

Procurement

IT

Operations

Market 
Access

Strategy

Digital 
Innovation

Data Partnerships

Technology

Beyond-the-Pill 
Solutions

Supplier Management

Evidence 
Platforms

Clinical 
Trials

Artificial 
Intelligence

Patient/Provider 
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These activities are executed across the commercial 
lifecycle often with little explicit coordination
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Digital is a broad ecosystem stretching across the development lifecycle, TAs, and capability boundaries

Discovery Pre-clinical Clinical Launch Deliver/treat

Communication

Data

Population 
health

Digital clinical 
trials

Patient portals 

PRO/RWE

Bio-molecular 
platforms

Clinical trial 
grade 

material 
automation

Beyond-the-pill solutions



Questions
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◼ Does digital have different meanings within your organization?

◼ Does your organization have a clear approach for identifying and 
exploring, negotiating, and managing digital relationships?

◼ Is it clear to you who owns strategy and execution around these digital 
relationships?

 Are there clear criteria for how your organization differentiates digital 
“partnerships” from digital “vendor” relationships? 

 What does your organization do well when it comes to identifying and 
pursuing digital partnerships? Where are there challenges?



Creating and Implementing
Digital and Digital Partnering 
Strategies



Even as pharma builds capability, deep digital 
expertise primarily sits externally
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1

Define purpose

Identify Business 
Opportunity or Need for 

Digital

Define Digital Solution(s) to 
Meet Opportunity/Need

Validate “Business Case” and 
Prioritize Opportunities 

Identify gaps 
and solutions

2 Define Capabilities 
Required to Deliver 

Solutions

Assess Internal Capability 
and Identify Capability Gaps

Target and Analyze 
Potential Partners External choice 

& engagement 

3
Engage Partners, Co-create, 

and Refine Solution

How partners support execution of your digital 
strategy
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Individual 
partnership 

management

Transform

Enterprise Business Strategy

Digital strategy

4

Launch Manage

Decide to 
Build, Buy, 

or Ally

Select
Partner



Challenges of executing your digital strategy with 
partners: A process view
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1

Difficult to know 
what we

already have

Different internal stakeholders prioritize 
different capabilities and criteria

People think about partners 
instead of capabilitiesIdentify gaps 

and solutions

Different business and 
execution models create 
management challenges

Define purpose

External choice 
& engagement 

Individual 
partnership 

management

Requires coordination with 
stakeholders across the 

business

Many solutions exist, but sit 
in multiple areas of the 

business

Lack of clarity 
around decision 

making

Different 
priorities for 

where to invest

Different business models and financial 
expectations complicate negotiation

Digital partnerships owned 
by those with different 

skillsets

Difficult to create business 
cases and align on best 

solutions

Few tools in place for 
monitoring

Enterprise Business Strategy

Digital strategy

2

3

4



Questions to ask to align on a digital partnering 
operating model
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Stakeholder 
Alignment

◼ Why (for what purpose) is your organization coordinating digital activities and prioritizing a set of 
digital outcomes (to focus investment? To enhance execution? To access best ideas/concepts?)?

◼ How will a set of business outcomes be prioritized? Who is involved in setting priorities? What are the 
criteria by which these decisions are made? What are implications of prioritizing a business outcome?

◼ How will investments be evaluated, and from which budget(s) will they be charged?

◼ What existing activities within your organization impact the prioritized digital outcomes, and how?

◼ What new or enhanced activities will be required (or are the optimal way) to achieve prioritized 
outcomes, and where in the organization should those activities take place?

◼ What are the decision rights around enhancing or impacting existing processes?

Partner
Selection

◼ Which business outcomes can be impacted by digital partnering activities? Which digital partnering 
activities can provide the broadest impact on business outcomes? 

◼ What capabilities exist within your organization? Where are there gaps, and how ought you to fill them 
(e.g., build, buy, ally)?

Coordination
with Partners

◼ In what ways is the partner’s business model and culture different from ours, and how will that impact 
the ways we will work together? 

◼ What structures and processes should we put in place to ensure open coordination and address 
challenges that might arise from differences in business model and culture? 

Implementation

◼ Who should be involved in oversight of execution, and should this vary by activity and business 
outcome?

◼ Who will monitor and report progress against priorities and assess impact on ongoing activities? What 
metrics should be used to track progress and assess impact?

◼ How will the skills, tools, processes and culture that enable execution be built and improved?

◼ How do we ensure best AM practices carry over into digital partnering activities?



Possible digital partnering operating model
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Degree & type of SARC activities will depend on project type

Methodology

Program Governance Oversight

Alliance Portfolio Management

Training Data/Technology

Individual 
Project Level

Program/ 
Portfolio Level

Negotiate 
(e.g., contracting)Explore & Evaluate

Oversight of 
Alliance 

Relationship

Negotiate
(e.g., Contracting)

Alliance Level

Key Enablers

Identify 
& Qualify

Negotiate 
(e.g., 

Contracting)
Execute

Oversight of 
Working 

Relationship



Degree & type of SARC activities will depend on project type

Individual 
Project Level

Program/ 
Portfolio Level

Negotiate 
(e.g., contracting)

Alliance Level

Challenges of executing your digital strategy with 
partners: An organizational view
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Stakeholder alignment

Coordination with Partner

Partner selection

Implementation

Coordination 
with 

stakeholders 
across the 

organization

Solutions 
may already 

be 
established

Business case 
creation and 
alignment on 

solutions

People often think in terms of 
which partners they want, vs. 
which capabilities they need

Lack of 
existing 
process/ 

committeesDiffering
priorities/ 
interests of 

stakeholders

Business 
models of 

partner may 
differ 

drastically
Gaps in 

expertise 
about 

relationship 
management

Monitoring/  
tracking 

meaningful 
metrics
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Implications for Alliance Management



Unique aspects of digital partnerships vs. traditional 
alliances
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PHARMA COMPANIES

◼ Highly regulated

◼ Very long (5+ years) “product” development 
cycle

◼ Management/investors familiar with longer 
development cycles

◼ Purposeful and predictable innovation and co-
creation cycle

◼ Strong functional stakeholders (medical, legal, 
compliance, finance)

◼ Contractual, asset-based alliances with fixed 
lengths

◼ Well-defined commercial negotiation model with 
“customers” with significant regulation

TECH COMPANIES

◼ Variable, many markets not regulated

◼ Short to moderate (1-3 years) “product” 
development cycle

◼ Management/investors tend to expect quick ROI 
and steady growth

◼ Rapid and agile innovation and co-creation 
cycles

◼ Moderate or weak functional stakeholders (legal, 
compliance, finance)

◼ Blend of formal/informal alliances often with no 
fixed length

◼ Flexible, market-driven customer engagement 
processes

To achieve maximum value, biopharmas must select the right partners to address specific 
needs, and manage these relationships in a way that acknowledges these differences



Unique aspects of digital partnerships vs. traditional 
alliances
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◼ Increased likelihood of partnering with organizations across different 
industries

◼ Different business models with partners can have significant implications 
for the alliance (e.g., smaller, more nimble organizations, faster pace of 
innovation, different regulatory landscapes)

◼ Internal customers of digital sit in multiple areas within an organization 
and have different use cases

◼ Enhanced risk of many types of organizational and strategic 
“differences” between partners



Implications for Alliance Management

23Copyright © 2019 by Vantage Partners, LLC. All rights reserved.

◼ How should Alliance Managers and heads of AM position themselves as 
to digital?

◼ Given the growth of digital relationships – do Alliance Managers need to 
explicitly build or pull in people with digital knowledge?

◼ Where should digital partnerships sit? Under AM? Under AM in close 
coordination with the CDO? Dispersed, with AM offering best practices?

◼ Is digital as a category of activity substantively different than other 
purviews of AM (e.g., pharmacovigilance, clinical trial management)?
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