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We have all heard the saying “all roads lead to Rome,” which pertains to one of the greatest technological 
advances of the Roman empire. Because travel in ancient times was difficult and expensive due to 
both danger of violence and scarcity of well-maintained roads, the ancient Romans solved the problem 
by building a 248,548.47-mile road network that greatly contributed to their dominance and thriving 
economy for 1,500 years. Probably the most significant lesson from the Romans’ roads is their customized 
approach to constructing them to account for varying terrains and local building materials. This adaptation 
was critical to creating an effective road network with longevity.

Navigating the Road to Commercialization
So how does this relate to emerging biotechnology companies? One can draw parallels between the tenuous 
path to biopharmaceutical commercialization and the difficulty and unpredictability of travel in pre-Roman 
times. Commercializing an asset can be difficult, highly uncertain, expensive and subject to multiple dynamics 
at play in the market. This is a high-stakes market. Only about 13 percent of assets receive approval, and 
only one in five make it to market and perform as expected. For those keeping score, that is roughly the same 
odds as a roulette wheel. Traditionally in the biotechnology world, there were only two roads for emerging 
companies to take for commercializing their asset. The first is the out-license or co-promote model, which 
offers low risk, but also low reward. The second, the solo (go-it-alone) path, where a company takes on all 
aspects of a launch, is considerably higher risk, expensive and potentially rife with painful decisions to tear 
down infrastructure that was just recently built.

Out-License/Co-Promote
Lower investment with immediate returns

Smaller penalty if asset underperforms

Retain focus on other strategic initiatives

Bulk of revenues goes to someone else

Limited (if any) ability to influence strategic direction

Dependent on partner to drive revenue

Go-It-Alone
Maintain strategic control of asset and hold onto  
full revenue stream

Build commercial infrastructure/experience  
for future launches

Building infrastructure or navigating multiple 
outsourced partners is expensive and complex

Inability to rapidly pivot in response to market 
dynamics

Keep all risk associated with the asset
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At first blush, the out-licensing side of the equation can appear attractive for fledgling biotechnology 
companies due to lower up-front investment and speedier financial returns. It also shields the company 
somewhat if the asset eventually underperforms. But all of this comes at a cost—it leaves a company very 
dependent on another party to drive the success of its asset and little-to-no ability to impact the strategy. 
We have spoken to several companies that pursued this path and they generally regret doing so because 
when the asset is successful their share in the success is blunted.  

Assuming complete control of your asset may seem like the antidote to the downsides of the out-licensing 
model, because the company can control the strategy and the full revenue stream. But this also comes  
at a cost in both greater investment and risk associated with building an infrastructure and very little 
certainty associated with the asset. As a result, we have observed a great deal of building up and tearing 
down of infrastructure, which is a massive dedication of resources and destruction of value.

Mapping a Successful Path Looks Different Than the Past
The lessons we have learned from operating during COVID-19 reinforced the necessity of changing the way 
we think about and execute for commercialization. Operating with the understanding that relationships 
are the great accelerator of growth, we learned over these past 17 months that digital tools can be a highly 
effective extender of them. Bringing together the human and digital elements and strengthening them 
through multiple channels with local insights catalyzes the right type of customization when executing 
your plan. This is akin to building the road with your local materials and for your local terrain. Doing so, 
however, can be difficult for emerging companies to build up the capabilities on their own.

This is why commercial partnerships are the next generation of path to market. Companies can leverage an 
outsourced partner’s infrastructure and realize the upside of maintaining complete strategic control of their 
asset and scaling up or down as needed. In today’s market precision is critical. Biotechnology companies 
need to be able to bring in the right resources at the right time within the right financial model. The optimal 
commercial partner can dynamically deploy its expertise and resources across all domains in a completely 
customized approach. 

Next-Generation Commercialization 
A streamlined virtual partnership model that can dynamically scale up or down across domains

Multidisciplinary Field Resources
Sales Teams • Clinical Educator  

• Account Managers • MSLs • Engagement 
Center • Reimbursement/REMS support

Branding and Promotion
Positioning • Multichannel Advertising 

 • Market Conditioning • Medical Education 

Advisory
New Product Commercialization • Market 

Access • Customer and Digital Engagement

Consumer and Patient Solutions
DTC • Education • CRM

Public Relations
Change Management  • Media • KOL/ 

Third-Party Outreach • Issues Management

Advocacy and Policy
Patient • Government • Lobbying

Marketing
Product Management • Resource 
Allocation • Brand Strategy

OmniChannel
OmniChannel Strategy • Data Science  
• OmniChannel Engagement

Managed Markets
Access • Contracting • Pricing

Market Research and Analytics
Insight Mining • Sales/Promotion 
Optimization • Demand/Uptake 

Life Cycle Management
Market Assessment • Forecasting 
 • Resource Optimization

Medical Affairs
MSLs • Publication Planning • CME
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Choosing a New Route to Market

A commercial partner ultimately should bring simplicity and structure to what is inherently a complex 
exercise of commercializing a biopharmaceutical product. Because every launch is not going to need the 
same set of skills, a strong commercial partner should deploy precise and customized tools, technology 
and talent to act as a seamless team.

Now there is a viable option that can meet the biotechnology wherever it is on the product launch trajectory, 
and where scaling is dynamic in tandem with the unique needs of the companies and their assets. 
Biopharmaceutical companies regularly challenge the status quo by bringing therapies to areas where 
none existed or that address a disease in an innovative way. It then makes perfect sense that emerging 
biopharmaceutical companies would choose a new route to market that allows for an accelerated and 
smoother journey. 

To paraphrase the businessman and philanthropist John D. Rockefeller, success lies in embarking on 
new paths rather than traveling those of accepted success. This could not be more apt for emerging 
biopharmaceutical companies.
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