
© 2023 Syneos Health . All rights reserved.© 2023 Syneos Health . All rights reserved.

The Importance  
of the Right Go to 
Market Strategy  
in Cell Therapy 
Commercialization
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Cell therapy is a breakthrough treatment modality 
with high potential for growth

Cell therapy is an innovative treatment modality that involves administering 
living cells to patients. The remarkable results of cellular immunotherapy 
(CIT), also referred to as adoptive cell therapy, include high rates of complete 
remission (up to 92% in one acute lymphoblastic leukemia trial). This has 
sparked great interest throughout the industry, which is experiencing 
accelerating growth in CIT development, sales and deal activity.

Selecting the right Go to Market strategy is a critical factor in driving 
the commercial success of cellular immunotherapies.

The remarkable results of cellular immunotherapy 
(CIT, also referred to as adoptive cell therapy) 
include high rates of complete remission
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The right Go to Market (GTM) 
strategy has wide-ranging 
impacts on commercial success, 
allowing for the optimal 
balance of profit potential and 
commercial control with financial 
commitment and implementation 
risk. This paper explores how 
the chosen GTM strategy can 
impact the commercial success 
of cellular immunotherapies.
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Figure 2: Innovation in modalities, manufacturing and target  
diseases widens the potential market
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Figure 1: The CIT market is forecasted for significant growth, following in the footsteps of mAbs
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mAbs: monoclonal antibodies; CIT: cellular immuno-oncology; CI: checkpoint inhibitors; ISM: immune system modulators. The last four years of CIT revenue in chart C are forecasted, and all 
revenue values are adjusted for US dollar inflation.

Source: 
Prepared by Syneos Health based on UnivDatos. Cancer Immunotherapy Market Analysis 2019-2027F. 2020: 1-41.  
Prepared by Syneos Health based on Consensus Forecasts. Evaluate.com. https://www.evaluate.com/products-services/pharma/evaluate-
pharma. Published 2022. Accessed: 21 July 2022.

The global CIT therapy market is estimated to grow from $1.5 billion in 2021 to approximately $7.5 billion by 2026, 
at a compound annual growth rate (CAGR) of 39%. Within cancer immunotherapy, CIT is predicted to increase its 
market share from 16.2% to 17.1% from 2020 to 2026, positioning it to be the third-highest revenue-generating 
immunotherapy after monoclonal antibodies (mABs) and vaccines.

CIT’s introduction to the market follows a familiar growth trajectory to the last disruptive therapeutic modality  
to launch, mAbs. After 10 years on the market, mAbs had less than ten commercialized therapies. Shortly 
afterwards, rapid growth began with increased approvals and market maturation. Now, mAbs are the dominant 
modality by revenue.

CAR-T: chimeric antigen receptor T cell; NK: natural killer; TCR: T-cell receptor; TIL: tumor-infiltrating lymphocyte; CAR-M: antigen receptor macrophage.

Source: 
Prepared by Syneos Health based on Consensus Forecasts. Evaluate.com. https://www.evaluate.com/products-services/pharma/evaluate-
pharma. Published 2022. Accessed: 21 July 2022

As of December 2022, there are seven FDA-approved CIT products on the market, with a rich and diversified 
pipeline of therapies in development that are poised for successful growth. Currently approved therapies are 
heavily focused on chimeric antigen receptor T cells (CAR-T), Autologous manufacturing and hematological 
malignancies. However, the CIT pipeline is diversifying its range of modalities, manufacturing methods and disease 
targets, all of which are likely to further expand market potential.

THE IMPORTANCE OF THE RIGHT GO TO MARKET STRATEGY IN CELL THERAPY COMMERCIALIZATION
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Cellular immunotherapies with Go to Market Strategies 
that joined forces through partnerships or acquisitions 
have been the most commercially successful to date

The inherent complexity of current cell-based therapies brings together unique clinical, training, manufacturing, 
logistical and market access challenges that need to be considered when choosing a GTM strategy. Exemplifying  
the potential challenges, one of the first CIT companies adopted a go-it-alone approach. Within five years they filed 
for bankruptcy and withdrew from the European market as a result of unpredicted manufacturing and market 
access problems.

Experts from Syneos Health analyzed key success metrics for cellular immunotherapies using a GTM strategy. These 
included revenue achieved as a proportion of pre-launch forecast expectations, as well as markets entered and 
speed to additional market entry.

Note: Data is available on licensing, acquisitions, partnerships and going-it-alone, which are utilized in our analyses.

Figure 3: Innovators can choose from a range of GTM strategies  
for the optimal balance of risk and return
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The revenue achieved by a GTM strategy suggests companies that leverage and combine expertise (through 
partnerships and acquisitions) lead the way in both absolute revenue and the percentage of revenue forecasts 
achieved, exceeding forecast expectations. In contrast, strategies that do not utilize the same breadth of  
expertise in this complex ecosystem (go-it-alone and licensing) were more likely to underperform pre-launch 
forecast expectations.

Figure 4: Revenue performance has been greatest when expertise  
is combined (partnerships and acquisitions)

Average revenue of all CIT products by GTM 
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Figure 5: Market entry is most successful when leveraging combining experience  
(joint ventures and acquisitions)

Source: 
Prepared by Syneos Health based on Consensus Forecasts. Evaluate.com. https://www.evaluate.com/products-services/pharma/evaluate-pharma. 
Published 2022. Accessed: 21 July 2022.

The markets entered by GTM strategy show a similar trend as with revenue. Partnerships and acquisitions led the 
way in speed to additional market entry compared to going-it-alone or licensing options. The number of markets 
entered does not significantly differ by GTM strategy. However, when we look at partnerships in China and Japan, 
joint ventures with domestic companies were vital to securing timely market access.
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A new stage of cellular immunotherapy market maturity 
is emerging with a greater range of Go to Market options 
for innovators

The CIT landscape is a complex and innovative market with rapidly evolving developments to navigate, as detailed 
earlier in the paper. Our data and analysis support the sentiment that collaboration is key in charting a novel course 
to commercial success. Among the early entrants to the CIT market, partnerships and onboarding of teams with 
acquisitions have been key go-to-market routes that have enabled this collaboration to overcome hurdles and have 
resulted in adding disproportionate value to the early entrants to the CIT market.

Looking to the future, however, the CIT market is at a tipping point in terms of GTM options due to the market’s 
maturity, with a rich pipeline of diversified technologies poised to support rapid growth. The FDA also expects this jump 
in approvals, with anticipation for 10 to 20 new cell therapy approvals every year by 2025. As the CIT market matures 
with innovations and increases in expertise, we foresee a new stage of rapid growth and evolution in viable GTM 
strategies. Established players will most likely consolidate their expertise to be increasingly self-reliant over time. The 
parallel evolution of contract development and manufacturing organizations, along with deepening expertise and 
experience available in commercial solutions organizations, can enable innovators to choose from a more complete 
range of GTM strategies, such as outsourcing for those seeking to retain ownership and value by going-it-alone. As key 
challenges are overcome, and the commercialization path becomes well-trodden, we expect the option of going-it-
alone with outsourcing to become more mainstream, with higher potential for profit retention and commercialization 
control.
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Figure 6: The CIT market is at a tipping point and will see a diversification in the range of  
Go to Market strategies

Source: 
Prepared by Syneos Health based on Consensus Forecasts. Evaluate.com. https://www.evaluate.com/products-services/pharma/evaluate-pharma. 
Published 2022. Accessed: 21 July 2022.
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In today’s landscape, 
commercialized cellular 
immunotherapies have enjoyed 
the most success with GTM 
strategies that leverage a range of 
expertise through partnerships, 
acquisitions and from external 
teams to overcome the challenges 
in a new market. Looking to the 
future, in the next stage of CIT 
market maturation we expect to 
see a more complete range of 
GTM options available and viable 
for innovators, including new 
options in outsourcing. The path 
of commercializing on an 
innovator’s own terms will 
become increasingly feasible to 
unlock additional value.
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