
18/06/2019

1

Richard Butterworth

June 2019

Successfully delivering on the  Magic 

Triangle

How to ensure quality, speed, and value
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Richard Butterworth
Senior Director Alliance Management, Service Provider Management, Merck KGaA, Darmstadt, Germany

In the last 25 years Rich has worked for a number of large CROs in Business 
Development, Operations and Partnership Management roles. For the last 2 years he has 
moved over to the sponsor side, and now works for Merck KGaA, Darmstadt, Germany in 
the Alliance Management function of Global Clinical Operations
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~400 Regional 
Clinical Trials

(thereof 300 ISTs) …

with ~70,000 subjects
(thereof ~40,000 in ISTs)

in 70 
countries 

and over

2,500 sites 

~50 Global 
Clinical Trials

(Ph I – IV interventional 
patient trials)

with > 10,000 
subjects

in 59 
countries 

and over

1,700 sites 

~178 FTE Supporting R&D Portfolio1 ~59 FTE Supporting Commerial Portfolio1

A Global Clinical Portfolio executed via an ‘End to End‘ Outsourcing Model

1Representation of direct portfolio allocated FTE 
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Clinical Development 
is most likely the 
largest spend of 
any R&D budget 

Clinical Outsourcing 
is deemed the most 

cost effective 
solution to reducing 

R&D budgets

A good outsourcing 
deal will generate 

‘Cost Avoidance’, 
for re-investment 
back into the R&D 

pipeline

Demonstrating the 
value of the 

outsourcing deal is 
critical in co–
development 

partnering deals  

Why are ‘Good’ Clinical Outsourcing Deals Important for the Pharma 
Business?

Content created specifically for PCMG Conference 2019 | Merck KGaA, Darmstadt, Germany4



18/06/2019

3

QUALITY

COST SPEED

Committed 
Resources

Best-in-Class 
Quality

Competitive 
Pricing

Advanced 
Efficiency

Transparency & 
Accountability

Expert 
Capabilities

core interests

Successfully delivering on Quality, Speed and Value

The New Direction
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Defining the Negotiation Strategy:
A critical success factor to ensure a better outsourcing partnership 

Competitive Pricing

Competitive Performance

Value Generation

a

b

c

1. CREATE GOALS 2. BUILD TEAM KNOWLEDGE

Understand internal ‘must haves’ for a successful 

partnership

Understand Terms and Conditions that favor both 

sides

Know how your CRO (s) drive revenue 

BUNDLE all T/Cs together and present as a total 

package

a

b

c

d
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Defining the Negotiation Strategy:
A critical success factor to ensure a better outsourcing partnership 

Offensive Approach

• Concession associated 
with “replacement”

• Come with new 
requests during the 
negotiations

Defensive Approach

• No or minimal 
concessions without 
“replacements” 

• React to new 
requests during the 
negotiations 

3. ‘Negotiation Playbook’

Multiple Equivalent 
Simultaneous Offers
• Bring more than one 

CRO to the table  

• Be creative and 
provide multiple 
options that have the 
same value

• Aim to get the best 
operational deal  
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Negotiator 
lead

Clinical 
Expert

Legal

Clinical 
Finance

Clinical 
Metrics

Clinical 
Alliance 

Management

Procurement

Successfully delivering on Quality, Speed and Value

The Negotiation TEAM
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• Its important the function overseeing the 
CRO (s) is well represented to ensure 
appropriate balance in the deal

• Experts from different functions ensure 
clear understanding and correct focus 

• Each member had a significant role to play 
during discussions

• Business (clinical) MUST be represented to 
understand what is being represented 
matches the intended outcome 

• Share opinions on positions

• Consensus and voting within negotiation 
team
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Payment 
terms

Penalties

Bonuses
Resources

Volume 
rebates

Holdbacks

Unit 
prices

Rate 
cards

Change 
Orders

Successfully delivering on Quality, Speed and Value
Creating the Bundle

KPIs/

KQIs

Successful Negotiated 
Master Service Agreement
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New Model
Pay for performance (P4P) 

developed focusing on 
Quality, Speed and Value

Governance
Governance Charter

Engagement
Internal workshops, 

Information sessions, 
training sessions, 

Roadshows

MSA

Key Process & Documentation

Communication

Change Management

Alliance Manuals

Legal Templates

Quality & Operational Agreements 

Pricing Model

Technology Integration

Study Allocation Process

P4P Metrics & Goals

Implementation
Check, Re-check

Evolving Our Strategic Alliance

6-9 Months

OLD 
MSA
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Successfully delivering on Quality, Speed and Value

Lessons learned

• Make sure the internal knowledge base is strong on how to price clinical operations 

appropriately

• Ensure you own the tools and the data…critical to maintain competitiveness

• Always use external sources (industry benchmarks) to ratify performance 
Competitive 
Performance

Value-Add 
Focus

• Demonstrate value through improved and measurable efficiency

• Competition drives better outcome so keep the tension on the important elements of delivery

• Strive to evolve in the right direction!

Committed 
Partnership
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• Negotiate with strength: bring in the experts

• It isn’t just an MSA: ensure the ‘whole’ package (performance on speed, quality and cost) are 

balanced appropriately

• Wording in the MSA is critically important: Describe how you are going to tackle the ambiguity 

before you get there

Thank 

You!
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