
Business development and 
licensing in 
the era of ‘Open Innovation’ 
 Sarah Maxfield, Science and Technology Licensing  

19th September 2012 

Innovative Healthcare Meeting 

 



Outline 

• Introduction 

• Drivers of change 

• Open Innovation 

• Leveraging internal assets – HI / LG partnerships 

• Challenges & considerations 
 

 

 

| Pharmaceutical Licensing| 23 April 2012 2 



Industry Outlook 

• Increasing and ageing populations 

• Expanding populations in new markets 

• Significant unmet medical need 

• Continued scientific and technological 
advance 

Growth Sector 

• Decline in R&D productivity 

• Established market price pressure 

• Patent expiries and generalisation 

Returns under 
pressure 

• Increased R&D productivity opportunities 

• Adapting sales and marketing model 

• Further cost reduction potential 

• Improved investment discipline 

Leading players 
will continue to 
earn attractive 

returns 
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Our response to the changing environment 

Competitive Portfolio 
Large and small molecules, externalisation 

Innovative sales model 

Emerging markets 

Payer evidence model 

Personalised healthcare 
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5 

AstraZeneca built a truly global emerging 

markets prescription drug business (2011 Sales) 
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Americas 

 

 

 11,200 FTEs  

$16.5bn 

$10.6bn 
EMEA 

 

 

 10,700 FTEs  
$6.5bn 
AsiaPac 

 

 

 10,700 FTEs  



Success through collaboration. 

Because health connects us all 

6 

More than 60 critical deals completed over the last 

three years, including five key late stage deals in the 

last 24 months. 

The pipeline is the number-one priority and 
externalisation will be a way of life going forward 

 
David Brennan, Chief Executive Officer 

Partnering is a core business priority and our 

commitment is long-term.  

We are looking for as much as 40% of our pipeline to 

be sourced from quality external alliances by 2014 

Six out of the next eight potential near term launches 

are through external collaboration. 

Over 1000 active partnerships around the world; and 

we would like more. 
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Drivers of Pharma 2.0 

• Cost reduction in R&D 

• Complexity of drug discovery 

• Impact of genomics and data generation 

• Understanding of biological systems 

• Separation between basic science and  

translational medicine 
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Open Innovation 
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Own 

market 
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Internal 

R&D Costs 

Historic 

blockbuster 

model 

Revenue 

Cost 
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R&D Costs 
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model 
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Costs 

Sales and 

divestiture

s 
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Licensing 

Own 

market 
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R&D Costs 
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Innovation 

model 
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Open Innovation collaboration models 

Developing 

Standards and 

Infrastructure 

Data generation and 

Aggregation 

Knowledge 

Creation 

Product 

Development 

BioPerl 

Contributors/ 

Output 

Open Contribution 

Open Output 

Restricted Contribution 

Open Output 

Open Contribution 

Restricted Output 

Restricted Contribution 

Restricted Output 

Enlight Biosciences 

Critical Path Institute 

Pistoia Alliance  

Sage Bionetworks 

Human Genome 

Project 

Biomarkers 

Consortium 

Innocentive 

P&G Connect & Develop 

AZ-Merck 

Multiple Myeloma 

Research Foundation 

Pink Army 

Cooperative 
Open Source Initiatives 

 

 

 

 

Industry 

Consortia for 

Process 

Development 

 

 

 

 

Discovery-

enabling 

Consortia 

Public-

Private 

Consortia 

Prizes 

Incubators 

Complementors 

Virtual Pharma 

Altshuler, J.S. et al ; Sci. Transl. Med. 2 (52) 1- 4 (2010) 



External Partnering to Exploit AZ 

Compounds and Screening (EPECS) 

1. Increasing the number, diversity and quality of hits and leads for high value 
AstraZeneca Targets 

• Leveraging  drug discovery expertise & subset(s) of AZ compound collection to build partnership 
 

2. Support open innovation through the prosecution of innovative targets and lead 
molecules in collaboration with academia 

• Accessing external innovation in disease biology/target selection 
 

3. Support neglected disease strategy through they provision of AZ compounds to 
support discovery screens 

- Supporting research in neglected diseases that we cannot pursue independently 
 
 
 
  
 
 
 
 
 
 
 



Goals of LG Open Innovation in AZ 

 Creating additional value from AZ’s compound collection and screening 

capabilities 

 

Deliverables to AstraZeneca 

1.Novel chemical equity to support internal discovery 

2.Novel project opportunities to enhance internal portfolio 

3.Relationship building with academia  
 

 

 

 There are several ongoing partnerships, and others in development.   
 

 

 

Strategic Focus:  
External LG Partnering Opportunities 



Screening 

@ AZ 

EPECS as an innovative model for 
accessing compounds and targets @AZ 

Intelligent use of 
AZ Compound 

Collection 

External assays 
and targets @ 

AZ 

External 
compounds 

@AZ 

Leasing 
Compound Sets 

Shared 
Compound Sets  

Access 
new 

libraries 
• IMI Lead Factory 

 

Corporate 
Responsibility 

• WIPO 

• AWOL 

Access 
new targets 

• MRCT 

• CRT 

• IMI  



AstraZeneca – MRCT Screening collaboration 

• Access external innovation in disease 

biology/target selection 

 

• Using subset(s) of AZ compound collection to 

attract partnership and drive exploratory drug 

discovery research  

 

• Delivering additional opportunities to broaden 

choice in early portfolio 

 

• Supporting research in neglected diseases to 

to help develop noncommercial opportunities 
 

Opportunity to create additional value from AZ compound collection through direct 
collaboration with academic screening centre 
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• AZ and MRCT can each select targets 
 

• Combined power of the 2 cpd libraries 
 

• Active involvement of PI researchers in TV, DL, HI 
 

• Shared risk and making best of combined expertise 

 

AZ – MRCT Model 

Have run several collaboration projects and continue to do so 



3) AZ Collaborating with CRT 



 

Multiple ongoing projects with equal resourcing across AZ and CRT 

 

Can use both libraries, and develop assays & screen at either site 

 

Shared chemistry, TV, screening etc 

Collaborating with CRT 

• Target ideas from Cancer Labs across UK 

 

• Leading UK academic Oncology screening centre & Major UK-based 

Oncology Pharma group 

 

• High quality TV at AZ & CRUK PIs 

 

• Complementary expertise and compatible interests: win-win 



•Pioneering joint initiative of Bayer Healthcare Pharmaceuticals and AstraZeneca 

4) Collaboration between Pharma 





Opening up Pharma library & HTS Infrastructure to academic scientists – WIPO 

Re:Search 

 

 

5) Neglected Tropical Diseases 



WIPO & Gates Foundation 

WIPO  

 We can host up to 3 HTS p.a. for 

NTDs 

 

Gates, DNDi 

 We ship subsets of screening 

libraries or late stage assets to 

NTD researchers 

 

 e.g. LSTM Anti-Wolbachia 

initiative 

Working with key experts and charities 

Opening up Pharma library to 

academic NTD scientists  
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Unique Proposition 

 Expanding chemical space for drug discovery projects  

 Industry-like early discovery platform to public drug discovery 

projects 

 Utilizes pharma’s corporate compound collections beyond 

individual research & marketing strategies for the benefit of the 

patient 

 Fosters private-public partnerships in early drug discovery 
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1. A comprehensive Joint  

European Compound Library (JECL)  

accessible for private and public  

lead discovery projects 

 JECL is comprised of a Pharma  

Consortium Collection (300k  

compounds) and a Public Collection 

(up to 200k compounds) generated 

in the context of this project 

 

2. A Screening Centre – as an  

independent novel business  

entity – takes responsibility for 

cpd. logistics, HTS (internal and  

out-sourced), data analysis & 

handling, and project mgmt. 

 Screening Centre functions as a  

market place to broker public-private  

discovery projects with the Pharma Consortium 

Joint European Compound Library 

EU Lead Factory 1) IMI Lead Factory 
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x 

Joint European  

Compound Collection 
Hit 

Characterization 

Target/Assay 

up to 500000 cpds. 

Qualified 

Hit List 

MedChem 

Follow-Up 

Hit-to-Lead 

Optimization 

Tool Cpd. for 

Target Research 

 Provide access to comprehensive, high-quality Joint EU Compound Collection 

 Generate “Qualified Hits” for subsequent refinement in drug development process or serving as 

tool compounds in target research 

 Establish novel platform to foster public-private collaboration 

 Generate broad knowledge base (Qualified Hits x 240 projects) to directly exploit results or 

deduce future library design strategies 
 

A ‘controlled experiment’ to broaden scope of pre-competitive research into early stage drug 

discovery : Collaborative exploitation of compound collections 

IMI Lead Factory Objectives 
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 Access to industry-like small molecule discovery platform 

to identify quality hit compounds translating cutting-edge 

projects to drug discovery or target research programmes 

 Access to extended expert workbench to realize innovative 

chemistry proposals => introduce your chemistry to broad 

pharmaceutical screening activities 

 Funding source to translate ideas into value 
 

 Platform to establish early research collaborations 

 Unique public-private consortium in the field of early drug 

discovery => focus on value (IP) generation 
 

 Industry-like discovery engine for projects also outside of 

pharma focus (e.g. orphan diseases) 

Academia 

SMEs 

Patients’ 
Organizations 

Expected benefits 



IP Considerations 

Depends upon the context... 

• Open innovation is not Open Access 

• What is precompetitive for one may not be for another 

• Where does the value lie in IP? 

• Focus on the task 

• Legacy IP strategies 
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“IP rights are the currency that fuels open innovation” 

      Bernard Munos, Eli Lilly 
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Legal Considerations 

• Anti-trust 

• Clear articulation of purpose 

• Capture organisational learning 

• Consistency in counsel 

• Precedent  agreements 
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“At one point there were 35 lawyers sitting around a table 

negotiating the consortium contract” 

 Jacky Vonderscher, former Global Head Biomarker Development, Novartis 
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Management Considerations 

• High level sponsorship 

• Trust is key 

• Neutral convener 

• Agree policies for governing alliance 

• Strong project management 

• Timely data sharing 

• In kind contributions 

• Collaboration mindset 
 

| Pharmaceutical Licensing| 23 April 2012 

“The complexity of communication and data sharing 

increases in an almost exponential fashion as more 

partners are involved” 

 Vargas, G. et al; Clin. Pharm. & Ther. 87 (5) 527-529 (2010) 
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Preconceptions 
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Crossing the Industry/Academic Divide... 
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Vallance P. et al ; Clin. Pharm. Ther. 87 (5) 525 - 527 (2010) 



Building a Collaborative Mindset 

Shift From Blame to Contribution  

If the goal is to fix a problem, blame is unlikely to be helpful 
 
 
 
Look for and discuss joint contribution 

• What are you each contributing? 

• Take responsibility for your contribution early 

• Help them understand their contribution 

• Remember - acknowledging joint contribution builds 
trust and puts the focus on joint problem-solving 
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Future 

“Externalisation is not a short-term stopgap to 

backfill the pipeline.  It represents an 

important change in mindset.  We are 

making a long-term commitment to step up 

our access to the world of scientific 

innovation that resides outside 

AstraZeneca” 

  

 

David Brennan, CEO 
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Why partner with us? 
 

A commitment to partnering has been 

embedded in our R&D organisational structure 

Early involvement of alliance management 

and continuity through-out the  

deal life cycle 

Our central transaction process allows rapid  

decision making and streamlined  

due diligence  

Expertise in biologics and small molecules from 

discovery through manufacturing 

Collaborating with our partners to achieve   

our mutual corporate goals 

 

Exceptional commercial and R&D presence 

in emerging markets and Asia 

 

Our commercial success is underpinned by 

our global reach and strategy, coupled with 

local implementation 

 

Our exclusive focus on innovative 

pharmaceutical medicines enables us to 

invest where the opportunities exist 

 

Line of site strategy via early payer involvement 

to secure reimbursement and market access 


