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… an Indication Prioritization Case Study

Why am I talking to you?

Source: groupH research & analysis 3

Commercial Story

Defining The Ask

Stakeholder 1
Investors

Stakeholder 2
Potential Partners

Stakeholder 3
Yourself and Your Colleagues

Can we identify big 
successes?

Can we identify the 
failures?

?



… an Indication Prioritization Case Study

Introducing the company 
in 1 minute …

Source: groupH research & analysis 4

The 
Founders

The 
Investors

Situation

Disease 
Area

Technology

Location

Jack Castle
Corporate Strategy & BD
Ochre Bio



… an Indication Prioritization Case Study

Indication Prioritization is (a bit) like Dating…
Source: groupH research & analysis

5

Kick-Off Information Gathering

Sources
 Desk research & databases
 Internal survey + interviews (n = 5)
 Limited PMR (General Hepatologists)

Create Universe of 
Indications

1. MOA Fit
2. Research 

Capability

3. Clinical Trial Ease
4. Commercial Attractiveness

Interim
Meeting

 Kill Indications ASAP
 KO criteria / Scores
 Competitor Analysis

Module 1

#6#22#41

Outputs of 
Module 1 

will inform 
Module 2

Step 1 Step 2



… an Indication Prioritization Case Study

A Closer Look at Our Criteria

6

1. MOA Fit
2. Research 

Capability
3. Clinical Trial Ease
4. Commercial Attractiveness

Fit of 
Hepatocytes
GalNAc
with indication

Fit of
Infrastructure
Equipment
Staff
Time
Resources
Experience
with indication

 POC
 Pivotal
 Existing Pathways
 Endpoints/Enrolment

 Unmet Need
 Investor Sentiment
 Epidemiology
 Competitive Intensity
 groupH View



It’s not just a process: People and Organisations

Source: groupH 7

… an Indication Prioritization Case Study

illustrative

Small Biotech

Large Pharma

C.G. Jung’s Archetypes Organisation Size / Culture / Structure

MBTI Types



A real case study is rarely a straight line from A to B

Source: groupH 8

… an Indication Prioritization Case Study

Initial Contact

Kick-Off

Internal Survey & 
Interviews

Interim Meeting –
Alignment on Top-6

1st Cut 2nd Cut

Value Proposition 
Development

TPP 
Development

PMR 
Physicians

PMR 
Payers

Commercial
Insights

Final Meeting
Lead Indications

Alignment

Promotors / skepticism

Alignment or misalignment
or gaps

Painful decisions in 
cold daylight

Pricing Insights
Commercial surprises 
or disappointments

focus / increased certainty

illustrative

Team Alignment / 
Consensus / Critical Review 

& Devil’s Advocate



… an Indication Prioritization Case Study
Source: groupH research & analysis

Indication Candidate Profiles x 6
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Hints & Tips

… an Indication Prioritization Case Study - Hints & Tips

Attractiveness Criteria may 
vary

1

Indication ‘Universes’ can 
be large – wielding the axe

2

Don’t be precisely wrong 
with commercial potentials

3

Structure & Templates help 
to expose gaps in 

understanding

4
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… a TPP Development Case Study

Value Proposition Development & Refinement
Source: groupH research & analysis
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Interim Information Gathering / PMR Physicians and Payers

Sources
 Desk research & databases
 Analogues / AI
 PMR ~9 KOL (indication experts) doctors & 3 payers

Final Review & 
Discussion

 Refine Indications
 Develop VPs / TPPs
 Commercial Potentials

Module 2

~6 – 8 TPPs

Refine VPs to TPPs
Build high-level 
revenue potential

~18 Value Propositions

Develop 2 – 4 
VPs by indication

#6 Indications

Step 3 Step 4



… a TPP Development Case Study

We drafted 1 – 3 Value Propositions for each indication

Source: groupH research & analysis 12

illustrative



… a TPP Development Case Study

Which materials were developed? – Granular Indication Landscapes

Source: groupH research & analysis 13

Disease Description

Epidemiology

Key Segments

Epi Geographic Differences

Current Treatment Approaches 1L 2L

Future Treatment Approaches

Landscape

Satisfaction with current Rx

Current Unmet Needs

Subgroups with higher Unmet Needs

Pipeline

Clinical Trials / Programs to Watch

Ease of Trials – POC Trials Analogues

Ease of Trials – Pivotal Trials Analogues

By Top-6 Indication



… a TPP Development Case Study

Materials and Value Propositions were in-depth discussed and finally validated

Source: groupH research & analysis 14

~9 KOL Hepatologists

~3 Senior Payers
~12 Value Propositions

~6 Indication Landscapes
~6 Validated Indication 

Landscapes

~6 TPPs



What the treatment will look like… …and which patients are meant to be treated

… a TPP Development Case Study

Building the plane while flying…

Source: groupH research & analysis 15

Preventative / Preemptive / 
Curative or Chronic?

illustrative

Monotherapy or
Combination?

Focus on Safety, 
Efficacy or 

Other?

Companion Dx
Administration 

form Dosing

All Comers or 
Mild / Moderate or 
Severe Segment?

Rare Disease or 
Prevalent 
Disease?

Which Killer 
Insight and 
Unmet Need are 
we Addressing?

Competitive 
Segment 

or Niche?

… can we differentiate vs. SoC? … will doctors recognize clinical value?
… will payers see payer value?
… will patients experience their needs met?

Technology
Platform

Which targets can
we address with 
our technology and 
our capabilities?



One-Page Commercial Case per TPP Commercial Summary

… an Indication Prioritization Case Study

The commercial attractiveness was described in a one-page peak sales 
calculation and a Commercial Summary put together for each indication

Source: groupH research & analysis 16



Hints & Tips

… an Indication Prioritization Case Study – Hints & Tips

Indication Prioritization + 
TPP Development 

= 
Closely Linked

No progression without 
deeper understanding

Viable TPPs are a jigsaw

Love at first sight is rare

Few Short-Cuts once down 
to Top-6

1 2

43
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Our Experience of AI in Commercial 
Analysis so far

… an Indication Prioritization Case Study – Use of AI

AI currently has the role of a 
1st year analyst

Screening in/out + 
Judgements + Killer Insights 

= Human Intelligence

PMR and Data Analysis in 
this area not very data-heavy

AI in Hypothesis Generation 
for Analogues

1 2

43

Future
Synthetic Patient
Synthetic Doctor
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Summarizing the project outcomes 
in 1 minute …

… an Indication Prioritization Case Study – Hints & Tips

Jack Castle
Corporate Strategy & BD
Ochre Bio
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Discussion
+
Q&A

Discussion
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Appendix

Appendix
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Early-Stage Specific Tools

Early-Stage Specific Tools
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Introduction

“Children are not small adults” - Early-stage work is different to working at 
later stages of the product life-cycle

Proprietary and Confidential

Current Market & 
Commercial Forecast

Market Access & 
Reimbursement

Competitors & 
Pipeline

Epi, Environment & 
Needs

Physician 
Research

Payer 
Research

Regulatory

(+) vs.

Departmental + Functional Silos

ForecastingMarket AccessMarket Research Business 
Intelligence

Brand & Marketing Management

 > # of compounds
 < budget per compound

 < # of compounds
 > budget per compoundvs.

23Source: groupH research and analysis



Introduction

Pipeline Commercial Teams are Shaping the Asset Development through Stage-
Appropriate Strategies

Source: Biopharma New Product Planning Network 

Indication Strategy Go / No-Go to POC Trial Go / No-Go to Reg. Trial

Preclinical to Phase 1 Phase 1 to Phase 2 POC Phase 2 to Phase 3

24

https://www.biopharma-newproductplanning.com/


Introduction

For Early-Stage programs the set of domains are the same as for later stage 
programs but the questions and focus may be different

Source: NPP Forum, groupH

Corporate 
Strategy

Disease 
Landscape

TPP 
Development

Value & 
Access Market SizingIndication/LCM 

Strategy

 Across the program development, commercial strategies can be guided by stage-specific questions across a 

certain Set-of-Domains of considerations

 Until first-in-human decision, pipeline commercial teams are focusing on building the asset indication strategy

Preclinical
to Phase 1

Phase 1 to
Phase 2 POC

Phase 2 to
Phase 3

Depth of Research & Analysis

Breadth Value Proposition

TPPDepth



Value and Key Uncertainties

Your Value Story identifies all the relevant sources of differential value offered by 
a specific product

Source: groupH, please note: in the context of early-stage development SoC (Standard of Care) typically refers to the future SoC prevailing at the time of launch, emotional, public health and 
political value not represented in this chart

Standard of 
Care
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Efficacy

Safety

Economic

Company Attributes

Disease 
Burden

Disease burden
presents an unmet 

need that needs to be 
addressed

Product Value

Differential Value of a Company’s Products Can Come From a 
Number of Different Sources

Communication of value and savings 
that make the difference to patients, doctors and payers

26

Value Steps as part of your Value Story



Value and Key Uncertainties

Long-term Value Assessments are complicated by the uncertainty of the future 
competitive environment and the treatment landscape  

Source: groupH

PayersPatients

HCPs

Today

In 10 
Years

?
?

Where to Play?

How to Play?
How to Win?

27



Value and Key Uncertainties

The future is not necessarily a linear extrapolation of the present

Today

2032

2032

2032

2032

Today

Many organisations plan like this…
Forecast a linear extrapolation of past trends

“The world will be a little bit different”

Even though the world looks like this…

28



Value and Key Uncertainties

Payer value uncertainty can be addressed early in order to maximize payer’s value 
perception

Source: groupH research and analysis

EfficacyLong term 
effects

Safety
Healthcare 
Resource 
Utilization

Population 
of 

Relevance

QoL
...

Domains of data relevance for payers
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High

Low

If unaddressed, Payers’ value perception will likely 
be impacted

Moderate likelihood of impacting the payer’s 
perception of the product’s value

No obvious data gaps impacting the payer’s value 
perceptions

29



Value and Key Uncertainties

A few questions can help to steer the clinical development strategy to make it fit 
for purpose for future payers’ needs

Source: groupH research and analysis

Primary 
Endpoint

Trial 
Design

Secondary 
Endpoints

Degree of alignment with Payers’ needs

Is the primary endpoint relevant for payers?

Does the trial design allow to assess relative efficacy?

Do secondary endpoints allow economic impact 
assessment and answer other payer specific needs?

30



Appendix

Module 2 Criteria

Source: groupH research & analysis 31

Module 1 Output 
Indication Candidate X

Disease Description
 Comments

Segments
 Comments Unmet Needs

 Existing Standard of Care
 Comments and ratings from physician 

interviews

MOA

Research Capability

 Desk research & analysis
 Clinical Trial precedents and analogues?
 KOL hepatologist comments
 Other insights from advisory boards and internal 

interviews

 Desk research & analysis
 Analyst reports and forecasts
 Commercial databases
 Epidemiology and unmet needs
 Investor sentiment
 Pricing potential

Ease of Clinical Trial

Commercial

4

2

Ochre Rating*

groupH Rating

4

2.5

Strategic Fit
 Comments

Epidemiology
 Desk research & analysis
 Prevalence & Incidence
 Mild / Moderate / Severe Patient Segments

Time to IND
 Time

Partner Interest
 Comments

FDA ODD 3

Summary of positive drivers
+ -

Summary of negative drivers

 Comments
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SUPPORT

COMMERCIAL
ASSESSMENTS

MARKET 
ACCESS

LONDON                           SAN FRANCISCO

For more information please visit
groupH.com or contact

Erik Holzinger
erik.holzinger@groupH.com
m +44 7718 967 633 
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m +1 (415) 969 1986
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