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Working with the End in Mind: The Syneos 
Health Approach to Solution Building
 
The goal is to erase lines of division between vendor and sponsor to create a single team with a 
common purpose. Hence, the point is that “strategic partnership” can cut across delivery 
models, as it is more about how the vendor and sponsor view their working relationship. 

Syneos Health took four principles into consideration when building the commercial solution for 
our sponsor. 

Commitment: Transforming the way we work. Example: Most partnerships 
are now more than three to five years in length. Sponsor success is Syneos 
Health success. 

Process Change: Within a committed partnership, the room and time is 
created for a process redesign. Featuring joint-process review and analysis, 
while taking an end-to-end and best-of-both approach, a revised process 
can streamline the interface, remove redundant steps and create a clean, 
efficient approach. We will discuss our commercial solution in depth below. 

People: Change management that involves R&D operations, finance, 
contracts and other personnel in the decisions on how the work is done 
and cataloged. 

Performance: The preceding steps foster trust but the main focus is  
still on delivery, so it is critical to have alignment on incentives. For example, 
develop a pricing structure that is built on fixed-price units and invoices  
on completed deliverables—this means alignment of our goals and  
our partners’.  

The primary difference between “Strategic Relationships” and other forms of outsourcing is 
about mindset more than delivery model. Whether a Functional Service Provider (FSP) or a 
programmatic-outsourcing model, the opportunity exists to build a partnership that delivers 
against a sponsor’s strategic objectives. 

Internal and market forces are pressing for biopharmaceutical leaders to find new ways to 
generate value and performance gains, and there is now general agreement that while the 
traditional mode of outsourcing continues to have a place in an outsourcing strategy, it cannot 
yield the performance levels of more strategic approaches. Biopharmaceutical leaders are 
therefore looking to vendors to help them navigate the challenges of proper partnership planning, 
predictable and manageable spend and efficient process alignment. For the purposes of this article, 
Syneos Health™ will provide an overview of an innovative, yet, simplistic commercial solution 
allowing for time compression, cost savings and straightforward financial administration 
including forecasting and invoice submission. 

The Challenge
 
In 2016 a Top 10 pharmaceutical company approached Syneos Health with a need to 
immediately manage 18 transition studies accompanied by more than 20 new studies 
forecasted to commence shortly after contract execution. The sponsor request was 
demanding; insight into study level unit costs, efficient budget administration with minimal 
change orders, swift contract execution to avoid delays, and forecast projections for all 
estimated studies to commence in the future. Syneos Health got to work immediately with a 
strategic focus on the sponsor’s end goals.
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Staged Investment: Getting the Job Done Right
 
Focusing on the Syneos Health four principles, let’s look at the commercial solution we were able to develop for our 
Top 10 pharmaceutical sponsor regarding their financial goals. 

Syneos Health is committed to listening to our sponsor’s needs. To reiterate—the sponsor was looking for time 
compression, cost savings and efficient budget administration. To accomplish these goals, Syneos Health jointly 
worked with the sponsor to develop the SiMPLE (Syneos Health Management of Program Level Expenses) tool. Once 
financial process flows were understood, Syneos Health team members, in conjunction with sponsor partners, 
developed a transparent, uncomplicated financial mechanism to allow for budget tracking, management and 
reconciliation. The process works as follows: 

• A Master Purchase Order (PO) is developed based on fixed standardized portfolio level units. For Example: 
Sponsor is expecting X studies in their pipeline. The average study is Y in price. The calculation(s) to determine 
the Master PO is therefore X studies multiplied by Y price divided by the negotiated period. 

• Once the Master PO is determined, each individual study budget is added to the SiMPLE tracking document. The 
SiMPLE is the document of record according to the binding contract. Therefore, each record in the SiMPLE is 
appended to the Master PO. 

• As studies are brought on board, the SiMPLE is used for pricing and the funds are deducted from the Master PO 
amount displaying remaining funds available for future studies. 

• The SIMPLE is set up in such a fashion that the sponsor can evaluate total budgeted units, units expended and 
remaining units on each study and across the portfolio at any given point in time. The sponsor is aware of their 
financial situation on a real-time basis.  

Figure 1 below captures a high-level overview of the SiMPLE unit tracking mechanism. Associated costs relative to 
each unit are captured in an accompanying tab—also noted below. Syneos Health can modify as needed.

Fig 1: The SiMPLE Tracking Spreadsheet

A Deeper Dive…
 
Underlying Premise 
Study budgets are estimated at the beginning of the partnership, thus 
giving the program a “bucket” of units that are contracted under the 
master or parent contract. When extra units are needed or a surplus is 
identified, they can be transferred to any study within the program 
without a change order. Units can also be returned to the parent budget 
for any future study to be used or converted to their dollar value and 
reused as a different unit.

Unit for Unit Exchange
Study ABC123 was budgeted for 50,000 CRF pages. However, subjects are 
staying on treatment longer than estimated, and the study team also 
anticipates adding additional subjects. The team foresees a need for an 
additional 4,000 CRF pages.

Study XYZ789 is locking and has used 12,000 CRF pages of their 20,000 
CRFs budgeted. They know that there are at least 5,000 extra CRF units 
budgeted that they will not need.

There will be a transfer of 4,000 CRF units from the study budget of 
XYZ789 study budget to the study budget of ABC123 via a unit exchange. 
No change order is required.

Unit Cost Exchange
Study 005 was budgeted for two interim database locks at a unit cost of 
$15,000 each. The study team has learned that they will only need one. 
The team returns one interim database lock unit to the parent contract. 
No other study needs an additional interim database lock unit, and the 
value of that unit is returned to the parent budget ($15,000).

Study 067 has added a new third-party lab that was not originally 
planned. There are no vendor set up units remaining in the program level 
parent budget. Rather than issue a change order the team converts the 
$15,000 surplus from Study 005 into the needed vendor set up unit 
needed for study 067.
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NOTES

 
What are the Benefits of using SiMPLE? 
 
Success will bring about an increase in quality and a reduction in wasteful spending.  
Perfecting this process is much more about the mindset of the partnership rather than the 
mode of delivery. Syneos Health has had many achievements by leveraging this SiMPLE  
financial mechanism. 

• Over 18 months, across 21 studies, Syneos Health did not issue a change order while working 
with the sponsor. Additionally, because the fixed units were preferred and negotiated in a 
true partnership fashion, Syneos Health delivered these studies without requiring additional 
funds as negotiated under the Master PO. In reality, the only requirements for a formal 
change order would be: if the portfolio master budget requires additional funds, if work is 
requested that is not covered by an agreed upon unit, or if unit costs are adjusted. These 
circumstances are rare. 

• Syneos Health functional leads and project managers review their projects monthly for 
current units to be billed and to forecast future units. During this process the study team 
also records any needed units that are currently not in the study budget and those that are 
no longer needed based on changes in the project. This study-level information is compiled 
into the SiMPLE tool. The SiMPLE is posted to a shared area for study teams and portfolio 
management to access and review ensuring full transparency.

• On average, Syneos Health is able to review and financially reconcile 19 active studies in 
approximately 30 minutes. This includes agreement on units to bill for the current month as 
well as any units that need to be added or removed from an individual study budget. 
Therefore, this process foregoes what you see in the administration of most clinical trials 
when it comes to out-of-scope work (analyze financial impact, memorialize in a contractually 
binding change document, discuss impact to study budget, update study budget, gain 
approval for contractual change document, etc). 

Conclusion
 
In this article, we have outlined some considerations and best practices from our experience in 
partnership financial management. Many biopharmaceutical partnerships fail to reach the 
targets set for them and bump against the glass ceiling on account of a breakdown in 
partnership planning. Syneos Health believes that leveraging the SiMPLE process will ensure 
proper partnership planning, predictable and manageable spend and efficient process 
alignment allowing for time compression resulting in increased savings.
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About Syneos Health
Syneos Health™ (Nasdaq:SYNH) is the only fully integrated biopharmaceutical solutions organization. The Company, including a Contract 
Research Organization (CRO) and Contract Commercial Organization (CCO), is purpose-built to accelerate customer performance to 
address modern market realities. Learn more about how we are shortening the distance from lab to life® at syneoshealth.com.
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