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What is a Business Model?
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Why Important?
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What Piece Is Critical 
to Starting Business 

Model Development?
The “Story” 
Starts Here!
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What Is Your 
Beach Head?

The “Story” 
Needs a Focus
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Hence, You Need to Ask Which Segment or Application Should be Primary to Explore?



Linkage 
Between 
the 
Customer
and Value
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The Essential 
Question

Whose Your 
Customer(s)?



CUSTOMER

SEGMENTS

AND ROLES
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Biopharma and MedTech 
→ B2B



Case 
Examples

Early-Stage

Biotech Cos.
Involved with mRNA
Preclinical

Basic Scientist

BD Manager

Mid-Stage

Pharma Cos.
Involved with 
Liver Disease, NASH,
Or Metabolics

BD Manager
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NASH
Thought Leaders

Clinical Researcher



Value Proposition
The Compelling Reason to Buy
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Customers Have a “Job to Do"
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Hence, You Need to Ask Customers About Which Jobs Are Most Important and What Competing 
Jobs Exist?



Trying Value to 
Need in B2B

To
The 
Operation

To
The 
Stakeholder

To
Higher-order
(e.g., ESG)
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Decision Criteria: What Are they?
How Would You Apply? Which Most Compelling?

Required

(e.g., IP, 
Incorporated)

Functional

-Efficacy 

-Speed 

-Predictability

-Efficiency

-Throughput

-Safety

Economic

- Cost

-Cost-effectiveness

-Profitability

Emotional Social
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Hence, You Need to Ask Customers About Their Decision Processes and What Criteria Are Most Critical?



Case 
Examples

Veneno

• DSP Suite

Beach Head

• Biotech R&D 
Involved with 
Peptide 
Research

Customer

• Scientist (1st)

• BD (2nd)

VP- JTD

• Enhance 
Productivity

• Broader 
Library

• Improve Time 
to Pre-clinical

Early-Stage

Later Stage

Reviva

•Novel Med 
Chem Small 
Molecule 
Platform-
Late-stage 
Asset

Beach Head

• Pharma-
Neuro Psych

Customer

•BD 

• Commercial 
Managers

VP- JTD

• Novel 
therapy

• Category 
with UMNs

• De-risked 
Asset

14Copyright John M. York, PharmD, MBA 2023 ©



Value Proposition 
Statement
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• Specific customer 
segment

For 
Whom

• Pain, Gain, Both

• In Context of Decision 
Points- Better than ….

Job to 
Do

• In Lay TermsSolution



Which Can Evolve to a Positioning Statement

For Whom

• With Need X

Enter Product

• Does Y

• Addresses X

Unlike 
Competitor 

(ABC)

Product Offers 

• POD (Point of 
Difference)

Company Customer

Competition
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Hence, You Need to Ask Customers About What They Are Doing to Solve Their Problem or in Their Current Process?



How Do You 
Connect 
with the 
Customer?
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Distribution Channels
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4-WeekMBA

Where Do You Routinely Go To For New Technologies or Assets?

Direct?
Through Intermediaries 

(Which)?



Example
Intermediaries

Accelerators Investors Financial Institutions

Thought Leaders

IP Brokers Agents/Consultants CROs
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Hence, You Need to Ask Customers Where Are They Going to Seek Out 
Solutions, Services, or Assets?



How Do 
Your 
Customers 
Find Their 
Solutions?
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Multiple Tactical Activities Can Build Customer Relationships 
and Enhance the “Marketization” of Your Science
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Hence, You Need to Ask Customers How Do They Find Their Solutions and
What Avenues Do They Seek in Gathering Info to Guide Them?



How Do You Create and 
Deliver Value in a 

Smart and Efficient 
Manner?

The “Story” Transitions 
to You and Your Team
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JACOBS SCHOOL OF ENGINEERING
RADY SCHOOL OF MANAGEMENT

INSTITUTE FOR THE 
GLOBAL ENTREPRENEUR

23

Key 
Resources

• People

• Intellectual Property 

• Physical

• Capital
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Hence, You Need to Ask Which Are Most Important and Should Be Part the 
Venture and Others Outsourced?



KEY 
ACTIVITIES:

Most important actions a firm must take

To  Create desirability

•Required for approval

•Value Driving

•Pre vs. In Market

Need to be measured to be managed

(Drucker)

Marketing
/

Sales

Distribution Manufacturing Engineering

R&D

Accounting
/

Finance

Legal Regulatory
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Hence, You Need to Ask Which Are Most Critical to the Venture’s Most Current 
Milestones and Which to Have “In House” vs. Outsource?



KEY PARTNERS:

THESE ARE PARTS

YOU SHOULD RENT

NETWORK of individuals, firms, and suppliers  

Provide capabilities, products, and/or 
services 

That the firm cannot or prefers not to 
develop itself. 

To optimize resource and activity 
allocation:

1) Economy of scale and cost reduction 

2) Reduce risk in uncertain markets 

3) Acquire specific  resources or 
activities
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Hence, You Need to Ask Which Are Most Critical to the Venture’s Most Current 
Milestones and Which Partnerships Are Enduring (Which Are Transactional)?



Case 
Example
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How Do We Account 
for Value Captured vs. 

Created?
The “Story” Ends Here!
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REVENUE MODELS: Typical….  

Ways to Monetize
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Licenses



Case 
Examples of
“Inside-Out
Patterns” 
(Open-
Innovation) 
Monetizing 
Internal 
Assets
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IP via licenses. 
The value prop is IP for underserved diseases.
Customers are outside researchers and companies.

APIs via direct sales, contracted services, and licenses.  The value 
prop offers new APIs at low cost for companies to develop.  

Internal assets via direct sales or licenses. 
The value prop is new diagnostics and components that fit within 
other companies’ PoC product value chains.  



COST Structure…
Ties Back to Key Resources and Activities

KEY RESOURCES
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THESE ACCOUNT FOR
COSTS FOR

KEY ACTIVIITIES

AND TO DEVELOP
NEW ONES

KEY PARTNERS



Don’t 
Forget Cash 
Flow and 
Cash Burn

York ABAM 2018
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In THE END the BMC 
OFFERS an Adaptable 
Structure For a Firm 
to Function
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But Also, an Excellent
Construct to Shape 
and Tell Your “Story”
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