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OVERARCHING 
QUESTION

How can biopharmas quickly assess 
biomedical startups of different 
maturity (development & 
commercial) levels?                                               
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LET’S START WITH THE CONCEPT OF “SIMPLE RULES”

Donald Sull, PhD

Sloan, MIT

Kathleen Eisenhardt, PhD

Stanford Technologies

Venture Program

School of Engineering
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Boni Introduced the Quick Screen  as a Useful Set of Rules 

Boni, JCB 2019

Art Boni, PhD
Professor Emeritus, 
Carnegie Mellon University
Editor Emeritus, 
Journal of Commercial Biotechnology
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At the Core of the Quick Screen….

Boni, JCB 2019

Opportunity 

Monetary

Competitive 
Advantage

Addresses 
Three Questions 

and Considers the 
Five Anchors 

of a Good Opportunity

3. Differentiation & 
Sustainable
Advantages

5. Good fit and timing
4. Profit & Return 
Potential

2. Compelling Market Need

1. Significant Value 
Creation

Answer Yes to All Three

Is it 
worth 

it?

Can we 
win?

Opportunity?

Answer Yes to all three!

Monetary

Copyright John M. York, PharmD, MBA 2024 © 
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The Quick Screen Is an Incredibly, 
Practical and Straightforward 

Framework for BioPharma Executives to 
Evaluate Assets, Products, and 

Programs. Its Beauty Is in Its Simplicity. 
It Covers the Most Meaningful 

Considerations That Executives Should 
Consider When Making Strategic 

Decisions.

Santos Torres, Jr.
Past Vice President of Marketing
Santen USA
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The Three “Ps” Reflect Maturity Levels and Value Inflection Points

PROJECT 
(Incremental Improvement) 

PRODUCT
     (? Material Benefit)

PLATFORM
(Continuous stream of products)York and Abremski, 2018

Copyright John M. York, PharmD, MBA 2024 © 
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Project- A Good Licensing, Grant, or Collaboration Option

• Early →

• Product not fully defined

• Value not yet compelling or significant

Opportunity

• Low $ value in market (early stage)

• Still, significant $s to ↓ tech/clinical risk
Monetary

• Other competitors

• Limited IP and FTO

• POD → not fully defined (early)

Competitive 
Advantage

Boni, JCB 2019 POD= Point of differentiation; FTO= Freedom to Operate; IP= Intellectual Property
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Product- A Development Stage Set to Commercialize  

• Value

• Interest

• May not be compelling/significant yet

Opportunity

• Investment is in

• Further development and $’s →                         
prove significant “value”

Monetary

• In the clinic and maybe POC

• IP → more well defined

• Barriers → regulatory path and GTM

Competitive 
Advantage

Boni, JCB 2019 IGTM= Go to Market; P= Intellectual Property; POC= Proof of Concept

Copyright John M. York, PharmD, MBA 2024 © 
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Platform- Built to Last with Multiple Products and 
Management Team to Carry Products Further

• Large market

• Significant need

• Compelling solution

Opportunity

• Passed the clin/reg inflection points

• ↑ profits and margins possible

• ↑ROI potential for investors 

Monetary

• Unique, differentiable solution

• Strong IP (or can be established) 

• ↑ with a partnership  

Competitive 
Advantage

Boni, JCB 2019 Clin: Clinical; IP= Intellectual Property; Reg= Regulatory;  ROI= Return on Investment

Copyright John M. York, PharmD, MBA 2024 © 
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Is it 
worth 

it?

And the Quick Screen Can Sort Out How the 3 “Ps” Fit

Boni, JCB 2019

Opportunity Competitive 
Advantage

Can we 
win?

Monetary

Opportunity?

Copyright John M. York, PharmD, MBA 2024 © 
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Case 1: Veneno Technologies- Early & Can Benefit from                            
R&D Collaborations

1. Mordor Intelligence, 2020
2. Mordor Intelligence, 2021

1. Attractive markets

2. UMNs for screening/library production 
and sustainable oral peptides

3. Suite → Advantages, but still early

4. $ raised → Need more

5. Recent Astellas Pharma collaboration 
(proto-customer).

6. Other corporate collaborations.

7. Drug discovery competitive→? the 
tool/service business durability 

8. Projects or alliances $s → lead peptide

      →Animal POC → Clinical testing

CAGR= Compounded Annual Growth Rate; POD= Point of Differentiation;  ?=Questionable

POSITIVES→

RED FLAGS→

RESOURCING
& FINANCIAL→

KEY POINTS FROM THE MAP

MAPPING KEY CONSIDERATIONS USING THE “QUICK SCREEN”→ ALL LOW

Copyright John M. York, PharmD, MBA 2023 © 
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JD Bioscience: Early-Stage Clinical Can Benefit from Alliances

1. Global Data, NASH, 2020
2. Loomba and Shulman, 2021
3. Albhaisi and Sanyal,  Liver Intl, 2021

1. Large market. 

2. Madrigal Pharmaceuticals, Inc. 1st FDA 
approval and strong demand expectations for 
a potential $B product-  Defines a regulatory 
and $ path.

3. Combo therapy (Gilead/Novo Nordisk)

4.Unique MOA (fibrosis, inflammation, and lipid 
reduction) with POC (7 animal models).

5. JDB Completes FIH with no safety issues.

6. Complicated disease. Issues with clinical 
studies and approvals (Intercept). 

7. Has funding; Needs more for Ph 2 and 3→    
Alliance/licensing→ Move asset along.

BBB= Blood Brain Barrier; BD= Business Development; CAGR= Compounded Annual Growth Rate; FIH= First in Human; H/H= Head to Head; NASH=Non-Alcoholic SteatoHepatitis; Ph= Phase; UMN= Unmet Need

POSITIVES→

RED FLAGS→

RESOURCING
& FINANCIAL→

KEY POINTS FROM THE MAP

MAPPING KEY CONSIDERATIONS USING THE “QUICK SCREEN”→ ALL MID

Copyright John M. York, PharmD, MBA 2023 © 
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Moderna: Many Positives with Room for Growth in 
Alliances or May Engage in M&A

1.Research and Markets 2022
2.Williams S. The Motley Fool, 2021
3.BCC Research, 2022
4.Marketline 2022 5. Companies Market Cap

1. Defined, effective platform with  

commercial success 

2. Pipeline ID and IO applications

3. Seasoned mgmt.; Talented organization

4. Attractive opportunities with UMNs

5. Strong revenue, but declining due to the 

control of COVID.

6. $ left on the table?

7. Benefit from alliance. Maybe M&A 

     (BioNTech-Pfizer → $37B

       vs. Moderna → $18.5 B in 2021)AZ= AstraZeneca; B= Billion; CAGR= Compounded Annual Growth Rate; CMV= Cytomegalovirus; COVID= Coronavirus; HIV= Human Immunodeficiency Virus; 
IL= Interleukin; ID= Infectious Disease; IO= Immuno-Oncology’ M&A= Mergers & Acquisitions; mRNA= Messenger RNA; RSV= Respiratory Syncytial Virus.  

POSITIVES→

RED FLAG→

RESOURCING
& FINANCIAL→

KEY POINTS FROM THE MAP

Opportunity

Monetary

Competitive 
Advantage

Positives
• Market: Vaccines: $67B→149B (2001-27), CAGR 10.2%1

• COVID-19: $65B→$157B (2020 -25) CAGR 19.29%2 

• mRNA: $47B → $101B (2021-26)3

• UMN→ HIV, RSV, CMV, Zika and cancer in the pipeline

• Revenue→ $803.4M→$18.5B  (2020-21)4 

• Market cap→$54.19 B (May 2022)5 

• Room for growth

• Unique platform, strong COVID-19 experience, Strong IP

• Ph 1→ HIV vaccine (mRNA-1644 & mRNA-1574) and 
Immuno-oncology (IL-12, MEDI 1191)

• Seasoned mgmt.; large talented organization

• Multiple alliances (e.g., AZ, Merck, Vertex).                             
• Maybe M&A

MAPPING KEY CONSIDERATIONS USING THE “QUICK SCREEN”→ ALL HIGH

Copyright John M. York, PharmD, MBA 2023 © 
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A Score Card Tool to Explore
Opportunity Weight Low Med High Super High

Weighted 

Score
Benchmark

1 2 3 4

Market Size 17% 4 0.67 0.67

Market Growth 17%  2 0.33 0.67

Application (Indication) 17% 1 0.17 0.67

Stage (Maturity) 17%  3 0.5 0.67

Competition 17% 1 0.17 0.67

Timing 17% 1 0.17 0.67

Composite Score 2.01

Monetary Weight Low Med High Super High
Weighted 

Score
Benchmark

1 2 3 4

Funds in 20% 4 0.8 0.8

Funds Needed 20% 3 0.6 0.8

Funding Sources 20% 2 0.4 0.8

Returns 20% 2 0.4 0.8

Stage 20% 1 0.2 0.8

Composite Score 2.4

Competitive Advantage Weight Low Med High Super High
Weighted 

Score
Benchmark

1 2 3 4

IP 20% 4 0.8 0.8

POD 20% 2 0.4 0.8

Unique MOA 20% 3 0.6 0.8

Organizational 20% 2 0.4 0.8

Enduring 20% 2 0.4 0.8

Composite Score 2.6

Quick Screen Weight Score Weighten Score Benchmark Net

Opportunity 33% 2.01 0.67 1.33

Monetary 33% 2.4 0.8 1.33

Competitive Advantage 33% 2.6 0.87 1.33

Total QS Compsite Score 2.34  Project

Score Range

Project 0-4

Product 4.1-8

Platform 8.1-12

Quantitative
Evaluation

Weighted
Evidenced

Signatures
Within Each
Screen vs. 
Standard

Areas to
Work on

Input Output

Profiles vs. Benchmarks

Copyright John M. York, PharmD, MBA 2024 © 
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Score Case Example: Opportunity
Applying the quick screen tool to JD Biosciences produces a weighted 
opportunity score of 3

Copyright John M. York, PharmD, MBA 2024 © 

Scoring Ranges
                 
Project: 1-2
Product: 2.01-3 
Platform: 3..01-4

Low to High

High to low

Long to short
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Score Case Example: Monetary
Applying the quick screen tool to JD Biosciences produced a weighted 
monetary score of 2.6

Copyright John M. York, PharmD, MBA 2024 © 

Scoring Ranges
                 
Project: 1-2
Product: 2.01-3 
Platform: 3..01-4

Monetary Weight Low Med High Super High
Weighted 

Score
Benchmark

1 2 3 4
Funds in 20% 3 0.60 0.80
Funds Needed 20% 3 0.60 0.80
Funding Sources 20% 3 0.60 0.80
Returns 20% 1 0.20 0.80
Stage 20% 3 0.60 0.80

Composite Score 2.60 4.00

Low to High

High to Low

Low to High

Early to Late
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Score Case Example: Competitive Advantage
Applying the quick screen tool to JD Biosciences produced a weighted 
competitive advantage score of 3.0

Copyright John M. York, PharmD, MBA 2024 © 

Scoring Ranges
                 
Project: 1-2
Product: 2.01-3 
Platform: 3..01-4

Competitive Advantage Weight Low Med High Super High
Weighted 

Score
Benchmark

1 2 3 4
IP 20% 3 0.60 0.80
POD 20% 3 0.60 0.80
Unique MOA 20% 4 0.80 0.80
Organizational 20% 3 0.60 0.80
Enduring 20% 2 0.40 0.80

Composite Score 3.00 4.00

Low to 
High
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A Score Card Tool to Explore: Weighted Scoring
Applying the quick screen tool to JD Biosciences produced a final weighted 
score of 2.87

Copyright John M. York, PharmD, MBA 2024 © 

Scoring Ranges
                 
Project: 1-2
Product: 2.01-3 
Platform: 3..01-4

• The quick screen composite score represents the consolidated 
quantitative score for JD Biosciences

• Competitive advantage and opportunity are the strongest components, 
each with a weighted score of 1/1.33

• The monetary characteristics component reflects more of a weakness 
for JD Bioscience, garnering a weighted score of 0.87/1.33.

Quick Screen Weight Score
Weighted 

Score Benchmark Net
Opportunity 33% 3.00 1.00 1.33
Monetary 33% 2.60 0.87 1.33
Competitive Advantage 33% 3.00 1.00 1.33
Total QS Compsite Score 8.60 2.87 4.00 Product
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Anonymous
Industry BD
Feedback 

 

We are intrigued and are exploring how 
we could use the tool.  

We look to adapt with some of our own 
needs and experience.

It can be helpful in screening out the 
many different opportunities that cross 

our desk.
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Closing Thought….

Copyright John M. York, PharmD, MBA 20234© 

“Simplicity is the ultimate 
sophistication.”

- Leonardo da Vinci -
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Boni, JCB 2019Boni, JCB 2019 IP= Intellectual Property; MOA= Mechanism of Action; POD= Point of Differentiation

Case Activity: Let’s Take and Map Your Case 
Example?

Copyright John M. York, PharmD, MBA 2024 © 
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