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Plan To Succeed

The survival of any business in 
today’s world demands that 
careful planning and activity 

based on those plans be carried out 
with zeal. 

It is even more important if success is to be 
gained. This is especially true when it comes 
to the pharma and nutraceutical industries. 
New developments, discoveries, medicines 
and techniques are rapidly multiplying, and 
unless the existing corporations and startups 
have a plan to regularly implement them and 
adjust to the competitive environment, the 
competition will surpass and rob them of the 
success they want and need. Staying on top 
requires that pharmacology and bioanalyti-
cal manufacturers and researchers start with 
a useable and strong strategic plan.

Three Key Criteria of a Meaningful 
Strategic Plan

In 1980, Fortune Magazine published a pres-
tigious list of the top 100 American public 
corporations based on revenues. By 2001, 
26% of these companies were no longer on 
the list. Some were no longer even in
business.

The question is, did these companies plan to 
fail or simply fail to plan? They are two to-

tally different things, and the lessons gained 
from it can just as easily apply to the pharma-
ceutical and nutraceutical industries.

If you asked the key executives of these failed 
companies, they would likely tell you that the 
companies struggled with strategic planning 
– the critical process of defining clear organi-
zational goals and developing strategies to 
reach them. In the pharma industry, a strate-
gic plan gives a pharma company, a Contract 
Research Organization (CRO) or Contract 
Manufacturing Organization (CMO) its di-
rection, and it enables its leaders to navigate 
the often-treacherous waters of today’s ever-
changing marketplace with a unified focus.

The Importance of Planning

Do you remember when “The Big Three” 
defined the standard for quality and excel-
lence in automobile manufacturing? Times 
have certainly changed. In recent years, glo-
balization and the rapid growth of technol-
ogy have created an increasingly dynamic, 
complex, and hyper-competitive pharma-
ceutical environment. In addition, the pro-
cesses for getting funding, becoming FDA 
approved,streamlining techniques, and pro-
ducing and marketing new products have 
changed, too.

The effect of this accelerated change is clear: 
if your pharmaceutical or nutraceutical com-
pany is not planning to control its own fu-
ture, your competitors will control it for you. 
Unfortunately, if you fail to plan – or to plan 
well – you can be sure that your survival is 
not part of your competitor’s plan. To sur-

vive, your facility or company – no matter the 
size – must develop a strong plan to succeed. 
It must be flexible enough to successfully and 
rapidly change as the industry – and costs 
and techniques to develop new drugs and 
other products – around you changes.

One researcher who had worked at several 
companies, Kathy Grako Ph.D., said this 
about the value of a solid strategic plan: “I’ve 
been on project teams that have successfully 
helped biotech companies devise their stra-
tegic plan and achieve their goals and even 
search for additional venture capital funding. 
If my previous employers had brought in a 
CRO to help in the R&D stage, they might 
still be around. ”Another warning comes for 
the currently $86 billion nutraceutical indus-
try. The Lake Group Website says that this
group needs to “watch out: the heady growth, 
strong profits and the big party in nutrition 
and nutraceuticals may only continue for 
those with a serious business focus combined 
with great execution. Too many companies 
will struggle in the next five years because the 
owners or managers failed to realize the need 
for change and failed to begin implementing 
strategic planning as an enabler of change.”

The pharma and nutraceutical groups also 
need to consider current and projected leg-
islation that may make the creation of new 
products even more difficult to create, as well 
as the requirements behind documentation 
for the FDA, and marketing of new prod-
ucts. They also need to plan on performing 
research, locate strategic partnerships with 
proven CRO’s or CMO’s, find new markets 
for their products and be able to promote and 
sell them to other countries.

Does Your Business Plan to Succeed?

There’s a big difference between planning 
and planning to succeed. If you’re unsure 
of the difference, ask yourself the following 
questions: Do the leaders of your research 
or pharmaceutical facility have a meaningful 
strategic plan in place now? Is that plan un-
derstood and endorsed by your executives? 
By your researchers and other employees? 
Do your employees even believe what their 
administration is telling them?
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According to a 2005 Harris poll, only 37% of 
American workers believe that “top manage-
ment displays integrity and morality.” Many 
other studies point to a major disconnect be-
tween CEOs’ and employees’ beliefs.

These studies demonstrate what you may 
already know in your gut: corporate malfea-
sance is not the sole reason that pharmaceuti-
cal organizations fail. Most businesses today 
fail because their leaders fail to adequately 
prepare the company to deal with change. 
It is critical to see past day-to-day pressures 
and plan for the long term. But even if you 
develop a sound strategic plan, it won’t lead 
to success unless your employees understand 
and support it.

The Three Essential Criteria of a Mean-
ingful Strategic Plan

Given the rapid pace of change in the phar-
maceutical and bioanalytical industries and 
the disturbing disconnect between employer 
and employee beliefs, how do you create a 
strategic plan that will ensure your organiza-
tion’s continued success? You have to make 
your plans meaningful – to everyone in your
company – by doing the following:

• Treat your strategic plan as a living entity.

• Make sure everyone understands and buys 
into your strategic plan.

• Consistently implement, improve, and ex-
ecute your plan.

Here is a closer look at these three essential 
factors of a successful strategic plan:

Treat Your Strategic Plan as a Living Entity

Think your strategic plan should be written 
in stone? Then consider this: barely thirty 
years ago, electronic industry experts be-
lieved that IBM’s mainframe would be the 
dominant computer of the future. Obviously,
competition and shifting world conditions 
can change things. To manage variables like 
these, you must treat your strategic plan as a 
living entity.

According to Charles Koch, CEO of Koch 
Industries, your strategic plan should be a 
living entity built upon “a business vision 
that begins and ends with value creation.” He 
should know what he’s talking about, under 
his guidance Koch Industries has grown to 
be the largest privately owned company in 

the world. Since 1960, investments in his 
company have provided a rate of return 16 
times greater than the S&P 500.

But how do you treat your strategic plan as 
a living entity? Because the pharma/nutra-
ceutical/bioanalytical industries experience 
rapid changes and a constant outpouring 
of new developments, your leaders need to 
monitor it continually and update it at least 
annually. It is also just as important that 
these reviews be made prior to the develop-
ment of your budget.

When conducting your review, ask for in-
put from your employees. Their front-line 
experiences will provide a unique per-
spective, offering invaluable opinions and 
knowledge. Additionally, make sure you 
assess your plan from the perspective of 
value creation. Ask your researchers and 
other staff if your techniques and services 
will still be creating value next year, in five 
years, even in 10 years. You should also talk 
to CRO’s and CMO’s to discover ways that 
you may be able to outsource work to them 
to reduce time and costs – as well as tap-
ping into their specialized experience. They 
may also be able to help ensureclinical trial 
success, but careful management of all out-
sourced work must be included in the plan. 

Answering these tough questions and mak-
ing plan revisions, if necessary, will help 
your pharma company or research center 
stay ahead of the curve. In addition, see 
what your competitors are doing to up-
grade their R&D techniques, their funding, 
regulatory success, products and sales.

In the creation of your plan, make sure that 
it can realistically be achieved. Maria Fin-
arelli, from Health Strategies & Solutions, 
says that “organizations that are unable to 
establish realistic priorities will find that 
execution becomes untenable and that be-
ing overly ambitious hampers their ability 
to get traction and keep the plan on track.”
Make sure everyone understands and buys 
into your strategic plan.

To be instrumental in your success, your 
strategic plan must be endorsed by your 
entire workforce. But before they support 
it, they must first understand it. Unfortu-
nately, too many senior executives believe
that once they’ve uttered the “magic words” 
of their strategic plan, everyone automati-
cally understands them. Furthermore, 
these executives also believe that just be-
cause they’ve shared their strategic direc-

tives, everyone in the organization supports 
their plans. While junior executives and 
department managers may nod their heads 
in agreement, they are quite likely to ignore 
everything that was said, and go back to 
business as usual.

Garnering support for your strategic plan 
from your staff is not always simple. Count-
less surveys support Bruce Katcher’s, Presi-
dent of Discovery Surveys, statement that 
“only 53% of employees believe the informa-
tion they receive from senior management.” 
Given this harsh reality, how do you bridge 
the gap between your leader’s strategic vi-
sion, and what your employees really believe?
Jack Welch would say that communication 
is the key. During his tenure as CEO of GE, 
he personally facilitated work sessions in his 
now famous “pit” to ensure everyone under-
stood what was being communicated. He be-
lieved that “good communication is simply 
everyone having the same set of facts,” and 
he conducted business accordingly.

One way to gain strong support from your 
research staff, which is key to the success in 
any strategic planning, is to bring them in on 
the planning process. You could give them 
a section of the document to work on, and 
then have them report to the planning com-
mittee when completed.

Use Jack Welch’s definition of communica-
tion when you share your strategic plan. 
Make sure you present it in language that 
all your employees – from the front desk to 
security guards to senior management – can 
understand. Explain to all of your employ-
ees how their day-to-day responsibilities 
can help your facility to achieve its strate-
gic goals, and you will gain the support you 
need. 

Consistently execute your plan.

Finally, no plan has any real meaning unless 
it is properly executed. Your leaders must 
have the courage to “pull the trigger” and 
implement what you’ve planned. Sometimes 
this requires your key executives to take a 
calculated risk – even without all of the de-
sired information.

Imagine, if you will, the tremendous plan-
ning that had to be involved in the Nor-
mandy Invasion during World War II. Think 
of how General Eisenhower must have felt 
on the planned day of invasion, when he 
received word that the weather had turned 
bad, making the landings even more dan-
gerous. He waited one day. Then, after being 
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advised of a slight improvement in weather 
conditions, he said simply, “O.K., we’ll go.” 
Over 156,000 allied troops were sent to free 
Europe from the Nazis. Fortunately, when it 
was needed, the free world had a leader who 
could execute decisively.

Likewise, once your strategic plan is created, 
you must implement it. As William Pollard, 
Chairman of Service Master, Fortune Maga-
zine’s number one rated service company in 
America, has said, “It is not always what we 
know or analyze before we make a decision 
that makes it a good decision. 

Sally Holterhoff wrote a document entitled 
“Strategies for Implementing a Strategic 
Plan: Making Sure Your Plan Doesn’t End 
Up on the Shelf.” In it, she says that: “When-
ever possible, use the goals you’ve stated in 
the plan as a reference point for everyday 
decision-making. Referring to the plan can 
actually enhance your group’s ability to re-
spond creatively to new information or un-
foreseen circumstances, rather than being 
a limiting factor.” Executing your strategic 
plan must include the ability to change with 
the times. In an article entitled: “Using Intel-
lectual Capital and Organizational Capabil-
ity to Enhance Strategic Implementation for
Pharmaceutical Firms,” written by Sharon 
Yvette Boyce, in the Journal of Business and 
Public Affairs, she stated: “The dynamics of 
the economy dictate that businesses will have 
to find creative means by which to gravitate 
with the changes. The pharmaceutical firm is 
no exception. For organizations such as this,
operating in the realm of developing medical 
therapeutic agents, the key to success clearly 
lies in the ability to use intellectual capital as 
a major competency better than other phar-
maceuticals.”

Applying the Lessons

So, what are the common bonds among the 
messages of these legendary leaders and oth-
ers? They each took the time to develop their 
own strategic plans. Although they shared 
similar philosophies, they did not blindly 
apply someone else’s plan. Each ensured that 
the essence of his plan was communicated 
and understood throughout the company. 
They revised those plans when needed. And, 
finally, these leaders implemented and ex-
ecuted them decisively.


