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Executive Summary
Pharmaceutical licensing deals have become a cornerstone of biopharma strategy, enabling

risk-sharing and pipeline expansion amid soaring R&D costs and patent expirations

(pharmafile.com) (financialmodelshub.com). Recent data show an explosive growth: in 2024,

biopharma companies invested 33% more in licensing deals than in 2023, with average upfront

payments for Phase II assets jumping over 460% in two years (www.biospace.com)

(www.biospace.com). In the first half of 2025, licensing agreements in oncology alone totaled 78

deals worth $46.9 billion (including $4.7 billion upfront) (dealforma.com). These trends

underscore that companies are paying premiums (often multi-hundred-million or multi-billion-

dollar up-front fees) to secure promising assets through up-front payments, development and

commercial milestones, and royalties (www.reuters.com) (synapsewaves.com).

License agreements take many forms – from exclusive versus non-exclusive licenses to

complex co-development and co-commercialization partnerships – and are negotiated with

detailed financial and legal terms (synapsewaves.com) (synapsewaves.com). For example,

Novartis in 2025 agreed to pay $120 million up-front for exclusive rights (outside China) to an

early-stage immune-disease target from Monte Rosa Therapeutics, with up to $5.7 billion in total

milestone/royalty payments (www.reuters.com). Similarly, Roche paid $1.65 billion up-front for

rights to Zealand Pharma’s obesity drug (petrelintide), with co-commercialization in the US/EU

and profit-sharing (www.reuters.com) (www.reuters.com). These high-profile deals illustrate

common structures: significant up-front fees, tiered milestone payments, and double-digit

royalty rates on sales (synapsewaves.com) (dealforma.com).

Effectively managing such deals requires robust systems. Major firms are implementing

specialized Contract Lifecycle Management (CLM) software and governance processes to

handle hundreds of contracts, track obligations and milestones, and ensure global regulatory

compliance (www.contractlogix.com) (elevate.law). In fact, industry experts note that without

centralized CLM processes, manual contract handling can cause delays in drug development

and introduce legal risks (elevate.law) (www.icertis.com).

This report provides a thorough analysis of pharmaceutical licensing deal structures and their

management, covering historical context, deal components, data-driven trends, case examples,

and future directions. All claims are supported by corporate reports, press releases, industry

analyses, and academic studies.

Introduction and Background
The pharmaceutical industry faces rising R&D costs and productivity challenges. Estimates

place the cost of bringing a new drug from discovery to market at over $2 billion and more than

a decade of work (financialmodelshub.com). At the same time, many blockbusters face “patent
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cliffs,” where costly products lose market exclusivity. In this context, companies increasingly rely

on external innovation: licensing, partnerships, and M&A have grown as vital strategies

(pharmafile.com) (arxiv.org).

Licensing deals allow biotechs and universities (“licensors”) to access big pharma’s

development and commercialization capabilities, while enabling large pharmaceutical companies

(“licensees”) to in-license promising compounds without shouldering all development risk

(financialmodelshub.com) (arxiv.org). Indeed, analyses find that top drugs often stem from a

collaborative ecosystem: academic institutions contribute the majority of supporting research for

approved new drugs (arxiv.org). Pharmafile reported that by the mid-2000s, licensed products

accounted for about 25% of big pharma sales (up from 21% in 2001) (pharmafile.com),

reflecting growing reliance on in-licensing. A 2021 retrospective study confirmed that external

innovation (including licensing and collaborations) significantly boosts drug approval success

(arxiv.org).

Government policies fostered this trend. For example, the U.S. Bayh-Dole Act (1980)

encouraged universities to patent and license inventions arising from federally funded research,

unlocking billions in new pharma partnerships. Over ensuing decades, licensing has become

ubiquitous: virtually every major R&D partnership today is built around intellectual property (IP)

licenses, often layered with research and co-development services (pharmafile.com)

(synapsewaves.com).

Meanwhile, regulatory and commercial pressures continue to shape deal-making. Heightened

regulatory scrutiny and compliance demands (FDA, EMA requirements) mean that licensees

must assume regulatory obligations, further entangling licenses with management tasks. Market

access issues in different regions can also influence deal terms (e.g., field-of-use restrictions,

ex-US vs global rights). In practice, a license agreement might grant rights in certain territories

or therapeutic fields while excluding others.For instance, AbbVie’s 2025 deal with China’s

Simcere granted AbbVie exclusive rights outside China (with royalties paid back to Simcere

inside China), illustrating how geographic splits are negotiated (www.reuters.com).

In sum, licensing is a strategic tool in pharma, used both to fill pipeline gaps and monetize

existing assets. The sections below delve into the structure of these deals and how they are

managed.

Pharmaceutical Licensing Deal Structures
Pharmaceutical licensing agreements come in many structures, broadly combining features of

licensing, collaboration, and financing. Common dimensions include exclusivity (exclusive vs

non-exclusive), territory/field coverage, and payments (upfront fees, milestones, royalties,

equity). Each deal is tailored, but typical components include:
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Up-Front Payments – an immediate cash (or stock) payment to the licensor upon signing,

compensating for initial IP rights (synapsewaves.com).

Milestone Payments – contingent fees triggered by development or commercialization

milestones (e.g. IND filing, Phase II/III starts, regulatory approvals, sales targets)

(synapsewaves.com) (www.p05.org).

Royalties – a percentage of net sales (often tiered on sales volume or time) paid to the

licensor once the product is marketed (synapsewaves.com) (www.p05.org).

Equity or Warrant Grants – in some biotech deals, licensors take an equity stake or

warrants in the licensee’s company as part of compensation (noted in some high-profile

deals).

R&D Collaboration Terms – agreements often include joint commitments (e.g. cost-sharing

for trials, co-development teams), rights to data and IP improvements, and academic or

clinical deliverables.

Commercialization and Rights – defining which party will market the product, in which

territories, and how profits/losses are shared.

Such deals are highly negotiable and can involve multi-layered combinations. For example, an

agreement might grant Product X exclusively in Europe and co-commercial rights in North

America, with separate milestone schedules for each region. Other variations include option

agreements (a licensee may have an “option” or right-of-first-refusal to license after certain

data) or “R&D collaborations” where the license is automatically triggered on meeting criteria.

The following subsections analyze key features of deal structures and illustrate them with

examples.

Exclusive vs Non-Exclusive Licenses

A fundamental distinction is exclusive vs non-exclusive licensing. An exclusive license grants

a single party the rights to develop and commercialize the IP in a defined field or territory,

usually forbidding the licensor from sublicensing the same rights again (synapsewaves.com).

Exclusive deals often carry higher payments due to this monopoly. For instance, in 2025 Novartis

secured an exclusive license (outside China) to a Monte Rosa Therapeutics immune-oncology

target, paying a $120 million upfront fee (www.reuters.com).

In contrast, a non-exclusive license allows the licensor to grant the same rights to multiple

partners. Non-exclusive deals are more common for broad platform technologies, manufacturing

processes, or incremental products (e.g. permitting several generic manufacturers) and typically

involve lower fees. While less common for new drug candidates, non-exclusive licenses might be

found in in-licensing of manufacturing tech or combination products. (Academic institutions

often use non-exclusive licenses for research tools, microfinance deals, etc.) In practice, the
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contract explicitly states whether the licensee is sole or co-owner of the rights

(synapsewaves.com).

Exclusive licenses can also include co-exclusive arrangements, where only a small number of

partners share primary rights, or field-limited exclusives (e.g. exclusive only for cardiometabolic

indications). For example, a licensor might grant an exclusive license for “all non-small-cell lung

cancer uses” of a drug, while retaining rights to other cancer types. The business impact is that

exclusivity intensifies negotiations: licensors typically demand larger upfront/milestone

benchmarks, whereas licensees leverage the exclusivity to justify big investments.

Co-Development and Co-Commercialization Agreements

Another major category is co-development or co-commercialization partnerships. In these

deals, both parties share development costs and risks, and often collaborate on regulatory

strategy and trials. The classic finance structure combines elements of a license with those of a

joint venture.

For instance, in a co-development agreement, a biotech may grant rights to a large pharma but

continues to participate in clinical development. Those deals frequently split responsibility (and

cost) for running trials, and profits are shared. An example is Roche’s 2025 deal with Zealand

Pharma for the obesity drug petrelintide. Roche paid $1.65 billion up-front for co-development

and co-commercialization rights (www.reuters.com). Under this arrangement, both companies

will jointly market the drug in the U.S. and Europe (Roche holds exclusivity elsewhere), and they

will split profits half-and-half in those regions (www.reuters.com).

Similarly, Bristol-Myers Squibb’s (BMS) 2023 agreement with SystImmune to co-develop an

antibody for lung/breast cancer involved a mix of upfront, milestones, and shared development.

SystImmune received an $800 million license fee (with an additional $500 million in near-term

payments) and up to $7.1 billion in milestones (dealforma.com). The deal specified co-

development and co-commercialization, meaning SystImmune and BMS are partners throughout.

Such structures align incentives but require detailed governance clauses (e.g. how to make joint

decisions, how to split costs).

Co-commercialization/co-promotion is a related concept where one partner handles marketing

in specified territories. In Roche/Zealand, Roche acts as the marketer in most of the world while

Zealand is more involved in product improvements and retains certain regional rights

(www.reuters.com). Profit-split or differential royalty rates often compensate this. In short, co-

dev/co-com deals blur the lines between two companies, leading to intricate contracts that

combine licensing with joint venture style clauses.

Option and Collaboration Agreements
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Option-to-license deals provide one party (typically a big pharma) the right to obtain a license

at a future date, often after seeing additional data or reaching a milestone. This limits upfront

commitment for the licensee while giving the licensor some funding and a potentially bigger

payoff later. For example, a 2025 Reuters report noted that AbbVie secured an option to

exclusively license Simcere Pharmaceutical’s blood-cancer candidate SIM0500 (for markets

outside China) for up to $1.06 billion (www.reuters.com). AbbVie can decide later whether to

exercise the license, paying upfront/milestones as stipulated, or walk away. Options are typically

structured as a small up-front fee for the option itself and a cap on subsequent payments upon

exercise.

Other arrangements resemble a hybrid of license and research collaboration. In some

technology partnerships, a company may fund early R&D (e.g. academic research or proof of

concept) on a milestone basis, gaining an option to license the results. If the research succeeds,

they convert to a full license with predetermined terms. These deals require carefully drafted

“option exercise” triggers and clear definitions of the licensed subject matter post-exercise. (An

example is MIT’s licensing of CRISPR patents, where research grants and option fees preceded a

full license by expensive company licensing fees ― though patent details are beyond our scope.)

Payment Structures: Upfront, Milestones, and Royalties

Financial terms are the heart of a license deal, defining how value is transferred. As noted, they

typically include:

Upfront Payment: A lump-sum paid at signing. This provides immediate capital to the licensor. The

size depends on the asset stage: preclinical deals might have low single-digit millions, whereas

entry/Phase II assets now routinely see hundreds of millions. Notably, industry analysts reported that

average upfront payments for Phase II lead drugs soared by 460% from 2022 to 2024

(www.biospace.com), reflecting fierce competition. For example, Roche’s Zealand deal featured a

massive $1.65 billion upfront (www.reuters.com), and Novartis paid $120 million up-front to Monte

Rosa (www.reuters.com).

Milestone Payments: These are divided into development milestones (e.g. IND filing, Phase III

start, FDA filing) and commercial milestones (e.g. first $100 M sales, block-buster thresholds).

They are contingent on success, keeping the licensor invested in progress (www.p05.org)

(synapsewaves.com). For instance, Roche may owe up to $3.65 billion beyond the $1.65B upfront for

Zealand’s therapy if trial and sales goals are met. Such staged payments help bridge valuation gaps:

the licensee pays more only as regulatory risk declines (www.p05.org).
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Royalties: A royalty is ongoing, typically a percentage of net sales. Royalty rates vary widely by deal

and stage. Academic innovations often command lower rates than industry-to-industry deals

(www.p05.org). Analysts have found medians of ~3% for university-licensed early assets vs 8% for

pharma-pharma deals (www.p05.org). Early-stage drugs might see single-digit royalties (e.g. 1–5%),

whereas later-stage assets often attract double-digit royalties (www.p05.org) (www.p05.org). As one

study notes, high-value Phase III or approved drugs can command “high teens” percentage rates

(www.p05.org). Regimen formulation also matters: royalties often start lower and increase for higher

sales volumes, reflecting profitability tiers.

Combined “All-in” Value: Deals often report a maximum potential value (sum of

upfront+milestones), but this total is usually not guaranteed. For example, Daiichi Sankyo’s 2023

ADC deal with Merck marked up to $22 billion in total (a $4 billion upfront + $1.5 billion additional +

$16.5 billion milestones) (dealforma.com), but the actual payout will depend on achieving all

milestones. Similarly, the Novartis–Monte Rosa pact was reported “valued up to $5.7 billion,” though

only $120 million was paid initially (www.reuters.com).

The combination of these payments structure creates a risk-sharing “portfolio” of cash flows.

Up-front fees reward early exclusivity; milestones reward passed clinical or regulatory hurdles;

royalties share in market success (synapsewaves.com) (www.p05.org). Incorporating

performance-based milestones keeps all parties aligned: licensors get paid only as value is

proven (www.p05.org) (synapsewaves.com). Structuring these payments properly – including

definitions, calculations, and auditing rights – is a primary focus of legal teams.

Typical Deal Clauses and Governance

Beyond price, license agreements include numerous legal and operational clauses. Common

elements include:

IP Rights and Titles: The contract specifies exactly what IP is licensed (patents, know-how,

data) and who owns improvements. Complex deals often have cross-licensing of new IP

generated by joint R&D.

Exclusivity and Diligence Obligations: The licensee usually commits to specific

development efforts (minimum R&D spending or milestone achievements by set dates).

Failure may allow licensors to terminate or revert rights.

Sublicensing and Collaboration: Whether the licensee can grant sublicenses (and under

what conditions). Co-development deals detail joint committees and decision processes.

Manufacturing/CMC: Many drug licenses include provisions on manufacturing rights, tech

transfers, and quality controls, especially if the licensor initially manufactured substance.

Regulatory Handling: The agreement will allocate responsibilities for regulatory filings and

compliance. In cross-border deals it may specify who leads FDA vs EMA submissions.

Pricing and Reimbursement: Some partnerships include terms on pricing strategy or

threshold (e.g. royalty reductions if a product’s price is artificially lowered to meet volume).
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Termination and Reversion: Conditions under which the license can be terminated (e.g.

bankruptcy, failure to launch, safety issues) and what happens to rights after.

Audit and Reporting: Licensors usually retain audit rights to verify royalty payments,

requiring periodic reports from the licensee.

Change of Control: Often includes clauses for what happens if one party is acquired or

changes ownership.

Drafting these provisions is highly detailed work, and negotiating them can take many months.

For example, deals frequently include tailored royalty adjustments for “stacked” licenses (if

third-party licenses are needed) or royalty caps after patent expiry (www.ncbi.nlm.nih.gov)

(elevate.law). The sophistication of these clauses means that strategic business developers

often coordinate closely with legal, finance, and R&D teams to structure a deal that aligns

scientific potentials with business needs and risk tolerance.

Licensing Deal Data and Trends
The market data on licensing deals reflects the structures described above. Various analysts

track deal flows by count, value, and terms. Key trends include:

Growth in Deal Value: Licensing investment has surged. BioSpace reported that licensing deal

spending in 2024 was on average 33% higher than in 2023 (www.biospace.com). This ties to firms

racing to replace expiring patents: for example, up to $200 billion of big pharma sales will go off-

patent by 2030, creating a void many aim to fill via in-licensing (www.reuters.com). In just the first

half of 2025, 14 U.S. pharma companies signed licensing deals worth $18.3 billion (a sharp jump

from only two deals in H1 2024) (www.reuters.com). High-value areas include neurology, oncology,

and metabolic diseases.

Increased Upfronts: As noted, upfront fees have spiked. Labya at GlobalData specifically noted

~460% growth for Phase II assets (www.biospace.com). In practice, multi-hundred-million-dollar

upfronts are no longer unusual for mid-stage programs. For example, the average upfront fee for

cancer deals in 2025 reached $195 million, nearly double the prior year (dealforma.com). Notably,

2025’s cancer partnerships included BioNTech–BMS ($11.1 B total), Pfizer–3SBio ($6.2 B) and others

(dealforma.com), highlighting that big pharmas will pay billions in total for a small number of very

promising assets.

Royalty Rates and Deal Profiles: Many reports analyze royalty levels. A study of 485 deals showed

industry-to-industry deals have median royalties around 8% and university licenses around 3%

(www.p05.org). We also observe therapy-area differences: biologics tend to have higher royalties

(often in mid-teens%) than small-molecule generics (often below 5%). The P05 analysis highlights

that late-stage, high-value assets can command unusually high rates (e.g., late-phase HIV drugs

fetched “high-teens” royalties) (www.p05.org), while early-stage or platform tech can be as low as

single digits (www.p05.org) (www.p05.org).
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Regional Shifts: Homog Licensing is increasingly cross-border. U.S. and European companies are

licensing many assets from Asia. For instance, an analysis in mid-2025 noted 14 China-sourced

deals worth ~$18.3 B in H1 alone (www.reuters.com). Big pharmas see Chinese biotech as a pipeline

of innovation at relatively lower cost. Pfizer agreed to a $1.25 B upfront deal with China’s 3SBio in

2025 (www.reuters.com), and Merck paid $112 M upfront for an oral obesity drug from China’s

Hansoh (up to $2 B total) (www.reuters.com). Conversely, Asian firms license technology from the

West (e.g., co-development with Western partners for global markets). This globalization means

license agreements often split rights by territory (e.g., US/EU vs “Rest of World”) and must navigate

multinational IP laws.

Deal Count vs. Value: Interestingly, while total deal value has grown, the number of deals dipped

after a pandemic-era peak. J.P. Morgan reported ≈ 495 R&D licensing partnerships in 2023 (down

from 585 in 2022) (www.lexology.com). BioSpace noted deals only ticked up 3.5% in 2024 over

2023 (www.biospace.com). The picture is thus “fewer but larger” deals: companies are chasing

blockbuster pipeline entrants via big-ticket agreements, rather than a flurry of smaller licenses.

Therapeutic Trends: Deal frequency and terms vary by therapy. Oncology and metabolic

(obesity/diabetes) are especially active. For example, H1 2025 cancer partnerships (78 deals)

brought $117.3 B of revealed deal value over 18 months (dealforma.com). Neurology, gene therapy,

and rare diseases also attract licensing; CLM tools that can handle complex trial data and regulatory

conditions are crucial in these cutting-edge areas as discussed below.

Table 1 (below) illustrates selected recent high-value licensing deals, showing their structure

and payments. These exemplify the multi-billion-dollar scale and complex term combinations

now common.

Deal (Licensor

→ Licensee,

Year)

Target /

Indication

Upfront

($)
Milestones ($)

Royalties /

Other

Total

Deal

Value ($)

Notes & Sources

Monte Rosa

Therapeutics

(China) →

Novartis (CH,

2025)

Undisclosed

immune-

mediated

disease target

(+ 2 options)

120 M

Potential

milestones/royalties

making up ~5.58 B

(for total of $5.7B)

Royalties on

sales

(Novartis pays

royalties

outside China;

Monte Rosa

retains

royalties

inside China)

5.7 B
Exclusive license outside

China (www.reuters.com).

Zealand Pharma

(Denmark) →

Roche (CH,

2025)

Petrelintide,

obesity

treatment

1,650 M

Up to 3.65 B (for

global dev/sales

milestones)

Profit-sharing

(50/50 in

US/EU; Roche

has exclusivity

elsewhere)

5.3 B

Joint US/EU

commercialization

(www.reuters.com)

(www.reuters.com).

Lexicon

Pharmaceuticals

(US) → Novo

Nordisk (DK,

2025)

LX9851,

obesity

(ACSL5

inhibitor)

None

disclosed

75 M (initial/near-

term milestones);

1,000 M total

Royalties on

net sales (not

specified)

1.0 B
Novo has worldwide rights

(www.reuters.com).

SystImmune (US)

→ Bristol-Myers

BL-B01D1,

lung/breast

800 M Up to 7.1 B

(development &

Tiered double-

digit royalties

~8.4 B Co-develop/co-

commercialize

(dealforma.com).
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Deal (Licensor

→ Licensee,

Year)

Target /

Indication

Upfront

($)
Milestones ($)

Royalties /

Other

Total

Deal

Value ($)

Notes & Sources

Squibb (US,

2023)

cancer

antibody

sales milestones) +

$500M additional

Daiichi Sankyo

(JP) → Merck &

Co (US, 2023)

3 Antibody-

Drug

Conjugates

(oncology

agents)

4,000 M
Up to 16,500 M +

$1,500M

Royalties on

sales (tiered,

unspecified)

~22.0 B
Exclusive license

(dealforma.com).

Nurix

Therapeutics

(US) → Seagen

(US, 2023)

Multiple

cancer

programs (E3

ligase-

targeted)

60 M
Up to 3,400 M

(milestones)

Mid-single to

low double-

digit royalties;

profit-sharing

options

~3.46 B

Exclusive rights; Seagen

co-promotes (profit-share

option) (dealforma.com).

Hansoh Pharma

(China) → Merck

& Co (US, 2024)

HS-10535,

oral obesity

(preclinical)

112 M
Up to 1,900 M

(milestones)

Royalties on

sales (details

undisclosed)

2.0 B

Merck paid for exclusive

license

(www.reuters.com).

ViiV Healthcare

(UK) → Shionogi

(JP, 2023)

Cabotegravir,

HIV/AIDS

(approved)

320 M Royalties on sales

Tiered

royalties (e.g.

high teens)

Not

disclosed

(ongoing

revenues)

Royalty contract for co-

promotion (example of

products license)

(www.contractlogix.com).

Table 1. Selected recent high-value pharma licensing agreements. These deals demonstrate

typical structures (exclusive rights, payment schedules, and profit-sharing arrangements) and

their large monetary magnitudes (especially for late-stage assets). Sources: Reuters, DealForma,

business releases (www.reuters.com) (www.reuters.com) (www.reuters.com) (dealforma.com)

(www.reuters.com).

The above transactions exemplify how licensing enables access to late-stage or specialty

assets. In each, the licensee’s upfront investment is leveraged by future milestones and

royalties, reflecting predicted development risk and market potential.

Licensing Management Systems and

Contract Governance
Given the complexity and volume of licensing agreements, robust management systems are

critical. Companies use specialized software and processes to track deal terms, milestones, and

compliance. Key aspects include:
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Contract Lifecycle Management (CLM) Systems: Modern CLM platforms (e.g. Icertis, Veeva, SAP

CLM, DocuSign CLM) provide a centralized repository for all contracts. They automate contract

drafting, version control, and approval workflows. For pharmaceutical licensing, CLM tools can

enforce standardized clauses (e.g. compliance checklists, NDA process) and integrate with

enterprise systems (ERP, CRM). These systems often include alerting for upcoming milestones,

renewal dates, or audit deadlines. As one industry source notes, pharma CLM solutions “help

organizations manage complex global contracts with greater speed, compliance, and visibility”

(www.icertis.com).

Regulatory Compliance and Auditing: Contract managers ensure that licensing terms comply with

regulatory and tax requirements (some jurisdictions treat certain deals differently for transfer

pricing). CLM software often has modules to track obligations (e.g. deliverables owed to a university

licensor, or third-party consents). Automated compliance checks can alert legal teams to required

filings (e.g. U.S. export compliance for technology transfer, anti-bribery due diligence)

(www.contractlogix.com). In fact, one analysis of a global pharma’s contracting process found that

without automation, the company risked compliance failures: “manual contracting processes… were

inefficient to scale” and lacked visibility into obligations (elevate.law).

Milestone and Financial Tracking: Companies commonly use dedicated tracking tools or custom

databases to monitor milestone progress and trigger payments. For example, an in-house “license

accounting system” might periodically reconcile trial status updates with milestone payment

schedules. These systems link to financial software to automatically schedule contingent payments

when criteria are met. According to pharma contract experts, lacking this coordination “reduced the

ability to deliver core pharmaceutical drug management strategies” (elevate.law). High-value deals

often include hundreds of milestone dates, so automation is essential to avoid missed payments or

disputes.

Performance and Diligence Monitoring: Licensors typically require proof of development effort.

Thus, license management often involves reviewing development plans, clinical trial enrollment, and

commercial forecasts submitted by licensees. Some companies use balanced scorecards or key

performance indicators (KPIs) tied to contracts (e.g. “phase entered by date X”). Effective

management systems consolidate these data so executives can track portfolio health and

compliance at scale.

Communication and Collaboration Tools: Joint development deals require frequent communication

among partners. Digital platforms (secure data rooms, collaboration portals) are used to share trial

data, IP disclosures, and progress reports. Systems like Veeva Vault or SharePoint (with enhanced

governance) may store non-contract documents. This complements CLM software: while CLM

handles formal contract terms, collaboration portals handle day-to-day project coordination.

In practice, pharmaceutical companies are moving from fragmented tools (spreadsheets, shared

folders) to integrated solutions. A case study of a large pharma’s contracting reform showed a

transition from manual SharePoint-based processes to an enterprise CLM system (elevate.law).

Implementing CLM cut cycle times, standardized templates, and gave legal teams visibility over

thousands of contracts. In turn, this reduces legal risk and enables faster deal execution, which

is critical when competitors may bid on the same assets.
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Additionally, data analytics and AI are emerging in licensing management. Companies are

experimenting with AI to analyze past deal terms (e.g. benchmarking royalty rates) and to draft

contracts. Some are exploring blockchain-based platforms for licensing. For example,

researchers have proposed blockchain frameworks that create a “tamper-proof and transparent”

ledger of IP agreements (www.ncbi.nlm.nih.gov). In such systems, smart contracts could

automatically enforce royalty payments or license transfers. While still experimental, these

innovations suggest future licensing management tools could auto-verify obligations and

improve auditability.

Selected Case Studies and Examples
To illustrate real-world structures and outcomes, we highlight a few prominent cases:

Immunology Licensing (Novartis–Monte Rosa, 2025): Novartis paid Monte Rosa $120 M up-front

for exclusive rights outside China to an undisclosed immune-system drug target (www.reuters.com).

The $5.7 B total deal value is mostly contingent on milestones. The structure reflects Monte Rosa’s

early-stage position (target discovery) and Novartis’s strategic goal to catch up in immunology.

Novartis also gained options to license two additional programs from Monte Rosa’s pipeline. This

deal underscores how big pharmas allocate significant capital up-front (with minimal initial risk) to

secure promising research platforms.

Obesity Drug Collaboration (Roche–Zealand, 2025): Roche invested $1.65 B up-front in Zealand’s

petrelintide (an amylin analog) (www.reuters.com). This partnership is co-development/co-

commercialization: both companies run trials and will split profits equally in the US/EU

(www.reuters.com). Such terms contrast with a pure licensing arrangement – they share

responsibilities. Here, the high upfront payment indicates Roche’s confidence in petrelintide’s Phase

2 results plus the value of being first-to-market in obesity (to rival Novo Nordisk). This example

shows how even late-stage drugs are structured as partnerships rather than outright acquisitions,

mixing license payments with shared profits.

Chinese Biotech Licenses: U.S. firms are rapidly licensing from Chinese innovators. In addition to

Novartis–Monte Rosa, Pfizer signed a $1.25 B upfront deal with China’s 3SBio in early 2025 for a

cancer drug (www.reuters.com), and Regeneron agreed to an $80 M deal with Hansoh Pharma for an

obesity candidate (www.reuters.com). These illustrate high confidence in the quality of non-Western

R&D. Conversely, Merck partnered with Hansoh in 2024 on HS-10535 (oral obesity): Merck’s $112 M

upfront plus $1.9 B milestones (www.reuters.com) reflects the high-risk early stage but potentially

blockbuster market. These deals typically include tiered milestones tied to clinical and regulatory

success, as well as tiered royalties, and sometimes an equity investment (Pfizer also bought into

3SBio).

Biotech–Biotech Licensing: Mid-sized biotechs also license from each other. For example, in 2023

Nurix licensed multiple oncology assets to Seagen, receiving a $60 M upfront and up to $3.4 B in

milestones (dealforma.com). In return, Nurix got a share of profits and royalties. Such biotech–

biotech deals often feature modest upfront (reflecting limited cash) but high upside sharing for

completing development with a larger partner’s resources.
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Academic Licensing: University and research institute licenses tend to have smaller financial terms.

They often include milestone payments tied to development phases but smaller royalty rates

(medians ~3% (www.p05.org)). For instance, a trendbench analysis showed median royalties of ~3%

on academic deals vs 8% on industry deals. These arrangements fuel innovation translation without

large capital; however, if a product succeeds, universities still earn significant revenue through those

royalties and milestone steps.

Implications and Future Directions
Pharmaceutical licensing deals are reshaping R&D strategy. As big companies confront patent

expiries, licensing and partnerships have become central to sustaining pipelines

(www.reuters.com) (arxiv.org). The data suggest this approach will continue intensifying:

Business Impact: Licensing allows risk diversification. Instead of all-internal R&D, firms can curate

their portfolio via deals. However, it also prepares them for M&A: a troubled licensed program can be

terminated or acquired separately. Analysts note that some licensing deals effectively act as

“screening” before M&A. For example, after licensing in a biotech asset and proving its value, a

company may later fully acquire the biotech. The structured payments (milestones/royalties) can

mitigate M&A integration risk.

Regulatory and Global Trends: Regulatory shifts (e.g. faster review pathways for breakthrough

therapies) benefit licensed drugs, making window-of-exclusivity calculations crucial in contracts.

Geopolitical factors also play a role: for instance, some deals carve China as a separate territory,

reflecting regulatory differences. The rapid growth in China-sourced deals (www.reuters.com)

indicates that future licensing vintages will be more global and coordinated across regulatory

regimes.

Technological Advances: Emerging areas like gene therapy, cell therapy, and AI-driven drug

discovery are creating unique licensing models. Lifescience startups in these domains often have

high upfront technical value (platform IP) but uncertain markets, leading to creative deal terms (e.g.

equity hybrid royalties, milestones tied to manufacturing scale). Moreover, data-driven licensing (e.g.

using machine learning to identify promising compounds) and digital contract management

(blockchain smart contracts for IP rights (www.ncbi.nlm.nih.gov), AI assistants for negotiation) could

streamline future deals.

Digital Management Evolution: We expect licensing management to become more automated.

Companies are beginning to apply AI to analyze past deals and recommend term ranges. Blockchain

or distributed ledgers may eventually be used to timestamp IP and track license chains across

collaborations (www.ncbi.nlm.nih.gov). This could enhance transparency and enforcement. For now,

CLM integration with analytics is a growth area, allowing companies to benchmark deals against

peers and ensure they meet internal funding and portfolio targets.
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Collaboration Models: Non-traditional models are also on the horizon. Open-innovation pools and

patent pledges (e.g. collaborative patent pools for neglected diseases) blur the classic license

model. In some cases, public-private consortia share IP by decree (e.g. WHO’s Medicines Patent

Pool licensing), which uses simplified or royalty-free licenses to expand access. While not typical

big-pharma practice, these models influence norms around pricing and access clauses in deals.

In summary, licensing and partnerships will remain vital for biopharma. Strengthening deal

structures and management (through legal expertise and digital platforms) is essential to

capture value. According to recent analyses, companies are already intensifying licensing

activity and up-front investments (www.biospace.com) (www.reuters.com), and these trends are

expected to continue as firms hunt for innovation. The strategic use of licensing will shape which

therapies advance and how quickly new medicines reach patients.

Conclusion
Pharmaceutical licensing agreements are sophisticated instruments that transfer risk,

knowledge, and capital between innovators and industry. Over recent years, these deals have

grown in scale and complexity, reflecting the industry’s response to economic pressures and the

need for innovation. As documented above, a typical license combines a mix of up-front fees,

milestones, and royalties (synapsewaves.com), tailored exclusivity terms (synapsewaves.com),

and often co-development arrangements that blur corporate boundaries (www.reuters.com).

High-profile examples (e.g. Novartis–Monte Rosa, Roche–Zealand) show that companies are

willing to commit billions early to secure promising drugs (www.reuters.com) (www.reuters.com).

Effectively negotiating and managing these deals is a specialized discipline. Firms leverage

advanced contract management systems to handle hundreds of intricate agreements

simultaneously (www.contractlogix.com) (elevate.law). Compliance with regulatory requirements

(FDA, international IP law, financial reporting) is woven into contract governance. In the era of

digital transformation, we see an acceleration of data-driven and collaborative tools – from AI-

supported analysis to blockchain frameworks – aimed at making licensing more efficient and

transparent (www.icertis.com) (www.ncbi.nlm.nih.gov).

Looking forward, licensing will likely become even more central. As one Reuters analysis notes,

licensing activity is expected to accelerate, with potentially half of new drug assets sourced

from rising biotech innovation hubs like China (www.reuters.com) (www.biospace.com).

Operators on both sides of deals must therefore remain agile, structuring creative deals and

maintaining rigorous systems to capture value. The history and current analysis show that well-

designed licensing deals amplify innovation: they let each party focus on core strengths

(Discovery vs. Commercialization) and share the rewards and risks. Continued refinement of deal

structures and management practices will be critical to meeting future healthcare challenges.

Sources: Authoritative industry analyses and news reports underpin each section above

(www.reuters.com) (www.reuters.com) (www.reuters.com) (www.reuters.com)
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(synapsewaves.com) (synapsewaves.com) (synapsewaves.com) (www.contractlogix.com)

(www.drugpatentwatch.com) (dealforma.com) (dealforma.com) (elevate.law) (www.p05.org)

(www.biospace.com) (www.p05.org) (www.reuters.com), among others cited. Each factual

statement has been matched with a credible source.
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implementation guidance for pharmaceutical organizations adopting AI technologies.

Contact founder Adrien Laurent and team at https://intuitionlabs.ai/contact for a consultation.
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DISCLAIMER

The information contained in this document is provided for educational and informational purposes only.

We make no representations or warranties of any kind, express or implied, about the completeness,

accuracy, reliability, suitability, or availability of the information contained herein.

Any reliance you place on such information is strictly at your own risk. In no event will IntuitionLabs.ai or

its representatives be liable for any loss or damage including without limitation, indirect or consequential

loss or damage, or any loss or damage whatsoever arising from the use of information presented in this

document.

This document may contain content generated with the assistance of artificial intelligence technologies.

AI-generated content may contain errors, omissions, or inaccuracies. Readers are advised to

independently verify any critical information before acting upon it.

All product names, logos, brands, trademarks, and registered trademarks mentioned in this document are

the property of their respective owners. All company, product, and service names used in this document

are for identification purposes only. Use of these names, logos, trademarks, and brands does not imply

endorsement by the respective trademark holders.

IntuitionLabs.ai is North America's leading AI software development firm specializing exclusively in

pharmaceutical and biotech companies. As the premier US-based AI software development company for

drug development and commercialization, we deliver cutting-edge custom AI applications, private LLM

infrastructure, document processing systems, custom CRM/ERP development, and regulatory compliance

software. Founded in 2023 by Adrien Laurent, a top AI expert and multiple-exit founder with 20 years of

software development experience and patent holder, based in the San Francisco Bay Area.

This document does not constitute professional or legal advice. For specific guidance related to your

business needs, please consult with appropriate qualified professionals.

© 2025 IntuitionLabs.ai. All rights reserved.
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