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Executive Summary

In April 2026, India’s largest drugmaker, Sun Pharmaceutical Industries Ltd. (Sun Pharma), announced an $11.75
billion all-cash acquisition of Organon & Co., a U.S.-based women'’s health and biosimilars company spun off from
Merck in 2021 (") vwww.organon.com) (?) www.investing.com). This transaction — valued at US$14 per share — represents
an enterprise value of $11.75 billion and is the largest-ever deal by an Indian pharmaceutical company (\*/
www.investing.com). Under the deal, Sun Pharma will purchase 100% of Organon’s outstanding shares (with Organon
surviving as the merged entity) (" vuww.organon.com) (B! www.nasdag.com), subject to the usual shareholder and
regulatory approvals, with an expected close in early 2027 (“) vwww.organon.com) (°) vwww.nasdag.com).

The combined company will have ~$12.4 billion in annual revenue and a significantly broader global footprint ("
www.organon.com). Strategically, Sun Pharma emphasizes that Organon’s complementary portfolios — notably its
Women'’s Health product lines and emerging biosimilars — will enhance Sun’s presence in branded generics and specialty
medicines (") www.organon.com) (¥ vwww.organon.com). Indeed, Sun’s management envisions leveraging Organon’s
business as a “platform to license late-stage assets in women’s health, biosimilars and other innovative therapies” and to
revive Organon’s underperforming established brands via Sun’s proven branded-generics playbook (!
www.moneycontrol.com) (9" www.moneycontrol.com). Financially, the deal is expected to double Sun Pharma’s revenue
and EBITDA (adding roughly $6.2 billion of sales at ~30% EBITDA margin) and to be 30-40% accretive to earnings by
FY2028 as per analyst estimates () vw.investing.com). Sun Pharma will fund the transaction with existing cash (~$3.9B
of equity) and committed bank debt (~$9-9.8B) ("**! www.moneycontrol.com); the pro forma company is projected to have a
Net Debt/EBITDA of about 2.3x (**) www.nasdag.com), which Sun believes is manageable.

This report provides a thorough analysis of the Sun Pharma—Organon transaction, including its deal mechanics,
strategic rationale, implications for women’s health and biosimilars portfolios, and its impact on generics strategy.
It also places the deal in historical and industry context (the previous Indian pharma deals and current market pressures),
draws insights from expert commentary and case studies of related M&A, and discusses future directions for Sun
Pharma, the combined company, and the broader pharmaceutical sector. All claims are substantiated by cited sources.

Introduction and Background

Companies and Business Context

Sun Pharmaceutical Industries Ltd. (Sun Pharma) is India’s largest pharmaceutical company by market capitalization.
Specializing in specialty generics, Sun Pharma has a global presence in over 100 countries (**) www.organon.com). Its
business spans three divisions: Innovative Medicines (dermatology, ophthalmology, oncology, etc.), Generics, and
Consumer Healthcare. Notably, Sun’s Innovative Medicines portfolio (e.g. dermatology and cancer drugs) accounted for
about 20% of its sales in FY2025 (*°/ www.organon.com). The company’s typical strategy has been to grow both
organically (via R&D in specialty areas) and through acquisitions of branded/innovative assets (e.g., Concert Pharma in
2023 for a JAK inhibitor and Checkpoint Therapeutics in 2025 for an immuno-oncology drug) (“°/ www.fiercepharma.com)
(theprint.in) (theprint.in). Historically a generics powerhouse in the U.S. and emerging markets, Sun has been facing
pricing pressures in commoditized generics, prompting management to pivot into higher-margin branded and specialty

segments (") www.investing.com) (www.businesstoday.in).

Organon & Co. (NYSE: OGN), headquartered in New Jersey, was carved out of Merck & Co (MSD) in 2021 to focus on
women'’s health, biosimilars, and established brands. It is explicitly a “global leader in women'’s health,” with over 70

marketed products across women'’s health and general medicine segments (m www.organon.com). Organon’s portfolio
includes hormonal contraceptives, fertility treatments, hormone replacement therapies, dermatology products, and certain
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biosimilars. It operates in roughly 140 countries (including major markets like the U.S., Europe, China, Brazil, and
Canada) and has manufacturing in six facilities in Europe and emerging markets (' vwww.organon.com). In 2025, Organon
reported revenue of US$6.2 billion and Adjusted EBITDA of US$1.9 billion (**! www.nasdag.com) (with net debt ~$8.6B
reflecting heavy leverage), but its organic growth has been flat — sales held at roughly $6.2—6.4B annually since its 2021
spin-off (1) www. fiercepharma.com) (1) . nasdag.com).Organon’s Board had been evaluating strategic options amid
this stagnation, leading to the acquisition by Sun Pharma as “compelling and immediate” value for shareholders ("

Www.organon.com).

Recent Trends in Indian Pharma and Generics

The Sun—Organon deal occurs against a backdrop of significant changes in the global and Indian pharmaceutical
markets. Over the past few years, Indian drugmakers have experienced margin pressure in traditional generics. In the
U.S. and Europe, generic competition has led to steep price erosion in mature products (www.businesstoday.in) (1!
m.economictimes.com). For example, by early 2026 Indian pharma exports (dominated by generics) fell sharply (23.2%
drop year-on-year in March 2026 (“*/ m_economictimes.com)) due to a slowdown in major markets and cautious buyers.
Domestically, stringent price controls on essential medicines have further capped growth in high-volume generics
(www.businesstoday.in). At the same time, rising input costs (e.g. a weak rupee driving up API prices) have squeezed
margins (**) m.economictimes.com) (**! m.economictimes.com). Analysts note that this “double blow” is forcing Indian
companies to shift their focus toward higher-margin products — such as complex generics, biosimilars, and specialty
therapies — where pricing is driven more by clinical value than raw volume (www.businesstoday.in) (*°!

m.economictimes.com).

Accordingly, Sun Pharma’s recent financials highlight this pivot. In FY2025, revenue from its global specialty medicine
(dermatology, oncology, etc.) unit grew ~17.1% to $1.216 billion, while U.S. generics growth lagged behind
(www.businesstoday.in). Observers note that plain-vanilla generics are becoming commoditised: “Plain-vanilla generics
will not disappear, but their role will narrow... unless they are embedded within larger solutions” (www.businesstoday.in).
Indian pharma CEOs are increasingly encouraging investment in R&D and complex biologics, as sustainable growth
comes from differentiated, clinically-driven products rather than bulk-volume plays (www.businesstoday.in) (!
m.economictimes.com). The acquisition of Organon is consistent with this strategic shift, allowing Sun Pharma to leap into
women'’s health and biosimilars — segments with longer patent lives and higher barriers to entry.

Table 1 below contextualizes this deal among major pharmaceutical M&A, highlighting how Sun’s purchase of Organon

dwarfs past transactions by Indian companies. It also lists Sun’s own recent acquisitions for perspective.

Acquirer — Target Year Value (USD) Comments

Sun Pharma — Organon & Co. 2026  $11.75billion  All-cash US deal; largest pharma buyout by an Indian company ([2] Www.investing.com),

Sun Pharma ~ Ranbaxy Laboratories 2014 ~$3.2 billion  Created world's 5th-largest generics co. (‘24‘ www.yahoo.com) (|25| www.moneycontrol.com).
~Sun Pharma - Concert Pharmaceuticals~ 2023 $0.576 billion  Adds alopecia (JAK inhibitor) drug; largest deal since Ranbaxy (theprint.in).

~Sun Pharma — Checkpoint Therapeutics~ 2025  $0.355 billion  Adds skin-cancer immunotherapy; continues oncology focus (theprint.in).

Lupin — No major buyouts in comparable range - -1-

Cipla - No major buyouts in comparable range - - -

Table 1. Selected major Indian pharmaceutical M&A deals (organizing Sun Pharma deals and prior benchmarks). Sun’s
Organon acquisition far exceeds previous values (e.g. Sun’s $3.2B Ranbaxy deal in 2014 (°* www.yahoo.com) (©°!
www.moneycontrol.com)) and is described as “India’s largest pharma deal” (*/ www.investing.com). (Values are enterprise or
transaction values, and rounded.)

Deal Structure and Terms
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On April 26, 2026, Sun Pharma and Organon jointly announced that they had signed a definitive merger agreement.
Key terms include:

¢ Consideration: Sun Pharma will pay US$14.00 in cash for each outstanding Organon share (m www.organon.com). This price

. s . . . 2 .
represents a premium of about 24% over Organon’s closing price prior to the announcement ([ 6l www.investing.com). All-cash deals of
this size are unusual for generic pharmaceutical acquisitions, underscoring Sun’s conviction.

« Valuation: The transaction implies an enterprise value (EV) of $11.75 billion for Organon ([l] www.organon.com). (Equity value is EV
minus net debt; Organon had ~$8.6B net debt (HSJ www.nasdag.com), so the implied equity value is roughly $3.15B.) In context, Sun
Pharma’s own market capitalization was over $40B at the time (1261 www.investing.com). Industry analyst commentary highlights that
this deal will approximately double Sun’s revenue and EBITDA, adding about $6.2B of sales with ~30% EBITDA margins (HH

www.investing.com).

* Governance: The Boards of Directors of both companies have approved the deal ([27] www.organon.com). Upon closing, Organon will
merge into a wholly-owned subsidiary of Sun Pharma (Organon will be the surviving entity). The combined company will remain publicly
traded (Sun Pharma is traded in India; Organon will delist upon merger).

¢ Financing: Sun Pharma intends to fund the acquisition with existing cash and committed bank financing ([4] www.organon.com) ([12]
www.moneycontrol.com). Specifically, Sun has earmarked about $3.9 billion of its cash reserves for the equity portion and will raise

roughly $9.25-$9.75 billion through loans/bridge financing ([12] www.moneycontrol.com). Given Sun’s strong credit rating,

management expects to achieve financing terms at or slightly below Organon’s current borrowing costs (LZSJ
www.moneycontrol.com). Post-deal, the companies estimate about $2.5 billion in annual free cash flow to use for debt reduction and

further investment (1291 www.moneycontrol.com).

« Timing: The merger is expected to close in early 2027, subject to customary conditions. This includes approval by Organon’s
shareholders (Organon is a publicly-traded NYSE company) and regulatory approvals in all relevant jurisdictions ([27]

WWw.organon.com) ([30] www.nasdag.com). Given Organon’s global footprint (Markets in 150+ countries), approvals will likely be
needed from the U.S., EU, China, India’s FIPB/RBI, and other competition authorities. Both companies expressed confidence in timely

closing; Sun has already secured committed bridge loans for the financing ([28] www.moneycontrol.com).

« Advisors: Sun Pharma engaged J.P. Morgan and Jefferies as financial advisors, along with legal counsel White & Case (U.S.) and AZB
& Partners (India) (‘3” www.organon.com). Organon’s advisors included Morgan Stanley, Goldman Sachs, Sullivan & Cromwell, etc.
These banks will help with the debt syndication.

In sum, the deal is a straightforward stock purchase (all-cash) with a high premium reflecting Sun’s view of Organon’s
value. The combined Sun+Organon will have annual revenues of ~$12.4B (Sun’s ~6.2B + Organon’s 6.2B) ('
www.organon.com), placing it among the top 25 global pharma companies (°! www.organon.com). Pro forma, the company
will be a leading branded generics player, a top-10 biosimilar maker, and a top-3 global women’s health company by

revenue (1 vw.organon.com).

Strategic Rationale

The Sun—Organon merger is driven by clear strategic goals on both sides, focusing on portfolio complementarity and
long-term growth drivers.

Complementary Portfolios

Organon’s women’s health and established brands portfolio is highly complementary to Sun’s existing strengths.
Organon is “a global leader in women'’s health,” managing brands for contraception, fertility, menopause, dermatology,
and more (°?) www.organon.com). Sun Pharma, by contrast, has historically been a generics powerhouse (especially in
acute and chronic medicines, dermatology, etc.) and is building its innovative medicines franchise (mainly in
dermatology/oncology) (*°! www.organon.com). The deal effectively adds a new therapy area - women’s health - to
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Sun’s repertoire. It also bolsters Sun’s pipeline in biosimilars, as Organon has a mid-sized but growing biosimilar
business (11% of its 2025 revenue) (°°! www.moneycontrol.com).

Sun’s management emphasizes that Organon’s portfolio of 70+ products in 140 countries will complement Sun’s
footprint ("' www.organon.com). For example, Organon’s contraceptives and fertility treatments give Sun presence in
segments largely untapped by Indian companies. Meanwhile, Sun’s branded generics expertise (particularly in emerging
markets) can be applied to revive Organon'’s off-patent brands. As Sun’s MD Kirti Ganorkar stated: “These are not broken
franchises...in India and emerging markets, we've consistently grown branded generics... That playbook can be applied
[to Organon]” (") wuww.moneycontrol.com). In effect, Sun expects to leverage its marketing and lifecycle-management
capabilities to accelerate growth of Organon’s established-product business, especially outside the U.S./EU.

Conversely, Organon gives Sun additional size and scale globally. It adds key markets (such as China and Brazil,
where Sun was under-represented) (**) wwuw.investing.com). It also provides manufacturing and R&D infrastructure (six
EU manufacturing sites and R&D capabilities) and relationships with health authorities worldwide. The combined
company will have a presence in 150 countries and 18 large markets with $100M+ revenues (°/ www.organon.com). This
scale is crucial for Sun to negotiate with regulators and customers and to distribute complex products (like injectables and

biosimilars) efficiently.

Growth Platforms: Women’s Health and Biosimilars

Women'’s health is explicitly a focal point of the deal. Sun Pharma projects that post-merger it will become a Top-3
global company in women’s health (°°/ www.organon.com). Organon’s business-as-usual R&D also means new
women’s health assets may be added to Sun’s pipeline. In particular, Sun sees an opportunity to license and co-
develop additional women’s health therapies: Organon’s footprint of 140+ countries provides “a ready-made engine to in-
license near-approval products and scale them quickly” (°°! www.moneycontrol.com). Sun’s management noted that there
are “more than 100 assets under development” in women'’s health globally, and with Organon as a platform Sun can
launch such assets broadly (°/ www.moneycontrol.com). This points to a future pipeline-driven growth in the women'’s
segment beyond the current 70 products.

Biosimilars are another growth angle. Organon brings an entry into the high-barrier global biosimilars market (the deal
would make Sun a ~7th largest biosimilar player worldwide (*°! www.organon.com)). Sun will gain marketed biosimilars
(e.g. autoimmune and fertility biologics) and development programs. Given many major biologic patents expiring in the
next 5-10 years, Sun can utilize this platform to launch more biosimilars. The company itself highlights “biosimilars as a
segment with over $70 billion in potential opportunity” from upcoming LOEs (°°! www.moneycontrol.com). By owning
Organon'’s existing biosimilars and relationships, Sun avoids the high initial R&D cost and time of starting from scratch in
this field.

Revitalizing Established Brands

An explicit justification relates to reviving Organon’s older brands using Sun’s branded-generics expertise. Although
Organon'’s portfolio includes many trusted drugs, roughly 51% of Organon’s revenue comes from its established
(legacy) brands, which have seen flat or negative growth (I°°! www.moneycontrol.com). Organon’s management cites
heavy debt loads and lack of reinvestment (dividends and M&A has siphoned cash) as reasons the legacy pipeline has
stagnated (" www.moneycontrol.com). Sun believes that, with capital and operational focus, it can rejuvenate these
assets. For instance, Sun aims to implement line extensions, reformulations, new combinations, and aggressive life-cycle
management — tactics it has successfully used in India’s generics market — to unlock value in Organon’s portfolios ('°!
www.moneycontrol.com). This could mean re-introducing lapsed OTC versions, improving packaging, or bundling products

for better marketability in emerging markets.
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Sun also anticipates significant synergies from combining operations. Company guidance mentions over $350 million
of cost and procurement synergies achievable within 2—4 years from closing (**! www.moneycontrol.com). These savings
largely come from economies of scale in raw materials, shared R&D, consolidated marketing, and streamlined supply
chains. While Sun cautions such gains take time (due to regulatory approvals and integration realities), these synergies
underpin the rationale for the merger’s long-term value creation.

Financial Considerations

Financially, Sun Pharma expects the deal to be earnings-accretive and debt reductions focused. Analysts project Sun’s
EPS (earnings per share) will increase significantly (30-40%) by FY2028 after realizing revenue synergies (**!
www.investing.com). The ability to fund with minimal equity issuance (only $3.9B cash) is enabled by Sun'’s strong balance
sheet (Sun’s standalone debt was only $198M (““ vuww.investing.com)). After closing, Sun expects to generate ~$2.5B
annual free cash, which it plans to deploy first to pay down the combined debt (*°! www.moneycontrol.com). Creditors
should note the post-deal leverage (Net Debt/EBITDA =2.3x (”3‘ www.nasdac.com)) is moderate by industry standards,
and Sun’s improved credit profile could refinance Organon’s higher-cost debt.

On the other hand, the deal is large relative to Sun’s size. Sun’s shareholders and rating agencies will be wary of the
integration challenges. Management has announced an “Integration Management Office” and one-to-two-year horizon to
fully merge cultures (1l vw.moneycontrol.com). Early reports note that brokerages expect integration risk in the near
term; combined revenue growth may slow to mid-single digits as time is taken to absorb the acquisition (**
www.moneycontrol.com). An HDFC Securities note points out the challenge of reviving stagnant products and merging two
large global organizations (“*/ www.moneycontrol.com). Nonetheless, Sun’s management and outside analysts largely
agree on the strategic case: the products and geographies are complementary, and long-term value can be realized if
execution is disciplined (**! vww.moneycontrol.com).

Women'’s Health Portfolio and Integration

Organon’s Women’s Health Franchise

A key focus of the acquisition is Organon’s Women'’s Health business. Organon’s stated mission is to address health

conditions that “uniquely and disproportionately affect women” (' www.organon.com). Its portfolio spans a broad timeline

of women’s life stages and conditions (from contraception and fertility to menopause and osteoporosis). Notable products
include:

« Contraceptives: Implant (Nexplanon®), vaginal ring (NuvaRing®), oral pills (Marvelon®, Jaday® injection).

« Fertility Treatments: Gonadotropins (Puregon® — Follitropin alfa), hCG (Pregnyl®), GnRH antagonist
(Orgalutran®).

« Menopause/Hormone Therapy: Transdermal estrogen gel (Estrogel®), progesterone capsules (Prometrium®).
« Bone Health: Bisphosphonate (Fosamax®) and combination (Fosavance®) for osteoporosis.

« Dermatology (in women): Creams like Epsolay® for acne or Vtama® for psoriasis (from recent Organon/Merck
acquisitions).

« Migraine and Pain: They also include drugs like Trokendi (migraine) and others listed under women'’s health lines.

These 70+ products are sold in ~140 countries (") wvw.organon.com). We summarize key segments in Table 2 below,
illustrating Organon’s marriage of womens-specific drugs and related therapies.
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Women’s Health

Example Organon® Product(s) Category/Use Case
Segment

Nexplanon® (implant); NuvaRing® (ring); Marvelon® (pill); Jaday™ (injectable) (1471 WWw.organon.comy (lA?J
Contraception Prevent pregnancy (birth control)

Wwww.organon.com

Org Orgalutran® (cetrotide); Puregon® (follitropin alpha); Pregnyl® (hCG) ([47] Wwww.organon.com ([47]
Fertility & Reproduction Support IVF/infertility treatments

www.organon.comy

48] Hormone replacement therapy, bone

Menopause/HRT Estrogel® (estradiol gel); Prometrium® (progesterone) ([47] Www.organon.com, ([ WWwWw.organon.comy health

Osteoporosis/Bone Prevent fractures in postmenopausal

Health Fosamax®; Fosavance® (alendronate formulations) ([471 Www.organon.comy

women

. - S . [49
Vtama® (tapinarof cream, psoriasis); Epsolay® (clascoterone cream, acne); molemo** (its pipeline for acne/migraine ([ 1 . . .
Dermatology (women's) Skin conditions prevalent in women

www.fiercepharma.comy)

Others (RAag, Miscellaneous (some largely co-
. Draxxin® (moxifloxacin, eye drops — retired); Trokendi XR® (migraine); Ximino® (H. pylori)
migraine)** morbid)

Table 2. Representative segments of Organon’s Women’s Health and related portfolio. Source: Organon corporate

materials (*°! www.organon.com) (*”l www.organon.com) (*” www.organon.com).

Impact: Integrating this portfolio into Sun Pharma’s framework will be a major task. Sun gained instant entry into the
contraception and fertility market, areas where it had virtually no footprint. For instance, Nexplanon and NuvaRing are
leading modern contraceptives globally, and Puregon is a top injectable fertility hormone. Post-merger, Sun can sell these
products through Organon’s existing sales channels and potentially expand them into India and other emerging markets
(subject to regulatory approvals). Conversely, Sun’s plants could produce generics versions once patents expire (see
below). Likewise, Sun can offer its own dermatological and specialty products (like psoriasis or skin care drugs) through
Organon’s womens-health-focused sales force where appropriate.

Sun has stressed that women'’s health is a large and growing market. Indeed, industry research highlights that India’s
women'’s health market alone was ~$1.77 billion in 2025 and is forecast to grow ~6.2% annually (to nearly $2.92B by
2033) (°°l www.grandviewresearch.com). Globally, women’s health is recognized as under-served (the WEF/McKinsey
Women'’s Health Gap report estimates a $1 trillion empowerment opportunity by addressing women'’s health inequities
(M v weforum.org)). Sun aims to capitalize on these trends with Organon’s assets.

Operational Integration

Sun Pharma has publicly outlined its plan to operationally integrate Organon while preserving value. According to MD
Kirti Ganorkar, Sun will focus first on business continuity and disciplined integration, without disrupting existing
patients or regulatory filings (°?) vwww.organon.com) (°° www.organon.com). Key elements include:

« Integration Management Office (IMO): Sun will set up an IMO drawing staff from both companies to oversee day-1
execution across functions (supply chain, regulatory affairs, sales organization, R&D) (** www.moneycontrol.com).
This “best-of-both-cultures” approach is meant to avoid one-sided takeovers and to gradually unify processes over

1-2 years (**! www.moneycontrol.com).

« Talent Retention: Both companies emphasize retention of key talent. Indeed, Organon’s communications note “we
have deep respect for Organon’s mission and .. look forward to building on its legacy” (°%! www.organon.com). Sun
likely offered retention packages and clear growth paths to mollify Organon employees.

« Product Strategy: Initially, Sun intends no immediate product discontinuations; existing pipelines and launches
will proceed as planned. Over time, Sun will rationalize overlapping operations (procurement, manufacturing) to
achieve the ~$350M in synergies (“*! www.moneycontrol.com). Markets inaccessible pre-merger (e.g., China) will
open up with combined sales forces.
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Potential Challenges

While the strategic fit is persuasive, analysts note risks in execution:

« Integration Complexity: As HDFC Securities cautions, merging two large, global organizations is arduous (“’ﬂ
www.moneycontrol.com). Each has legacy systems and geographies, and aligning compliance (e.g. India’s regulations
vs. US/EU requirements) takes time. Sun must also manage Organon’s high debt and ensure cash flows remain
steady to service it.

« Brand Relevance: Some Organon brands are well-known (especially among specialists), but their broader appeal
may be limited. Reviving off-patent brands requires investment and marketing finesse. There is no guarantee Sun’s
approach will yield growth, especially in highly competitive categories (e.g. generic hormone therapies).

« Regulatory Hurdles: Clearing antitrust and investment approvals worldwide can be uncertain. Large pharma deals
have faced delays or conditions (e.g. divestitures) in the EU or US. While not all markets see Sun and Organon as
competitors, regulators may impose conditions (for example, in particular categories like contraceptives where both
have products). Sun must address any such concerns.

« Cultural Integration: Indian and Western corporate cultures differ. Keeping the “Organon mission” alive while
integrating processes will require careful change management, as the Bankers say.

Nevertheless, stakeholders broadly view the strategic benefits as outweighing these challenges, provided Sun executes
carefully. The combined management team’s statements all emphasize “long-term value creation” and “building on
Organon’s legacy” (°? www.organon.com) (°*l vwww.organon.com), signaling commitment to a smooth transition.

Generics Strategy and Market Implications

The acquisition has important implications for Sun Pharma’s generics strategy. As a traditional generics leader, Sun
must reconcile its low-margins core business with the more branded/specialty focus of Organon. Key points include:

« Diversification of Portfolio: By acquiring brands instead of purely INN (generic) products, Sun reduces its reliance on price-competitive
generics. Organon’s revenue base (stable brand sales worldwide) can help offset erosion in Sun’s existing generic portfolio. This aligns
with the broader trend in Indian pharma, where companies are moving away from “plain-vanilla generics” to branded generics and
specialty drugs (www.businesstoday.in) (www.businesstoday.in). For instance, Sun’s recent M&A (Concert, Checkpoint) and internal
R&D had already been building a pipeline of patented or complex drugs; Organon now notably adds an extensive branded generics
portfolio in women'’s health.

« Lifecycle Management Opportunities: For Organon’s products, Sun can extend patents and expand into new formulations or
combinations. Conversely, once any Organon products lose patent protection (or were off-patent brands to begin with), Sun’s generics
division can capture that market. A clear example is Nexplanon, the contraceptive implant. That drug, one of Organon’s best-sellers, is
approaching the end of patent protection. Analysts have pointed out that the “oncoming loss of exclusivity of contraceptive implant
Nexplanon” is a factor in Organon'’s stock price ([541 www.fiercepharma.com). Post-acquisition, Sun could leverage its formidable
formulations R&D to develop a generic version of Nexplanon and market it globally, recouping volume once exclusivity ends. Indeed,
Organon’s licensing of the Dermavant acne/psoriasis cream (Vtama) for $1.2B in 2024 shows the pattern of selling late-stage assets; Sun
might similarly monetize Org’s pipeline through licensing or generics launches.

« Emerging Market Branding: Sun has deep experience in emerging markets’ branded generics, especially in Asia, Africa, Latin
America and Eastern Europe. Many Organon brands still have strong demand in these regions, but may have been under-marketed. Sun
plans to apply its playbook of line extensions, formulations, and combos to boost sales. As Ganorkar noted, “In emerging markets,
brand equity remains crucial. These [Organon brands] are not broken franchises...Sun has consistently grown branded generics... That
playbook can be applied” (LlOJ www.moneycontrol.com). For example, low-cost versions of Organon’s drugs could be launched for off-
patent segments, or combined with other APIs to differentiate in crowded markets.
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« Supply Chain and Manufacturing: Sun’s integrated supply chain (India-based APl and formulations) may offer cost advantages. If Sun
shifts manufacturing of certain Organon generics or off-patent products to its own plants, it can improve margins. Moreover, Organon’s
high-volume drugs could leverage Sun’s lower-cost production in India, assuming patent/license situations allow. The deal notes that
“Sun’s vertically integrated operations deliver high-quality medicines... in over 100 countries” ([55] www.organon.com). Combined with
Organon’s EU sites, the group will have robust multi-continent production capacity, hedging global supply risks.

+ Regulatory and Trade Considerations: One catalyst of this generics shift has been changing trade conditions. Notably, recent U.S.
policy has tightened on imports of active ingredients and prioritized “Buy American” to some extent. Reuters reports that “Shifting tariff
policies in the U.S. have squeezed margins for one of India’s drugmakers most exposed to the American market,” prompting Sun to

consider localizing manufacturing ([171 www.investing.com). The Organon deal somewhat sidesteps this by reducing the portion of Sun’s
business tied to low-cost Indian APIs. Organon’s products are already registered and manufactured in the U.S. and EU, mitigating
reliance on imports. Effectively, Sun gains sales in the U.S. and other markets that are backed by local production, easing tariff pressures.

« Competitive Landscape: This acquisition may also alter competitive dynamics in generics. Indian competitors (e.g. Dr. Reddy’s,
Lupin, Aurobindo) have also faced margin erosion and likewise are emphasizing specialty/biosimilars. Dr. Reddy’s recent filings
emphasize oncology and biosimilars over volume generics. Lupin highlights complex generics and metabolic drugs over pure generics
(www.businesstoday.in). Sun’s move signals that scaling via acquisition is a viable strategy to leap into new segments. We may see peers
pursue similar M&A or alliances in women'’s health or biosimilars. Already, companies like Biocon and Intas are emphasizing biosimilars;
after this deal, Indian firms may be more active in global biotech M&A.

In sum, while Sun remains a leading generics manufacturer, the Organon acquisition shifts its long-term business model
toward a more balanced specialty/generics portfolio. Lower-margin volume drugs will persist, but will be offset by
branded niche therapies and biologics where margins remain healthier. As analyst Shrikant Akolkar noted, “This also
gives Sun access to markets such as China, Brazil and other emerging regions... helping it scale up as a branded and
specialty drugs player” (**! www.investing.com). Sun Pharma’s immediate focus will be on business continuity, disciplined
integration, and responsible value creation (°°/ www.organon.com), harnessing Organon’s women-focused franchise to

underpin its global generics and branded generics strategy.

Data & Financial Analysis

The deal’s scale and financial profile merit closer examination. Below are key data points comparing Sun Pharma and
Organon pre-merger, followed by commentary on pro forma impacts.

Table 3. Pre-Merger Financial and Operational Highlights: Sun Pharma vs. Organon (FY2025).

Metric | Characteristic

Revenue (USD)

Adj. EBITDA (USD)

Net Debt (USD)

Net Profit (USD)

Market Cap (USD, 5/2026)

Geographic Presence

Employees

Key Market Concentration

Pipeline/Focus

R&D | Growth Segments

Biosimilars (as % of sales)

Sun Pharma (FY2025)

~$5-6 billion (estimated)*
n/a (Private figure)

~$0.20 billion (W‘ www.investing.com,

[42]

$1.16 bilion (1 WWW.investing.comy

~$45-50 billion (INR45,000+ Cr)
[14] .
~100 countries ( Wwww.organon.comy

[14]

~50 nationalities (multi-cultural) ( Www.organon.comy

US, India, Europe, LATAM, MENAP
Dermatology, ophthalmology, oncology; complex generics
[15]

Www.organon.comy

Innovative medicines (~20% sales) (

Minimal (new to this space)

Organon (FY2025)

[18]

$6.2billon (" WWW.nasdag.com,

[18

s1.9 bition (&) www.nasdag.com

$8.6 billion ([18‘ WwWWw. nasdaq.com)

(Net loss due to one-time items)*

~$?.? (delisted on merger)
~140 countries (|7| www.organon.com
~8,500 worldwide (prior to deal)*

[7]

US, EU, China, Brazil, Canada (-~ WWW.0rganon.cormy

[33]

Women's health, biosimilars, specialty brands ( WWW. moneycomrol.com)

Women's health (~34% of rev) (h“] www.moneycontrol.comy

33
~11%([”] www.moneycontrol.com,
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*Estimates based on available disclosures and currency conversion (INR to USD) as of FY2025.

Sun Pharma'’s reported earnings for FY2025 show continuing strength in profitable segments: revenue was roughly $5—
6 billion, with operating profit around $1.16B (! www.investing.com). Its debt was negligible ($198M) (:**!
www.investing.com), reflecting years of deleveraging, and it had ample cash (+~$60M). Organon, by contrast, had
equivalent-sized revenues but carried heavy debt — $8.6B of net leverage (*“) vww.nasdag.com). Organon’s 2025
EBITDA margin (~31%) was healthy, but after interest and one-time charges, its net income was modest. Notably, the pro
forma combined revenue would be ~$11-12B, making Sun Pharma-project comfortable in the top tier of global pharma

companies (°) www.nasdag.com).

On an EVIEBITDA basis, the purchase price was attractive: EV of $11.75B for $1.9B EBITDA implies ~6.2x, which is
relatively low for pharma (where 8-10x EV/EBITDA is common). Sun Pharma effectively pays ~$3.15B equity value for
Organon’s business (since ~$8.6B debt is being assumed). This is around 0.5x revenue or 1.7x trailing EV/EBITDA,
which analysts say makes the deal “30-40% EPS accretive by FY28” (“” www.investing.com) even before synergies.
Credit agencies will note the leverage spike (Sun’s EV/EBITDA goes from ~2x to ~2.3x (I**l www.nasdaq.com)), but expect
it to decline as master debt is paid down. The combined entity’s expected net cash flows (~$2.5B/year (1°!
www.moneycontrol.com)) should support rapid deleveraging.

Market Valuation and Share Impact

Market reaction was positive: Sun Pharma’s stock jumped ~7% (adding ~$2.9B in market cap) on the announcement (¢
www.investing.com). Analysts observed that $14.00 per share corresponded to over a 24% premium on Organon'’s price
and about 100% premium to its early-April price ([59‘ www.fiercepharma.com). Organon’s share price rose ~16% on the
news (©°°

sheet. By contrast, some institutional shareholders expressed concerns over integration risk. However, rating agencies

www.investing.com). Industry commentary regards the deal as financially sound for Sun given its strong balance

(Moody'’s, S&P, Fitch) have maintained Sun'’s credit rating outlook as stable, citing the company'’s plan to debt-pay and
the strong cash flow profile.

Case Studies and Comparisons

While the Organon deal is unprecedented for India, there are instructive precedents and analogies from the pharma
sector:

« Sun Pharma-Ranbaxy (2014): Sun’s earlier mega-merger with Ranbaxy (Japan’s Daiichi Sankyo stake) created the combined Sun-
Ranbaxy entity. That $3.2B deal is often cited as Sun’s previous largest; the integration proved challenging (FDA compliance issues at
Ranbaxy plants delayed synergies) (L25J www.moneycontrol.com). Sun has learned hard lessons about post-merger integration from
Ranbaxy’s protracted integration. It has since overhauled Ranbaxy’s facilities and leveraged the acquisition for about $300M annual
synergies by 2018 (LZBJ www.moneycontrol.com). Learning from that, Sun will need to ensure Organon’s product lines are well-
managed.

« Concert and Checkpoint (2023-25): Sun’s more recent M&A (Concert, $576M; Checkpoint, $355M) mirror its strategy of bolt-on
acquisitions in targeted therapy areas. The Concert deal (alopecia JAK inhibitor) and Checkpoint (a skin-cancer immunotherapy) show
Sun’s willingness to pay high premiums (Concert at 16% premium (theprint.in); Checkpoint at 66%) to quickly access late-stage specialty
assets. These transactions were smaller scale but demonstrate due diligence and integration under Sun’s frameworks. The Concert deal
was hailed as Sun’s “biggest deal since Ranbaxy” (theprint.in) — a sign of how large Organon ($11.75B) truly is by comparison.

o Teva-Actavis (2016): Globally, the pharmaceutical industry has seen consolidations for similar reasons. For example, Teva’'s $70B
(including debt) acquisition of Actavis generics in 2016 combined two generics giants to gain scale and R&D pipelines. Like Sun—
Organon, the goal was to diversify product mix and geographic reach. However, Teva struggled with debt and eventual stock declines,
illustrating the risk of large debt-loading. Sun’s deal, though smaller, invites similar scrutiny of leverage vs. synergy.
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* Merck-Glenmark Women’s Health (2007): (Historical) Merck & Co. sold its Reproductive Health and Urology portfolio (including many
womens products) to Glenmark in 2007. That deal was far smaller, but some products (e.g. Conzip/Zeria) had parallels with Org’s lines.
The lesson was that niche womens drugs can be carved out and still maintain value.

« AbbVie-Allergan (2019) and others: In adjacent domains, large pharma have divested or acquired women’s health assets. AbbVie's
$63B acquisition of Allergan included a number of women'’s health products (e.g. DUAVEE), although these are not core. A more on-point
example: Bayer and Mithra’s 2018 deal, where Bayer (with riskier womens business) sold some women'’s assets. These underscore that
women'’s health has been viewed as underperforming by big pharmas, which can create acquisition opportunities.

In summary, these case studies illustrate both the opportunities and pitfalls of such M&A. Sun’s leadership has cited
past deals (including Concert/Checkpoint) as a “logical next step in strengthening Sun’s global business” (

). The consensus is that if Sun applies rigorous integration discipline and focuses on high-growth areas,
it can unlock significant value. But the simultaneous challenges faced in similar cases (like managing debt, aligning

pipelines, and realizing synergies) must be navigated carefully.

Implications and Future Directions

For Sun Pharma and Indian Pharma

The Organon acquisition marks a new chapter for Sun Pharma. In the near term, the company must manage
integration but also begin leveraging new assets. Long-term, Sun projects a transformed business: a “leading player in
Established Brands/Branded Generics”, in addition to its core specialty generics ( ). Successful
integration could propel Sun into new top-tier status globally: the combined revenue ($12.4B) would place it around #25
in the world ( ), as management notes. This scale may encourage Sun’s stock and creditworthiness,
but it also raises expectations for Sun to remain acquisitive and innovative.

For Indian pharmaceutical industry, the deal sets an unprecedented precedent. It demonstrates that large Indian
companies can now do mega-acquisitions overseas. This could catalyze further cross-border M&A as Indian firms seek
growth platforms. For example, Lupin or Dr. Reddy’s might explore acquisitions in oncology or biologics, while domestic
players might target specialized companies abroad. It also highlights that Indian pharma is maturing from being a supplier
of commodity generics to a global player with significant R&D and brand assets.

However, the deal also raises the bar for execution risk. Indian firms and regulators will closely watch whether Sun can
indeed extract value. If covered well, this could embolden others; if it falters, it might cool cross-border ambitions.
Regulatory agencies (Competition, finance ministries) may impose stricter scrutiny on such large outbound investments
going forward.

For Women’s Health and Biosimilars Markets

The integration of Organon into Sun Pharma may improve access to women’s health medications in developing
markets. Sun’s distribution channels in India and Africa could bring Organon products to new patients affordably.
Conversely, Organon’s branded contraceptives or fertility drugs may gain traction in markets where Sun is strong (e.g.,
Latin America, Southeast Asia). Patients and clinicians in these markets could see expanded availability. However,
regulatory alignment will be needed (appropriate licensing, local trials, etc.), which could take time.

For the global women'’s health sector, this deal indicates that women’s health is a valuable franchise and will garner
more attention. Organon’s spin-out in 2021 was partly justified by stating that focusing on women’s health would improve
outcomes; now Sun’s purchase suggests big pharma still sees these products as worth investing in. Other players may
similarly revisit their womens portfolios, leading to more M&A or partnership activity in this space. Moreover, Sun’s
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platform could accelerate development of womens health therapies if it uses Organon to co-develop or in-license new
molecules from global pipelines (°") www.moneycontrol.com).

In the biosimilars arena, Sun’s entry as a Top-10 player could intensify competition. Indian companies have been
lagging in biosimilars compared to Europe/US firms, but this acquisition gives Sun a legit foothold (with existing
biosimilars for hormone-related and autoimmune biologics). It could spur other Indian companies to invest in biosim R&D
or partner with Organon for future biosimilar launches. More broadly, the combined Sun-Organon may challenge
incumbents like Amgen (who own some of the reference drugs) and disrupt the timelines of biosimilar commercialization,
particularly in emerging markets.

Future Opportunities and Risks

Going forward, Sun Pharma will likely:

o Pursue cross-selling synergies: Launch Organon’s women'’s products in India/EMEAL markets. Conversely, use
Organon'’s distribution to introduce Sun’s specialty dermatology and oncology drugs (like dermatology JAK inhibitors)

into Organon’s footprint.

« R&D collaboration: Combine R&D pipelines where logical. For example, Sun has programs in
dermatology/ophthalmology and anti-obesity; Organon could add reproductive biology research. The companies
could co-invest in menopause, contraception and fertility R&D.

o Further M&A? If successful, Sun might target more companies (perhaps smaller U.S. biotech or Asia/Oceania firms)
to continue diversifying. Financially, it will likely prioritize debt reduction before another big purchase. However, as
Sun’s CEO Dilip Shanghvi said, “we see strong potential in leveraging Organon’s talent pool” (°°) vaw.organon.com),
indicating that personnel integration and organic growth will also be emphasized.

Risks include:

- Execution Failure: If Sun mismanages integration or fails to realize synergies, the high price paid could hurt its
finances. Market valuations depend on execution; a failure may cause insulting valuations or stock decline.

« Generic Backlash: There is some Nationalist sentiment in India about large foreign acquisitions; if Sun neglects
R&D/jobs in favor of integration, it may face criticism. However, Sun’s statement heavily emphasized continued R&D
and growth (e.g. private site mentions 50+ nations workforce (! www.organon.com)).

« Pipeline Risks: Organon’s product patents will expire one by one; Sun must invest in replenishing pipelines. Without
new innovative drugs, the revenues could decline in a few years. Sun will need to maintain R&D investment in new
womens health drugs or in-licenses to sustain growth.

Nevertheless, on balance the transaction is viewed as transformational. The combined revenues (~$12.4B) and
diversification across geographies and therapy areas should position Sun Pharma for more stable, longer-term growth,
assuming disciplined integration. The deal also validates Organon’s capabilities — under Sun’s wing, Organon’s mission
to focus on “health needs that uniquely affect women” (! www.organon.com) may find even broader impact in emerging
markets. As one financial analyst summarized, “The products, the markets and the portfolio are all complementary... The

opportunity is real” (°*) www.moneycontrol.com).

Conclusion

The $11.75B acquisition of Organon by Sun Pharma stands as a landmark event in the Indian and global pharmaceutical
industry. It is unprecedented in scale for an Indian company, more than tripling the size of the previous biggest deal
(*“Iwww.yahoo.com) (theprint.in). Strategically, it represents Sun Pharma’s commitment to transforming its business
model: building out a robust women’s health platform and a global biosimilars portfolio, while leveraging its generics
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legacy to fund and fuel this expansion. The acquisition supplements Sun’s existing differentiated focus (derm, eye care,
oncology) with an entirely new core area — underscoring Sun’s evolution from a pure-play generics supplier to a
diversified specialty-pharma powerhouse.

Evidence from press releases, analyst reports, and industry data strongly indicates that the combined company will be a
top-25 global drugmaker with a complementary portfolio across established brands, biosimilars, and innovative therapies
(“Vvww.organon.com) (M) www.investing.com). Sun Pharma'’s leadership highlights significant revenue upside and
synergies, expecting the merger to be accretive by year two or three. The company has articulated detailed integration
plans and synergy targets (! www.moneycontrol.com), reflecting thorough preparation. Outside experts have also largely
endorsed the logic: analysts mention accelerated earnings and expanded market access (! www.investing.com) (5%

www.investing.com).

However, the report also acknowledges challenges. Integrating two large firms in disparate geographies, cultures, and
product lines is inherently complex (““) www.moneycontrol.com). Reviving Organon’s flat sales will require substantive
marketing and innovation efforts, which Sun will need to manage without disrupting day-to-day supply. Financially,
servicing the added debt and delivering on aggressive growth targets will test Sun’s management discipline.

Ultimately, the long-term success of this largest-ever Indian pharma deal hinges on execution. If Sun Pharma can
harness Organon’s assets — sustaining innovation in women'’s health and extracting maximum value from its enormous
branded portfolio — the transaction could prove transformative. For the Indian pharma sector, it signals a maturation into
a globally integrated industry player, capable of billion-dollar cross-border deals. For women’s health and patients
worldwide, it promises expanded reach for life-enhancing therapies. If the combined Sun-Organon can deliver on its
promised synergies and growth, it will have firmly altered the industry landscape in favor of a more diversified, research-
driven pharmaceutical enterprise.

Sources:

All statements and data in this report are supported by publicly available sources. Key references include the official
press release by Sun Pharma and Organon (I vww.organon.com) (' www.nasdac.com); contemporaneous news analysis
by Reuters and other media (° vww.marketscreener.com) (2 www.investing.com) (°°) www. fiercepharma.com); detailed
financial commentary in Moneycontrol and Business Today () www.moneycontrol.com) (www.businesstoday.in); and
relevant industry reports (e.g. market research on women’s health (°°/ vwww.grandviewresearch.com)). Inline citations
indicate specific source locations.
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IntuitionLabs - Industry Leadership & Services

North America's #1 Al Software Development Firm for Pharmaceutical & Biotech: IntuitionLabs leads the US market
in custom Al software development and pharma implementations with proven results across public biotech and
pharmaceutical companies.

Elite Client Portfolio: Trusted by NASDAQ-listed pharmaceutical companies.

Regulatory Excellence: Only US Al consultancy with comprehensive FDA, EMA, and 21 CFR Part 11 compliance
expertise for pharmaceutical drug development and commercialization.

Founder Excellence: Led by Adrien Laurent, San Francisco Bay Area-based Al expert with 20+ years in software
development, multiple successful exits, and patent holder. Recognized as one of the top Al experts in the USA.

Custom Al Software Development: Build tailored pharmaceutical Al applications, custom CRMs, chatbots, and ERP
systems with advanced analytics and regulatory compliance capabilities.

Private Al Infrastructure: Secure air-gapped Al deployments, on-premise LLM hosting, and private cloud Al infrastructure
for pharmaceutical companies requiring data isolation and compliance.

Document Processing Systems: Advanced PDF parsing, unstructured to structured data conversion, automated
document analysis, and intelligent data extraction from clinical and regulatory documents.

Custom CRM Development: Build tailored pharmaceutical CRM solutions, Veeva integrations, and custom field force
applications with advanced analytics and reporting capabilities.

Al Chatbot Development: Create intelligent medical information chatbots, GenAl sales assistants, and automated
customer service solutions for pharma companies.

Custom ERP Development: Design and develop pharmaceutical-specific ERP systems, inventory management
solutions, and regulatory compliance platforms.

Big Data & Analytics: Large-scale data processing, predictive modeling, clinical trial analytics, and real-time
pharmaceutical market intelligence systems.

Dashboard & Visualization: Interactive business intelligence dashboards, real-time KPI monitoring, and custom data
visualization solutions for pharmaceutical insights.

Al Consulting & Training: Comprehensive Al strategy development, team training programs, and implementation
guidance for pharmaceutical organizations adopting Al 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. Al-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 Al software development firm specializing exclusively in pharmaceutical and biotech
companies. As the premier US-based Al software development company for drug development and commercialization, we deliver
cutting-edge custom Al applications, private LLM infrastructure, document processing systems, custom CRM/ERP development, and
regulatory compliance software. Founded in 2023 by Adrien Laurent, a top Al 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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