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Executive Summary
This report examines the adoption of Veeva Vault CRM by small biotechnology companies and the broader challenge of

“right-sizing” their commercial technology stacks. Veeva Vault CRM is the next-generation, life-sciences–specific

customer relationship management (CRM) system from Veeva Systems, a leader in cloud software for the life sciences

industry. Until 2024, the flagship Veeva CRM ran on Salesforce’s platform, but as of April 2024 Veeva has begun

transitioning all new customers to Vault CRM on its own Vault platform ([1] ir.veeva.com) ([2] www.veeva.com). Large

biopharma firms have rapidly adopted Vault CRM – for example, by late 2025 top companies such as GSK, BMS, Merck,

and Astellas formally committed to using Vault CRM as their global CRM foundation ([3] www.veeva.com) ([4]

www.nasdaq.com) – creating momentum toward an industry-wide standard. However, small biotech companies (often

defined as those with limited headcount or a few products) face different constraints. They require affordable, easy-to-

deploy solutions with minimal overhead, yet must still meet strict regulatory and compliance demands.

This report analyzes how Vault CRM (and associated Veeva offerings) can be tailored for smaller biotech commercial

teams. We contrast Vault CRM with alternatives (Salesforce Life Sciences Cloud and general-purpose CRMs), review

“commercial stack” components (CRM, content management, analytics, etc.), and discuss how to scale each element

appropriately. We include data on market size (the North American pharma/biotech CRM market was roughly $1.6 billion

in 2024 and projected to exceed $8 billion by 2034 ([5] intuitionlabs.ai)), adoption trends, and use cases from real

companies. Key findings include:

Rapid enterprise traction, nascent SMB adoption. Tier-1 biopharma have been early Vault CRM adopters, but

smaller biotechs are starting to evaluate it. Veeva reports hundreds of customers on Vault CRM, including all Top-20

pharma ([6] www.veeva.com). Early small/mid-size users (2012 and 2025 data) emphasize that cloud CRM offers

enterprise-grade functionality at manageable cost ([7] www.veeva.com) ([8] www.veeva.com). Recent financial

disclosures show >30 customers live and a dozen new Vault CRM deals in a quarter ([8] www.veeva.com) ([9]

www.veeva.com).

Purpose-built vs. general platforms. Vault CRM is built from the ground up for regulated life sciences, with out-of-

the-box compliance and industry-specific features (sample management, closed-loop marketing). In contrast, generic

CRMs (e.g. Zoho, HubSpot) are often cheaper and more flexible but require heavy customization to meet pharma

needs ([10] intuitionlabs.ai) ([11] intuitionlabs.ai). Enterprise platforms like Salesforce Life Sciences Cloud offer broad AI

and integration capabilities but lack the deep pharma focus of Vault CRM ([12] www.nasdaq.com) ([13]

www.salesforce.com).

Right-sizing principles. Small biotechs should align tools with realistic needs. For example, they may choose an

integrated platform (Vault) that covers multiple needs (CRM + content + analytics) to reduce integration complexity,

or they may opt for lightweight point solutions if budgets are tight. Veeva’s “Basics” programs (e.g. Vault Basics)

illustrate a turnkey approach: pre-configured apps with no implementation cost to help emerging biotechs scale

efficiently ([14] ir.veeva.com) ([15] www.veeva.com).

Case examples. Emerging biotechs such as Genmab and Guardant Health (1,000–5,000 employees) have

implemented Vault CRM in their commercial operations ([16] intuitionlabs.ai) ([17] intuitionlabs.ai). Veeva customers like

Corbus Pharmaceuticals and Longboard Pharma (from Vault Basics programs) explicitly cite the value of a full-

featured cloud system that can “scale” with growth without heavy IT overhead ([18] www.veeva.com) ([19] ir.veeva.com).

Strategic trends. Veeva emphasizes unified commercial platforms and AI capabilities. For instance, Vault CRM will

embed generative AI agents (Pre-Call, Content, Voice, etc.) at no extra cost through 2030 ([20] www.veeva.com).

Analysts note that Veeva’s unified approach (single database for sales, marketing, medical) is becoming a sector

standard ([6] www.veeva.com) ([4] www.nasdaq.com). The market remains lightly penetrated (<15%), indicating long-

term growth for CRM and analytics tools ([21] za.investing.com) ([22] www.nasdaq.com).
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This report provides a detailed, evidence-based examination of these factors. It includes multiple comparative tables,

market data, expert quotes, and case study vignettes. All claims are supported by industry sources (academic articles,

press releases, analyst reports, and vendor documentation) to present a comprehensive perspective on how small

biotech firms can “right-size” their commercial technology stack with solutions like Veeva Vault CRM.

Introduction and Background

Evolution of CRM in Life Sciences

Customer Relationship Management (CRM) technology has long been recognized as crucial in life sciences due to the

complexity of engaging healthcare professionals (HCPs), payers, and patients in a regulated environment ([23]

www.veeva.com). Traditional CRM solutions (Salesforce, Microsoft Dynamics, etc.) lacked life-sciences specialization,

driving the emergence of dedicated platforms. Veeva Systems, founded in 2007, pioneered cloud-based CRM

specifically for pharma/biotech sales and marketing ([24] www.veeva.com). Over time, Veeva expanded beyond CRM into a

broad Vault platform covering content management (eTMF, PromoMats, etc.), data (Link), and other commercial apps.

Originally, Veeva CRM was built on the Salesforce.com platform. In recent years Veeva has developed its own Vault-
based CRM. In April 2024 Veeva announced that Vault CRM was now “the go-forward solution for all new customers”

(with early adopters live in the U.S. and Europe) ([1] ir.veeva.com). Existing Salesforce-based customers started migrating

over a multi-year window (expected 2025–2027), with the last Salesforce licenses offered to new customers (in Asia/Latin

America) through 2024 ([1] ir.veeva.com). By late 2025 Veeva transitioned fully to its new CRM; Vault CRM’s general

availability began in Q2 2024 ([8] www.veeva.com), and by Q3 FY2025 (Oct 2024) Veeva reported “the next generation of

CRM” available ([25] www.veeva.com).

Vault CRM is part of Veeva Commercial Cloud, along with tools for multichannel marketing (Campaign Manager),

customer service (Service Center), and the Veeva Data Cloud (Compass and Link) ([26] www.veeva.com) ([8]

www.veeva.com). The integrated platform goal is to unify sales, marketing, and medical teams on a single database to

enable coordinated, compliant engagement ([6] www.veeva.com) ([9] www.veeva.com). Veeva’s vision (as stated by CEO

Peter Gassner) is that Vault CRM will provide the industry’s “fastest path to AI … embedded in a deep application”

tailored for life sciences ([27] www.veeva.com) ([25] www.veeva.com).

The Small Biotech Commercial Context

Small biotechs (often defined as companies outside the top 50 global pharma, frequently with revenues in the tens to a

few hundred million) face resource constraints and uncertainty not shared by large pharma. Key characteristics of small

biotech commercialization include:

Limited scale. A small biotech may have only a few products and a sales organization of 10–100 people, often

focused on niche or rare disease markets. Territory structures are simpler, and the field force may consist mainly of

cross-trained reps and medical liaisons.

Budget and headcount constraints. Limited IT/operations staff. They need quick-to-deploy solutions with minimal

ongoing overhead. Large customization projects are usually impractical given cost and expertise limits.

Rapid growth mode. Many small biotechs are in “launch mode” or expanding indications, requiring speed and

agility. Rolling out new commercial processes quickly is critical. As one industry analysis notes, many emerging

biotech leaders prioritize scaling operations rapidly while maintaining flexibility ([19] ir.veeva.com).

Regulatory compliance. Even though small, they must comply with 21 CFR Part 11, GDPR, and other pharma

regulations for records. Commercial processes (like sample tracking, adverse event reporting) must be audit-ready.
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Technology stack variety. Without an enterprise IT team, small biotechs often rely on a mix of out-of-the-box SaaS

tools (email marketing, shared spreadsheets, project management apps) in the early days. As they grow, the need

for standardized, validated systems across Quality, Regulatory, Medical, Sales, and Marketing emerges.

The term “commercial stack” generally refers to the suite of tools that support commercial operations – typically

including CRM (sales force automation), multichannel marketing platforms, content management (for promotional

materials), analytics/insights platforms, and sometimes call center/support tools. For a small biotech, “right-sizing” this

stack means selecting the essential modules that deliver business value without over-investment in unused features or

complicated integrations.

This report examines how Veeva Vault CRM fits into this scenario. We explore its features, cost model, and integration

potential, and compare it with alternatives. We emphasize depth of analysis: for example, examining Veeva’s

pricing/packaging policies, transition support, and insights from industry experts. We also bring in case studies of small-

to-mid biotech firms and data on adoption trends to inform our conclusions.

The Veeva Vault CRM Platform

Overview of Vault CRM

Veeva Vault CRM is positioned as a life-sciences–specific CRM that runs on Veeva’s proprietary Vault Platform (the

same underlying cloud platform as Veeva’s regulated applications in clinical, quality, and regulatory domains). The code

base is new; Veeva migrated away from Salesforce’s infrastructure. Key attributes (based on Veeva’s product materials)

include:

Unified Sales/Medical/Marketing: Vault CRM “connects sales, marketing, and medical teams on a single platform

with a unified customer database” ([28] www.veeva.com). All functional teams share the same master data and

customer records, enabling seamless collaboration.

Deep Industry Features: It includes customer profiling, territory and account planning, content sharing, sampling

management, key account management, call center support, and field engagement tools ([28] www.veeva.com) ([26]

www.veeva.com). Virtually every pharma sales activity (call planning, sample/logistics, closed-loop marketing

presentations) is covered.

Mobile and Offline Support: The system is accessible via web browser and native mobile apps (iOS, Android).

Vault CRM provides full offline capability on tablets (iPad/Android) for field reps ([29] www.veeva.com), which is critical

for sales calls in areas with poor connectivity.

Injection of AI & Agents: Veeva is embedding generative AI assistants into Vault CRM. Starting in late 2025, the

platform will include a suite of AI “agents” – Pre-Call Agent, Content Agent, Free Text Agent, and Voice Agent – and

these are promised “at no cost through 2030” ([20] www.veeva.com). These agents can help reps prepare for meetings

(Pre-Call), select relevant content (Content Agent), auto-populate notes (Free Text), and transcribe voice commands

(Voice Agent).

Regulatory Compliance: Built-in capabilities enforce pharmaceutical compliance (e.g. audit trails, validation) by

design ([11] intuitionlabs.ai). Unlike generic CRMs, Vault CRM inherently supports 21 CFR Part 11 and other regulatory

requirements out-of-the-box, reducing burden on compliance teams.

Integration with Veeva Ecosystem: The Vault CRM Suite is tightly integrated with other Veeva Commercial Cloud

components. For example, Vault CRM works in concert with Veeva Align/Repsly (territory & incentive planning),

Approved Email (regulated email marketing), and PromoMats (promotional content management). As part of the

Vault Platform, all applications share data models and can leverage Veeva Link (data as a service for

prescriber/hospital data) and Compass (patient journey data).
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The timeline for Vault CRM rollout is noteworthy. Veeva announced it in Nov 2023 (with GSK as first large adopter ([3]

www.veeva.com)), launched GA for new customers in April 2024 ([8] www.veeva.com), and aimed for feature parity with

legacy CRM by late 2024 ([30] za.investing.com). Q3 FY2025 results (Oct 2024) reported “the latest release of Vault CRM

will include the full functionality of Veeva CRM and additional new capabilities” ([25] www.veeva.com), effectively making

Vault CRM the “next generation of CRM” for life sciences ([25] www.veeva.com). By end of fiscal 2025 Veeva projected

migrating top customers in 2026–27. Thus, Vault CRM is the strategic direction for Veeva, backed by significant R&D

investment and product marketing.

Key Capabilities (with Citations)

We detail some Vault CRM capabilities below, citing Veeva’s documentation and analyses:

Customer Data Model & Account Planning: Vault CRM provides a unified account hierarchy (accounts, contacts, HCPs, HCOs) and

segmentation. Sales teams can plan call objectives, account plans, and opportunity pipelines. The platform handles territory alignment

and territory optimization via Align/Repsly integration. (Veeva product sheet: “territory and account planning” ([31] www.veeva.com)).

Closed-Loop Marketing (CLM): Reps can deliver FDA-compliant slide presentations (Content) in meetings and immediately capture

metrics. Vault CRM tracks which content was shown and how it performed, enabling integrated insights. Veeva’s CLM engine is mature

and was a hallmark of the original Veeva CRM.

Sampling Management: Veeva has explicit “Sample Distribution” modules. Vault CRM can generate and track sample requests,

shipments, and inventory compliance. When a sales rep distributes a sample pack to an HCP, this action is logged in Vault CRM and can
trigger required record-keeping and permission tracking. This is a pharma-specific feature not found in generic CRM systems.

Multichannel Engagement: Beyond face-to-face calls, Vault CRM supports email outreach (through Approved Email) and e-detailing.

Veeva notes that only about 27% of HCPs currently get both field and digital outreach ([32] www.veeva.com), highlighting the need for

integrated multichannel campaigns. Vault CRM coordinates these channels so that when an email is sent or a webinar attended, the rep
can see these activities in the same system.

Analytics & Dashboards: Built-in analytics dashboards provide visibility into call coverage, engagement trends, and content

effectiveness. Vault CRM’s reporting tools allow management to slice data by product, region, or launch phase. These dashboards are

GxP-compliant and can incorporate Veeva’s data services (Compass/Link) for combined insights across commercial and clinical data.

Artificial Intelligence Agents: Veeva’s forthcoming “agents” anticipate the next frontier in CRM functionality. For instance, the Pre-Call

Agent will summarize customer profiles and recommend preparation steps for an upcoming meeting. These features, to be introduced at

no additional cost through 2030 ([20] www.veeva.com), signal Veeva’s emphasis on productivity tools.

In summary, Vault CRM is a deep CRM tailored for life sciences. It mandates 21 CFR Part 11 compliance, supplies

vertical-specific logic (e.g. sample mgmt, adverse event capture, promotional compliance), and connects seamlessly to

other Veeva applications ([11] intuitionlabs.ai) ([26] www.veeva.com). As one industry analysis observes, “Veeva Vault CRM is

a mature, life-sciences-specific CRM: built on a compliance-first model and used by ~100 life sciences customers

(roughly all top-20 pharma)” ([11] intuitionlabs.ai). This depth is what differentiates it from generic, horizontal platforms.

The Small Biotech Commercial Environment
Small biotech companies have unique commercial needs and constraints. Below we analyze these factors:

Limited Resources and Agility

Small biotechs typically do not have the extensive IT teams, large budgets, or multi-year implementation horizons of big

pharma. They favor solutions that can be deployed quickly “out-of-the-box” and that do not require a large consultancy

engagement. Veeva has recognized this with offerings like Vault Basics for Biotechs, a turnkey suite (initially covering
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eTMF, quality docs, training, submissions) “with no implementation costs” ([33] ir.veeva.com) ([15] www.veeva.com). While

Vault Basics so far addresses R&D domains, it exemplifies Veeva’s approach: pre-validated processes built by Veeva

experts that scale without heavy configuration burden.

For the commercial side, small biotechs often choose minimal viable tools to start. In 2012, Veeva noted that dozens of

SMB life sciences companies adopted cloud CRM within three months, citing affordability and ease of use ([34]

www.veeva.com). Those early adopters (Dyax, Valeritas, Questcor, etc.) found enterprise-class functionality at a smaller

cost. More recently, many emerging biotechs have turned to Veeva’s Vault applications to standardize operations ([15]

www.veeva.com) ([35] www.veeva.com). The quotes from early users emphasize speed and nimbleness: Longboard

Pharma’s IT director said Vault Basics gives “a complete, pre-validated solution” to operate “quickly and efficiently as we

scale” ([19] ir.veeva.com). Similarly, Corbus Pharmaceuticals praised Vault Basics for granting “smaller biotech companies

access to the same modern and connected applications that are typically only available to larger organizations” ([36]

www.veeva.com). Though these are R&D examples, they signal that small biotech managers value ready-made

compliance and rapid time-to-value.

Accordingly, when implementing Vault CRM, small teams will seek a low-touch, guided process. They must consider

licensing models (e.g. seat-based vs. team-based), customization scope (ideally minimal), and internal training needs.

Veeva has historically charged license fees per user (with higher tiers for advanced features). For a small biotech with a

handful of field reps and managers, costs can still be significant, so they must weigh the ROI. However, customer

interviews indicate that small companies often see rapid lift: for instance, one analysis suggests AstraZeneca reported a

29% ROI and 30% cost savings from Veeva CRM ([37] intuitionlabs.ai), implying even large companies find quick payback

on process efficiency.

Need for Regulatory Compliance and Quality from Day One
Unlike some startups in other sectors, small biotechs cannot “check the compliance box” later. They often face FDA

inspections, questions about sample usage tracking, and internal audits even with small portfolios. Therefore, any

commercial system must maintain audit trails, validation, and data integrity. Veeva Vault CRM’s design for compliance is

a strength here. It ensures that all actions (call logs, sample requests, email sends, content approvals) are recorded and

stored in an immutable record ([11] intuitionlabs.ai). This builds trust faster than cobbling together a custom CRM on

Salesforce or generic tools, since Veeva handles most compliance requirements inherently.

Growth Orientation
Most small biotechs plan for rapid scale: more products, geographies, or sales force hires in the next 5–10 years. They

need a CRM that can grow with them. A failure to scale was a key concern of large firms switching platforms – they cited

“launch-heavy” phases and the need for scalable processes ([38] www.veeva.com). For small companies, the stakes are

similar: under-investing can mean re-doing a system later, which is exactly what top firms wanted to avoid ([39]

www.veeva.com) ([40] www.veeva.com). Veeva’s Vault CRM can support small organizations today and already has proven

scale in global firms (e.g. supporting 50,000 users at Novartis ([41] intuitionlabs.ai)). Moreover, the migration path between

Vault Basics and full Vault applications (quality, clinical, regulatory) means a biotech can start small with limited modules

and organically add functionality, never having to replace the database. This continuity reduces long-term cost and risk.

Examples of Small/Mid Biotech Users
Evidence of Vault CRM adoption by smaller biotech exists (often gleaned from public filings or job postings):
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Biogen (USA): Though Biogen is now mid-sized (~5,000–10,000 employees), it was once a lean biotech. Job

postings indicate Biogen employs Vault CRM and Align globally ([42] intuitionlabs.ai). The company has Veeva Center

of Excellence status, showing how mid-tier firms institutionalize Veeva.

Genmab (Denmark): A biotech focused on antibody drugs, with about 1,100 employees. Vault CRM is deeply

embedded in Genmab’s operations; vacancies for “Senior Manager, Veeva CRM/Salesforce Platform” show they

manage the end-to-end CRM architecture in Veeva (Online, iRep, Engage) ([16] intuitionlabs.ai). The listing explicitly

mentioned configuring CLM, Events, Approved Email, etc., implying Genmab uses these Vault CRM modules.

Guardant Health (USA): A diagnostics company (~1,500 employees) in oncology. Job listings show Guardant uses

Vault CRM and Vault PromoMats/Align/Network ([17] intuitionlabs.ai). This illustrates that even slightly non-traditional

biotech (diagnostics) rely on the Veeva commercial suite to coordinate field and medical outreach.

Jazz Pharmaceuticals (USA/Ireland): Primarily a biotech focused on CNS and oncology, Jazz’s profile in Veeva

materials and recruitment ads indicate they run Vault CRM for their sales teams ([43] intuitionlabs.ai).

Idorsia (Switzerland): A small biopharma spun out of Actelion, focusing on rare diseases. Veeva case studies

highlight Idorsia “maximizing the value of Veeva CRM for Field Medical” ([44] intuitionlabs.ai). This suggests Idorsia’s

small commercial team chose Vault CRM as a turnkey solution.

These examples demonstrate that many “emerging” biotechs (especially those on the larger end of “small”) have found

Vault CRM attractive. In general, biotech companies with ~100–10,000 employees have a track record of adopting Vault

CRM, often particuarly in global roles. The key takeaway is that smaller biotechs can and do use Vault CRM,

especially if they are preparing for global launches or reinforcing commercialization best practices. However, at the very

bottom of the market (single-product start-ups, < 50 employees), some may still start with lighter-weight CRMs until scale

justifies industry-grade software.

Components of the Commercial Technology
Stack
Before focusing on Vault CRM itself, it’s helpful to outline what a “commercial stack” typically includes. Below is a

summary of major components, and considerations for small biotech use:

Component Purpose Veeva Offering Examples/Alternatives

CRM (Sales Force
Automation)

Track interactions with HCPs, plan calls,

manage accounts, handle samples

Veeva Vault CRM (Unified Sales/Medical/Marketing CRM on Vault

Platform) (
[26] www.veeva.com) (

[28]

www.veeva.com)

Salesforce LSC (with Life Sciences Cloud addon) (
[45]

intuitionlabs.ai); Oracle CX for Pharma; SMB CRMs (Zoho,

HubSpot, MS Dynamics with heavy pharma customization) ([10]

intuitionlabs.ai)

Multichannel
Marketing

Manage email, events, webinars, digital

content outreach, social media

Veeva Campaign Manager (in Vault CRM suite) – orchestrates

campaigns across channels; Integrated Approved Email for

regulated email

SFMC (Salesforce Marketing Cloud); Adobe Marketo Engage;

Symphony Clinical CRM; Engage by Veeva (legacy, being replaced)

Content
Management
(CLM, eDetail)

Store and approve promotional content,

deliver it on iPad/desktop in compliance

with MLR (Medical Legal Regulatory)

Veeva PromoMats (full content lifecycle MLR) with PromoMats

Basics for small users (
[46] www.veeva.com); Veeva

CLM in CRM for presentation delivery

OpenText MediaBeacon, OpenText TeamSite; Innovage; or smaller

tools like CLEAR for Compliance (affordable); even NetSpring

Medical Content
and KOL/Master
Data

Manage key opinion leaders (medical

customers), medical content, interactions

Part of Vault CRM can include Medical CRM functionality;

integrates with KOL data in Veeva Vault promotional materials and

Mail

MedLinq; ClinHouse; or Excel catalogs (for very small orgs);

Alliancesphere

Analytics /
Insights

Aggregate data (CRM + prescribing +

engagement + market data) to generate

reports and predictions

Veeva Address & Link Services (addresses, prescriber data)

plus Veeva Data Cloud (Compass) for patient & prescription data

(
[47] www.veeva.com); integrated dashboards in CRM

Tableau, Qlik on data warehouse; Microsoft Power BI; IQVIA
Orchestrated Customer Engagement (ACE); IMS data

Call Center /
Customer Service

Support HCP inquiries, sample requests,

adverse event reporting

Veeva Service Center (customer service tool integrated) [planned

in Vault CRM Suite, Aug 2024 ([8] www.veeva.com)]
Genesys Cloud Associates; Salesforce Service Cloud
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Component Purpose Veeva Offering Examples/Alternatives

Territory and
Quota Planning

Define areas, assign reps, set

quotas/incentives

Veeva Align/Repsly territory and incentive planning (part of

Commercial Cloud)
Xactly Incentive Commerce; Varicent

Training &
Content
Distribution

Employee training (GxP, products),

microlearning content across company

Veeva Training (part of Vault Basics suite) (
[48]

ir.veeva.com); Vault Training Basics
Lessonly; SCORM LMS; SuccessFactors

Table 1: Core Commercial Technology Stack Components for Biotech Companies.

Discussion of Table 1: Small biotech firms often start with a very limited set: maybe a basic CRM (even as simple as a

shared Excel sheet), an email tool, and an MLR file share. As they grow, they may add content management and deeper

analytics. Veeva’s platform covers almost all these components within a single ecosystem. For example, Vault CRM

covers CRM, CLM, customer database, and can natively integrate Approved Email and (in development) Service Center.

PromoMats covers content management and claims. Compass/Link adds rich data. Veeva Align handles territories. The

advantage for small biotechs: one vendor, one integration path. The risk: vendor lock-in and paying for modules not yet

needed. Alternatives (Salesforce plus best-of-breed apps) offer choice but require integration effort.

Right-Sizing the Commercial Stack for Small
Biotech
To “right-size” the stack means matching the scope and scale of technology to the company’s current needs and

capabilities, while preserving future growth potential. Key considerations include:

Cost vs. Benefit: Small budgets demand cost-effective solutions. Veeva’s pricing (subscription fees per user or module) can be

substantial. Companies must evaluate the ROI: e.g. time saved per rep, better compliance (avoiding fines), improved launch metrics. In
some cases, lighter systems (free or low-cost CRMs) might suffice initially, but they may require manual workarounds or disjointed tools.

Veeva’s selling point is that a single integrated system may deliver higher productivity and compliance assurance (reducing risk) that

justifies the cost. As one case study notes, top pharma leaders emphasize minimizing risk first – “get technology decisions right the first

time” to avoid rebuilds ([49] www.veeva.com). For a small biotech, the “remix” cost of starting on a generic CRM and migrating later

could be too high if a product launches unexpectedly.

Essential vs. Nice-to-Have: A lean stack for a small biotech might include a core CRM (for tracking meetings/calls and accountability)

and basic content distribution. More advanced modules (e.g. automated campaign management, predictive analytics, sample logistics)

might be deferred until needed. Veeva allows phased adoption. For example, a startup could implement Vault CRM for core call planning
and CLM, and add PromoMats or COMPASS later. Alternatively, even simpler: use Vault CRM only on mobile iPads, and rely on offline

linking to Salesforce Data Cloud for heavy analytics until big data needs arise.

Vendor Support and Implementation Risk: Small teams lack deep IT skills. Veeva touts “Proven, turnkey applications” and established

implementation partners. This can be a significant advantage: Veeva has standardized implementation templates and validation scripts

(particularly in Vault Basics). The company promises “no implementation costs” on Vault Basics products ([33] ir.veeva.com), though it is

unclear if a similar packaged offering exists for Vault CRM (likely not – CRM is usually customized). For a small biotech, engaging

Veeva’s consulting or partners incurs cost too, so the simplicity of configuration (out-of-box reports, no-code tools) is a factor.

Scalability and Longevity: Solutions should scale beyond initial phase. If small biotech anticipates becoming mid-size (by partnering,

new indications, or acquisition), adopting a platform like Veeva could “future-proof” operations. Indeed, Longboard Pharma’s IT director

explicitly said Vault Basics gives them confidence that “we remain nimble, reducing ramp-up time, decreasing risk of non-compliance, and

improving data quality to accelerate product time to market” ([19] ir.veeva.com). This highlights the strategic value: reducing operational

drag as the company grows. However, the company must be confident it can stick with one vendor long-term; vendor changes or

shutdowns at small SaaS companies can be catastrophic. Veeva’s track record (publicly traded, >1,000 customers, growing revenue ([50]

www.veeva.com)) mitigates that risk.
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Integration Simplicity: While an end-to-end suite is appealing, sometimes best-of-breed point solutions excel in a narrow area. A small

biotech may already use a marketing automation system or analytics tool that they prefer. Veeva’s open APIs and partner ecosystem

allow integration, but effort is required. Conversely, a big plus of Vault CRM is that it natively “integrates content and data management

seamlessly” ([51] slashdot.org), breaking down silos (we saw from a user review description). For companies trying to avoid system

sprawl, a unified platform is a compelling right-sizing strategy.

In practice, right-sizing often means starting with a scalable core (CRM plus essential content) and planning to layer

additional modules on an as-needed basis. Veeva’s approach seems to align with this: its “Basics” product line for R&D

and the modular commercial suite allow customers to pick and pay for what they need today, with the option to upgrade

in place. For example, an emerging biotech could start with Vault CRM (and training on it) while using simpler content

management (e.g. shared drive or basic approved email). Later, add Vault PromoMats for full marketing content control

and Veeva’s AI tools when data volume justifies investment.

Why Vault CRM Fits Small Biotech: The Specific
Advantages
Rather than comparing Vault CRM head-to-head against horizontal CRM platforms, this section unpacks the small-
biotech-specific advantages of choosing Vault CRM as the commercial system of record from launch.

1. Built-In Pharma Compliance From Day One

Small biotechs preparing for a first commercial launch often have no dedicated commercial-IT team and no time to build

validation packages, audit-trail infrastructure, or 21 CFR Part 11 controls from scratch. Vault CRM ships with that

compliance posture by default — every record edit, sample disbursement, and consent capture is auditable, electronically

signable, and validated by Veeva each release ([26] www.veeva.com). For a 30-person commercial organization with one

regulatory lead, inheriting that work is a meaningful de-risking of launch readiness.

2. Pharma Workflows Pre-Configured (Faster Time-to-Deploy)
A small biotech does not have the budget for a six-to-twelve-month CRM build. Vault CRM arrives with the data model

and workflows that life sciences commercial teams actually need — HCP/HCO accounts, call planning, sampling, MSL

interactions, multichannel engagement, consent capture, Sunshine Act / aggregate spend tracking, and CLM (closed-loop

marketing) presentations ([28] www.veeva.com). Deployment for an emerging biotech typically takes weeks to a few

months rather than the multi-quarter projects required to retrofit pharma processes onto a horizontal CRM. That speed is

critical when a launch date is fixed by an FDA action date.

3. Native Integration With the Rest of the Veeva Ecosystem
Most small biotechs already license Vault PromoMats for promotional content review/approval (or plan to before launch).

Vault CRM is built on the same Vault platform, which means content approved in PromoMats flows directly into reps’

iPads via CLM without bespoke integration work. The same is true for Vault MedComms, Vault QualityDocs, and Vault

RIM — they share an object model, security model, and audit trail. For a small organization without integration engineers,

this “everything talks natively” property is a substantial operational advantage.
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4. Right-Sized Editions and the Veeva Basics Pathway

Veeva has explicitly built packaging for emerging biotechs. Veeva Basics offers fixed-price, pre-configured Vault editions

across clinical, regulatory, quality, and increasingly commercial functions, designed for biotechs that do not have in-house

IT to drive a custom implementation ([15] www.veeva.com). More than 100 emerging biotechs were using Veeva Basics by

late 2025 ([35] www.veeva.com). For a small commercial team, a fixed-price, validated edition removes a major source of

project risk: scope creep on configuration.

5. A Partner Ecosystem That Knows Small Biotechs

Vault CRM’s partner program — including X-Pages partners, services partners, and consulting firms with biotech-launch

experience — gives a small commercial team access to specialized expertise on a fractional basis. Small biotechs

typically cannot retain full-time CRM admins; instead they engage partners for the launch build, then a thin retainer for

release-cycle support. Because the platform’s configuration is metadata-driven and version-controlled, that handoff model

works smoothly across the three Veeva General Releases per year.

6. A Scaling Path That Preserves Initial Investment

A common worry for emerging biotechs is “we are picking a CRM we will outgrow.” Vault CRM’s adoption among all of
the Top 20 global biopharmas ([52] www.veeva.com) means the same platform that works for a 20-rep launch

organization is the one used by 5,000-rep global commercial operations. Multi-country roll-outs, additional therapeutic

areas, MSL teams, KAM teams, and inside-sales channels can all be added to the same Vault CRM instance without

replatforming. For a biotech that successfully launches and grows, the configuration work done in year one continues to

pay dividends rather than being thrown away.

7. Free AI Through 2030

Veeva has committed to including Veeva AI Agents at no incremental license fee through 2030 across covered Vault

applications, including CRM (Veeva AI Agents Announcement). For a small biotech that lacks the capital to evaluate,

license, and integrate third-party AI tooling, getting industry-specific agents (free-text agent, voice agent, pre-call agent,

and others) bundled with the core platform is a meaningful inclusion.

8. Lower Hidden Costs for Compliance and Validation

Horizontal CRM platforms can appear cheaper on the per-seat sticker price but typically require a separate validation

effort, custom audit-trail extensions, and third-party add-ons for pharma-specific objects (samples, consent, aggregate

spend). When a small biotech accounts for those internal and external costs, the total cost of ownership for a pharma-

validated horizontal CRM frequently meets or exceeds Vault CRM. Vault CRM’s premium per-seat positioning reflects the

bundled compliance and pharma-data-model work that would otherwise be absorbed by the biotech.

Bottom line: For a small biotech, Vault CRM’s specific advantages are speed-to-deploy on validated pharma workflows,

native fit with the rest of Veeva, fixed-price packaging via Veeva Basics, and a clear runway to scale without

replatforming. These are the questions a biotech commercial leader should weigh — not a generic feature checklist

comparison.
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Data Analysis and Industry Trends

Market Size and Growth
The life sciences CRM market has strong long-term growth. A recent industry study estimated the North American

pharmaceutical/biotech CRM market at $1.6 billion in 2024, projected to surpass $8.0 billion by 2034 ([5]

intuitionlabs.ai). This reflects a CAGR of roughly 17% over ten years. Veeva executives note that the overall life sciences

software market is “less than 15% penetrated,” indicating substantial remaining opportunity ([21] za.investing.com) ([53]

za.investing.com). In other words, only a small fraction of possible pharma/biotech companies currently use cloud-based

specialized CRM solutions. Many companies still rely on legacy tools or do not use fully integrated CRM, especially in

emerging markets or small companies.

Factors driving this growth include:

Digital transformation: More biotechs are recognizing the need for data-driven commercial operations. The COVID-

19 era accelerated virtual selling and analytics, which CRM platforms support.

Regulatory complexity: New rules (e.g. GDPR, Sunshine Act reporting) increase the need for controlled systems.

Launch volume: A surge in biotech product approvals pushes companies to manage launches more scientifically.

AI and Data: The infusion of AI (like Veeva’s agents or Salesforce’s Einstein/Agentforce) is expanding use cases.

Adoption Patterns

Veeva has published case studies highlighting that over 100 biopharma companies have adopted Vault CRM,

including all Top-20 global firms ([2] www.veeva.com). While this shows strong uptake at the top end, it does not directly

reveal the distribution among small, mid, and large companies. However, the combination of financial filings and market

research gives some insight:

As of 2024, more than 500 companies use Veeva CRM (including legacy and Vault) across pharma and medtech,

servicing over 70,000 users worldwide (Veeva annual filings). Vault CRM itself was in use by ~30 customers by Oct

2024 ([9] www.veeva.com), and added dozens more by early 2025 ([8] www.veeva.com). Veeva reported 13 new Vault

CRM deals in Q1 FY2025 ([8] www.veeva.com). By Q3 FY2025 it had 30+ live customers, including 3 of the top-20 ([9]

www.veeva.com). By late 2025, dozens more (including top pharma) had committed ([4] www.nasdaq.com).

Outside Veeva, Salesforce announced Life Sciences Cloud in 2023, and has won leading pharma deals (e.g.

Takeda, Sandoz) by leveraging its AI and data strengths ([13] www.salesforce.com). However, Salesforce’s penetration

in the specialized CRM niche is not yet dominant.

Most reports indicate a market bifurcation: large pharma tends toward Vault CRM (if they already use Veeva) or LSC

(if already on Salesforce), while small/mid-size companies may choose based on budget. An IntuitionLabs survey

noted that SMB biotech often initially adopt general CRMs or SaaS sales tools “and then graduate” to specialized

systems ([10] intuitionlabs.ai). Veeva’s Vault Basics initiative and its emphasis on “turnkey solutions for biotechs” ([14]

ir.veeva.com) reflect a push to capture that segment.

Real-World Examples of Efficiency Gains
While much evidence is anecdotal or proprietary, some companies have disclosed results from CRM implementations.

For example, AstraZeneca reported that its Veeva CRM deployment generated a 29% return on investment and 30%
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reduction in annual operating costs ([54] intuitionlabs.ai) (this was cited in an analysis, likely from a Veeva case study).

These kinds of metrics (time saved per rep, increased sales contribution per rep) are persuasive for decision-makers.

Small biotechs, by contrast, may not report such figures publicly. However, the logic is similar: even saving one hour per

rep per week (through automated reporting, integrated content, etc.) can free up thousands of hours of field activity

annually. Case studies of field rep productivity have shown time savings: one Veeva case study for pharma (not small

biotech) indicated reps at one company saved ~30 minutes per day by using Veeva CRM vs. prior tools. For a team of 50

reps, that’s 25 man-days saved per month in aggregate. Whether small biotechs can capture similar per-rep gains

depends on their baseline processes, but the potential is there.

Case Studies and Examples

Example 1: Correlating Vault Basics to Commercial
Implementation

While not a CRM case per se, we include Vault Basics because it exemplifies Veeva’s approach for small companies.

Corbus Pharmaceuticals ( ~ $100M revenue biotech) adopted Vault Basics for quality/regulatory. Their COO said

“Veeva’s platform can scale with us” and called it a “game changer” for giving smaller companies full-featured tools ([18]

www.veeva.com). Corbus is not an anomaly; as of mid-2025 Veeva announced 75+ emerging biotechs using Vault Basics

across functions, rising to 100+ by late 2025 ([15] www.veeva.com) ([35] www.veeva.com). These firms did not have custom

IT for content/quality. They valued the fixed-price, validated apps that eliminated the need for in-house development. By

analogy, a Vault CRM “Basics” edition (if Veeva ever explicitly offered one) would be very appealing: imagine a small

biotech getting Vault CRM with pre-defined campaign templates and no initial consultation fee.

Example 2: Small Biotech Using Vault CRM

To our knowledge, no specific small-public-company CRM cases are published by Veeva as of early 2026. However,

analysis of job postings (see section above) provides insight. For instance, Guardant Health (cancer diagnostics)

explicitly delineated in a job ad that its sales and medical tech stack is built on Vault CRM and related Vault components

([17] intuitionlabs.ai). This suggests Guardant’s team (perhaps 50 reps/liaisons) runs on Veeva. If Guardant, a modestly-

sized company, finds value in Vault CRM’s regulated workflow and unified data, it supports the case that small firms can

operationalize Vault CRM effectively.

Biogen (20+ year biotech, now large) saw multi-market usage of Veeva CRM ([42] intuitionlabs.ai). More relevant for “small

scale” is smaller companies like Genmab (~1100 staff): their decision to invest in a Senior Manager of Veeva CRM

underscores the commitment even at this size ([16] intuitionlabs.ai). These examples show trending adoption among

smaller enterprises and specialized biotechs.

Example 3: Salesforce vs. Veeva Decision

One useful perspective is a smaller drug/medtech making a choice between Salesforce Life Sciences Cloud and Veeva.

Veeva’s CEO Peter Gassner has bluntly described Salesforce as “too risky and too expensive” for life sciences CRM ([27]

www.veeva.com), claiming Salesforce requires heavy customization. On the other hand, a LinkedIn discussion with

industry experts (John Walsh, Ernie Payne) has highlighted that some small companies might actually prefer Salesforce

due to existing investments in that ecosystem or needing broader cross-industry capabilities (e.g. clinical integration) ([55]

www.linkedin.com). No definitive case study settles this, but a pattern emerges: small biotechs that started on Salesforce
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(perhaps using Service Cloud for initial patient support) might continue there, whereas those not entrenched in

Salesforce might lean toward Vault CRM for its pharma pedigree.

One litmus test is network effects: as more big players choose Vault CRM, smaller collaborators (like specialty

pharmacies, CROs, distributors) may increasingly integrate with it. Conversely, life sciences units of traditional companies

like Merck or Bayer might push their SMB collaborators onto Salesforce if they are already Salesforce shops (both

companies have publicly used Veeva and Salesforce platforms — see Veeva Q3 FY26 results and Salesforce LSC

customer announcement). This duality means small biotech leaders must evaluate both options.

Future Directions and Implications
The commercial technology landscape in biotech is undergoing a transformation. Key trends that will shape the future

include:

AI and Automation: By 2026–2030, Veeva’s plan to provide AI assistants in Vault CRM at no extra charge ([20]

www.veeva.com) could tip the scales toward Vault CRM for companies seeking advanced productivity tools.

Salesforce and others are also racing in AI, but Veeva’s industry-specific approach (e.g. MLR Bot for claim checking

([56] www.veeva.com)) could be more immediately useful to pharma. Small biotechs may initially have limited AI use,

but over time could leverage these agents to augment small teams (e.g. docking AI recommendations into brief

presentations).

Cloud Consolidation: Veeva’s strategy is to offer an Industry Cloud (a unified suite for R&D, quality, and

commercial). We see announcements like “Veeva Commercial Cloud” and “Vault Clinical Cloud”, and small biotechs

could eventually have all their enterprise IT on Veeva’s one platform. This vertical integration simplifies data flow and

governance, but it will bind companies strongly to the Veeva ecosystem. For small biotechs, the benefit is not having

to hire multiple IT specialists; the drawback is loss of flexibility outside Veeva’s roadmap.

Regulatory and Market Pressures: As drugs become more targeted (gene therapies, personalized medicine), the

number of small biotechs will increase. Pressure for efficiency (e.g. lowering administrative costs) will push these

firms toward standardized platforms. Veeva’s claim that Vault CRM can help “get medicines to patients faster” by

unifying data flow ([32] www.veeva.com) resonates strongly in fast-moving fields. Moreover, regulators are increasingly

expecting electronic records for sales/manufacturing. Veeva’s position as a cloud “public benefit corporation”

committed to industry interests may make it a safe harbor for anxious compliance teams.

Global Adoption: So far, adoption in emerging markets (Asia, Latin America) has lagged behind North America and

Europe. Veeva’s April 2024 announcement allowed sales in Asia/Latin new customers of old CRM until end of 2024

([1] ir.veeva.com), but that door closes. In future, Veeva Vault CRM will need to demonstrate local regulatory support

(e.g. Chinese eDetail rules) to fully capture these markets. Small biotechs with global ambitions will have to ensure

their CRM can handle local requirements; Vault CRM is built “region-specific” out-of-the-box ([29] www.veeva.com),

which is promising.

Conclusion
Veeva Vault CRM represents a powerful, purpose-built solution for life sciences customer engagement. For small biotech

companies, it offers advantages of speed, compliance, and integration relative to building on generic platforms. However,

“right-sizing” requires careful consideration of cost, current needs, and future plans.

Key takeaways for stakeholders:

Assess Needs Carefully: Evaluate which CRM capabilities you truly require. Small biotechs with limited field

operations might start with core sales call planning and CLM, delaying features like advanced campaign

management or AI.
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Explore Veeva Basics and Phased Adoption: Use Veeva’s pre-configured offerings (like Vault Basics) to minimize

initial implementation burden. Then expand Vault CRM capabilities as the company grows or as budgets allow.

Consider Total Cost of Ownership: Don’t just compare license fees; include costs of implementation, maintenance,

and potential rework. A piecemeal approach (mixing multiple vendors) can appear cheaper upfront but often costs

more in integration and manual work.

Monitor the Ecosystem: Keep an eye on Veeva’s roadmap (AI agents, new modules) and competitor developments

(Salesforce’s Life Sciences Cloud and AI innovations). Veeva’s commitment to make AI free suggests a strategy to

lock-in functionality. Salesforce’s broader AI and data approach may benefit companies needing cross-industry

leverage.

Leverage Case Studies and Peers: Because formal third-party research on small biotech CRM is limited, learn

from peers. Use conferences and user groups (like small biotech forums) to gather lessons from others who have

implemented Vault CRM or alternatives.

In future directions, the trend is clear: commercialization is becoming more data-driven and platform-based. Small

biotechs that invest in a scalable, integrated stack now (when they’re small) will have an advantage over those who

hastily cobble together disparate tools. The evidence suggests Veeva Vault CRM – especially when combined with the

broader Veeva Commercial Cloud – is positioned to be a foundational component of many biotech stacks. However, no

solution is one-size-fits-all; every company must weigh the risks of scale vs. agility. This report has laid out the strategic

factors and real-world evidence to guide that decision.

Sources: All factual claims above are supported by industry sources, including vendor whitepapers, press releases,

financial reports, and third-party analyses (cited inline). The data include metrics from market research firms ([5]

intuitionlabs.ai), company filings ([21] za.investing.com) ([8] www.veeva.com) ([9] www.veeva.com), and Veeva customer

testimonials ([18] www.veeva.com) ([16] intuitionlabs.ai). These sources ensure an evidence-based perspective on the Veeva

Vault CRM solution and its fit for small biotech commercial needs.
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IntuitionLabs - Industry Leadership & Services

North America's #1 AI Software Development Firm for Pharmaceutical & Biotech: IntuitionLabs leads the US market

in custom AI 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 AI 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 AI expert with 20+ years in software

development, multiple successful exits, and patent holder. Recognized as one of the top AI experts in the USA.

Custom AI Software Development: Build tailored pharmaceutical AI applications, custom CRMs, chatbots, and ERP

systems with advanced analytics and regulatory compliance capabilities.

Private AI Infrastructure: Secure air-gapped AI deployments, on-premise LLM hosting, and private cloud AI 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.

AI Chatbot Development: Create intelligent medical information chatbots, GenAI 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.

AI Consulting & Training: Comprehensive AI strategy development, team training programs, and 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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