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ASmart Pharma 1. How to set & meet Strategic Objectives?

Strategic objectives must be explained and shared to give direction to collaborators to prioritize
their efforts, better allocate their resources and adjust the organization, if required

Why Strategic Objectives matter?

= Setting strategic objectives is critical to:
Strategic — Provide clear direction

objectives ~ Guide decision-making
— Prioritize efforts and allocate resources efficiently

f — Align the organization

Capabilities — Motivate and engage collaborators cohesively
towards common and impactful outcomes

(skills + abilities + process + assets)
— Track progress and performance

= A strategic objective can be:

Product portfolio Organization — Financial driven: profit or budget forecasts

Growth-driven: expanding customer base

— Operational: restructuring a business

Resources allocation Customer-driven: enhance customer experience

— Employee-focused: train employees

Sources: “Pharma Companies Strategies”, Smart Pharma Consulting (2024)
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ASmart Pharma 1. How to set & meet Strategic Objectives?

Strategic objective setting must consider competitive environment, company’s capabilities,
collaborators buy-in to maximize the likelihood to succeed, while closely monitoring progress

Setting & Monitoring Strategic Objectives

Setting Objectives Monitoring Progress
= Evaluate the competitive environment, the company’s = Select KPIs (key performance indicators) to track the
capabilities, based on three key elements: level of achievement for the set objectives:

— Product portfolio, including in-market brands and ~ Quantitative indicators (e.g., market share)

development pipeline, — Qualitative indicators (e.g., customer satisfaction)

= Select KEIs (key execution indicators) to check on the

— Organization, including available skills, used T i : o
activities carried out to achieve the set objectives:

structure, implemented processes and culture,
— Quantitative indicators (e.g., number of

— Resource allocation, compared to competitors and interactions with customers)

required to succeed and... S . . .
— Qualitative indicators (e.g., quality of interactions

= ... set a stretched but achievable objectives that fulfill with customers)
the SMART criteria (Specific, Measurable, Actionable, S

Relevant, Time-bound) for gaining employees’ buy-in
= Adjust objectives and the way the activities are

= Ensure alignment across teams and resources .
Sl EEER executed, if needed

Sources: “Be a Smart Manager”, Smart Pharma Consulting (2017) — Smart Pharma Consulting
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ASmart Pharma

1. How to set & meet Strategic Objectives?

Managing By Mutual Benefits enables to embark collaborators to meet strategic objectives and
motivate them to ensure a high-quality execution of related activities, for a “win-win” outcome

Motivating collaborators to achieve Strategic Objectives

Management by Objectives (MBO')

» Focuses on predefined objectives, agreed by
management and employees and...

= ...less on the way to achieve it, which can be
overlooked and lead to suboptimal execution

* Employees’ motivation limited to evaluation and
end-of-the-year potential rewards

5) Evaluate
achievement

4) Provide feedback

, 3) Monitor performance
E 1)

2) Define teams’ objectives

Define company’s goals

|:> Management by Mutual Benefits (MBMB)

= Adds the creation of shared value, by fulfilling
respective expectations

= Encourage employees’ engagement (enthusiasm,
involvement, emotional investment), increasing the
likelihood of meeting the objective...

= ... in a more efficient way

Mutual benefits
“Win-win agreement”

|

Company’s
objective

Employees’
expectations

Sources: “Be a Smart Manager”, Smart Pharma Consulting (2017) — Smart Pharma Consulting
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1 After P. Drucker in “The practice of Management” (1954)
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ASmart Pharma 2. Is there value in Corporate Values?

Corporate values are the “ethos!” of the company, shaping its identity, communicating
about it and supporting the decision-making process in case of dilemmas

The What & Why of Corporate Values

= Corporate values are a set of core beliefs and ideals used to shape a company’s identity, its moral and cultural foundation

= They guide the company’s and its collaborators’ behaviors and interactions, establishing norms and supporting
decision-making process

= The most common and recurring core values are fairly consistent across major global pharma companies:

@P ﬁzer AstraZeneca MgK sanofi . Oq s J&J GSK

Patient focus v v v v v v v
Integrity & Ethics v v v v v v
Inovation v v v v
Accountability v v v v v
Diversity & Inclusion v o v v v v
Sustainability v v
Quality & Safety v v v v v v

“Pharma companies’ values are expressed through obvious and overused terms failing to differentiate or inspire”

Sources: Companies websites (Oct. 2025) — “Why Corporate Values are

P . , .
Mostly BS”, M. Parsons (Apr. 2025) — Smart Pharma Consulting That is the company's fundamental character or spirit.
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Smart Pharma 2. Is there value in Corporate Values?

CONSULTING

As corporate values became disconnected from the field reality,
they lost their values in the eyes of employees and customers

Why did Corporate Values lose their true Value?

= Corporate values often lose their power when they are reduced to generic slogans, disconnected from daily behavior, or
contradicted by leadership actions

* The disconnection between communicated values and reality can backfire and lead to customers’ and employees’ distrust
and loss of motivation by the latter

- Cynical distrust

= Empty slogans, not followed
by manager

—-> Disengagement, distrust Disconnection

= Profit is more valued from reality - Not di_stinctive nor
than Core Values meaningful anymore

Disconnection from Generic = Broad concepts applying
decision-making Most common business clichés to any company

Corporate Values

weaknesses

= V/alue violation has
no consequences

- Disengagement

= Only used for external
image (e.g., green-washing)

Public

: : Too much - No common grounds
relationships

abstraction = Open to interpretation

tools

Sources: “Why Corporate Values are Mostly BS”, M. Parsons (Apr. 2025) —
“All Talk, No Action [...]”, G. Razzetti (May 2023)— Smart Pharma Consulting
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ASmart Pharma 2. Is there value in Corporate Values?

Strategy-driven principles should be memorable, flexible and action-focused,
knowing they are key to ensure employees (especially new ones) are aligned with them

How Corporate Principles complement Corporate Values

= Corporate principles are the standards of conduct derived from values, indicating how to apply them in real situations
Value: Customer-centricity =  Principle: We put the customer first in every decision

= Principles are fundamental to the company’s strategy, and operational enough to empower employees during tough
decision-making moments: “Principles define how to act”

= Colorful images should be used

= Principles should be strategy- !
driven and... Action-focused to be memorized and/or...
= dilemmas faced by employees = .. provocative expressions

anticipated and addressed

Corporate Principles

basics
) Ik.)imilts ard ﬁx:egtions should Integrated to the = Hired people should be aligned
€ clearly state ) hiring process with the values and principles
(e.g., transparency vs. privacy)

Sources: “Build a Corporate Culture that Works”, E. Meyer (Aug. 2024) — Smart Pharma Consulting
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Smart Pharma

CONSULTING

3. Are Flatter Companies more efficient?

Due to the expansion of new tools and the changes in employees’ habits and wishes,
several companies decided to flatten their structure by removing management positions

+ Fast decision-making
+ Innovation-friendly

What?

= Shift towards fewer management
layers and more team- or project-
oriented work

= This trend, called the “Great
Flattening” or the “Great
Unbossing”, consists in removing
middle management positions

= |tis linked to flexible ways of
working and to a cultural change
where the “boss” becomes a
facilitator rather than a controller...

= ... and the employee a value-creator
rather than a follower

+ Better communication
& team collaboration

The “Great Flattening” trend

Flat Structure

(BUHead |  [BUHead|

09 09
A2 [

Why?

New digital tools automate
coordination?

Lack of desire to become managers
(in the US, 47% of top performers
decline management positions)

Need for flexibility & quick
adaptation to innovations or shifts

Globalization of offices, outdating
some strict, commanding positions

Need for cost-efficiency (reduced
workforce, faster processes)

— Ambiguity in roles & responsibilities
— Hard to scale

Who ??

In early 2020, Novartis announced
its plan for an “unbossed
management”...

... leading to 8,000 layoffs by 2022,
with a strong focus on management
positions (50% of the 1,400 layoffs in
Switzerland)

In 2023, Meta fired 10,000
“managers managing managers”3

In Sep. 2024, Amazon CEO
announced his plan to increase the
employees-to-manager ratio by at
least 15% by the end of Q1 2025

Sources: “Why people don’t aspire to be managers”, Forbes (Jan. 2024) — “The Great

1 Reducing the need for multiple layers of control —2 Selection of examples —3 Meta called it its “Year of Efficiency”
Flattening [...]”, Allon (May 2025) — Companies press releases — Smart Pharma Consulting
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ASmart Pharma

3. Are Flatter Companies more efficient?

In 2024, Bayer decided to flatten its structure by de-complexifying its hierarchical structure,

aiming at achieving consequent cost savings and accelerating decision-making processes

Case study: Bayer’s Dynamic Share Ownership (DSO) plan'

What?

= Jan. 2024: introduction of a “new
operating model to reduce
hierarchies, eliminate bureaucracy
and accelerate decision-making
processes”

= Target: 95% of decisions will be
employee-made

= Reduction of layers of hierarchy:
from12to 7

= Cost savings (aim): € 2 billion
annually through the company’s
re-organization by 2026

= Global program with local
implementation

Why?

Decline in financial performance: in
2024 Bayer had a net loss of

€ 2.6 billion and its EBITDA dropped
by 13.5%...

... due to the loss of exclusivity on
key drugs (e.g., Xarelto) and
decrease in prices (e.g., on
herbicides for the Crop Science
division)

High litigation risk: 192,000
ongoing claims and lawsuits
(e.g., Roundup)

The heavy bureaucracy is “blocking
progress” (according to Bayer)

4

m >UJI_,|;|

so What?

Layoffs: 12,000 layoffs since the
plan implementation, including
2,000in Q1 2025...

... focused on management and
coordination roles: 50% of the
management positions have been
deleted (globally)

The number for direct reports per
manager has doubled, as managers
oversee more people

In April 2025, the company
expected to achieve a € 800 million
cost saving by the end of 2025

Sources: Bayer website and press releases (2024-2025) — “We’re working at full force to put Bayer

back on a profitable growth path”, Anderson for ChemEurope (Apr. 2025)— Smart Pharma Consulting
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1 The plan is for Bayer AG, including all its business segments (pharmaceuticals, consumer
healthcare products, agricultural chemicals, seeds and biotechnology products)
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ASmart Pharma 3. Are Flatter Companies more efficient?

By simplifying structures, developing and empowering employees, and focusing the decision-
making process on business impact, flattening companies has shown to enhance efficiency

The “Great Flattening”: Organizational impact

* The “Great Flattening” reshapes how companies operate by cutting layers of management and redefining managers’ and
employees’ roles and responsibilities, which requires different skill sets and mindsets

= Coaching & enabling role, trust-
building with the team vs. controlling

= Matching of new generation Shift in
preferences for autonomy management role
and skill growth Cultural Shift in " Empowerment of
= Matching of preferences alignment employees’ role employees, closer to value

P ) creation
for “non-managing” roles

Organizational impact

* |ncreased focus on
expertise and team
collaboration

= Growing importance of Cultural Shift of
transparent communication transformation company’s focus

= Process agility and adaptability

. - Cost-efficiency
= |nnovation-focus and resilience

(adaptation during crises)
= Reduced overhead, streamlined
decision-making, better use of resources

Sources: “How The Great Flattening Could affect your workplace”, Forbes (Jan. 2025)
— “Fitter, flatter, faster [...]”, McKinsey & Co (Aug. 2020) — Smart Pharma Consulting
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ASmart Pharma 4. How to attract & retain Young Generations?

While several companies played the “fun card” to attract & retain Young Generations,
they soon realized it did not engage collaborators on the long-term

Beyond foosball: Rethinking how to attract & retain Young Generations

= Post-pandemic trends to attract & retain Young = However, studies have shown that although perks are nice-
Generations tend to focus on the “foosball effect”: offering to-have, they do not drive long-term engagement...

erks to show the “cool attitude” of the compan
P pany = _..and even produce a countereffect, as younger employees

= |tis based on the idea that younger people value the started to associate companies offering such perks to
work...

* The short-term excitement of entertaining perks is only a
superficial commitment, and it does not meet Young

= ... but also, that they need to be convinced to work from S
Generations’ wishes such as:

the office rather than from home
— Aclear career path
* The most common trends were proposing foosballs, ping

. — A trust-based environment and leadership
pong tables, rest rooms, free snacks or monthly team dinners

— Connection to the company’s vision and purpose

Perks > Short-term appeal Purpose > Long-term retention

Sources: “2025 Gen Z and Millennial Survey”, Deloitte (2025) — Smart Pharma Consulting
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Smart Pharma 4. How to attract & retain Young Generations?

CONSULTING

Across generations?, employees value meaningful work, flexibility
and a sane, supportive work environment

What do Younger Generations value?

Ethical leadership & Purpose Flexibility & Work-life balance

= Alignment with personal values = Flexible options (e.g., remote working,
flexible workhours):
= Prioritization of corporate transparency
and ethical business practices: — 73% of Gen Z workers would leave a
job without flexible options
— 81% of Gen Z applicants ranked it as a
top priority in their choice factors — Gen X workers and Baby Boomers

consider it a top priority when

= Commitment to social responsibility (CSR) choosing a job

Individual Wellbeing Autonomy & Independence Security & Stability

= Healthy management styles and = Roles offering both autonomy and * Long-term employment prospects
work environment collaboration opportunities (especially for Gen X)

= Respect and recognition of the

) . = Career opportunities: 75% of
employee’s commitment

= Resources to manage stress and

well-being . Millennials would leave a job due to
= Flat structure: more independence limited career opportunities
Sources: MarshMcLennan (Mar. 2024) — iHire study (2024) — “The Changes in 1 Timelines of generations, as defined by the Pew Research Center: Baby Boomers (1946-1964), Generation X (1965-1980),
Generational Values”, Johns Hopkins University (2022) — Smart Pharma Consulting Generation Y / Millennials (1981-1996), Generation Z / Zoomers (1997-2012), Generation Alpha (2013 — mid-2020s)
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Smart Pharma 4. How to attract & retain Young Generations?

CONSULTING

Balancing personal, organizational and role purpose allows employees
to experience fulfillment and engagement towards their work and their company

The Workplace attraction & retention equation

= Attracting & retaining Young Generations requires to offer an equilibrium between personal goals, role, responsibilities and
alignment with the company’s mission

= Alignment with personal values, = Feeling that the work contributes
principles and passions to self-development and long-term
= Opportunity to develop skills in an goals
area that matters to the individual = Flexibility and work-life balance
Personal purpose “Sweet spot” of Young Generation
engagement
= Recognition of achievements v = Clear long-term mission

Measurable impact of each individual role » Commitment to social, environmental

Organizational o
Role purpose or community issues

= Autonomy enabling empowerment purpose
* Trust-based leadership embodying the
company’s values and principles

Opportunity to develop and use skills in a
way that matters to the company

Sources: “Build the life you want”, Brooks & Winfrey (2023) — Smart Pharma Consulting
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ASmart Pharma 5. How will Generative Al impact skills?

Generative Al rapidly integrated itself in everyday life and work,
and is rapidly transforming the way employees work, redefining the skills they need

The rise of Generative Al

= Generative Al (or GenAl) are systems capable of generating new content (e.g., text, images, audio, video, code), and even
ideas, by learning from existing data and prompts

= GenAl has been popularized thanks to free, open-to-all systems such as:

— ChatGPT (Open Al), Claude (Antropic): text generation c@w %Me

— Dall-e (Open Al), Midjourney (Midjourney): image generation @ DALL-E }\_’h‘:)é,\“""“'“”
— MurekaAl (Kunlun Tech): music generation A4 Mureka

= Hailui Al (MiniMax), KlingAl (Kuaishou): video generation @ Hailuo Al K|;€AI
— GitHub Copilot (GitHub & Open Al): support for coding

= This rapid adoption across industries led to Al tools becoming part of everyday life and work:
— Global use of GenAl by companies increased from 20% in 2017 to 78% in 2024
— The GenAl market is expected to double between 2024 and 2030, driven by the USA and China

= Thus, GenAl opens new possibilities (e.g., how work is done, creativity hacks, problem-solving aptitudes) and raises
questions about the future of work and associated required skills

Sources: “Global 2025 predictions report: GenAl [...]”, Deloitte (Nov. 2024) —
ChatGPT press release (Nov. 2023) — Smart Pharma Consulting
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ASmart Pharma 5. How will Generative Al impact skills?

If generative Al facilitates and accelerates the gathering of insights, their interpretation
and the related decisions made require skills to give meaning to Al-generated outputs

Skills evolution required to adapt to Generative Al

The Skills Index! = Knowing x Understanding x Behaving

is a tool structuring the development of skills around 3 key components which can be used
to analyze the impact of GenAl on employees’ complementary required skills

Precision — Reliability — Relevance In-depth & robust analysis High-value added tasks

(] = Accelerates data research and = Analyzes large datasets = Automates repetitive tasks or

<é’. content creation = Identifies patterns structured processes

" . izesi . : = Gener rafts, models an I

(G Summarizes in a structured = Provides some explanations Gene atfes dra ts., ode s'a d tools
- manner and quickly these data = Follows instructions consistently

v - Al literacy: knowing Al tools — Interpretation and fine-tuning of - Creativity: solutions based on refined

= available and their specific Al-generated insights according Al-generated data and analyses,

; capabilities and limitations to the context and the objective translation of ideas into actions, etc.

21 > Critical thinking: systematically (e.g., strategic, tactical, — Decision-making: exercising judgment

=] checking relevance, reliability organizational) and taking responsibility

o ! . . . -

‘az) and accuracy of the content — Connect suggestions made to - Adaptability: continuous upskilling /
— generated other knowledge and experiences reskilling to complement GenAl tools
Sources: “Be a Smart Manager”, Smart Pharma Consulting (2017) — Smart Pharma Consulting 1s also called “Smart Index” and has been developed by Smart Pharma Consulting
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ASmart Pharma 5. How will Generative Al impact skills?

To work well with generative Al, one must learn to guide it effectively, evaluate its outputs
and add creativity and judgement to link it with one’s objectives

How to (better) work with Generative Al

= Learn prompt engineering
(structured, precise questions
to have Al meet your needs)

= Develop the skills Al
cannot replicate (yet):
originality, storytelling,
persuasion, etc.

= Critically evaluate
outputs: check
accuracy and

Communicate Evaluate relevance of answers
How to Work = Check for Al bias

with GenAl = Cross-verify content
with additional
reliable sources

Collaborate

= Stay updated on best

practices and new tools = Treat the Al tool as an assistant
= Learn how to efficiently integrate = Combine its speed with your
Al tools into your workflow intuition, knowledge and creativity

Sources: “Will GenAl replace us or help us evolve?”, Tsipursky (Jul. 2025) — The effects of GenAl
on productivity, innovation and entrepreneurship”, OECD (Jun. 2025) — Smart Pharma Consulting
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Smart Pharma

CONSULTING

Consulting firm dedicated to the pharmaceutical sector operating
in the complementary domains of strategy, management and organization

Management Insights Series

= The Management Insights Series has in common to:
— Be well-documented with recent facts and figures
— Highlight key points to better understand the situations

— Determine implications for key stakeholders

= Each issue is designed to be read in less than 20 minutes and
not to exceed 20 pages

Smart Pharma Views on Management
PART 1 -5 KEY TOPICS

= Smart Pharma Consulting covers 5 key topics related to
management, with pharma-related examples:

1. How to set & meet Strategic Objectives?

2. Isthere value in Corporate Value?

3. Are Flatter Organizations more efficient?

4. How to attract & retain Young Generations?

5. How will Generative Al impact skills?

Smart Pharma Consulting Editions

= Besides our consulting activities which take 85%
of our time, we are strongly engaged in sharing
our knowledge and thoughts through:

— Our teaching activities in advanced masters
(ESSEC B-school)
— Training activities for pharma executives

— The publication of articles, booklets, books
and expert reports

= Qur publications can be downloaded from our website:
— 43 articles
— 72 position papers covering the following topics:
1. Market Insights 5. Marketing
2. Strategy 6. Sales Force Effectiveness
3. Market Access
4. Medical Affairs

7. Management & Trainings

= Qur research activities in pharma business management and our
consulting activities have shown to be highly synergistic

= We remain at your disposal to carry out consulting projects or
training seminars to help you improve your operations

Best regards

Jean-Michel Peny

38, Avenue Felix Faure— 75015 Paris — France ® Tel.: +33 6 11 96 33 78 ¢ E-mail: jmpeny@smart-pharma.com ¢ Website: www.smart-pharma.com
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