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Executive Summary
As the Gross-to-Net (GTN) bubble grows, prompting 
increased stakeholder scrutiny on GTN analytics, 
GTN automation is becoming the wave of the future. 
Although many manufacturers would like to automate 
their GTN processes, there are many obstacles in the 
way. In most organizations, GTN is still a highly manual 
process with data often split over several departments 
and budgets. 

These disparate datasets could make it virtually 
impossible to complete forecasts of sales deductions, 
which has a trickle down effect on true-ups, potentially 
backlogging information by months. This greatly impacts 
the Contracting and Sales organizations, and the lack of 
audit controls puts financial reporting accuracy at risk. 
Ongoing policy changes and healthcare reform adds 
complexity to GTN and increases the need for flexible 
solutions and automation. Although resource limitations 
may exist in business and IT, the factors driving pricing 
trends that speed of growth of the GTN bubble are 
enough to build a business case for any Life Sciences 
manufacturer. 

The following report is sponsored by the Revenue 
Analytics Collaborative (RAC), which recently polled 
its 800+ members on their organization’s stance on GTN 
automation–whether they’ve embraced it, are on the 
fence, and what their barriers to automation might be. 

Topics include:
• Why automate GTN?
• What does GTN automation drive?
• Transforming risks into successful outcomes
 

Key Insights1

76% of RAC member 
companies do not have an 
automated GTN system in place.

Despite the growing gross-to-
net bubble, only 39% of those 
surveyed have a digital initiative 
in place.

Of those polled, the major 
obstacles in achieving GTN 
automation are: 
• 48% budget
• 33% time and effort to 

implement
• 19% GTN processes over 

multiple departments and 
budgets
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Why Automate GTN? 
An end-to-end cross-functional GTN automation system 
based on GTN best practices can master business challenges 
such as GTN process compliance issues and quantitative 
challenges around pricing impacts on best price and price 
protection. In the RAC survey, 19% of respondents stated that 
one of the reasons GTN automation is so hard to implement 
company-wide is that GTN processes are spread over multiple 
departments and budgets.1 For precisely this reason, it’s 
critical to establish a business case for GTN automation. As 
the GTN bubble grows, a need for a company-wide financial 
automation system becomes a necessity.

A recent data analysis from Drug Channels shows 
significant gaps between list and net price changes  
in 2020:2

• Prices for brand-name drug prices dropped. For 2020, 
brand-name drug list prices grew by the low-single digits 
for all six companies. However, net prices declined at five  
of the six manufacturers—and grew by less than 1% at the 
sixth company.

• The unweighted average gross-to-net gap in prices was 
-6.0%. For 2020, list prices grew by 2.9%, but net prices 
declined by 3.1%. Gross-to-net differences ranged from 
-2.2% to -9.5%.

• Drugmakers sold their products for less than half of the list 
price. The unweighted average discount off list was 51% – 
or half price. The weighted average brand-name portfolio 
had list-price discounts of 45.5% to 50%.

In fact, average net prices at the large drugmakers have 
declined in four of the past five years.2 Therefore, if Life 
Sciences manufacturers are simply estimating their GTN 
accruals, reporting, or analytics, they could be leaving a lot of 
revenue on the table. This not only hurts the bottom line, but 
has a trickle-down effect on patients, who can end up paying 
more than they should for therapies and medications.

Gross-to-Net Bubble 

The dollar gap between gross 
sales at brand-name drug 
list prices and their sales at 
net prices after rebates and 
other reductions. “Bubble” 
characterizes the speed and 
size of growth in the total dollar 
value of manufacturers’ gross-
to-net reductions.2
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The real challenge of GTN centers around data aggregation and analysis. For larger Life Sciences 
manufacturers, having an automated financial tracking system in place is imperative to handle their 
complex GTN processes successfully. Smaller manufacturers might be content with using Excel-based 
models and unaware of how the maturity of their GTN processes could affect company performance.

Regardless of company size, if a market access platform has a GTN component that is flexible enough 
to drive projections at a level of specificity that matches the level of variability and allows for both 
top-down and bottom-up projections, then they are in a better position than the 76% of life sciences 
manufacturers polled without an automated system in place.1 If a market access platform cannot do 
that, manufacturers are exposed to risk. 

GTN Automation Helps Transform Risks into Successful Outcomes

Improved analysis 
capability; less 
data gathering

Improved 
forecast accuracy 
and confidence

Financial Compliance 
& Auditability

Seamless, 
automated data 
integration

Data disparities, 
integrity gaps, and 
scalability issues

• Data from multiple source systems, 
standardization, and integrity issues

• Scalability becomes an issue due to massive 
data volumes involved; spreadsheets and 
small scale systems get bogged down

Time-intensive, 
error-prone 
manual processes

• Manual processes work but are error-prone
• Spreadsheets requires refreshes, and 

manual operations at risk of mistake
• Automation ensures better data-supported 

judgment calls 
• Good processes should not depend upon 

the knowledge of a single expert

Variance between 
forecasts & actuals

• Inaccurate forecasts result in a wide 
variance between actuals and accruals

• Clear explanation or understanding of 
variances is not readily available

• Making cross-referenced data available 
to forecasters in marketing and finance 
helps improve pre-period forecasts 

• Better forecasts improve bottom-line 
and investor confidence

• Sarbanes Oxley (SOX) compliance
• External stakeholder pressures
• Internal/external audit

Audit and 
Compliance 
Assurance

CRITICAL RISKS SYMPTOMS AUTOMATION OUTCOMES
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Work Smarter, Not Harder
It should be noted that the words “gross-to-net” is not only accounting, finance, and trending data. 
Gross-to-net, in today’s Life Sciences and specialty medicine environment, is everything related to 
revenue management. It starts upstream with pricing and contracting decisions and expands into 
understanding the larger market access strategy, customers, and patients, then actualizes itself in 
government pricing, rebate chargeback adjudication, and redlining of contracts.

Then, all of this data and information slides downstream into GTN financial statements, P&L, and 
balance sheet to make sure everything is appropriate, transparent, and auditable. This is why 
GTN specialists at many companies often find themselves as go-to source of knowledge for the 
operational, contracts and pricing, and finance team because they’re collecting all this information.

What are your most painful GTN lines?

Chargebacks

Managed Care, 
including Price 
Protection

Medicaid

Coverage Gap

Co-pay Programs

10%

43%

38% 

5%

5%

In our survey, when asked what the most painful GTN lines were, it was no surprise that Managed Care, 
Chargeback and Medicaid GTN line items such as claim level detail transactions were in the top 
three. These are labor-intensive processes that without the use of an automated system could take 
days to perform multiple filters against data extracts to obtain customer numbers for units, discount 
dollars, and admin fees before uploading to Excel.
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Which area of GTN would you most like to automate?

When examining which areas of GTN manufacturers would most like to automate, GTN accruals lead 
the responses by 35%. This is not surprising as better accruals accuracy leads to fewer adjustments 
and greater financial predictability, making forecasting, analytics, and closing the books easier.

This is of course assuming that the data being used is all accurate and of quality. If the data is 
trustworthy, then it could be extracted and automatically uploaded into a centralized database, where 
it can be transformed and summarized based on the needs of the user, becoming an invaluable tool 
for any organization.

0% 10% 20% 30% 50% 70% 90%40% 60% 80% 100%

15% 35% 20% 20% 10%

Data Collection and Reconciliation

GTN Accruals Calculations

GTN Reporting and Analytics

GTN Forecasting

GTN Deal/Contracts Analytics
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What Does GTN Automation Drive?
Accuracy, timeliness, and rapid insight come from having all of this information on a common data, 
analytical, and operational platform.

CRITICAL DATA SOURCES
Channel Data

Patient Services

Contracts & Pricing

Gross Price Common Accruals Net Price

Distribution
Discounts

Admin Fees

Patient
Assistance
Programs

Co-Pay
Programs

Government
Rebates

Payer
Rebates

Federal
Chargebacks

Commercial
Chargebacks

Examples of 
Distribution 
Discounts 
include:
- Wholesaler                          
fees
- Specialty 
distributor fees
- Specialty 
pharmacy fees
- Prompt-pay 
discount

Examples of 
Admin Fees 
include:
- PBM admin 
fees
- GPO admin 
fees
- Industrial 
Funding Fee 
(IFF)

PAP programs 
are often 
included in 
GTN financial 
analysis 
though they 
may be 
included in 
OPEX from a 
financial 
reporting 
perspective.

Co-pay 
program 
patient 
benefits are 
factored into 
gross-to-net 
while the 
admistrative 
fees to run the 
program may 
be covered by 
operating 
expenses 
(OPEX).

Examples of 
Government 
Rebates 
include:
- Medicaid
- State 
Supplemental
- Coverage 
Gap
- Tricare

Examples of 
Payer Rebates 
include:
- Commercial
- Part D Examples of 

Federal 
Chargebacks 
include:
- FSS
- OGA
- PHS/340B

Commercial 
Chargebacks 
include:
- GPOs
- Hospitals
- IDNs
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Conclusion
Given the diverse array of tasks, line items, and functional areas involved in day-to-day GTN 
processes, GTN automation remains a pain point for life sciences manufacturers. Adding to 
operational challenges is ongoing policy changes, healthcare reform, and increasingly complex 
distribution channels.

To successfully address these challenges, Life Sciences manufacturers need to establish a centralized, 
automated way to manage these data and processes. For many, this requires a necessary shift to a 
software solution to drive accurate GTN calculations involving accruals, forecasts, and accuracy.

It is important to note that without quality data, any automation effort will not succeed. To realize the 
most value, an organization should first make a detailed assessment diagnosing what issues they may 
have with data quality when choosing an automation solution partner that can help them overcome 
their challenges before implementing.

The goal of automation is to improve methodologies and mitigate risk starting within the financial 
team/function before rippling through the rest of the organization. By making informed decisions 
from quality data filtered through an automated platform, Life Sciences manufacturers will have a 
competitive advantage and be able to make better decisions company-wide.

Sources:
1. Revenue Analytics Collaborative. (2021). GTN Automation Survey. 

2.  Fein, A. J. (2021, June 25). Gross-to-Net Bubble Update: Net Prices Drop (Again) at Six Top 
Drugmakers (rerun). Drug Channels. https://www.drugchannels.net/2021/06/gross-to-net-
bubble-update-net-prices.html.

Authored by Jennifer Sharpe, Executive Advisor, Gross-to-Net & Revenue Analytics Collaborative
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About IntegriChain 
IntegriChain is Life Sciences’ data and application backbone for patient 
access and therapy commercialization. More than 250 manufacturers 
rely on IntegriChain’s ICyte Platform to orchestrate commercial and 
government payer contracting, patient services, and distribution 
channels. ICyte is the first and only platform that unites the financial, 
operational, and commercial data sets required to support therapy 
access in the era of specialty and precision medicine. With ICyte, Life 
Sciences innovators are digitalizing labor-intensive processes – freeing up 
their best talent to identify and resolve coverage and availability hurdles 
and to manage pricing and forecasting complexity. IntegriChain is 
backed by Accel-KKR, a leading Silicon Valley technology private equity 
firm. The company is headquartered in Philadelphia, PA, with offices in 
Ambler, PA; Somerset, NJ, Raleigh, NC, and Pune, India.


