
0 C
o
p
y
ri

g
h
t 

©
 2

0
2
0
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.



1 C
o
p
y
ri

g
h
t 

©
 2

0
2
0
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.

Changing societal context for business in the 20s

Escalating 

investor and 

social activism

Higher bars on 

rights to operate

Radical 

transparency on 

"ESG" performance

Investors skew 

capital

Powerful 

purpose

Good products 

doing good

Collaboration for

collective action
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1. Environmental Social & Governance 2. BCG found that performance on expanding access to drugs was correlated to higher EBITDA margins (+8.2pp)
Source: Interviews, BCG Analysis

Increasing pressure from healthcare contex

Employees and future hires expecting a broader societal purpose

Investors integrating ESG1, performance into their investment decisions

Payers expecting Biopharmas to drive drug accessibility and affordability

Patients expecting Biopharmas to go “Beyond the Pill”

Communities asking Biopharmas to provide broad access to essential drugs

Public opinion placing Cos under scrutiny on their environmental & social footprint
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Growth of SRI Assets 2014–2018

From a changing attitude 
amongst investors …

Source: GSIR 2018

… to a real shift

“We are going to see evidence over the long term 

that sustainable investing is going to be at least 

equivalent to core investments. I believe 

personally it will be higher.”

(Larry Fink, CEO of BlackRock, 2018)

In 2018, global SRI assets 
accounted for >25% of total 

managed assets in the US and 
~50% in Europe

($T)

20182014 2016

18

23

31

+68%

Investors

“To prosper over time, every company must not 

only deliver financial performance, but also show 

how it makes a positive contribution to society.”

(Larry Fink, CEO of BlackRock, 2017)
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Healthcare 
innovations have 
been providing 

intrinsically 
positive value for 

societies for 
decadesHuman 

papillo-
mavirus 
vaccine
(2006)

CART-T
(2018)

Sofosbuvi
r

(2013)

PrEP HIV
(2012)

Shingles
vaccine
(2006)

Beva-
cizumab
(2004)

Ivacaftor
(2012)

Sitaglipti
n

(2006)

Elbasvir/
grazo-
previr 
(2016)

Afliber-
cept

(2011)

CCR-5
co-

receptor
agonist
(2007)

Nivoluma
b

(2014)

Crispr 
cas9 

(2015)

Measles
vaccine
(1963)

Bupren-
orphine
(1973)

SERM
(1966)

Beta-
blockers
(1965)

L-Dopa 
(1970)

1st 
combo 
chemo
(1958)

Contra-
ceptive 

pill 
(1960)

Factor 
VIII 

concen-
trate
(1968)

Salbuta-
mol

(1969)

Cipro-
floxacin 
(1961)

Thiazide
(1958)

Polio 
vaccine
(1955)

Mumps
vaccine

(1960-65)

Docetaxe
l

(1992)

Hib
conjugat

e
vaccine
(1987)

Synthetic
insulin
(1982)

ACE
inhibitors

(1981)

Pneu
monia
vaccine
(1975-

80)

HepB 
vaccine 
(1981)

Nicorette
(1978)

1st anti-
retroviral 

(AZT)
(1985)

Fluoxetin
(1983)

1st 
Mono-
clonal

antibody
(1986)

IFN-α2a
and 2b
(1986)

Statins
(1987)

Cisplatin
e

(1978)

Long-
acting 
insulin 
(2000)

HAART
(1995)

Metformi
n

(1995)

Anti-
CD20 
mAb

(1997)

Leuko-
triene 

blocker 
(1997)

Bivalirudi
n

(2000)

Imatinib
(2001)

PCV 
vaccine
(2000)

Trastu-
zumab
(1998)

Sildenafil
(1998)

IFN-β
(1995)

Glati-
ramer 

acetate 
(1996)

Anti
TNF-α
(1998)

1
9
5
5
-1

9
9
5

1
9
9
5
-T

o
d
a
y

A long history of practice
changing innovations
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5

Today: CSR set-up as

a side topic

Tomorrow: TSI/Sustainability 

fully integrated in Strategy

Source: BCG interviews and analysis

Shareholder

value

Total

Societal

Impact/

Sustainability

Corporate

longevity

Shareholder

value

Corporate

longevity

Shareholder

value

Corporate

longevity

Social

responsibility

Environmental

sustainability
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Total Societal Impact in HC is driven by 6 elements

1

26

5 3
4

1. Local provider being, e.g., physicians, wholesalers, hospitals, pharmacies

Local communities 

enablement (Capacity 

building of local

providers1, Education and 

awareness building)

Incentives alignment

between payers and

providers of HC services and 

products (targeting global 

economic value)

Improved Patient well being, 

(Product's safety, Enablement, 

Lifestyle improvement)

Focused and Ethical 

investment performed to

drive innovation (incl.

animal testing)

Increased access enabling 

patient the best possible cure 

where they live (incl. 

developing healthcare 

infrastructure) & affordability

Responsible value chain with 

zero impact for environment 

(incl. health & safety)
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Healthcare sectors are communicating hard on sustainability topics

1. List in which search engines present their results to help to minimize the time required to find information and the amount of information which must be consulted

Source: Factiva; BCG Analysis

# of

number of 

Factiva hits1

including 

sustainability 

topics

4 5

46

20192018 20202017

944

+940

7
1

44

202020192017 2018

1,151

+1,144

2
1

8

202020192017 2018

707

+705

17 25

125

2019

2,163

20202017 2018

+2,146236x 164x 354x 127x

Biotech MedTech Providers Pharma
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However the 
Health Care 

presents high 
opportunity of 

improvement in 
sustainability
vs. the other 

industries R
e
a
l 
E
st

a
te

C
o
n
su

m
e
r 

C
y
c
li
c
a
ls

U
ti

li
ti

e
s

Te
c
h
n
o
lo

g
y

C
o
n
su

m
e
r

N
o
n
-C

y
c
li
c
a
ls

B
a
si

c
 M

a
te

ri
a
ls

In
d
u
st

ri
a
ls

F
in

a
n
c
ia

ls

E
n
e
rg

y

41.9

H
e
a
lt

h
c
a
re

A
c
a
d
e
m

ic
 &

 

E
d
u
c
a
ti

o
n
a
l 
S
e
rv

ic
e
s

31.1

38.5
38.6

44.0 43.1
40.2

37.2
40.1

38.3

33.4

23.7

ESG 2016–2019 average median score per industry

Source: Refinitiv; BCG analysis

Overall 

median
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Even if average total score seems to be similar across the 
different Healthcare subsectors …

Source: Refinitiv; BCG analysis

31.1

PharmaAdvanced 

Med Equip 

& Tech

Managed HC

35.6

Biotech & 

Med Research

HC Facilities 

& Services

Med Equip, 

Supplies & 

Distribution

31.2
26.9

35.5 34.6
37.3

103 406 121 15 159 274
# firms in 

segment

~10pp 

difference 

top vs 

bottom HC 

subsectors

HC ESG 

median

ESG 2016–2019 average median score per HC subsector
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… and no HC segments showing strong prevalence of 
Sustainability champions …

Number of companies distribution according to ESG 2016–2019 average median score

% of 

companies 

with ESG 

score <50

Source: Refinitiv; BCG analysis

83% 97% 82% 67% 82% 80%

54
70

41
27

50 56

29

27

40

40

33 24

12 15

20

14 13
13

Med Equip, Supplies 

& Distribution

5 3

Advanced Med 

Equip & Tech

12

Managed HC

159

Biotech & 

Med Research

HC Facilities 

& Services

4 7

Pharma

103 406 121 15 274

76 - 100 0 - 2551 - 75 26 - 50
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… Pharma sectors accounts for the majority of top scores 
(7 out of top 10 companies) …

ESG 2016–2019 average median score per company

ESG 

score 

rank

Source: Refinitiv; BCG analysis

1 2 3 4 5 6 7 8 9 10

85.5 85.590.3 88.491.9 88.6 87.2 85.8 85.3 85.1

Advanced Med Equip & Tech Med Equip, Supplies & Distribution

Biotech & Med Research

HC Facilities & Services

Managed HC Pharma
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Patient's

Well-being

Local Communities

Enablement

Incentives

alignment

Responsible

value chains

Increased

access

Focused and

Ethical investment

… however no One still in the "Shape" position

Based on peers’ external reporting1

1. Hence, mainly determined by structured communication approach, with articulated impact on measured KPIs. Sources: Sanofi's Annual Report 2018; 
AstraZeneca Annual Report 2018; Novartis in Society Report 2019; Merck Annual Report 2018; GSK Annual Report 2018; Roche Annual Report 2018

License to operate Compete Shape

Initiatives to improve HC systems (e.g. IT systems); 

Ambitious education programs

Awareness raising campaigns (e.g. malaria); evidence-based 

solutions to support HC systems

Carbon negativity across 

supply chain-50% scope 1 & 2 target

Value/outcome-based approach for 

selected drugs; advocacy

Strong EU footprint; Stakeholders engagement

for cancer drugs pricing

Price cap; no patent in least dev countries; R&D focused 

on TB, Malaria & HIV and NTDs

R&D, donations and local capabilities strengthening for 

various diseases

Multiple digital interfaces to improve 

patient's exp.
Developing app to improve mental 

health for MS

Significant investments allocated e.g., initiative to add more 

than 275 megawatts of clean power to the electrical grid
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Access new markets

Expand the license 

to operate

Attract preferred capital

Reduce cost and risk and 

improve performance in 

value chains

Strengthen the brand and 

customer loyalty, build trust 

with consumers

Attract and retain the 

best talent

Text

TSI
create strong 
fundations to 
improve the

TSR

Improves business performance

Expands opportunity

Stimulate innovation
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In a review of 

200+ studies, 

industry reports, 

articles, and 

books we saw 

how TSI can boost 

performance

90% 

(26 of 29) of studies on the 

cost of capital indicate TSI 

standards contribute to lower 

cost  of capital 

88% 

80% 

(45 of 51) of studies show TSI 

practices result in better 

operational performance

(33 of 41) of studies 

demonstrate that good TSI 

practices positively influence 

stock price performance 
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15

Better TSI 
translates in 
superior TSR for 
Pharma and 
MedTech 
companies

Source: Capital IQ; Refinitiv; Company Reports; BCG analysis

ESG median score vs 3-year TSR

800

0

50 60 10070
-20

90

20

40

Abbott

J&J

Roche

Novartis

GSK

Philips

’16-19 avg ESG

Takeda

AbbVie

Shanghai 

Pharmaceuticals Merck
Medtronic

Sanofi

Pfizer

Fresenius

Siemens 

Healthineers
Becton 

Dickinson

3-year TSR

Thermo

Fischer

Pharma MedTech
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Italian HC companies need to broaden communication 
and implement measurable KPIs vs international peers

Low degree of 

communication on 

sustainability topics

Top Italian MedTech and 

Pharma companies 

registering <10 ESG topics 

hits in 2020 …

… whereas top 

international players 

register >4-6x hits (e.g., 

AstraZeneca, Novartis)

Listed HC companies 

ranked below 30th

position on ESG score

Pharma and MedTech 

listed firms (Recordati, 

Diasorin, Amplifon) have 

ESG score 50-65 range …

… whereas top 10 listed 

Pharma and MedTech 

companies register ESG 

scores >72 and >83

No concrete set of KPIs 

and target values for 

sustainability topics

Italian HC sustainability 

reports have general 

claims on improvement of 

ESG topics …

… whereas international 

peers have specific 

targets (e.g., carbon 

neutral within 2030)
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Italian Pharma and MedTech top companies register low levels of share of voice 
on environmental and sustainability topics

1. List in which search engines present their results to help to minimize the time required to find information and the amount of information which must be consulted
Source: Factiva; BCG Analysis 

MedTechPharma

9
8 8

3

No. of number of

Factiva hits1 including

sustainability topics

0

4 4

3 3

0
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Achieving TSI requires sustainable business model 
innovation and transformation

Own the 

origins

Own the 

whole cycle

Expand 

societal 

content

Expand the 

chains

Re-localize/

regionalize

Energize 

the brand

Build cross-

sector
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10 key success factors make TSI a scalable & profitable 
proposition

Source: BCG interviews and analysis 

Strategic

direction

and activities

Structural

factors

Supporting actions

Strong Board & CEO leadership

Clear vision, practical ambition & cohesive narrative

Clear business case

Portfolio of high-impact, scalable initiatives

Strong partnerships to amplify impact 

Measurable, clear goals & 

tracking mechanism  

Focused stakeholder 

engagement & 

communications

Clear embedding of 

TSI/Sustainability into 

investor engagement

Strong governance & org structure

Defined responsibilities & incentive structure

1

2

3

4

5

6 7 8

9

10
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