BY KIM RIBBINK

eading a generics company today is a very
different undertaking compared with a few
‘ years ago. Once considered interlopers in
the pharmaceutical industry, generics com-
panies are now big business and are playing a
leading role in healthcare decision making.
And Sandoz, a Novartis company, is one of
the largest of the new breed of generics com-
panies, second only to Teva. But while the
company has been building steadily since the
acquisition and integration of Hexal in 2005,
there was a need to take a bigger-picture per-
spective to ensure future growth.
Enter Jeff George, an executive with a
strong understanding of business and chang-
ing market dynamics. His career spans the
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gamut, from consultant to retail executive to
leadership roles within Novartis Vaccines and
Novartis Pharma. Mr. George has demon-
strated an ability to generate new ideas and
build teams, partners, and profits.

In a very short time, he has set the direction
for Sandoz and made some key changes to posi-
tion the company for growth and prepare it to
play a bigger role in the global healthcare con-
tinuum.

From the start, Mr. George outlined four
priorities for the company: employ great peo-
ple, galvanize growth, drive operational pro-
ductivity, and build a winning culture. (To read
more about Mr. George implemention of these
priorities, please see the bonus online text.)
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Drawing on a diverse and
business-focused background,
JEFF GEORGE is working to
make Sandoz an innovator in the
generics business, not only with
its products but also with the
way it builds teams and partners
with other organizations and
governments.

He has achieved a good deal of success
already and has set ambitious goals for the
company.

“Today, Sandoz is the No. 2 global gener-
ics company,” he says. “We aspire over the
midterm to become the best generics compa-
ny in the world.”

On-the-Job Training

In the red-hot, competitive space of gener-
ic pharmaceuticals, the ability to think quick-
ly and adapt to changing environments is cru-
cial. Mr. George’s eclectic background has
provided him with invaluable skills for run-
ning a company in a volatile environment.



While spending one’s
career in one industry has
distinct advantages in terms
of depth of knowledge, Mr.
George says being involved
with a variety of businesses
— healthcare consultant,
HMO, telecommunications,
consumer goods, and retail
— has given him the ability
to see the big picture and
find alternative solutions.

“These experiences
helped to open my mind to
different trends and ideas,”
he says.

In particular, Mr. George
credits his time with McK-
insey, a management con-
sulting company, for help-
ing him learn more about
problem solving and man-
aging high-performing
teams.

“When you're leading or
managing an organization, there’s a mass of
data that need to be distilled to isolate what
the key issues and drivers are; then one has to
figure out how to structure an approach to
tackle those issues,” he says. “It’s equally
important to understand what the implica-
tions are for the business and determine how
to take advantage of that information to drive
success.”

Managing a staff of talented individuals at
McKinsey taught Mr. George the value of
providing people with enough space to do
their jobs, which was very helpful when it
came time to direct diverse and talented teams
at Novartis and Sandoz.

“Bringing together bright people with a
mix of skills and talents is critical to any busi-
ness success,” he says. “So, too, are establish-
ing a strong sense of teamwork, employing
good communications skills, and building
alignment around concepts.”

Mr. George’s team-building skills were put
to the test during his tenure at Gap Inc., the
global clothing retailer.

“To help the organization expand, take its

brand overseas, and build
strategic alliances, it was
essential to set a vision and
put together strong cross-
functional teams — in this
case, bringing together peo-
ple across merchandising,
marketing, production,
sourcing, finance, real estate,
as well as all of the other ele-
ments of the business,” he
says. “When I moved to
Novartis Vaccines, although
this was a new field for me, I
was able to draw on my pre-
vious experiences to
strengthen the team and
help turn around the busi-
ness.”

Two internships in pri-
vate equity gave Mr. George
exposure to managing risk
and assessing the value of
assets, as well as developing
a deeper insight into market
dynamics, competitive landscapes, and indus-
try and company attractiveness.

Mr. George also has been able to draw on
his studies in international relations and
emerging markets to understand the thinking
of stakeholders, not only on the business side
but from governmental perspectives. These
insights are particularly valuable in the gener-
ics arena, where a high number of negotia-
tions are done with governments.

“One example is the work Novartis Phar-
ma did in other countries, such as the Philip-
pines, where we developed specific branding
and pricing for the government sector, which
helped increase access to medicine,” he says.

Overcoming Challenges

When Mr. George moved from the retail
industry to Novartis Vaccines, he took over a
mixed team in terms of performance. Within
a year he made a number of changes, with
eight of his 12 direct reports new to their roles
at the end of this time.

“I was responsible for about 25 markets —
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JEFF George

€ € | believe there is a SYMBIOSIS WITHIN THE OVERALL
HEALTHCARE ENVIRONMENT BETWEEN GENERIC
COMPANIES AND ORIGINATOR COMPANIES whereby a
reduction in cost allows governments and societies to

reinvest some of those savings back into innovation. 33

from the United Kingdom and Ireland to
Russia to the former Soviet states, though our
presence in many countries was sub-scale,” he
says. “Early on we replaced the division heads
for Russia, France, and Spain, and we hired
new functional heads for human resources,
finance, strategic planning and business
development, and legal.”

While the group had good assets, it had
short-term constraints, and Mr. George need-
ed to set the vision for the department’s direc-
tion.

“There are so many people here at Novar-
tis and Sandoz who know so much more than
1 do with respect to specific functional or tech-
nical expertise,” he says. “It was essential that
I learned from them and synthesized what the
key challenges are, what the big opportunities
are that we can take advantage of, and how to
organize the company to go after those.”

His accomplishments were quickly recog-
nized, and he was asked to move into Novar-
tis Pharma as head of Middle East, Africa,
Southeast Asia, and Commonwealth of Inde-
pendent States (CIS) to jump-start growth. In
this role, Mr. George was responsible for a
division with about $1 billion in sales and
3,000 people across 65 countries.

“My job was to set the vision for growth
and restructure parts of the division to get it
flatter and leaner,” he says.

The results spoke for themselves, and after
just eight months in the job, he was asked to
take on an even bigger role as CEO of Sandoz.

The Challenge of the
Generics Market

What excites Mr. George about the gener-
ics business is the ability to ensure increased,
global access to high-quality, affordable
medicines.

“We operate in 130 countries and our
medicines are affordable to about 90% of the
world’s population,” he says. “To me, that’s far
more meaningful compared with developing
better handbags, for example, because there’s
a real feeling of social responsibility. I believe
our mission has to go beyond satisfying only
our shareholders — of course they are impor-
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JEFF George

€ € Bringing together bright people with a mix of skills and talents is
critical to any business success. So, too, is ESTABLISHING A STRONG
SENSE OF TEAMWORK, EMPLOYING GOOD COMMUNICATIONS

tant since they provide us with the capital to
do what we do — we have to be dedicated to
our communities, various stakeholders, and
particularly our employees. If we create a great
place to work and a culture that excites, ener-
gizes, and inspires our people, they are going
to bring that energy to patients, physicians,
payers, and all of the stakeholders we work
with.”

Mzt. George understands full well the chal-
lenges the generics industry and Sandoz face
in the coming years.

Firstly, generics companies deal with even
greater competition than original pharmaceu-
tical manufacturers because there is no patent
protection.

“As a result we see high price erosion,
amounting to hundreds of millions of dollars
of lost profits every year,” he says. “We have to

A VARIED OUTLOOK

SKILLS, and building alignment around concepts. 39

make that up through new volume growth,
new product launches, and managing our
costs in a very responsible manner.”

Secondly, a significant challenge is the
same one the rest of the industry is facing —
a difficult regulatory environment. Under-
staffing at the Office of Generic Drugs within
the FDA has led to a huge backlog of abbre-
viated new drug applications (ANDA:G), creat-
ing a slowdown in approvals. Review and
approval times have gone from an average of
16 to 18 months a couple of years ago to 22 to
24 months today.

This creates a twofold problem. One prob-
lem is price erosion — often to the order of a
99% price reduction from the originator price
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— generics companies depend on having new
product launches. A second problem relates
to the bottleneck that prevents new generic
medicines from being produced, which
means cost-effective medicines aren’t getting
to patients. As the recession impacts indus-
tries and governments around the globe, the
pressure is on to cut more and more costs in
all areas, including healthcare. Generics, Mr.
George notes, have the potential to be part of
the cost-saving equation, but this depends on
the regulatory process.

“It has been shockingly silent within the
legislative branch, as there hasn’t been much
additional funding, if any, for the Office of
Generic Drugs,” Mr. George says.

Thirdly, another challenging element in
generics is more technical in nature. Tradi-
tionally, generics have been small-molecule,
oral dosage tablets.

“Developing and manufacturing these
types of products at low cost is far less com-
plicated than some of the products we’re now
investing in, including injectables, where we
have $800 million in global business, and
biosimilars, where we're the pioneer in what
are called follow-on biologics in the United
States,” Mr. George says.

While the biosimilars, injectables, and
asthma inhalables — another area that Sandoz
is moving into — are more difficult, costly,
and time-consuming to develop, the longer-
term trade-off for the company is key.

“These products often cost thousands and
thousands of dollars a year for patients, and
finding a more affordable way to provide
these medicines is a big part of the answer
from an access perspective,” he says.

Cost also has huge ramifications for gov-
ernments. As the Obama administration
looks at cost savings, healthcare will be a pri-
ority.

“The United States spends 16% of its
GDP on healthcare, while Singapore spends
about 4%,” Mr. George says. “The new U.S.
administration recognizes that healthcare
costs have exploded and is looking at how to
cut back on those costs. I think a big part of
the solution is generics and providing
patients with access to affordable medicines.
Of course, this means that there are no bot-
tlenecks in the system and that there is an
infrastructure in place to support that cost
reduction.”

Mr. George counters the critics of the



How can patients give physicians confidence?
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JEFF George

generics industry by stating that generics pro-
vide a catalyst for innovation.

“Because pharmaceutical companies know
their products will lose patent protection, this
creates a sense of urgency to innovate and cre-
ate new medicines in new areas,” he says.

Moreover, the money saved from reducing
the cost of medicines can, and should, be used
to take research to the next stages, Mr. George
continues.

“Most people focus on the cutthroat com-
petition of generic companies versus pharma
companies, but I believe there is a symbiosis
within the overall healthcare environment
between generic companies and originator
companies whereby a reduction in cost allows
governments and societies to reinvest some of
those savings back into innovation,” he says.

Mr. George’s strong communication and
business skills certainly come to the fore in

LIFETIME OF MENTORSHIP

helping Sandoz meet and overcome many of
the challenges the company faces. For exam-
ple, he and his leadership team have conduct-
ed fruitful negotiations with Chinese govern-
ment officials and health authorities to
improve the market environment for the
high-quality generics produced by Sandoz.
Currently China’s market is dominated by
low-quality, low-cost generics, and the coun-
try is eager to advance healthcare. Sandoz has
the potential to play a significant role in this
regard.

Generics is clearly a global business, and
one advantage Mr. George has over many
other executives in leading such an organiza-
tion is his multicountry upbringing.

“As a child I spent three years in Belgium;
I lived in Paris for a time in high school,
which allowed me to improve my French; in
college I lived China, which gave me the

COMMUNITY SERVICE AND GIVING BACK ARE IMPORTANT TO JEFF GEORGE, CEO OF
SANDOZ.FROM VERY EARLY IN HIS LIFE, MR. GEORGE HAS BEEN ACTIVELY INVOLVED IN

MENTORING YOUTH.

Mr.George draws on a quote from Mari-
an Wright Edelman, an American activist for
the rights of children and founder of the
Children’s Defense Fund, to sum up why
mentoring has been so important to him:
“Service is the rent we pay to be living. It is
the very purpose of life and not something
you do in your spare time.”

Mr. George says his family provided him
with unique and diverse opportunities: he
lived in other countries, he got a great edu-
cation, and he grew up in a safe and nurtur-
ing environment, all of which left him with a
sense of responsibility to give back to those
less fortunate.

“lwas about 18 when | did some work for
the Chicago Housing Authority in Cabrini
Green, which was effectively the projects in
the south side of Chicago,” he says.”"We were
sent to obtain apartments because the
authority was underfunded and couldn’t do
that itself;| was overcome by how run-down
these apartments were, the squalor, the
smell of filth and urine, kids running around
unaccompanied at 2 and 3 years old.

“There was a little kid named Danny who
used to play with me,” Mr. George continues.
“He would come around and watch us paint; |
spent a lot of time with him when | was there
that summer. Half of his body was burnt
because his mother had left a cigarette on the
couch, and he had to wear a bodysuit. When |
left Cabrini Green, | gave Danny a hug and told
him I'd be in touch; we wrote letters for a while
and I'd send him African-American literature
and poetry books | found inspiring.”

In his first year in college, Mr. George
learned that the same young boy, Dantrell
Davis, was killed in a crossfire between rival
gangs.

This experience left him thinking about
how he could make a difference.

“We can have so much impact on the lives
of these young people by just providing love
and being a role model,” he says.“Those expe-
riences really solidified my commitment to
kids, especially to underprivileged kids.”

Mr. George has also actively worked with
Big Brothers Big Sisters.

“When | was a business analyst, | spent time

opportunity to study that country’s political
economy and industrial history and develop a
much better understanding of East Asia; and
then I had a chance to work in South Africa
and spent a good bit of time in sub-Saharan
Africa,” he says. “I think those experiences,
coupled with having had operational roles in
Europe and emerging markets with Novartis,
have allowed me to understand a broad scope
of cultural nuances.” 4

PharmaVOICE welcomes comments about this
article. E-mail us at feedback@pharmavoice.com.
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mentoring a little brother who had been sex-

ually abused by his father at a young age,”he
says.”l spent a lot of time with him when he
was 11 or 12.1 also served on the board of
Junior Achievement in San Francisco.”

Today, the long hours spent at work and
having his own young family — his wife
and their 2-year-old daughter — have limit-
ed how much time he has for outreach
activities.

“I continue to be very committed to
youth mentoring, and | would expect that
when | have a bit more time I'll go back to
these causes in a bigger way,” he says.”This is
more than a thread in me; it's a big part of
who lam.”
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BY KIM RIBBINK

hen JEFF GEORGE ook the helm at Sandoz, he knew he had to build an energetic, lean
organization, one that could take up the challenges that lay ahead. To that end, he established four
priorities: people, growth, productivity, and culture.
“The first goal was to ensure we had the right people and the right talent, so I assessed the lead-
ers throughout the organization, as well as our organizational structures,” he says.
Mr. George has brought some key talent with him from Novartis Pharma, where he
was before his appointment at Sandoz.
SANDOZ’'S THERAPEUTIC “Two of my top-performing leaders from emerging markets in pharma came over;
one to run the Central and Eastern European business and one to run the Middle East
and Africa region,” he says.

The Sandoz portfolio covers both Another key recruit has been Christine Mundkur to head Sandoz’s North Ameri-
blockbusters and niche products for all can business and serve as U.S. CEO.
major therapeutic areas, in particular: Ms. Mundkur previously was CEO of Barr Laboratories, a $2 billion global gener-
ics business.
ANTI-INFECTIVES “Another change we made early on was to bring the organization a lot closer to cus-
CARDIOVASCULAR SYSTEM tomers and flatten our structures,” Mr. George says.
CENTRAL NERVOUS SYSTEM He explains that in the past there had been one single region spanning Asia-Pacif-
GASTROINTESTINAL SYSTEM ic, Latin America, Turkey, and Canada, all based out of Holzkirchen, Germany.
HORMONE THERAPY “This model made little sense from a customer standpoint; so we decided to reor-

ganize and have region heads based in Asia-Pacific, Latin America, and the Middle
East and Africa,” he says.

The second area of emphasis for Mr. George was to focus on growth. This meant
working to restore the U.S. business after a challenging 2008; ramping up growth in
emerging markets; supporting Sandoz businesses in developed countries such as Japan,
Italy, and France, which have not yet fully had their generic industries take off; and

MUSCLE AND SKELETAL SYSTEM
ONCOLOGY

RESPIRATORY SYSTEM
SYSTEMIC ANTI-INFECTIVES
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JEFF George

SANDOZ'S TOP 10 GENERIC

investing in difficult-to-manufacture areas with
potentially larger returns, such as biosimilars,
injectables, and inhalables.

The third area is around productivity and keep-
ing the organization lean.

“We are always assessing the mix of what mar-
kets and functions merit further investments and
where we need to cut back and restructure,” Mr.
George says. “We need to keep our costs in line. If
we’re uncompetitive from a pricing perspective, we
can no longer compete with very aggressive generic
companies that do a better job of keeping their cost
structures lean. As a result, we not may not be able
to bid for certain contracts in low-priced areas,
which takes our volumes down, resulting in our
costs per unit going up; at the end of the day this
means we're going to be less able to provide afford-
able medicines. By managing our cost base, we can
keep our prices low for customers — patients, physi-
cians, governments, etc. — and this creates a win-
win for everyone. We can reinvest and create more
jobs and expand our presence.”

The fourth priority is around culture. Because
this has the potential to become overwhelming, Mr.
George has sought to keep the vision simple, focus-
ing on external orientation, sense of urgency, and
accountability.

“Before I assumed my role at Sandoz, my obser-
vations were that the company had great people and
leaders, some amazing development and manufac-
turing capabilities, some good managers and leaders,
but from a culture standpoint it was internally ori-
ented,” he says. “For a time, the focus was on inte-
grating Hexal into the business, so the goals were to
strengthen the foundation and the company had to
be focused internally. When I joined, the time was
right to focus externally on our customers and our
competitors and learn from them.”

To that end, Mr. George has helped to galvanize
a sense of urgency within the organization.

“This doesn’t mean running around trying to do
27 things in a day; rather, it means having a calm
and focused understanding of what the critical fac-
tors are to accomplishing our goals and to moving us
closer to fulfilling our mission,” he says.

Boiling it down, Mr. George says, this means
paying clear attention to what needs to get done and
getting managers throughout the world to under-
stand how goals can be accomplished sooner rather
than later and with a sense of optimism.

Mr. George has helped build a culture that is per-
formance-driven and focused on results and account-
ability.

“We had to make some tough choices on people,
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and some people in senior positions have left the
organization,” he says. “Achieving our vision
also requires having a greater focus on what we
do day to day. So we've instituted weekly sales
calls with our commercial teams and monthly
performance meetings with the seven regions
and the eight functional areas that report to me.
We discuss in-depth what’s working, what’s not
working, and what we need to do differently.”

Above all, he says, a leader has to walk the
talk and recognize achievements with praise.

“Managing performance is not all about say-
ing ‘you need to do a better job;’ it’s more often
about saying, ‘great job,” he says.

Instituting a sense of teamwork has been key,
he says.

“We are breaking down silos across the orga-
nization; we are working more cross-functional-
ly; and we have the right project leaders who
bring people together,” he says. “If people under-
stand the vision and are aligned behind the
vision, this fosters and engenders teamwork.”

From basic molecules to finished
medicines

Sandoz has an especially high level of know-
how in anti-infectives, which is based on decades
of experience, particularly in producing interme-
diates. The wide range of products covers the var-
ious stages of the production process, from basic
molecules to finished medicines.

Leading the way in biosimilars

Sandoz has long been a biotechnological com-
petence center within Novartis, and the compa-
ny is now playing a pioneer role in the emerging
biosimilars market. Following the precedent-set-
ting launch of human growth hormone Omni-
trope in 2007, Sandoz launched the first complex
biosimilar (anemia medicine epoetin alfa, or Bin-
ocrit) in the European Union.

Every stage covered

The company’s activities cover every stage of
the pharmaceutical production process, from
compound synthesis through to enhancement of
preparations, production, and distribution. The
company seeks to combine everything it does to
the highest standards with a strong customer
focus. Sandoz focuses on uniting low prices with
top quality to fuel success. 4
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