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Executive Summary

Gross-to-Net (GTN) management has become one of the most
misunderstood yet mission-critical disciplines in life sciences.
Across pharmaceuticals, biotech, and medical devices, companies
face increasing complexity in rebates, chargebacks, returns, and
government pricing compliance. Yet, many organizations still rely
on fragmented systems and manual processes—limiting visibility
and control.

This white paper helps leaders assess where they stand on the
GTN maturity curve and outlines a clear, practical path to move
from any level to mastery. Whether you're just starting your GTN
journey or seeking to optimize a mature operation, this guide
provides a simple framework for progress—grounded in Results,
Simplicity, Flexibility, and Trust.

Understanding GTN Today

Gross-to-Net represents the true revenue a company retains after
all deductions—rebates, chargebacks, returns, and allowances. In
practice, GTN touches nearly every function: Finance, Market
Access, Contracting, and Commercial. As portfolios expand and
payer models evolve, GTN complexity increases exponentially.

Common challenges include:
[ Disconnected systems and siloed data

Manual reconciliations across rebates and chargebacks
Delays in accrual accuracy and forecasting

Limited visibility into true net margins

Compliance risks due to audit gaps and manual overrides

Many companies treat GTN as an accounting task rather than a
strategic capability. This white paper reframes GTN as a driver of
governance, margin control, and operational confidence—and
shows how to simplify it, step by step.

Complexity Simplified.
Your Results Amplified.
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Life sciences companies face five core challenges that consistently undermine GTN accuracy,

visibility, and profitability—each rooted in data, process, and organizational complexity

1. Fragmented and unreliable data

Accurate GTN depends on
connected data from finance,
commercial, and supply chain—but
many organizations operate with
siloed systems and inconsistent
inputs. ERPs, CRMs, and rebate tools
rarely align, forcing teams to
reconcile manually and reactively.

Why it matters: Without clean,
integrated data, GTN results lack
accuracy, timeliness, and
transparency—leading to poor
decisions and compliance risk.

2. Contract and regulatory
complexity

Pharma and life sciences operate
under overlapping rebate,
chargeback, and government pricing
programs—each with unique rules
that change frequently. No single
system or template can manage
every variation across products and
geographies.

Why it matters: This complexity
increases compliance exposure,
delays accrual accuracy, and
reduces profitability through errors
and missed claims.

3. Forecasting and accrual
uncertainty

Forecasting deductions remains one
of GTN's biggest pain points. Many
companies still rely on spreadsheets
or static models that ignore timing
gaps between sales and rebates. The
resultis unpredictable reserves,
inaccurate revenue recognition, and
slow course correction.

Why it matters: Weak forecasting
undermines confidence in
financials and limits the ability to
plan and price strategically.

4. Organizational silos and weak

5. Margin erosion and missed
opportunity

Rebates and discounts continue to
grow, but few organizations can see
precisely where margin is leaking.
Data gaps and static reporting hide
true performance by product, payer,
or channel.

Why it matters: Treating GTN as an
accounting function—rather than a
strategic capability—prevents
organizations from using insights
to protect profitability and guide
investment.

governance

GTN involves finance, pricing, market
access, and IT—but often lacks clear
ownership. Processes remain manual
even when tools exist, with little
standardization or shared
accountability.

Why it matters: Without strong
governance and defined roles,
companies face audit risk,
inconsistent reporting, and wasted
effort.
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Gross-to-Net GTN Maturity Level

Description/
Characteristics

Key Gaps &
Opportunities

Level 1- Ad-hoc / Basic

GTN is handled largely
manually (spreadsheets,
disconnected systems) and
often supported by local
teams rather than an
enterprise function.

Low integration of data:
different systems for
pricing, contracting,
finance; many manual
reconciliations.

GTNinsights are
retrospective (i.e., after the
fact) rather than driving
planning or strategy.

Typically smaller companies
or those
early.in commercialization.

Lack of real-time visibility
into GTN drivers (rebates,
charge-backs, channel
deductions)

Weak forecasting /
accruals capabilities

High risk of errors, slow
processes, and limited
strategic leverage

Level 2 - Structured /
Developing

Some parts of GTN
process are systematized:
recurring monthly
accruals, defined roles but
still many manual
touchpoints.

Data flows improving;
some dashboards and KPIs
in place; governance
moving toward centralised
but not fully mature.

GTN becoming part of
planning conversations
rather than purely
reporting.

Companies likely have
multiple products, working
across channels and
beginningtosee GTN as a
lever.

Manual dependencies
remain, especially for
true-ups and
reconciliations

Missed opportunities in
scenario modelling,
‘what-if” analyses

Data silo issues persist:
e.g., contract data, claims
data, return data not fully
integrated

Level 3 - Advanced /
Integrated

GTN process is well
integrated into commercial
planning, finance,
contracting, and analytics.

Robust systems
(dedicated GTN or revenue
management tools) in
place; data flows are
consolidated; forecasting
and scenario modelling are
possible.

Governanceis strong, with
defined ewnership, KPIs,
real-time monitoring of key
deductions, and strategic
optimisation of GTN.

GTN insights drive pricing
strategy, launch planning,
portfolio decisions.

Established companies
with multiple brands and
complex channel
structures.

Still may encounter “edge
cases” (new contract
types, novel pricing
models) where custom
work remains

Might need to refine
advanced analytics
(Al/ML) and embed
workflow automation

Working on transforming
GTN from cost-control to
growth lever
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Level 4 - Optimized /
Strategic Leader

GTN s a strategic asset:
data-driven, real-time,
Sseamless across systems,
used as a competitive
advantage.

Sophisticated analytics,
automation, scenario
simulation and predictive
modelling; GTN insights
feed into launch strategy,
lifecycle management,
portfolio optimisation,
pricing differentiation.

Company culture and
governance treat GTN as
embedded business
capability—not a
“back-office” function.

Might be among the few in
the life sciences industry
that have achieved full
transparency and agility in
GTN.

Maintenance: staying
ahead of new
regulatory/policy changes,
new contract models, new
channels

Extend beyond core
markets to global GTN,
aligning regions and
varying policies

Continuous innovation
(e.g., value-based
contracts,
outcomes-based pricing)
which require next-gen
GTN sophistication

Complexity Simplified.
Your Results Amplified.



GTN Transformation Framework: From Any Stage to Mastery

Goals

Key Capabilities

Data Enablement

Process Enablement

Technology Enabler

Governance
Imperative

Timeline

Quick Wins

Outcome

Levell mmp 2
Ad-hoc to Structured

Build foundational control
and visibility

Standardize rebate and
chargeback workfiows,
define clear approval paths,
establish basic audit trails.

Begin consolidating
GTN-relevant data from
spreadsheets into a single,
referenceable repository.

Document end-to-end GTN
workflows; assign
accountability by function
(Finance, Market Access,
Commercial).

Deploy lightweight
automation or workflow
tools to reduce manual
effort.

Appointa GTN process
owner and steering
committee; establish
standard accrual and
true-up policies.

3-6 months

Eliminate redundant
spreadsheets, enforce
standardized templates,
shorten close cycle time.

Visibility and repeatability
— GTN shifts from manual
firefighting to predictable
control.

Level2 mmp 3

Structured to Integrated

Connect data, automate
workflows, and enable
collaboration

Integrate contract logic,
pricing rules, and deduction
data across systems.
Enable automated accruals
and reconciliation.

Establish a single source of
truth for GTN master data
(products, customers,
programs).

Harmonize GTN policies
across regions and
business units. Introduce
standardized reporting
dashboards.

Integrate ERP, CRM, and
rebate systems; introduce
API-based data sharing.

Define data ownership,
validation checkpoints, and
audit workfiows.

6-12 months

Real-time accrual
dashboards, automated
chargeback validation,
faster true-up cycles.

Connected systems,
cleaner data, and
cross-functional
alignment — GTN becomes
amanaged business
process, not a monthly
chore.

Level3 mmp 4

Integrated to Optimized

Predict, simulate, and
continuously improve GTN
performance

Predictive forecasting,
scenario modeling, and
performance analytics
embedded into planning
cycles.

Advanced data quality rules,
Al-driven anomaly
detection, unified GTN
analytics layer.

Continuous improvement
model — GTN reviews as
part of monthly S&OP and
finance planning.

Advanced analytics,
Al/ML-based forecasting,
dynamic dashboards, and
KPI monitoring.

Institutionalize GTN as a
strategic capability with
executive oversight and
enterprise KPIs.

12-18 months

Predictive accrual accuracy
greater than 95%, automated
true-ups, proactive margin
leak detection.

GTN becomes a strategic
advantage —real-time
insights drive pricing,
contracting, and
profitability decisions.
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GTN Transformation Roadmap

Phase 1: Diagnose — Understand the Baseline

Objective: Establish clarity on where you are, what’s
working, and what’s broken.

Key Imperatives:

(] Conduct a GTN maturity assessment (processes,
systems, data, and people).

[ Map current rebate, chargeback, and-accrual
workfiows to identify pain points.

(] Quantify leakage, delays, and compliance risks.

(] Benchmark performance (accuracy, cycle time,
visibility) against peers.

[ Outcome: A data-backed understanding of your GTN
starting point and the size of the opportunity.

gl

Phase 3: Mobilize — Build the Foundation

Objective: Turn strategy into action by preparing systems,
teams, and governance for change.

Key Imperatives:

u Stand up a GTN steering committee with
cross-functional ownership.

(] Prioritize quick wins — automate high-volume rebates or
chargeback validation.

[ Clean and consolidate core data (customers, contracts,
pricing).

(] Deploy initial automation or analytics pilots to build
momentum.

(] Outcome: Early results and confidence that the
organization can execute change.

el L

Phase 5: Optimize — Sustain and Scale

Objective: Move from control to continuous improvement and
insight-driven decisions.

Key Imperatives:

[ Introduce advanced analytics, forecasting, and'scenario
modeling.

[ Conduct quarterly GTN performance reviews with
Finance and Commercial leadership.

m Refine governance policies and KPIs to sustain accuracy
and compliance.

[ Extend best practices globally or across new product
lines.

[ Outcome: Predictive, self-improving GTN operations that
drive margin, speed, and confidence.

ST T

Phase 2: Design — Define the Future Model

Objective: Create a future-state GTN operating model that
aligns people, process, and technology.

Key Imperatives:

u Align leadership on transformation objectives: control,
compliance, visibility, or profitability.

[ Design standardized processes and governance
frameworks.

n Define data ownership and integration architecture
across ERP, CRM, and finance systems.
Establish success metrics and a phased rollout plan.
Outcome: A blueprint for GTN transformation that’s
realistic, scalable, and aligned to business goals.

Phase 4: Execute — Implement and Integrate

Objective: Operationalize GTN modernization across data,
workflows, and reporting.

Key Imperatives:
[ Integrate GTN processes with ERP and contract
management systems.
[ Automate accruals, claims, and true-ups using governed

workflows.

n Embed dashboards for real-time visibility and audit
readiness.

n Train teams on new roles, processes, and decision
workflows.

[ QOutcome: Connected systems, predictable processes,
and measurable visibility across the GTN lifecycle.
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Choosing the Right Partner for GTN Transformation

Why the Partner Matters

A GTN transformation is as much about partnership as it is about platforms. The right partner helps you translate
strategy into execution—bridging financial, operational, and technological worlds without overwhelming your teams.
Atrue GTN partner doesn’t just deliver software; they help build capability, culture, and confidence inside your

organization.

Transformation success depends on expertise, empathy, and execution speed. The wrong partner over engineers
complexity. The right one will meet you where you are, guide the journey, and make progress visible at every step.

Choosing the Right Partner for GTN Transformation

Evaluation Dimension What to Seek Why it Matters

Deep understanding of life sciences
pricing, rebates, and chargebacks

Industry Expertise

Implementation Flexibility

Data Transparency

Speed to Value

Collaboration & Change Management

Innovation & Future Readiness

Modular design that works with existing
ERP and CRM systems

Clear audit trails, version control, and
real-time reporting

Preconfigured templates and rapid
deployment methodology

Co-design approach that empowers
internal teams

Al-driven forecasting, automation, and
analytics capabilities

Partner Red Flags to Avoid
u
(] Lack of industry-specific use cases or references
[ Limited support for audit and compliance workfiows
[ Overemphasis on software rather than outcomes
[ Moving faster than you are ready for

GTN is unique—regulatory, contractual,
and operational nuances demand domain
depth.

Avoids costly rip-and-replace projects;
enables scalable, low-risk adoption.

Builds compliance confidence and
accelerates decision-making.

Demonstrates measurable results in
months, not years.

Ensures ownership, adoption, and
sustainability after go-live.

Keeps your GTN process adaptable to
changing market and policy conditions.

Heavy customization or proprietary integrations that increase future technical debt
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IMA360 Makes Transformation a Partnership

The IMA360 Advantage

IMA360 was founded by industry leaders who recognized that transforming GTN isn't just about software—it’s about
enabling clarity, speed, and control. Every engagement begins with understanding your unique environment,
operating model, and pace of change. We assess where you are, define where you want to go, and build a roadmap
that balances quick wins with long-term capability growth.

Our platform was engineered from the ground up for speed, flexibility, and integration, allowing life sciences
organizations to modernize without disruption and scale effortlessly as needs evolve. Whether replacing legacy
systems or enhancing existing infrastructure, IMA360 adapts to your business—never the other way around.

(] Built by experts: Decades of hands-on experience in pricing, rebates, and chargebacks across global
pharma, biotech, and medtech.

n Designed for agility: Cloud-native and modular, supporting phased deployments or enterprise-wide rollouts
at your pace.

(] Driven by simplicity: Seamless integration across ERP, CRM, and data environments ensures one source of
truth for every GTN process.

n Measured by results: Accelerated implementations, faster closes, fewer discrepancies, and greater margin
control from day one.

We don't approach GTN transformation as a project—we treat it as a partnership. Our mission is to empower your
teams with a platform and process that evolve as you do, unlocking visibility, accuracy, and profitability across the

entire GTN lifecycle.

Complexity Simplified. Your Results Amplified.
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