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THE FIXED-PRICE TRAP & THE FINANCING CANYON

The Ruined Menu &
The Financing Canyon

Why 17-week manual EDC database builds incinerate $4M of Series A/B
biotech cash runway, trigger toxic down-rounds, and crush fixed-price
CRO setup margins.

THE 17-WEEK SERVICE CORRIDOR THE SOVEREIGN RUNWAY SHIELD

The Souftlé Collapses on the Direct from Kitchen to Table
Tray (< 24h)

An IND-approved therapeutic sits frozen for On-premise G-Flow compilation reclaims 16 net
119 calendar days while CRO clerks manually weeks (112 days)—preserving $3.73Min cash
type eCRFs—burning $4M of cash (22.2% of runway for human clinical proof-of-concept

an 18-month runway) before First Patient In. and lifting CRO fixed-bid margins to 70%+.

AUTHOR & ARCHITECT « CHAPTER 6 MONOGRAPH PREVIEW

. . SWIPE FOR THE RUNWAY MATH -
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EXHIBIT 1 - THE $4,000,000 PRE-FPI RUNWAY TAX 02 / 06

Incinerating 22.2% of Corporate Life
Before Screening Patient #1

A clinical-stage Series A/B biotech burns ~$1,000,000 per month ($33,333/day) in
payroll, GMP stability storage, and retainer fees while waiting 17 weeks for a manual EDC

build.

$4.0M

PRE-FPI CASH
INCINERATED

4 months of $1M/month
operating burn consumed while
CRO programmers manually
build forms and edit checks.

THE CRYOGENIC & PATIENT COST

Waiting Rooms & Expiring Vials

x IRB Ready, EDC Closed: Sites have
eligible patients in the waiting room,
but cannot screen because Rave/Veeva
is still in UAT.

x $3M GMP Batch Resynthesis:
Expiring biologic drug lots force
emergency CDMO manufacturing runs
mid-trial.

x Biological Time Is Inmutable:
Mandatory 28-day Phase | DLT safety
windows cannot be compressed
downstream.

22.2%

OF 18-MO RUNWAY GONE

4 months / 18 months = nearly
a quarter of the startup's
funded corporate lifespan lost
in the service corridor.

33%

BIOLOGIC SHELF-LIFE LOST

GMP mAb, mRNA & cell-
therapy lots with 12-to-18-
month stability windows decay
in =80°C depots waiting for
EDC lock.

THE 112-DAY RUNWAY DIVIDEND

$3,733,333 Rescued for Science

v Sub-24h Database Release: Compile
IND-approved protocols into Medidata
Rave ALS & CDISC ODM overnight.

v 16 Net Weeks Reclaimed: 112 days x
$33.3k/day = $3.73M redirected into
patient dosing and biomarker cohorts.

v Full GMP Stability Window: Administer
biologic lots at peak potency without
mid-study resynthesis.

Sources: Chapter 6, The Autonomous Clinical Trial (Capers, 2026); Tufts CSDD, Clinical Study Startup Cycle Times &

Biopharma Capital Efficiency.
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EXHIBIT 2 - ANATOMY OF THE VENTURE "FINANCING CANYON" B3 / 06

How a 4-Month EDC Slip Triggers a
50% Cram-Down Bridge Round

A biotech must raise its Series B at Month 12 (with 6 months of cash left). If a 17-week
EDC build delays interim clinical readout from Month 11 to Month 15, the company hits the
Financing Canyon blind.

18-MONTH SERIES A BIOTECH RUNWAY: LEGACY 17-WEEK BUILD VS. G-FLOW (< 24H)

Path A: Legacy 17-Week Manual Build (Readout Slips to Month 15 — After 50% Down-Round at
Cash Wall) Month 12

MO 1-4: EDC BUILD ($4M) MO 5-12: DOSING (NO READOUT YET) MO 12-18: FINANCING CANYON

Path B: G-Flow Sovereign Compiler (FPlin Week 1— Interim Readout at  2x-3x Up-Round at Month
Month 11) 12

MO 1-11: ACTIVE DOSING & INTERIM EFFICACY READOUT MO 12-18: SERIES B UP-ROUND (7 MO CASH

The 4-Stage Equity Expropriation Domino Effect FOUNDER DILUTION SPIRAL
e ™
STAGE 1 - MO 1-4 STAGE 2 - MO 12 STAGE 3 « MO 13 STAGE 4 - MO 14
17-Week EDC Lag The Data Desert New VCs Walk 3x Cram-Down
$4M burned while CRO Only 6 months of cash External crossover funds Insider bridge note with
hand-types forms. Zero left, but Cohort 3 refuse to price a Series B 2x-3x liguidation
patients dosed in Q1. safety/efficacy data is still without human clinical preference wipes out
4 months away. proof-of-concept. founder & scientist
common stock.
- J

Sources: NVCA & Silicon Valley Bank / HSBC, Biopharma Venture Capital Down-Round & Bridge Financing Reports;
Chapter 6, The Autonomous Clinical Trial.
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EXHIBIT 3 - THE FIXED-PRICE BANQUET WITH 50 UNANNOUNCED GUESTS 04 / 06

Why Manual Fixed-Price Contracts
Poison CRO Gross Margins Too

To protect cash runway, sponsors now demand fixed-price study setup ($200k-$400k).
When CROs execute fixed-price contracts with manual labor, protocol complexity eats
their margin alive.

LEGACY MANUAL FIXED-BID TRAP SOVEREIGN COMPILED FIXED-BID
Complexity Scales; Revenue Stays Fixed Price + Silicon = 70%+
Flat Margin
A mid-market CRO signs a $250,000 fixed- When an on-premise G-Flow appliance
price milestone assuming 8 weeks of manual compiles the same $250,000 fixed-fee study
CDM & programmer labor: overnight:

Week 2: Adaptive biomarker arms & 42 SoA Hour 0-24: Full 200-page protocol compiled

footnotes emerge. to Rave ALS & ODM-XML.

Week 8: Manual Rave form & edit-check Days 2-5: 4-Role Consensus Gate & PDF

coding is only 45% done. coordinate verification.

Week 16: Unbilled senior CDM overtime Labor Saved: Direct manual programming

doubles direct labor cost. hours cut by >80%.

Result: Gross setup margin collapses from Result: CRO gross margin on the fixed

45% down to <10%. milestone expands to 70%+.

Every unbudgeted hour comes directly out of the Fixed-price contracts punish manual
CRO's EBITDA—or triggers a toxic change-order transcription—but massively reward
war. deterministic compilation.

ALIGNING BIOTECH SURVIVAL WITH CRO PROFITABILITY
For the first time in 30 years, the biotech sponsor gets First Patient In 16 5X
weeks faster (saving $3.73M in cash burn), while the CRO captures 5x
higher gross profit on its fixed-price milestone.

MARGIN LIFT

Sources: Tufts CSDD, Financial Realities of Fixed-Price Contracting in Clinical Operations; Applied Clinical Trials, The
Economics of Milestone Billing in CRO Partnerships.
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EXHIBIT 4 - BIOTECH RUNWAY & CRO FIXED-FEE ECONOMICS 05 / 06

The Macroeconomic Ledger:
Service Corridor vs. Sovereign Silicon

Compressing study setup from 119 calendar days to under 24 hours simultaneously
rescues the biotech founder from the Financing Canyon and restores CRO fixed-bid
profitability.

ECONOMIC
DIMENSION LEGACY 17-WEEK MANUAL SETUP G-FLOW ON-PREMISE COMPILER
Pre-FPI Cash $4,000,000 Incinerated (22.2% of < $35,000 ($3.73M Cash Runway
Burned Runway) Rescued)
GMP Drug Shelf Life 25%-33% Expired in Cold-Chain < 1% Consumed Prior to First
Storage Patient In
Series B Valuation Hits Financing Canyon Blind (50% Interim Readout 4 Mo Before Cash
Down-Round) Wall
CRO Fixed-Fee Collapses from 45% to 10% on 70%+ Gross Margin (80% + Direct
Margin Complex Builds Labor Saved)
IP & Data Custody Fragmented Offshore / Public Cloud 100% Air-Gapped On-Premise
Exposure Hardware
BIOTECH CASH RUNWAY COMMERCIAL EXCLUSIVITY
RESCUED GAIN

112 days saved at $1M/mo $ 3.73M Reclaiming 16 net weeks + 1 1 2d

burn funds an entire extra before FPI preserves up to
clinical cohort without $1.68B in peak commercial
dilution. patent life.

Sources: Chapter 6, The Autonomous Clinical Trial; Tufts CSDD, Opportunity Cost of Clinical Trial Delays & Fixed-
Price CRO Benchmarks.
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EXECUTIVE ACTION PLAN - VECTOR 6 06 / 06

THE RUNWAY & MARGIN SOVEREIGNTY MANDATE

Leave the Service Corridor.
Bridge the Financing Canyon.

Three decisive moves for Biotech Founders/CFOs, Life Sciences Venture Boards, and Mid-
Market CRO Commercial Leaders:

1. Treat Every Week of Pre-FPI Database Delay as Direct Equity Dilution
Stop accepting 16-to-18-week EDC build timelines as "industry standard." At a $1M/month burn

rate, every week spent waiting on manual eCRF programming destroys $233,000 of non-
recoverable clinical runway.

@ 2. Turn Fixed-Price Setup Milestones into a 70%+ Margin Engine

For CROs, executing fixed-price study builds with manual labor is margin suicide. Compiling
protocols into Medidata Rave ALS, Veeva CDMS, and CDISC ODM-XML in <24 hours cuts direct
setup labor by >80%.

@ 3. Deploy Sovereigh On-Premise Hardware Inside Your Firewall

A 5-scientist biotech or lean mid-market CRO equipped with a local G-Flow appliance (Ocelot
$10k-$25k/mo « Tiger $50k/mo « Jaguar $85k/mo « Cheetah $150k/mo) commands the
throughput of a 50-person CDM department.

READ THE VECTOR 6 BRIEFING & RUN THE 60-SECOND RUNWAY / MARGIN

voncasper.com/cro-fixed-fee-margins

\_ _/

® VonCasper Solutions « Vincent Capers Jr. voncasper.com/cro-fixed-fee-margins



