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How fragmented markets evolve into oligopolies and
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White Paper Series Overview

This paper is the first in a four-part series examining why consolidation occurs and how it reshapes industries over time.

Part 1 (this whitepaper) introduces the four-phase consolidation model and explains each phase in detail. This framework serves as the
foundation for the entire series.

Part 2 applies the four-phase model to the IRB (Institutional Review Board) industry and the CRO (contract research organization)
industry through two separate white papers. Both industries have progressed through all four phases, making them useful case studies
for understanding how consolidation unfolds in clinical research.

Part 3 applies the same model to the clinical research site sector. It outlines where the site industry stands today and projects how it is
likely to evolve based on the patterns observed in Parts 1 and 2.

Part 4 focuses on implications for individual clinical research sites. It examines the strategic options available to site owners and
executives given this industry trajectory, including the risks of inaction and the trade-offs of different paths forward.

Executive Summary

Most industries do not consolidate randomly. They follow a repeatable, observable pattern driven by economics, buyer behavior, and
operational complexity. While timelines differ, the structure of consolidation is remarkably consistent across sectors including healthcare
services, clinical research, technology, manufacturing, and professional services.

This paper outlines a four-phase model of industry consolidation that explains how markets move from fragmentation to oligopoly. More
importantly, it explains what changes at each stage, why weaker players fall behind, and what strong operators do differently as consolidation

accelerates.

Understanding where an industry sits within this model is critical for owners, executives, investors, and partners making long-term
strategic decisions.
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Why Industries Consolidate

Consolidation occurs when the requirements to compete outgrow the capabilities of small, independent operators.

Early markets reward speed, specialization, and local knowledge. Later markets reward scale, consistency, capital, and systems. As buyers
demand broader coverage, lower risk, faster execution, and predictable outcomes, advantage shifts to firms that can standardize performance
across many locations or customers.

This transition through the model creates winners and losers. The four-phase model below explains how that transition unfolds.

The 4-Phase Model of Consolidation: Clinical Sites

Understanding Market Evolution from Fragmentation to Maturity

01

PHASE 1

Fragmentation

Thousands of independent sites
operate with local ownership

No national site networks
dominate sponsor demand

Site success driven by PI
reputation and local relationships

Limited infrastructure for
recruitment, contracting, or scale

High variability in quality,
enrollment, and startup timelines

02

PHASE 2

Scale

Early site networks begin
acquiring independent practices

Sponsors increasingly prefer
networks with multi-site
coverage

Centralized contracting,
budgeting, and feasibility emerge

Networks such as Velocity,
Headlands, CenExel, Javara
expand

Market share begins
concentrating among scaled
platforms

.

.

03

PHASE 3

Focus
(CURRENT PHASE)

Large site networks accelerate
acquisition pace

Sponsors give high-quality trials
to preferred networks

Generalist independent sites lose
access to top-tier studies

Fixed costs rise for compliance,
staffing, and recruitment

Independent sites are forced to
sell, specialize, or stagnate

04

PHASE 4

Maturity

(PROJECTED)

Market stabilizes around a
limited number of national site
networks

Sponsors prioritize predictability,
diversity access, and speed

Entry barriers increase due to
systems, capital, and
relationships

Independent sites survive only in
rare disease or highly specialized
niches

Consolidation becomes
structural, not cyclical

Many Players
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Phase 1: Fragmentation

The 4-Phase Model of Consolidation: Clinical Sites

Understanding Market Evolution from Fragmentation to Maturity

01

PHASE 1

Fragmentation

« Thousands of independent sites
operate with local ownership

No national site networks
dominate sponsor demand

Site success driven by PI
reputation and local relationships

Limited infrastructure for
recruitment, contracting, or scale

. High variability in quality,
enrollment, and startup timelines

Many Players Few Players

Evolution: Fragmentation - Scale - Focus > Maturity
CLINICAL RESEARCH
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Market Structure

Fragmented markets with many small, independent operators. No single company has meaningful market share or recognized category
leadership.

Key Characteristics

e Thousands of independent players

e Low barriers to entry

e Wide variation in quality, pricing, and outcomes
e Decentralized innovation

e Redundant infrastructure and inefficiency

Strategic Reality

Fragmentation favors entrepreneurs and specialists. It does not favor efficiency.

Markets in Phase 1 feel crowded but unconstrained. Over time, that changes as buyers begin to prioritize consistency over novelty.
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Phase 2: Scale (Initial Consolidation)

The 4-Phase Model of Consolidation: Clinical Sites

01

PHASE 1

Fragmentation

« Thousands of independent sites
operate with local ownership

+ No national site networks
dominate sponsor demand

. Site success driven by PI
reputation and local relationships

. Limited infrastructure for
recruitment, contracting, or scale

. High variability in quality,
enrollment, and startup timelines

Understanding Market Evolution from Fragmentation to Maturity

02

PHASE 2

Scale

o Early site networks begin
acquiring independent practices

. Sponsors increasingly prefer
networks with multi-site
coverage

+ Centralized contracting,
budgeting, and feasibility emerge

+ Networks such as Velocity,
Headlands, CenExel, Javara
expand

+ Market share begins
concentrating among scaled
platforms

Many Players Few Players
e

Market Structure

Stronger operators acquire others to increase market share. Early platforms emerge, often backed by institutional capital.

Key Characteristics

e Acquisitions accelerate

e Preferred-provider relationships emerge

e Buyers begin favoring operators with broader capabilities
e Market share concentrates among top performers

e |eading firms often control 30 to 45 percent of the market

Strategic Reality

This is the most important decision point for independent operators. Those who invest early and scale intelligently become consolidators.
Those who delay often become acquisition targets or begin losing access to top-tier demand.
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Phase 3: Focus (Mega-Consolidation and
Shakeout)

The 4-Phase Model of Consolidation: Clinical Sites

Understanding Market Evolution from Fragmentation to Maturity

01

PHASE 1

Fragmentation

Thousands of independent sites
operate with local ownership

No national site networks
dominate sponsor demand

Site success driven by PI
reputation and local relationships

Limited infrastructure for
recruitment, contracting, or scale

High variability in quality,
enrollment, and startup timelines

.

.

02

PHASE 2

Scale

Early site networks begin
acquiring independent practices

Sponsors increasingly prefer
networks with multi-site
coverage

Centralized contracting,
budgeting, and feasibility emerge

Networks such as Velocity,
Headlands, CenExel, Javara
expand

.

.

03

PHASE 3

Focus
(CURRENT PHASE)

Large site networks accelerate
acquisition pace

Sponsors give high-quality trials
to preferred networks

Generalist independent sites lose
access to top-tier studies

Fixed costs rise for compliance,
staffing, and recruitment

Independent sites are forced to
sell, specialize, or stagnate

« Market share begins
concentrating among scaled
platforms

Many Players Few Players
I

Market Structure

Large mergers and aggressive expansion by a small number of dominant players. The market shifts from growth to selection.

Key Characteristics

e Top firms merge or absorb competitors

e A small group of dominant platforms emerges

e Smaller players exit, get acquired, or retreat into niches
e Buyers direct work to full-service leaders

e Regulatory, compliance, and cost pressures increase

Strategic Reality

Consolidation is no longer optional. Competitive advantage shifts decisively toward scale and operational depth. Survival depends on
making an explicit choice about where and how to compete.
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Phase 3: Focus (Continued)

Operators must choose one of three paths:

1. Become part of a dominant platform
Join or align with a scaled organization that offers the infrastructure, capital, and market access required to compete as buyer expectations rise.

2. Specialize deeply in a defensible niche
Focus on a narrow area where expertise, outcomes, or access cannot be easily replicated by large platforms.

3. Accept declining relevance
Continue operating without scale or specialization, with the expectation of reduced demand, shrinking margins, and eventual exit.

In this phase, generalist models without scale are no longer competitive. Markets reward focus and commitment, and operators that delay
strategic decisions are not preserved by the market. They are replaced by those who moved earlier and with intent.
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Phase 4: Maturity (Oligopoly)

The 4-Phase Model of Consolidation: Clinical Sites

Understanding Market Evolution from Fragmentation to Maturity

01 02 03 04

PHASE 3

Focus
(CURRENT PHASE)

PHASE 4

Maturity

(PROJECTED)

PHASE 1 PHASE 2
Fragmentation Scale

Market stabilizes around a limited number

Thousands of independent sites operate « Early site networks begin acquiring Large site networks accelerate acquisition
with local awnership independent practices pace of national site networks

No natianal site networks dominate Sponsars increasingly prefer networks Sponsors gate high-quality trials to Sponsars prioritize predictability, diversity,
sponsor demand with multi-site coverage preferred networks access, and speed

Site success driven by P1 reputation and Centralized contracting. budgeting, and Generalist independent sites Lose access Entry barriers increase due to systems.
local relationships feasibility emerge to top-tier studies capital, and relationships

Limited infrastructure for recruitment, Metworks such as Velotity, Headlands, Fixed costs rise for compliance, staffing, Independent sites survive only in rare
contracting, o scale CenExel, Javara expand and recruitment disease or highly specialized niches

High variability in quality, enrollment, and Market share begins concentrating among Independent sites are forced to sell, Consalidation becomes structural. not

startup timelines scaled platforms specialize, or stagnate cyclical

Many Players Few Players

Evolution: Fragmentation — Scale — Focus — Maturity e
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Market Structure

Mature, concentrated market dominated by a small number of large firms. Entry barriers are high and competition stabilizes.

Key Characteristics

e 3to 6 firms control 70 to 90 percent of the market

e Growth slows and shifts toward efficiency and partnerships
e New entrants survive only in narrow niches

e Regulatory scrutiny increases

e Pricing power often rises

e Innovation becomes incremental

Strategic Reality

At maturity, advantage comes from operational excellence, cost control, and strategic partnerships rather than expansion. The
consolidation cycle is effectively complete.
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What Changes Across the Four Phases

While each phase looks different, three forces consistently drive consolidation forward:

1. Buyer Behavior Shifts

Buyers move from tolerating variation to demanding predictability, coverage, and reliability.

2. Cost Structures Harden

Compliance, technology, and operational overhead become unavoidable, favoring scale.

3. Performance Becomes Measurable

Outcomes, speed, and quality are increasingly tracked, benchmarked, and compared.

Does this resonate clinical research site owners and executives?

Operators who anticipate these shifts survive. Those who react late do not.
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Strategic Implications for Operators

The most common mistake operators make is assuming today's market structure will persist. Fragmented markets feel permanent until they
are not. Consolidation feels sudden only because preparation happens too late.

Strong owners and executives:

e Invest before they are forced to
e Build systems before buyers demand them
e Decide early whether they will lead, partner, or specialize

The right strategy depends entirely on the phase of consolidation.

Conclusion

Industry consolidation is not a theory. It is a pattern.

Markets move from fragmentation to scale, from scale to focus, and from focus to maturity. Each phase rewards different behaviors and
punishes different mistakes.

Understanding this model allows leaders to act deliberately rather than reactively. It clarifies when to grow, when to acquire, when to partner,
and when to narrow focus.

The question is not whether consolidation will occur. The question is whether you recognize the phase you are in and act accordingly.
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Continue the Series

For a deeper application of this framework to clinical research, with a specific focus on IRBs, CROs and clinical research sites,
refer to Parts 2, 3, and 4 of this white paper series.

Part 1 (this whitepaper) introduces the four-phase consolidation model and explains each phase in detail. This framework serves as the
foundation for the entire series.

Part 2 applies the four-phase model to the IRB industry and the CRO industry through two separate white papers. Both industries have
progressed through all four phases, making them useful case studies for understanding how consolidation unfolds in clinical research.

Part 3 applies the same model to the clinical research site sector. It outlines where the site industry stands today and projects how it is
likely to evolve based on the patterns observed in Parts 1 and 2.

Part 4 focuses on implications for individual clinical research sites. It examines the strategic options available to site owners and
operators given this industry trajectory, including the risks of inaction and the trade-offs of different paths forward.
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