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I. BACKGROUND

1. My consulting firm, Technology Commercialisation Group (TCG), works with several 
Australian universities and government research organizations to implement practices and 
programs which support the successful commercialization of new technologies and, in 
particular, very early stage research outcomes.  A typical starting point for the groups we 
work with might be as basic as a newly isolated gene sequence, a new protocol for the better 
handling of farm animals or marine varieties, or a faster means of measuring a generated 
signal strength.

2. Many of the scientists we work with are at the top of their fields;  for example, one of 
our clients created Matilda, Australia’s first cloned animal.  A typical research program may 
involve several million dollars and five to ten person years of research effort, largely if not 
completely funded by government (non industry) sources.  This kind of research is funded on 
the basis of scientific peer review (measuring things such as scientific interest, publication 
and conference activity).  Research programs typically commence without much 
consideration of the likelihood or otherwise of commercial application or commercialization 
of any inventions which may result.

3. Inventions and early stage research outcomes that do arise are born into an 
organizational environment that can best be characterized as:

• public sector based – lacking a profit motive;
• risk averse – not able to make informed investment decisions;
• collegiate – lacking effective line management;
• non-corporate – lacking the basic capacity to deal with the commercial world.

4. So on the one hand we have the luxury of dealing with the very best scientists and best 
science programs Australia has to offer, whilst on the other hand we must do so in an 
environment which is not aligned toward commercialization, in fact in many cases it feels as 
if the environment is diametrically opposed to commercialization.

II. GETTING STARTED – SOME HARD TRUTHS

5. In developing commercialization inside these organizations we have found that we first 
have to break down a number of myths and expectations about intellectual property and 
commercialization.  To begin with we make some fairly strong statements intended to shake 
the researcher from the belief that, whilst research is “hard,” commercialization is “easy.” 
Unfortunately, building that “better mousetrap” is the beginning, not the end of the journey.

Hard Truth #1:  Your intellectual property is worth nothing

6. By this we mean that whilst the research may be scintillating, it has no commercial 
value if it just sits on the shelf, or in the journal, or whatever.  Properly managed, intellectual 
property can only ever be a catalyst to value and that value is only ever realized through some 
means of distribution.  Distribution transmits the intellectual property, whether in the form of 
a new technology based product or service, or more simply in the form of seminars, training 
programs, information exercises and the like.
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TCG Rule Number One – To have value, technology must be transmitted.

Hard Truth #2:  There is no market for technology

7. We do not walk down to the local shop and buy technology;  we buy products and 
services.  Of course, patents and other intellectual property are traded between companies 
every day for large sums, but the company’s expectation(s) (and valuation) is based on the 
products or services they perceive can be based on the intellectual property.  The product or 
service containsthe intellectual property.  Technology without an identifiable (and realizable) 
application does not have value.

TCG Rule Number Two – To be transmitted, technology must have a container.

Hard Truth #3:  There is no such process as commercialization.

8. In the past ten years almost every university and government laboratory has reached the 
point where it will proudly talk about its “commercialization process.”  What they mean of 
course is a management function (usually by a part-time committee) through which the 
organization accounts for its research outcomes, patent expenditure, disclosures to industry 
and the like.  However, the likely commercialization path for any given technology is as 
unique and distinct as the technology itself.  No two technologies, no two markets, no two 
points in time are ever alike:  each technology requires its own tailored development.  The 
creation of the commercial path is what we term entrepreneurship.  Fortunately, entrepreneurs 
do exist - both inside and outside these organizations.  These are people who can identify, 
plan and build a container for the technology – and technology transfer only happens through 
people.  So whilst track record is important in selecting entrepreneurs, the notion of a process 
for commercialization is a myth.

TCG Rule Number Three – To have a container, technology must have an entrepreneur.

9. A further comment I would make is that commercialization is a team sport.  So whilst 
one entrepreneur is essential, a group of people – a commercialization team – is much better.

III. THE NEXT STEP – SOME CONCEPTUAL MODELS

10. In implementing effective commercialization/entrepreneurship inside our client 
organizations we have also found that some simple conceptual models can be quite effective.

A. PUTTING INTELLECTUAL PROPERTY INTO CONTEXT

11. One such model illustrates the relative positions of scientific expertise, intellectual 
property, technologies, products and services, and markets.  We use it to encourage the 
commercialization team to approach the challenges from the point of view of the market, and 
so work backwards to finding an appropriate commercialization pathway for the intellectual 
property or technology.

12. This approach is especially beneficial for our public sector clients since they tend to be 
very heavy on expertise, but very light on everything else.
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Figure 1:  Start at the Market and Work Back – TCG’s Conceptual Model for
Commercialization

B. PUTTING ENTREPRENEURSHIP INTO CONTEXT

13. Another successful conceptual model uses the analogy of a mountain climbing 
expedition to draw out four important but distinct phases in commercialization;  again this is 
useful to encourage appropriate levels of planning for entrepreneurialism within the 
organization, whilst still being mindful of the need to carefully manage risk.
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Figure 2:   Planning for the Long Haul – TCG’s Conceptual Model for Entrepreneurship

II I. PUTTING IT INTO PRACTICE

14. We provide a number of different information and training products and consulting and 
mentor services for our research clients to help them on the road to becoming competent 
technology entrepreneurial organizations.

15. Our aim is to enable the client to benefit from its own expertise.   In doing so our aim 
is to enable the organization to benefit (greatly) from its own expertise and knowledge.  To 
achieve this aim, our main tool is to foster partnerships between our clients and other 
organizations – these partnerships return value to our clients core business.  That value may 
well be in the form of money (royalty payments, patent assignments and so forth) but will 
generally always be bundled with other value items (such as industry research collaboration, 
contribution to research programs, better facilities, better paths to market, extension of 
technologies to new areas and so forth) that in practical terms are worth even more than 
money to our public centric, non-profit based client organizations.

16. Specific programs are used to foster a kind of organizational entrepreneurship.  To do 
this, we need to create a kind of organizational entrepreneurship which until now has largely 
been lacking.  So whilst our purpose is to help the organization transfer out its inventions, 
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expertise and intellectual property, our activities are in large part concerned with transferring 
in basic skills and understanding surrounding technology entrepreneurship.
We provide training and audit programs, mentoring, project development and specific 
commercialization support elements, including software intellectual property management, all 
designed to integrate commercialization practice and technology entrepreneurship into the 
client organization.  Together these programs deliver a shared vision for our client 
organization to exhibit the following characteristics:

Aware people: our people are informed about and supportive of 
commercialization;

Strategic management: our managers are able to manage our commercialization 
activities strategically;

Aligned policies: our management frameworks, policies and systems allow 
commercialization;

Developed capability: we have the skills and resources to foster, support and guide 
these activities.

The overall vision is one where the excellence of a client’s research programs is 
mirrored by excellence in commercialization using a broad range of strategies and returning 
a broad range.

[End of document]


