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Establishing and Operating Technology Transfer Offices

Technology transfer is the process of converting
scientific findings into useful products or ser-
vices for society. A complex endeavor, it takes
place in the broader context of innovation. Any
country or institution can undertake health or
agricultural innovation to varying degrees, but
some developing countries that are more scien-
tifically advanced are starting to reap the benefits
of decades of investments in education, health
research infrastructure, manufacturing and pro-
duction capacity, and regulatory institutions.
Increasingly referred to as innovative developing
countries,' these countries are characterized by,
among other things, sustained government sup-
port for research, the availability of venture capi-
tal, functioning regulatory systems, and an abil-
ity to partner with local and foreign public and
private research organizations. All of this requires
sound IP (intellectual property) management,
which makes such partnerships more effective
and allows technologies to be transferred not just
in one direction but in more complex and valu-
able ways, to benefit more people.

Technology transfer is thus a reward-
ing process for research-based institutions and
the people who make it happen. It leads to
new products, services, and jobs. But it is also
a multifaceted process with important poli-
cy, economic, and managerial ramifications.
Discussing these aspects in detail, Nelsen,” who

leads the Technology Licensing Office of the

Massachusetts Institute of Technology (M.I.T.)
offers practical, timely advice about some of the
most important policy and strategy imperatives
for an institution starting up a technology trans-
fer office (TTO) or intending to strengthen its
current endeavors in technology transfer.

Viable strategies to set up and operate a
TTO must be firmly grounded in realistic eco-
nomic expectations. Technology transfer will
not really make your university or research in-
stitution rich because building a robust technol-
ogy transfer program will take sustained financial
investment. It takes time (eight to ten years) to
build an IP portfolio, establish contacts, and de-
velop skills in technology transfer. And it may
take up to two decades or more before a univer-
sity technology transfer program (including en-
trepreneurial spinouts) substantially affects the
local economy. The ultimate impact, however,
may be very large—both economically and cul-
turally—for the university, its graduates, and the
wider community.

Successfully implementing these plans will
require visible and sustained support—fiscal and
otherwise—from senior administration to set
the program’s mission, policies, and priorities.
Clear mandates will help technology transfer
professionals choose among competing priorities
and the ever-present trade-offs between business
and academic values. IP ownership policies, the
roles of researchers in interactions with industry,

Krattiger A,RT Mahoney, L Nelsen, JAThomson, AB Bennett, K Satyanarayana, GD Graff, C Fernandez and SP Kowalski. 2007.
6: Establishing and Operating Technology Transfer Offices. In Executive Guide to Intellectual Property Management in
Health and Agricultural Innovation: A Handbook of Best Practices (Krattiger A, RT Mahoney, L Nelsen et al.). MIHR (Oxford,
UK), PIPRA (Davis, USA), Oswaldo Cruz Foundation (Fiocruz, Rio de Janeiro, Brazil), and bioDevelopments-International In-
stitute (Ithaca, USA). Available online at www.ipHandbook.org..

© 2007. A Krattiger et al. Sharing the Art of IP Management: Photocopying and distribution through the Internet for non-

commercial purposes is permitted and encouraged.

HANDBOOK OF BEST PRACTICES: EXECUTIVE GUIDE |73



GUIDE TO SECTION 6

and other ground rules should be set up before
the program begins because conflicts of inter-
est, both real and perceived, are inevitable. For
the same reason, clear policies and a well-un-
derstood review-and-appeal process need to be
put in place early. Finally, technology transfer
is a talent-based business. It is difficult to find
people who can speak the two languages of aca-
demia and industry and who also have the cre-
ativity to craft agreements that meet the needs
of both sides.

The chapter’s conclusion discusses some tech-
nology transfer pitfalls caused by unrealistic ex-
pectations. It emphasizes the role of senior man-
agement in the evolution of the culture (which
must begin with top-level administration), the
need for transparent conflict-of-interest policies,
and the importance of sufficient autonomy and
infrastructure support for technology transfer of-
ficers. A TTO can create many benefits for the
university, industry, and the surrounding com-
munity, but it requires carefully planned and
consistent long-term financial and administrative
support. And above all, it requires TTO officers
that are able—and willing—to take risks and
university presidents to support them.

Moving into the particulars of how to estab-
lish a TTO, Young’ stresses the importance of a
strong mission statement, attention to staffing
needs, and to the unique operating contexts of
each institution. Based on a lifelong experience in
establishing and running TTOs, with a chapter
that provides many examples of TTO launches
from around the globe (Australia, India, China,
Japan, England, South Africa, Russia, and the
United States), Young concludes that efficient
and effective TTOs possess the following key
characteristics:

* An articulated mission

* Transparent policies and procedures

* Entrepreneurial staffing and an entrepre-
neurial environment

* Customer-friendly relations with both in-
ternal and external constituents

* A highly supportive university administra-
tion and community

* Strong links to potential industry partners

* Access to risk, or venture, capital
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Even so, there is no “right” way to set up an
office, but success does require considering some
specific issues, as discussed by Campbell.* One of
these issues is establishing business processes at
the outset. Adequate attention should be paid to
information management and realistically setting
budgets. Offices tend to be either a department
within the institution or a subsidiary company.
Either way, accountability lines will need to be
transparent. Like the preceding authors, Campbell
also stresses that the core element for successful
technology transfer is people. The TTO should
be led by an individual who understands the de-
tails of running a business. It is also useful to have
staff with experience working in the relevant busi-
ness sectors. To be able to recognize new opportu-
nities, the technology transfer manager needs to
win the confidence of academics, which is why it
is helpful for the TTO to be embedded within
the institution. Likewise, staff should be exposed
to both academics and business people.

Campbell discusses several examples of TTO
structures and policies based on her experience in
the United Kingdom, in particular King’s College
London (KCL). She also shares useful lessons
from Switzerland’s experiences with Unitechtra,
a subsidiary nonprofit technology transfer com-
pany jointly owned by the two universities of
Bern and Ziirich. This model from a small, but
highly innovative country (when the number of
patents per capita is used as one measurement),
is particularly relevant for developing countries
with limited resources, where several institutions
may consider establishing a joint TTO to ensure
economies of scale and critical mass.

Fernandez,” from Chile, develops a specific,
yet potentially powerful model for establishing or
improving technology transfer operations for uni-
versities and research institutes within developing
countries. The model takes into account several
key insights about technology transfer. Namely,
there is a critical mass of R&D activity necessary
to justify the costs of a fully functioning TTO.
Some estimates would put this figure within the
range of US$100 to $500 million in research
expenditures annually. While it is uncommon
for a single university within a developing coun-
try to attain a financial critical mass, a group of



universities together can attain it relatively eas-
ily. In addition, some of the typical functions of
technology transfer are more easily scalable than
others, and are thus more easily shared by a group
of universities.

The model developed in this chapter essen-
tially requires sharing the costs of technology
transfer services among a consortium of universi-
ties, with an additional startup subsidy provided
by government. A “hub-and-spokes” configura-
tion is proposed, which allows essential policy
decisions and scalable functions to be moved
to the center and keeps essential context-spe-
cific and unscalable functions on campuses at
universities. This also allows for a more efficient
distribution of scarce resources and of key per-
sonnel who have the necessary skills, allowing a
few experienced professionals to selectively, yet
effectively, manage and mentor technology trans-
fer staff across a range of institutions.

Fernandez openly points out the challenges
of implementing such a model, emphasizing the
need for articulated policies to be shared by all
consortium members in at least three areas. These
areas each represent potential points of real con-
flict within such multi-institutional systems. The
first area is a clear policy of ownership that en-
sures that everyone involved in the process knows
who bears ultimate responsibility for a given tech-
nology. The second is a clear policy on the distri-
bution of income from commercialized technol-
ogy. Such a policy should provide incentives that
will elicit the cooperation and support needed
from multiple players in the technology transfer
process. This is also important so that realistic
financial expectations are established, helping to
avoid disputes that could threaten the viability of
the system as a whole. The third area regards the
prevention and resolution of conflicts of inter-
est. Such a policy is important to maintaining the
integrity of the university’s main educational and
research functions amid increased commercial
opportunities, so that any disputes that do arise
can be resolved in a systematic and fair manner,
likewise protecting the viability of the system.

An important feature of this model is that it
does not lock in its participating member institu-
tions; it is open to competition. As the economy
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grows and member universities R&D activities
increase, their local TTOs can take on more and
more of the functions that had been delegated to
the central office. A university would thus be able
to “graduate” from the system as its own TTO
becomes self-sustaining. Even prior to that, the
central TTO may be relied on only if it provides
effective management of technology transfer proj-
ects that member institutions cannot replicate
themselves or obtain elsewhere cost effectively. If
the centralized system fails to be competitive, the
member institutions can simply elect to manage
the commercialization of technologies in their
own offices or through other more competitive
channels.

Moving into the organizational aspects of
establishing a TTO, Dodds and Somersalo® re-
view the specific requirements in terms of hu-
man infrastructure, physical infrastructure, and
operational plans for the office. The latter is es-
sential for defining office protocol for various
topics: patents, trademarks, copyrights, and trade
secrets; plant variety protection; contracts, agree-
ments, and licenses; policy development; tech-
nology evaluation; invention marketing; conflict
analysis; negotiation support; and strategy inputs.
Importantly, any TTO must emphasize the im-
portance of confidentiality in all its operations.
Other wide-ranging organizational matters that
need to be addressed early include; a coordinat-
ed staffing plan detailing authority, responsibili-
ties, and work plans; a szaff employment handbook
that explains the ethical standards that employees
must follow; a plan for addressing governmental
and state filing requirements; a tax plan (includ-
ing accounting standards and auditing); consid-
erations to establish an advisory panel, and criteria
for drawing on external expertise (such as con-
sulting contracts, patent attorneys, general legal
counsel, licensing specialists, marketing special-
ists, and database specialists).

The specific organizational and administra-
tive aspects of a TTO are discussed by Hines,’
based on her experience at Stanford University’s
Office of Technology Licensing. This chapter of-
fers similar offices in developing countries a de-
tailed outline of how an office can be structured
in terms of personnel and human resources. The
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structure consists of a director, seven licensing as-
sociates, eight licensing liaisons, one copyright
licensing specialist, and the equivalent of eight
and one-half administrative staff, in addition to
other administrative staff and industrial contracts
officers. Much action in such an office revolves
around the important technology licensing asso-
ciates who work with the inventors (professors,
graduate students, and research staff) and with
prospective licensees. In addition to providing a
list of key personnel for a TTO’s operation, the
chapter also defines, and gives examples of com-
plex cases, job descriptions, and a comprehensive
list of standard operating procedures (for licensing
agreements and for invention disclosures). Like
the other authors in this section, Hines stresses
the importance of a well-trained staff.
Continuing and practical training should be
an integral part of any TTO’s yearly work plan.
For this, Pefile and Krattiger® present a few fo-
cused case studies that can be incorporated into
short courses in IP management. They stress
the importance of hands-on training programs
whereby participants play specific roles within
difficult case studies tailor-made to serve the par-
ticular needs of the TTO or its staff. Such ap-
proaches allow participants to see how a specific
professional role can affect the complex process of
crafting beneficial and creative partnerships that
lead to mutually beneficial solutions. Even for
those not involved in deal making, this approach
has great utility because it enables participants to
view their respective tasks in a broader context,
and thereby gain a perspective as to the challenges
presented at various stages in the overall process.
Indeed, the importance of building networks
in the technology transfer and licensing com-
munity cannot be overstated. To illustrate this,
Hersey® uses the experience of the Association of
University Technology Managers (AUTM) as an
extended case study of the building of dynam-
ic, productive, and sustainable networks. Her
chapter contains numerous lessons applicable
anywhere. Networking among peers in any pro-
fession is generally understood to be beneficial,
as it cements relationships between individual
practitioners and helps build and strengthen the
profession itself. By working through networks,
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practitioners exchange ideas and experiences,
forming best practices that become performance
standards for both individuals and their institu-
tions. Networks thereby contribute to IP man-
agement capacity building at both the individual
and institutional levels, and this then feeds back
to further support and expands the network.

As groups of like-minded, mission-driven
professionals, networks can be formed at differ-
ent geographical levels in order to serve various
functions. This multilevel approach allows orga-
nizations to address different aspects of their re-
spective missions. Local networking creates oppor-
tunities to work with colleagues in the immediate
vicinity. National networking can be a mechanism
for working with colleagues to encourage na-
tional legislation addressing intellectual property
and technology transfer, as well as for designing
and implementing systems for appropriate IP
management, training, and education. Regional
networking provides opportunities to work with
neighboring countries in coordinated R&D en-
deavors and related IP management and technol-
ogy transfer initiatives. Importantly, international
networking will become increasingly important as
globalization advances. Building networks with
colleagues around the world will provide oppor-
tunities for many forms of technology transfer
and IP management capacity building.

This is particularly relevant in the context of
TTOs working with external patent counsel as
developing countries increasingly wish to file pat-
ents in other jurisdictions. From a licensee point of
view, having patent coverage in the more lucrative
markets of the United States, Europe, and Japan
may be a prerequisite for licensing a technology
from a developing country. Similarly, if a patent is
drafted poorly or does not provide adequate cov-
erage for the technology, licensing opportunities
may either be lost or significantly devalued. The
costs associated with inadequately drafted patents
can be significant, so it is important for a TTO to
carefully select a patent attorney whose work will
enhance the institution’s prospects for obtaining
optimal licensing arrangements.

Goldman'® reviews the process of selecting,
hiring, and interfacing with patent counsel. Of
course, central to this relationship is ensuring that



patent counsel can prepare and prosecute patent
applications in a manner that achieves positive re-
sults in a cost-effective fashion. The chapter pres-
ents the steps in this complex process, and the
responsibilities that both counsel and the TTO
should assume. Patent attorneys can also provide
general counseling, resolve inventorship issues,
provide licensing and agreement support, and
resolve disputes. By selecting a qualified patent
attorney and developing a good working rela-
tionship, a TTO can develop a resource that will
ease the workload and facilitate its missions. This
choice of patent counsel is therefore essential for
operatinga viable TTO and should be approached
thoughtfully. There are several factors that should
be carefully considered and weighed:

* size of the attorney’s firm"'

* scope of the attorney’s legal experience and

capabilities
* the attorney’s experience with academic
institutions
* the attorney’s technological background
* the firm’s location

After a patent attorney is selected, deter-
mining how work will be allocated is important.
Generally, the less work that is sent to the attor-
ney, the lower the TTO’s legal fees. Still, the more
work the TTO retains for itself, the less time its
staff will have for other matters. Another critical
aspect of the relationship between the patent at-
torney and the TTO is payment for services. The
chapter presents several possible methods and
schedules for payment, and also cautions against
certain related practices. For example, a letter of
retainer can, among other things, specify billing
procedures, such as fixed fees, hourly billing rates,
and equity combinations. Another feature of the
retainer letter will be a specification of the bill
content: an acceptable bill will include an indica-
tion of which attorney or attorneys worked on a
particular project, the amount of time spent daily
on that project, and what that work involved.
This will make clear the services for which the
TTO is being charged.

Dodds'? considers a broader picture of how
to hire an IP lawyer without going bankrupt.
While the process can be complex and costly,
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Dodds outlines various strategies for how TTOs
can make the best use of attorneys. He points out
the value of retaining an IP attorney, especially
when a TTO is just getting established. A critical
initial role of the lawyer should be to work closely
with the TTO to develop an IP strategy that most
effectively delivers benefits to the office. If your
TTO strategy is ill conceived, all the remaining
activities will be irrelevant.

Any emerging TTO will have a wide range of
legal matters to be addressed. These include the
types of IP protection to be provided, when to
apply trademarks and copyright, how much to
rely on trade secrets, the development of contracts
and agreements, license reviews, and negotiations
support. The lawyer can also be used to think in
innovative ways about how to capture value from
an IP portfolio.

Importantly, the legal relationship between a
lawyer and a client is protected under a special set
of legal rules that make up the concepts of client
confidentiality and legal privilege. This umbrella
of confidentiality and legal protection from dis-
closure is a very important part of the relation-
ship. The importance of confidentiality and trust
cannot be underestimated. Such confidentiality
requires excellent record keeping,.

Indeed, a TTO needs to have a systematic
way of managing agreements and many other
forms of data as the amount of data will increase
significantly and year by year. Unfortunately, too
many TTOs still try to accomplish this task with
a paper filing system, which is cumbersome, slow,
and inflexible. Above all, this type of system se-
verely limits the ability to analyze data creatively.
Using electronic systems, a manager can rapidly
formulate questions that in a physical file envi-
ronment would be unthinkable, due to the time
required to locate, assemble, and analyze the in-
formation sets.

Electronic filing systems also provide shared
communication links and can utilize advanced
spreadsheet applications. The chapter by Sloman'?
considers the relative merits of spreadsheets, flat-
file databases, and relational databases as TTO
data management tools/systems. It empha-
sizes the benefits of the latter, highlighting both

their ability to transfer entire projects from one
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manager to another with the click of a button and
their unprecedented power to allow managers to
look at data and business models in creative ways.
Such a system requires less data entry and can
be easier to maintain and audit. For all of these
reasons, the relational database is frequently the
preferred system.

The sooner a functional contract manage-
ment system is implemented, the easier it will be
to keep track of contracts and make the most of
them, both for the organization and for its col-
laborators. Two chapters, one by Hamzaoui'4 and
one by Potter and Rygnestad" discuss the impor-
tance, design, and implementation of contract
management systems from different, but equally
pragmatic perspectives. Hamzaoui bases her chap-
ter on the practices of the Whitehead Institute for
Biomedical Research. Both chapters review the
specific approaches for actually implementing a
contract management system, including:

* accessibility (e.g., hard-copy filing, elec-
tronic filing, database systems)

* security (e.g., loss prevention, unauthorized
access)

* resources for implementation

* personnel time, training, and management

The value of the proper management of con-
tracts and agreements is usually only seen in its
absence—Ilost deals, a poor reputation and, in
the worst case, lawsuits. Early investments to pre-
vent these sorts of problems are like any prophy-
lactic measure and the savings will certainly be
substantial.

Graciously, the Whitehead Institute agreed
to make available, for free, their proprietary
agreement management system, called WZIPS™,
through the online version of the Handbook.'
Users can download a fully functional version
that they can also modify and adjust to their
particular institutional needs. WZIPS™ is a rela-
tional database designed to automate essential
IP management and technology transfer func-
tions. It simplifies record keeping and generates
useful reports for technology disclosures, patent
applications, joint invention agreements, licens-
es, and material transfer agreements. In addition,
the system stores essential information on every
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inventor, owner, and licensee who has interacted
with a given TTO.

Finally, the chapter by Pefile!” takes a broad
view and considers the mission of a TTO in the
context of knowledge transfer. Indeed, making
money will always be a consideration when set-
ting objectives, but technology transfer adds value
in other important ways; as a resource to facilitate
innovation for the public good and as a way to
broker the exchange of knowledge between the
business and public sectors for society’s benefit.
Transferring knowledge across such disciplines as
the humanities, law, and social sciences is as im-
portant as transferring knowledge and technol-
ogy across the applied sciences, and TTOs should
be set up to have the flexibility to accomplish this
broader knowledge-transfer objective.
should

strengthen an institution’s ability to maintain

An effective evaluation system
leadership across the frontiers of scientific knowl-
edge. The evaluation system also will stimulate
partnerships that promote investments in fun-
damental science and engineering, as well as the
overall more-effective use of physical, human,
and financial resources for social and economic
benefit. Without a measurement process, insti-
tutions cannot justify their efforts in R&D, IP
management, commercialization, and technology
transfer in relation to their economic and social
goals. Finally, Pefile calls upon all TTO managers
to take the time to reflect upon their operations
and ways in which they can be made more effec-
tive and beneficial for all. m
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FOR GOVERNMENT POLICYMAKERS

Technology transfer is the process of converting scientific findings into useful products
or services for society. Hence encouraging public institutions and private sector
enterprises to work together is an important element in any national strategy aimed
at strengthening innovation.

In the increasingly interlinked and globalized worlds of science, technology, and
commerce, such collaborations should extend beyond national borders, as success
will increasingly be measured by the ability to form dynamic, integrated, and mutually
beneficial networks that span countries and institutions.

Government policies and laws regarding technology transfer ought to be flexible so
that each institution can shape its approach according to its own culture, mission, and
context.

Laws regarding IP ownership are essential for successful technology transfer.

National institutions often require governmental encouragement and sustained
funding to develop technology transfer offices (TTOs), as well as IP policies (conflict of
interest management, allocation of revenues, and so forth).

Viable strategies to set up and operate a TTO must be firmly grounded in realistic
economic expectations. Technology transfer will not make any institution rich
because building a robust technology transfer program will take sustained financial
investment. It takes time (ten years or more) to build an IP portfolio, establish contacts,
and develop skills in technology transfer. And it may take up to two decades or more
before a university technology transfer program (including entrepreneurial spinouts)
substantially affects the local economy.

A certain critical mass of R&D activity is necessary to justify the costs of a fully
functioning TTO. Some estimates would put this figure within the range of US$100 to
$500 million in research expenditures annually.

Several alternative models to an institutional TTO can be successful. Costs can be
shared among a consortium of universities or research institutions. Such hub-and-
spokes configurations allow essential policy decisions and scalable functions to be
moved to the center, while keeping essential context-specific and unscalable functions
embedded within individual institutions. This allows for a more efficient distribution
of scarce resources and of key personnel who have the necessary skills, allowing a few
experienced professionals to selectively, yet effectively, manage and mentor technology
transfer staff across multiple institutions.

Recognizing that technology transfer is a talent-based business, the importance of
building networks in the technology transfer and licensing community cannot be
overstated. Governments should encourage the creation and operation of national
technology transfer associations that concurrently build international linkages.

/

Given that IP management is heavily context specific, these Key Implications and Best Practices are intended as starting points to be adapted to specific needs and circumstances.
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FOR SENIOR MANAGEMENT

(UNIVERSITY PRESIDENT, R&D MANAGER, ETC.)

v Successfully establishing and operating a technology transfer office (TTO) will require
visible and sustained support—financial and otherwise—from senior administration,
which can set the program’s mission, policies, and priorities. Clear mandates will help
technology transfer professionals choose among competing priorities.

v A TTO can create many benefits for the university, industry, and the surrounding
community, but it requires carefully planned and consistent long-term financial and
administrative support. And above all, it requires TTO officers able—and willing—to
take risks and senior management to back them.
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v Efficient and effective TTOs must have an articulated TTO mission, transparent TTO
policies and procedures, entrepreneurial staffing and an entrepreneurial environment,
customer-friendly relations between TTO staff and internal and external constituents,
a highly supportive administration, strong TTO links to potential industry partners, and
TTO access to risk, or venture, capital.

v The core element for successful technology transfer is people. The TTO should be led
by an individual who understands the details of running a business. Additionally, staff
members with experience working in the relevant business sector are required.

v Animportant factor for a successful TTO is the institution’s entrepreneurial culture.

v Strategies to set up and operate a TTO must be firmly grounded in realistic economic
expectations. Technology transfer will not make any institution rich because building
a robust program will take sustained financial investment. It takes time (ten+ years) to
build an IP portfolio, establish contacts, and develop skills in technology transfer.

v Acritical mass of R&D activity is necessary to justify the costs of a fully functioning TTO.
Some estimates would put this figure within the range of US$100 to $500 million in
research expenditures annually.

v Several alternative models to an institutional TTO can be successful. Costs can be shared
among a consortium of universities or research institutions. Such hub-and-spokes
configurations allow essential policy decisions and scalable functions to be moved to
the center, while keeping essential context-specific and unscalable functions embedded
within individual institutions.

v Implementinga consortium model of aTTO across institutions presents many challenges.
These can be managed with clearly articulated policies of ownership, the distribution
of income from commercialized technology, and mechanisms for the prevention and
resolution of conflicts of interest.

v Animportant feature of this model is to allow for a certain level of competition, a locally
embedded TTO officer, and an evolution of the model. As the member institution’s R&D
activities increase, local TTOs can take on more and more of the functions that had been
delegated to the central office.
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GUIDE TO SECTION 6
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FOR SCIENTISTS

Your power to shape institutional policy should not be underestimated, especially in the
ways that the fruits of your research can be made to increase economic development
and benefit humanity.

Know your institutional conflict of interest policy. Most conflict of interest issues arise
when procedures are not properly followed.

Work with your TTO to ensure that your institution’s disclosure of information form is
simple and easy for you to use.

Understand why you might benefit from engaging in technology transfer and what
you want to get out of the relationship with the TTO.

A national or regional consortium of universities to develop a technology transfer
system could be beneficial to you and your colleagues because it would be more cost
effective and would have greater latitude and leverage in exploiting commercialization
opportunities than would a single campus office.

Establishing networks among colleagues will increase your awareness of opportunities
and also help you understand the broader implications of your research.

Keep your TTO informed about your networking activities, particularly if there is a
possibility of shared research endeavors. These collaborative research projects often
form the foundation of networks for technology transfer and licensing opportunities.
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ESTABLISHING AND OPERATING TECHNOLOGY TRANSFER OFFICES

FOR TECHNOLOGY TRANSFER OFFICERS

v You have a duty to ensure that senior management understands that a successful
technology transfer office (TTO) requires visible and sustained support, financial and
otherwise. Work with senior management on the definition of clear mandates that will
help you choose among competing priorities and the ever-present trade-offs between
business and academic values.

v Above all, ensure that senior management knows that it requires TTO officers who are
able and willing to take risk and senior management to support you.
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v Efficient and effective TTOs must have an articulated TTO mission, transparent TTO
policies and procedures, entrepreneurial staffing and an entrepreneurial environment,
customer-friendly relations between TTO staff and internal and external constituents,
a highly supportive administration, strong TTO links to potential industry partners, and
TTO access to risk, or venture, capital.

v OneofthemostimportantfactorsforasuccessfulTTOistheinstitution’sentrepreneurial
culture. This is determined most often by the attitude and degree of support from
senior management.

v ATTO must emphasize the importance of confidentiality in all its operations.

v Any TTO needs to have, from the outset, a systematic way of managing agreements
and many other forms of data as the amount of data will increase significantly and
year by year. The sooner a functional contract-management system is implemented,
the easier it will be to keep track of contracts and make the most of them, both for the
organization and for its collaborators.

v TheWhitehead Institute’s proprietary agreement management system (called W//PS™)
may constitute a viable software option for emerging and established TTOs. WIIPS™
can be downloaded for free from the online version of the Handbook.

v The importance of continued hands-on training programs of TTO staff cannot be
overstated.

v Similarly, the importance of building networks in the technology transfer and licensing
community is critical. By working through networks, practitioners exchange ideas and
experiences, forming best practices that become performance standards for both
individuals and their institutions.

v When recruiting personnel to staff your office, consider key qualifications. The
importance of having the best professionals working for you cannot be overstated.
Staffing can have a significant impact on the success of your office.

v Any TTO will have a wide range of legal matters to be addressed, and procedures for
working with external patent counsel and general counsel should be well established.
Make sure you are in, and stay in, the driver’s seat.
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