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As the landscape of the biopharmaceutical industry expands 

into growing regions, an exciting transformation is beginning 

to transfer commercialization “recipes” to emerging markets. 

All eyes are on small, specialty, and midsize players emerging 

at the forefront of innovation in the mature regions of Europe 

and the United States.

R O G E R  H U M P H R E Y

A Recipe For Life Sciences 

Commercialization 
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A
 t the global level, the BRICK 

countries of Brazil, Russia, 

India, China, and Korea are 

aggressively investing in 

R&D, facilities, and scientist training, 

and vying for bigger roles not only as 

markets for medicines, but also as rich 

breeding grounds for R&D and manu-

facturing. 

INGREDIENTS OF A SUCCESSFUL 

TECHNOLOGY TRANSFER

Successfully transitioning from bench 

to marketplace requires the support of 

a complex web of ancillary businesses, 

particularly for those companies that 

are scaling up rapidly. Mature life sci-

ences clusters like San Francisco’s Bay 

Area, for instance, offer vibrant financial, 

legal, marketing, and logistics infrastruc-

tures that further the industry’s success. 

Some emerging markets have recognized 

this dynamic and are developing their 

own clusters accordingly, purposefully 

recruiting supporting businesses to 

life sciences research and development 

parks, and creating initiatives to help 

businesses with the commercialization 

process, according to JLL’s 2014 Global 

Life Sciences Cluster Report. 

Japan is one of the markets hungry to 

become a leader. The Japanese govern-

ment is aiming to make Tsukuba Science 

City its flagship science and technology 

hub and a global center for public-private 

basic research partnerships in such areas 

as microbiology, next-generation cancer 

therapy, and plant genetics. Japan’s 

Revitalization Strategy and the Healthcare 

and Medical Strategy, released in June 2013, 

will further support companies’ efforts 

to strengthen R&D capacity, streamline 

approval processes, and commercialize 

innovations in regenerative medicine.

The United Kingdom, already a leading 

cluster, recently funded an initiative to 

attract more companies to the “golden tri-

angle” encompassing London, Cambridge, 

and Oxford. The goal is to facilitate 

collaboration between the cities and 

the U.K. academic research base and to 

reinforce specialist infrastructure.

Ontario Canada’s Centre for Com-

mercialization of Regenerative Medicine 

(CCRM) is a network of academics, 

industry leaders, and entrepreneurs 

working together to accelerate the com-

mercialization of stem-cell and bioma-

terials technologies. CCRM was part of 

the March 2014 renewal of an agreement 

with China to strengthen collaborations 

and fund new ideas and technologies. 

PUBLIC SECTOR INVESTMENT

Low corporate tax structures, clear 

and developed regulatory frameworks, 

and minimal administrative obstacles 

are all critical to small and midsize 

enterprises, where so much of the 

growth in life sciences is occurring. 

Competitive tax rates lure life sciences 

companies of all sizes to certain regions, 

giving them the flexibility to put those 

extra resources toward other pur-

poses. Many large pharmaceutical 

companies have moved manufacturing 

sites to Ireland, for instance, where the 

corporate tax rate is among the lowest 

in the world. Switzerland, the United 

Kingdom, Korea, the Netherlands, and 

Israel also offer attractive tax rates. 

Depending on what a company needs, 

however, other advantages may outweigh 

the tax burden. Despite having relatively 

high corporate tax rates, countries such 

as the United States, Germany, and Japan 

continue to be very attractive to many 
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life sciences innovators because they 

provide excellent regulatory systems, 

world-renowned research institutions, 

and highly transparent political and 

financial systems that allow for business-

es to be conducted efficiently. 

Mature life sciences clusters generally 

have developed policies that foster small, 

growing companies and help overcome 

barriers to market. For example, the 

U.K. Trade and Investment (UKTI) was 

created to help attract investment from 

overseas to domestic ventures, from early-

stage development through product 

commercialization, and helps companies 

maximize government tax breaks and 

incentives. 

In Korea, the government developed its 

“Pharma Korea 2020” strategic plan in 

2012 to help the country become a top-

seven global drug powerhouse by 2020. 

To establish Osong Bio Valley as a life 

sciences hub, the Korean government is 

relocating six government institutions 

to the region, including the Ministry 

of Food and Drug Safety and Korea 

National Institute of Health.

Biotechnology is one of seven strategic 

emerging industries identified in China’s 

12th Five-Year Plan, which calls for 

government spending of more than 

$1.9 billion on new drugs through 2015. 

While Big Pharma historically was 

interested in China as a low-cost manu-

facturing location, China now is focusing 

on expanding its capabilities into high-

tech R&D functions. 

REGIONAL COMPETITION FOR 

COMMERCIALIZATION HUBS HEATS UP

More life sciences companies are looking 

internationally at emerging clusters not 

only for market opportunities, but also 

as cost-effective locations in which sig-

nificant investments are being made to 

design supportive environments that 

cultivate growing companies. More than 

one-third of life sciences companies 

anticipate reducing or consolidating their 

corporate real estate portfolios in 

European markets, while 63 percent and 

48 percent plan to increase their port-

folios in China and Brazil, respectively, 

according to JLL’s Global Corporate Real 

Estate Trends for the Life Sciences Sector. 

As regional competition intensifies to 

gain the coveted life sciences cluster status, 

businesses must carefully prioritize the 

most influential external factors that will 

help make their product or treatment the 

next billion-dollar idea. L
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 Roger Humphrey is executive 

managing director of JLL’s Life 

Sciences Group. He can be reached 

at Roger.Humphrey@am.jll.com. 
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will help differentiate preferences 

and identify appropriate solutions. 

5 WHAT DO EMPLOYEES THINK ABOUT 

THE TRANSACTION? 

 One of employees’ biggest concerns 

during a carve-out is the impact it 

will have on their job. Questions like 

“Will my responsibilities change?”, 

“Will I even have a job when this is 

all over?”, and “How will this affect 

my benefits package?” are sure to 

emerge at some point during the 

carve-out. To ensure employees 

remain on board and productive, 

executives need to address these 

concerns right away.

6 WHAT CHANGES WILL 

THE NEW OWNER BRING?

 With a new company comes a new 

owner and many more adjustments. 

Oftentimes, new owners will bring 

their own set of expectations, employ-

ees, and processes that will potentially 

impact the cultural development of the 

new organization. The expectations 

of the agreement between the new 

owner and stand-alone company are 

key in shaping and aligning the direc-

tion of the new company.  

Carve-outs are complex and require 

much thought, especially when it comes 

to merging corporate cultures. Knowing 

ahead of time what to expect and how 

to tackle the cultural shift will make 

the transition smoother and much more 

successful. L

vision and how they fit into that 

vision. To do this, leadership needs 

to be as transparent as possible 

about any cultural differences and 

expectations for how the new com-

pany will operate. Recognizing and 

pointing out the cultural similarities 

and differences right away paint a 

more accurate picture for employees 

and better define expectations.

3 HOW SHOULD WE COMMUNICATE 

WITH EMPLOYEES?

 Having open communication dur-

ing a carve-out is simply a must, 

and developing a detailed commu-

nications plan in advance will allow 

executives to maintain consistency 

and fluidity when communicating 

with employees of both the new and 

parent organization. In addition to 

the plan, you should create a team 

dedicated to the internal and exter-

nal communications of the cultural 

program. Conducting reoccurring 

check-ins through employee engage-

ment surveys or small group dis-

cussions is helpful in gauging how 

employees are adapting to the new 

culture, and what’s working and 

what needs improvement.

4 WHAT INCENTIVES ARE IN 

PLACE THAT PROMOTE HIGH 

EMPLOYEE PERFORMANCE? 

 Before determining what incentives 

to offer employees, first understand 

the types of employees who work 

for you and what motivates them. 

For instance, do your people like cel-

ebrating small victories as a team? 

Are they driven by monetary incen-

tives? Behaviors and expectations 

will vary among various roles and 

levels, so using a behavior road map 

S T E V E  S A P L E T A L  &  J O H N  N I C O L

arve-out transactions are no 

walk in the park. Forming 

an entirely new entity is 

extremely difficult, especially 

when you consider the many moving 

parts that have to be managed all at 

one time. While technical and financial 

aspects are usually at the top of executives’ 

carve-out checklists, there is another 

crucial element that should be made a 

priority —  the organization’s people. 

We all know that a company’s culture 

is extremely important to the success of 

the business. Culture affects employee 

morale, performance, and ultimately how 

the company operates each day. But 

culture is especially important in the 

healthcare, pharmaceutical, and medical 

device industries where companies can 

have widely different attitudes towards 

R&D, quality, and compliance. That’s why 

you should take culture into account 

before starting the carve-out process. 

Here are six questions to ask yourself 

when undergoing a carve-out: 

1 WHAT WAS THE COMPANY CULTURE 

LIKE BEFORE THE CARVE-OUT?

 Clearly understanding the compa-

ny’s current culture is critical before 

you can even begin to define the 

culture of the new company. It’s also 

important to understand that there 

are controllable, as well as organic, 

factors that impact a company’s cul-

ture. For instance, leadership is able 

to control how employees commu-

nicate within the organization, but 

they can’t directly control individual 

attitudes or team behavior.

 

2 WHAT’S THE NEW COMPANY’S 

VISION AND MISSION STATEMENT?

 Employees should have a clear 

understanding of the new company’s 

C

6 Questions To Answer 
Before Considering A Carve-Out  

 Steve Sapletal is a director in West Monroe Partners’ 

Minneapolis off ce.

 John Nicol is a senior consultant in West Monroe 

Partners’ operations excellence practice. 
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and then communicating that 

recognition (e.g., I know how 

you feel). Think of empathy as 

the fuel of connections, not an 

opportunity to one-up someone’s 

feelings of being overwhelmed 

with your more difficult story. 

 COMMITMENT/INVESTMENT 

 These factors must go hand-in-

hand. You can be committed to 

a project by going through the 

daily motions without putting 

forth the psychological, emotional, 

and financial investment to 

make it a true success. You can 

also be deeply invested without 

committing the time or discipline 

to getting it done. If you want your 

team to be committed to an effort, 

you need to be prepared to roll up 

your sleeves and do the same.

 HUMILITY/FLEXIBILITY 

 People value success, but they 

value transparency even more. 

Leaders who have the ability to 

admit failures and shortcomings 

can be endearing and win 

admirers. However, being flexible 

in addition to humble, and willing 

to make adjustments to better 

respond to the needs of your 

team, will win you commitment. 

 PERSONAL MOTIVATION  

 You may be doing all the right 

things. However, conveying your 

enthusiasm for your idea makes 

all the difference. Don’t just talk 

about what makes you excited to 

get up in the morning. Instead, tell 

the stories of the people or entities 

your idea, products, or services 

will impact now and in the future.

People invest in ideas that are inspiring, 

well-thought-out, and backed with 

passion and commitment. People don’t 

want to run through a brick wall for a 

company, but they will support a leader 

capable of giving them something to 

believe in. L

hether communicating 

the benefits of a prod-

uct or simply trying to 

keep employees moti-

vated, how do we reach them? Give 

them something to believe in. People 

respond to what they feel is genuine. 

It may be an investment in a leader, a 

product, an organization, or a mindset 

they have never considered before, but 

if you can demonstrate that you have 

their best interests in mind, and that 

you believe in what you’re proposing, 

they’ll be more likely to listen. 

BUSINESS IS PERSONAL 

As the recipient of a lifesaving heart 

transplant, organ donation for me is 

personal. When I talk about it with 

people, I try to make it personal for 

them by asking how they would feel if 

a loved one needed an organ. I disagree 

with the saying, “It’s not personal, it’s 

just business.” Your business should be 

personal. If you want to give your team 

something to believe in and take a more 

personal interest, try incorporating the 

following components into your com-

munications:

 VISION 

This is not the company-approved 

vision plastered around the office 

and on websites, but your personal 

vision, for what you want the 

company, department, or your 

team to achieve. Giving them 

something to believe in requires a 

more personal approach and your 

willingness to boldly share your 

personal vision without fear of 

what others will think. 

 EMPATHY

Demonstrating an understanding 

of the challenges your team faces, 

either from observation, 

intensive research, or, ideally, 

firsthand experience is important 

to gaining believers on your team. 

The four components of empathy 

are perspective-taking, not judging, 

recognizing people’s emotions, 

W

 A survivor of a massive heart attack, heart 

transplant, leg amputation, and two bouts of cancer, 

Jessica Melore is an international motivational speaker 

and public health ambassador for health organizations 

and Fortune 1000 companies worldwide. For more 

information, visit www.jessicamelore.com.
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