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I. RESEARCH METHODOLOGY

Project Challenge

Leadership at a member institution approached the Roundtable with the following questions:

Project Sources

¢ Education Advisory Board’s internal and online research libraries. www.educationadvisoryboard.com

¢ National Center for Education Statistics [NCES]. http://nces.ed.gov/

e  Britt, Ronda. “Academic Research and Development Expenditures: Fiscal Year 2009.” National Center
for Science and Engineering Statistics and National Science Foundation. July 2011.

http://www.nsf.gov/statistics/nsf11313/pdf/nsf1 1313.pdf
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I. RESEARCH METHODOLOGY

Research Parameters

The Roundtable interviewed directors and assistant directors of centers for innovations at public
universities.

A Guide to the Institutions Profiled in this Brief

Approximale Research
S . . EnroHment g Lxpenditures Tor
Institation Location Type . Classification . P . .
(Undergraduate Entire University
ands)’

Source: National Center for Education Statistics, National Center for Science and Engineering Statistics

' Ronda Britt, “Academic Research and Development Expenditures: Fiscal Year 2009, National Center for Science and
Engineering Statistics and National Science Foundation, July 2011,
htip:/fwww.nsf.gov/statistics/nsf11313/pdf/msf11313.pdf
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I1. EXECUTIVE OVERVIEW

Key Observations
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Contacts report that center directors typically seek guidance from three distinct sources:
the university president and vice presidents for regional development; the school of
business; and advisory boards. Contacts explain that in the early stages of a center’s
development, the president typically provides the most direction for strategic planning. Advisory
boards for centers for innovations are comprised of both university and community leaders.

Most contact institutions house centers within the university under the direction of the
president or vice president for regional development, but some centers are housed within
the school of business to better expose the center to business school faculty and students.
Centers that are incorporated into the central university structure, under a president or vice
president, typically collaborate with research-oriented offices, such as the Small Business and
Technology Development Center (SBTDC) and Office of Research and Sponsored Programs.

Almost all centers receive partial funding from the university. Other sources of funding
include state governments, U.S. Small Business Administration, private contributions, and
service fees and payments charged to third-parties leasing space in a center. Only University
C houses a self-supporting center that contributes revenue to the university. Additionally, at only
one contact institution, University B, have administrators considered levying an entrepreneurship
fee for student groups using the center’s space.

Contacts describe several essential staffing positions: center director, assistant director for
operations, assistant director for outreach, program coordinators, technology transfer staff,
administrative staff, and student interns. Centers with larger staff also hire consultants for
small business owners and/or engineers, chemists, or lab technicians to manage research in center
labs or incubators.

Faculty members reportedly seek out centers for innovations in order to obtain support for
applied research and commercialization, use lab space, and find consulting engagements.
Contacts suggest that center directors proactively engage with faculty by developing relationships
with academic deans and department heads. Additionally, contacts recommend several strategies
for introducing faculty to applied research, such as soliciting faculty to develop research
proposals for industry partners and offering faculty assistance with commercialization as well as
start-up business support.

At most contact institutions, students have access to the centers’ services for entrepreneurs
and applied research. Additionally, centers often organize programs that are specifically
targeted towards students. For example, students can engage in applied research and consulting
for industry clients through class projects or center competitions. Centers also typically designate
work space for students and offer seminars and workshops to support student entrepreneurs.

Contacts suggest that centers for innovations attract industry partners by serving as
contract research organizations, assisting with commercialization, and offering reduced-
cost services, Furthermore, many centers dedicate a large portion of programming towards
outreach and networking with potential industry partners.
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III. ORGANIZATIONAL OVERVIEW OF THE CENTER

Center Reporting Structure and Activities

The table below describes the scope of center activities and reporting structure across profiled institutions.

Center Leadership and Activities

e Ixeccutive with Center . s
Institution . I Center Activities
Oversight

2 it
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III. ORGANIZATIONAL OVERVIEW OF THE CENTER

Across contact institutions, centers for innovations typically manage industry-oriented applied research
and collaborate with other functional offices in the university. Contacts describe two organizational
models for centers for innovations: one in which the university president or vice president oversees the
center and one in which a business school leader oversees the center. The following graphics
approximately illustrate these two models.

Center Falls under Executive Office but Collaborates with Many Additional Offices

Because responsibility for intellectual property, applied research, and small business development lies
with several offices at contact inststitutions subscribing to model one, the center for innovations staff
coordinates with staff in the offices outlined below. The centers for innovations at University A,
University B, University C, University E, and University G roughly adhere to the following university
structure.

Organizational Relationships among Center and Other University Departments

L

E%%% Center is Housed within the School of Business
At University D and University F, the center is housed within the school of business. Under this model,
the center reportedly benefits from greater access to students.
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IV. FUNDING SOURCES AND STRUCTURES

Six of the seven centers at contact institutions draw on university central funds to support some portion of
their operating expenses. Only the center at University C is completely self-supporting, but contacts at
University E report that the research campus will eventually operate under a revenue-neutral model as

well. Other sources of funding consist of federal and state grants, private contributions, and service fees.

Sources of Funding for Centers for Innovations

The following chart describes centers’ funding sources and the corresponding portion of budgets funded

by each funding source across contact institutions.
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.University Funding

Centers at University A, University B and the
University G are largely dependent on university
funding. However, University C is self-funded and
contributes revenue to the university.

Bstate Government

The state governor earmarked start-up funding for
the University E’s research campus in the state
budget. The money was allocated to the university,
under the condition that the university raises
additional funds to sustain the center.

.U.S. Small Business Administration
Contacts at University C report that the U.S. Small
Business Administration (SBA) provides the
majority of the center’s funding through grants.
Similarly, at University A, SBA funds help support
staff salaries and technology transfer projects. The
U.S. Economic Development Administration (EDA)
supports programs for regional development at
University F, such as a regional research center.

© 2011 The Advisory Board Company

Blrrivate Contributions

The center at University E partnered with a developer
that will finance a portion of construction costs and
manage the property and leasing contracts of the new
facilities. Because the center plans to be independently
financed, the university will eventually rent space from
the center to house departments and use lab space.
University D’s center relies solely on donor
contributions from board members. The center at
University F depends both on annual contributions
from private donors and endowments.

M Service Fees and Space Rents
Although contacts at University B and University C
explain that service fees are a nominal source of
funding, incubator rents and service fees comprise a
large proportion of the center’s funding at University
F.



IV. FUNDING SOURCES AND STRUCTURES

Center is Completely University-Sponsored in its Programs and Funding

At University A, University B, and University C, university administrators secure funding sources and
manage operations for centers for innovations.

Center Partners with Independent Non-Profit for Programs and Funding

Non-profit
oI
Foundation

The model above illustrates areas of collaboration between the center for innovations and its affiliate, an
independent non-profit foundation. Contacts at University E, University F, and University G note that
independent, non-profit organizations and foundations support centers for innovations. Although centers
and foundations are separate organizations, contacts maintain that the bodies are closely integrated with
regards to programming, space, and funding.

Roles of Foundations in Center Activities

Q Manage Funds: Contacts at University F report that because
multiple sources of funding support the center for innovations, a
separate non-profit organization, a foundation for the center for
innovations, manages select sources of funding, allowing for
maximum flexibility in dispensing funds.

0 House Incubators and Labs: At University F and University
G, center foundations house incubators and labs. Center staff and
clients have access to the facilities housed within the foundations. [
While the incubator at University F serves as a general work space for entrepreneurs, the labs at
University G are highly specialized for niche areas of research.

‘ Licensing Support: At University E, the research campus, which is under construction, will also
house an independent non-profit, which will provide clients with licensing and commercialization
support.
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IV. FUNDING SOURCES AND STRUCTURES

Entrepreneurship Fees for Students Groups

Across contact institutions, centers for innovations do not collect a campus-wide entrepreneurship fee
from all students. However, center administrators at University B have considered charging student
groups a fee for renting space and accessing the center’s resources. Contacts report that when student
groups express interest in renting space, the center follows the foliowing protocols:

Student groups enjoy privileges as clients. For example, the center director
would take the student group on a tour of the center to introduce new student
groups to the space and service options

Contacts at University B state that the center charges student groups at a
discounted rate, 50 percent of the typical fee for center space and services.

© 2011 The Advisory Board Company



V. LEADERSHIP AND REPORTING STRUCTURES

Center Director Role and Responsibilities

At most institutions, leaders of centers for innovations are referred to as
director or executive director. Alternatively, at University G, the leader
holds the title Vice President for Commercialization and Regional
Development.

Most Center Directors Demonstrate Business Experience

Several contacts explain that directors must have earned a PhD or
terminal degree. At other institutions, such as University A, University g
F and University E, contacts explain that university administrators hire dlrectors based on their business
background. Similarly, at University B, the center is currently seeking a director of tenant relations with
experience in outreach.

Center Oversight and Direction

Contacts describe three different leaders who oversee ccnter actwmes and prov1de gu1dance

VI e oty T
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At Umversnty B and University C, the center dlrectors report directly to the pres1dents of the umvers1ty
Although the center director at University C also seeks guidance from the chair of the department for
management and marketing and the business school dean, contacts report that the president is the center’s
chief advisor.

%s:xxam

Thc ccnter dlrcctor at University A reports to the Vice Premdent | forResearch “and Economlc
Development, and the director at University G reports to the Vice President for Commercialization and
Regional Development. Contacts at University A explain that the physical proximity of their office to the
Vice President’s allows the director to discuss new projects and solicit university funding more easily.

Faculty Leaders in School of Business

The centers at University D and University F are housed within the school of business, and directors
report to business school administrators. Contacts explain that the center director at University F initially
reported to the president, but the center later moved to the school of business to encourage greater
interactions with business school students. Similarly the SBTDC at University B reports both to the
university president and school of business to gain access to business school faculty.

Advisory Boards Provide Direction from the Community

At University B, University D, and University E, centers for innovations also seek guidance from an
advisory board comprised of university and community leaders. Typical Members include:

¢ Chancellor ¢ Iocal Entrepreneurs

¢ President ¢ Community Leaders

*  Academic Deans ® Regional Economic

¢ Division of Research Development Partner
staff Representatives

10
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V1. CENTER OPERATIONS

Essential Staffing Positions for Centers for Innovations

Across profiled institutions, staffing structures vary depending on the size and activities of the center. The
staff positions described below are primarily located within the center for innovations; however, some
positions may be located within other offices or centers. For example, lab technicians are generally
located within an incubator or lab managed by the center.

Variations in Center Staff Size and Composition

» University C, University D, and University E, one to four staff members hold the

following positions: director, outreach and marketing coordinator, program coordinator,
contracts and tech transfer manager, and administrative staff. These essential positions are bolded in the
diagram below.

;rgﬁif? ; Q“f}%a Several institutions surveyed have centers with relatively small staffs. At University A,

At University C and University F operate under a larger staffing structure of 12 to 13
employees; beyond the essential positions described above, small business consultants
comprise additional staff positions.

At University G, the center’s foundation and two labs have 600 staff and consist of
engineers and student researchers, technical staff, and administrators.

(Bolded position titles are identified as key positions across contact institutions)

Center Directors Value Experienced Staff

Several contacts explain that when hiring staff, center directors seek expertise in business, venture capital,
and outreach. Additionally, lab technicians and engineers may require certifications to handle lab
equipment, and some staff members may hold an MBA or MA.

Technology Tools to Facilitate Operations

Contacts suggest the following technology tools to facilitate operations in the center for innovations:

Banncer

- ven]
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VIL. ENGAGING FACULTY AND STUDENTS WITH THE CENTER

Industry-Oriented Opportunities for Faculty Members

Contacts report that faculty members enjoy a variety of opportunities to engage with the center and

Developing Relationships with Faculty Members

Contacts ut University 6

Several contacts explain that engaging faculty members in industry- Bac
recommend that university

oriented research is difficult because faculty members are uninterested
in applied research or have existing research relationships with industry
partners. Strategies for engaging faculty members in the centers’
activities are outlined below:

wnure regquirements

mcentivize applicd rescarch.

Advertise Support Services to Faculty

Contacts at University A explain that faculty members are more inclined to pursue applied research
opportunities if they are aware of the support services available through the center for innovations.
Therefore, educating faculty members on the center’s support for applied research can be a key strategy
to incentivizing applied research for faculty.

Engage Faculty with Industry Relationships

Many faculty at University E have already developed relationships with industry partners. Therefore,
contacts suggest that the director be tasked with investigating the status of industry-oriented research on
campus, reaching out to specific faculty members with existing research responsibilities and coordinating
research partnerships through the center.

Connect with Academic Deans and Departments

At University B, the director initially reported to an academic dean, which gave the center great access to
faculty members. Similarly, the center at University F moved from the president’s office to the school of
business to gain greater access to students and faculty. At University G, the center staff bring potential
projects to department chairs, who then recommend faculty members who could develop research
proposals to submit to industry partners.




VII. ENGAGING FACULTY AND STUDENTS WITH THE CENTER

Compensation for Faculty Work with the Center

Several contacts stress that faculty workload and compensation should reflect their contributions to the
center. Contacts suggest two types of compensation for faculty who work with the center and engage in
applied research:

l Course Releases
At University B, faculty who conduct applied research or oversee student groups working with
clients receive a course release as compensation,

I Grants
Contacts at University G explain that faculty receive additional compensation through research
grants for their work with the center.

Center Programs and Research for Students

Centers for innovations can provide support services and learning opportunities for both undergraduate
and graduate students. Contacts describe the fellowing methods for engaging students through center
activities and applied research:

Applicd Rescarch g

Market Rescarch
and Small
Business
Development
Consulting

i e

Student
Competitions
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VIL. ENGAGING FACULTY AND STUDENTS WITH THE CENTER

Center Programs and Research for Students (cont.)

Waorkshops and
Seminars on
Business and

Entreprencurshi

- -

jmseh dud i ;;mé;a;

Venture Capital

Student-
Designated Wor
Space

Internships and
Work

Opportunities
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VIII. BUILDING RELATIONSHIPS WITH INDUSTRY PARTNERS

Building Rapport with Industry Partners

Across profiled institutions, contacts describe several strategies for building and maintaining healthy
relationships with industry partners:

| Conduct Rigorous Outreach

Across profiled institutions, contacts stress the importance of conducting outreach. At University C, all
staff participate in outreach efforts, attending receptions and hosting seminars to meet potential clients.
Contacts at University D suggest maintaining an e-mail newsletter and listserv to communicate regularly
w1th new and previous clients.

Offer Low Cost Services

Many clients are attracted to the services provided by centers for innovations because of the low-cost fees
for high-quality programs. At University D and University F, industry clients pay very low fees to attend
seminars and training programs. Contacts at University C stress that the center is dedicated to delivering
services above monetary value; therefore, clients do not pay for individual business counseling, paying
only for seminars and access to work space.

Us Provide Customized Service

Contacts at University C highlight the center’s individualized approach to client services and counseling
as a key strategy for building successful client partnerships. For example, the center director often goes
beyond meetings and counseling sessions to help a client and will conduct site visits to better understand
a client’s needs.

Leverage University Connections and Resources
Because of the center's affiliation with the university, the center can leverage its position and take
advantage of the university’s existing relationships and resources.

Alumni Relations: At University D, the center is able to recruit volunteers and potential industry
clients by reaching out to the alumni community. Through a rewards and recognition program, the
center annually identifies and celebrates 100 of the fastest growing businesses owned or managed
by university alum. Through the application process and award celebrations, the center is able to
develop strong relationships with local entrepreneurs.

L University Culture: Contacts at University C highlight the importance of establishing a
university culture that welcomes industry partnerships. For example, contacts explain that industry
partners are hesitant to engage with university partners that seem unorganized or with faculty
members who are not receptive to industry.

Offer Financing and Grant-Writing Support to Local Businesses

Contacts at University F state that the potential of financing attracts many industry partners to the center
for innovations. In addition to administering funds from the U.S. Small Business Administration, the
center has helped organize several angel funds, which are supervised and managed by local community
members. Contacts report that angel fund managers seek guidance from the center. Finally, the center also
attracts new clients by offering assistance in the grant-writing process.

6] Join Regional and Networking Organizations
The center at University A joined a regional development organization associated with another university

15
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VIII. BUILDING RELATIONSHIPS WITH INDUSTRY PARTNERS

and regularly attends meetings to seek out new partners. Additionally, the center director invites specific
faculty administrators to join these meetings and brainstorm ideas for industry-oriented research.

Strategies for Facilitating Connections between Industry and Faculty

Contacts at University A and University G explain that it is important to engage faculty early when
building relationships with industry partners. Below are programmatic strategies for facilitating research

partncrships between faculty and industry clients:
W b
arch Showeases |

R e

gﬁ

i
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The center director at University A organized a research showcase to highlight research faculty projects
and intellectual property for an audience of potential industry collaborators. In the past, contacts report
the event has included presentations by 45 faculty members, poster displays, and networking time for
faculty and industry clients.

Industry Advisory Committees consist of local business partners and community members who are tasked
with advising faculty members on their research focus. Contacts at University A report that organizing
these committees is a successful tactic for engaging industry partners and fostering collaborations.

Prototype Development
Product Commmercialization

Applicd Rescarch Contracts

Inereased Industry Engagement

At University G, the center reportedly engages new industry clients through a membership with a
university institute. The institute typically focuses on a niche field and institute membership gives
industry clients access to applied research opportunities and university resources.

ll If a department is developing broad research competencies around a

specific area, the center will help the department create corresponding
institute, which serves as a formal point of contact for industry clients.

Corporate partners can then purchase memberships to the institute and gain
access to researchers, research facilities, and preferential assignment of
interns.

16
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VIII. BUILDING RELATIONSHIPS WITH INDUSTRY PARTNERS

Strategies for Facilitating Connections between Industry and Faculty (Cont.)

Faculty Proposals for Potential Industry Contracts

Contacts at University G report that the center will occasionally function as a contract research
organization for industry partners and will solicit faculty members to propose a research contract and
submit this proposal to potential corporate partners.

Bepurtment chairs Center takes
recommened facully [aculty-composed
members 1o wiile propuosals to
propusals based on indusury pactoer
faculty expericnee and offers o
atd rescarch exeCULe project
backyround, forafee.

Start-Up Comercialization Assistance

Because small start-up companies often struggle to promote their products, they will
often seek out the assistance of patent attorneys through a university. Contacts at
University G explain that when a start-up company approaches the center, the
center staff will arrange for the university to take ownership of the product and incur
the licensing costs. When the product receives its patent, the center turns the patent
over to the start-up company. However, the scope of collaboration does not end with
technology transfer, rather the center will often engage the start-up in other center services as well, such
as developing a marketing strategy, developing a business plan, and seeking out investors.

17
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——— PROFESSIONAL SERVICES NOTE

The Advisory Board has worked to ensure the accuracy of the information it provides to its members.
This project relies on data obtained from many sources, however, and The Advisory Board cannot
guarantee the accuracy of the information or its analysis in all cases. Further, The Advisory Board is not
engaged in rendering clinical, legal, accounting, or other professional services. Its projects should not be
construed as professional advice on any particular set of facts or circumstances. Members are advised to
consult with their staff and senior management, or other appropriate professionals, prior to implementing
any changes based on this project. Neither The Advisory Board Company nor its programs are
responsible for any claims or losses that may arise from any errors or omissions in their projects,
whether caused by the Advisory Board Company or its sources.

© November 2011 The Advisory Board Company, 2445 M Street, N.W_, Washington, DC 20037. Any
reproduction or retransmission, in whole or in part, is a violation of federal law and is strictly prohibited
without the consent of the Advisory Board Company. This prohibition extends to sharing this
publication with clients and/or affiliate companies. All dghts reserved.




