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Introduction



Background

Strategic partnering canvas 

Goals, Partners, Activities,  Support structures 

and Challenges

Institutional 
Goals 

Partnering 
Challenges & 

Benefits

Research / 
Education  

Needs

Desired 
Partner Criteria

Motivators and 
barriers 
towards 

partnerships

Current 
partnering 
activities

Supporting 
mechanisms, 

incentives, 
and rewards

Capabilities 
and attitudes 

towards 
partnering

3. Future state: How do you get there?

1. Desired future state: Where 
would you like to go?

2. Current state: Where are 
you now?

UIIN Strategic Partnerships Program



of academics do not feel 

supported by their 

institutions when it comes 

to partnerships

80%



While there are great examples of 
successful partnerships, they are not 

always shared or recognised



Institutional commitment to 
partnerships does not directly 

translate into adequate support 
structures and policies



Lack of consistency and awareness of 
decision-making, tracking & 
management of partnerships



So how can you manage 

partnerships?



Partnership Support

Identifying internal efficiencies & 

streamlining processes to reduce the 

bureaucracy around external 

partnerships

Culture & Communication

Embedding external engagement as a 

core activity, and enhancing visibility and 
awareness 

Partnership Approach

Enhancing strategic partnering approach 

and management

Strategy & Leadership

Strategic orientation and leadership that 
values engagement as a fundamental 

part of the university
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1. Having a partnership 

model



Partnership Model
• Established framework that 

identifies different  partnership 
levels / types and the 
characteristics that define 
them. 

• The type of support that will be 
provided to the different 
partnerships across the 
framework is clearly defined. 

Partnership approach

Culture & Communication

Strategy & Leadership
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The Different Phases of Engaging in UBC

Start of collaboration

1.Initiation Phase

“Getting to know each 
other and building 

trust”

2. Engagement 
Phase

“Working together”

3. Advancement 
Phase

“Being a real partnership 
and team”

Dissolution
or Latent phase

Time

Depth of 
collaboration



Managing the UBC Process

AWARENESS stage

• Learn about ‘the other 
side’

▪ Online search, visits, 
observatory, 

• Make yourself known

▪ External communication, 
open campus/labs, 
showcase

• Bring people together

▪ Internal events, e.g.
breakfast; external 
events, e.g. UIIN

• Make the best use of 
alumni 

INITIATION stage

• Put yourself into the other 
person’s shoes

• Respect and value what 
they bring to the table

• Learn about them (their 
language, time, interest, 
culture, etc.)

• Use (appropriate) 
intermediaries to drive the 
process 

• Start small (low 
commitment, short time, 
etc.)

PARTNERSHIP stage

• Create mutual trust and 
commitment

• Define common goals

• Extend cooperation to 
several activities

• Establish respected ‘middle 
people’ who facilitate, 
support or manage the 
relationship

• Involve the university 
management

• Think long-term and allow 
higher commitment

Stage of UBC development effects 
what is important to focus on

Apply strategies for companies depending 
on their experience with UBC



Partnership Stairway Model

STRATEGIC 

PARTNERSHIPS

LINKAGES

INTERACTIONS

AWARENESS

COLLABORATION / 

ENGAGEMENT

Extent of collaboration

Type of interaction

Institutional commitment 

Timescale 

Extent of relationship

Stakeholders involved

C
o

m
m

it
m

e
n

t

Time to develop

Singular act Reciprocal act
Reciprocal 

development
Joint act Joint development

No interaction Random interactions
Planned / ongoing 

interactions
Working together Partnership

Informal Informal Informal / formal Formal Formalised commitment

No activities
Initiation of short-term 

activities
Short- / medium-term Medium- / long-term Long-term

Analytical / 
informational

Analytical / 
informational

Operational Tactical Strategic

Academic / Laboratory Academic / Laboratory
Academic / Laboratory 

/ Dean / Faculty
Dean / Faculty Rectorate / University



ZEISS Innovation Hub @ KIT
Germany

Contact Partner Strategic Partner 
(Institute level)

Integral Strategic 

Partner 
(University Level)

Identify | Connect | Get involved Engage | Pilot | Collaborate Commit | Evaluate| Strategize

• Management of 
projects vs 
management of 
partnership

• Occasional 
collaboration

• Annual Steering/ 
Monitoring of Activities/ 
Results on Executive 
Level

• Mutual disclosure of 
strategies and 
discussion of future 
opportunities

• Similar to Strategic 
partner but on 
University level

• Framework contract 

• Potential partner 
identified

• Initial exchanges 



Towards a strategic 

partnership 

Build a network through alumni, 

technology search, students, 

research projects

• One point of contact

• Confidentiality

• Expertise

• Openness 

START SMALL
Little money, Low risk

EXPAND
More activities, more people | Build trust

FORMALIZE
Agree on goals | 2-way account management

KEEP GOING
Ongoing activities across multiple dimensions

HARVEST
Evaluate, celebrate success, share lessons 

learned

ASML

The Netherlands



2. Partnership criteria & 

decision-making



Partnership Criteria 
• Clear decision-making process 
• The criteria and values that the 

university looks for in its partners 
e.g. across diff. partnership 
levels

• Guidelines for moving partners 
across model

Partnership Model
• Established framework that 

identifies different  partnership 
levels / types and the 
characteristics that define 
them. 

• The type of support that will be 
provided to the different 
partnerships across the 
framework is clearly defined. 

Partnership approach

Culture & Communication

Strategy & Leadership
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Decision making process –
industry perspective

• Most time is wasted where the decision-making 

process is not clear.

• Both parties have to know each other but also be 

bold to decide where to go. 

• Decision-making goes beyond one person on 

each side – different levels of commitment:

o Top management commitment / board for 

decision-making

o boundary spanners / account managers

o collaboration champions from the 

research/education side

• There are different entry points based on the 

maturity level of company/university 



Understanding of

industry needs

Commitment 

& reliability

Clear 

communication 

channels

Pro-active Relationship 

Management

Reputation

Shared vision and goals

Openness to

new ideas

Flexible, reliable, 

responsive Value added

Integrity

Cultural fit

Collaborative mindset –

can do attitude

Strong track record,

Quality

Complementary skills/ 

capabilities

Co-investment

History of delivery with 

industry partners

What industry looks for in strategic partnerships 



Focus is on building single relationships to “multi-

threaded relationships”. 

Partnerships with more than three distinct vectors, 

progress to institutional relationship.  

Aim: Develop one new relationship comprising three 
vectors per year→ Relationships with multiple links with 

NYU are prioritized.

New York University 

United States

• Career/Workforce; 
• Research
• Licensing
• Technical Assistance
• Physical assets

• Executive Development/ 
Management Training

• Athletics
• Branding
• Purchasing
• Teaching



DuPont
Global

DuPont uses an online tool to ensure choices are driven by business needs following 

systematic and data driven approach. 

When working together with universities, Dupont: 

• Defines measurable success criteria (under business 
perspective, talent, and technology & research) in its 

matrix;

• Decides on the weight factors to each matrix item;

• Fills the university’s information into a web-based database;

• Creates a university assessment and engagement score, &

• Set ups action items in a roadmap.

Matrix approach’s benefits:

• Approach is not dependent on an end goal 

of collaboration.

• Change of Dupont’s goals results in a 

change of criteria & recommended partners.

• Offers transparency to all internal 
stakeholders, business units, and functions



Talent

❑ On Campus Events

❑ Career Fairs

❑ Campus Interviewing

❑ Information Sessions / Networking 
Events/Symposia

❑ Cooperative Education Programs

❑ Continuing education partnerships

❑ Focus of Program(s)/Majors offered

❑ Size of Program(s)

❑ Diversity of Graduates

❑ Undergraduate Scholarships

❑ Support to Student Organizations / 
Projects / Events

❑ Quality of students 

❑ Alumni at DuPont

❑ Prior recruiting success

❑ Interest of school's graduates in 
DuPont

❑ …

Technology/Research

❑ Research Output

❑ Quality of Faculty

❑ Quality of Education

❑ Sponsored Research

❑ Grants received jointly

❑ Joint federal proposal development

❑ Joint Research Centers

❑ Contract/ Fee for Services

❑ Current Collaboration on BU projects

❑ Utilize Shared Facilities or Equipment

❑ DuPont Young Professors

❑ Adjunct Professors/Guest Lectures

❑ Scientific Visits

❑ Graduate Level 
Fellowships/Scholarships/Awards

❑ Advisory Boards

❑ …

Business Perspective

❑ Master Research Agreement

❑ IP, Licensing, In-Licensing

❑ Regulatory Affairs /Policy

❑ Strategic interaction planning

❑ Philanthropic Support 

❑ Ease of Doing Business

❑ Comprehensive University Visits

❑ …



3. Support structures & 

processes



Support structures & processes
• Main point of contact - front door for 

engagement for external partners and 
internal liaison.

• Pathways for partnerships, with outlines of 
steps for academics & which team / person 
to contact to support with the engagement 
and project management. 

• Standard terms, templates, legal 
agreements etc. 

• Tools and systems in place to track 
engagement activities.

Partnership support

Culture & Communication

Strategy & Leadership

Partnership Criteria 
• Clear decision-making process 
• The criteria and values that the 

university looks for in its partners 
e.g. across diff. partnership 
levels

• Guidelines for moving partners 
across model

Partnership Model
• Established framework that 

identifies different  partnership 
levels / types and the 
characteristics that define 
them. 

• The type of support that will be 
provided to the different 
partnerships across the 
framework is clearly defined. 

Partnership approach

©2022 University Industry Innovation Network B.V. 



Challenges and solutions -

leadership / professional staff perspective

Better understanding and exploration 
of how to leverage each partnership, 

putting the effort into a few, rather 
than lots.

Importance of relationship 
management, with external partners 
having access to and visibility of our 

academics.

Tools/templates (agreements, IP, 
consultancy, incentives) to support 

partnership development.

Lack of commitment from all university partners

Lack of sensible processes for building and maintaining these 

partnerships

Lack of CRM. Without it we have no visibility or shared understanding of 
existing relationships/engagements across the university. 

Lack of resources (especially personnel) required to enable these 
partnerships. 

Not aware of any evaluation framework currently in use that helps us to 
measure and evaluate a strategic partnership

Lack of visibility of how these partnerships are managed at the 
university level.



Support structures & processes – Industry perspective

Central point of contact 

Keeping overview and providing 

guidance on partnership 
pathways

‘Business-friendly’ terms and 

agreements

Boundary spanners on

both sides

Internal navigators to connect the 
dots and facilitate engagement: 

Who is the person who can help 

me make sure this project 

happens?

Taking over reporting and 

administration work

Making the interactions as 

seamless as possible, to enable 
the partnership to gain 

momentum and find synergy, and 
not slow down because of 

negotiations, agreements, reviews 

etc.

Using analytics and business 
intelligence to find where your 

and your (potential) partners’ 

activities intersect

Front door into the organisation

Clarity on type of support 

provided and how to access it 

Framework agreements  



ANU – Strategic Partnering Toolkit
Australia

PARTNERSHIP MANIFESTO

What our partnerships are built on

• Vision and aims for partnership

• Criteria they look for 

• Guiding principle of what 

makes partnerships successful

• Overarching approach

PARTNERSHIP PLAYBOOK

How we undertake partnerships

• Types of activities 

• Pathways and support

• Agreements

• Resources 

PARTNERSHIP FRAMEWORK

How our partnerships are structured

• Governance

• Goals of partnership

• Actions, milestones and measures 

to guide the approach 

• Resourcing 

• Metrics for success and how to 

measure them 

Developed as part of the UIIN Strategic Partnerships Program, and 
presented at 2022 UIIN Conference 



Munster Technological University 
Ireland 

PARTNERSHIP MANIFESTO

What our partnerships are built on

• Vision and aims for partnership

• Criteria they look for 

• Guiding principle of what makes 

partnerships successful

• Overarching approach

Breaking down siloed approaches to engagement 
at the university through CRM

How?
• Information is gathered on the type of partner 

e.g. size, reach, sector, long-term (research) 

strategy, values, reputation. 

• Qualitative and quantitative data is also 

collected to monitor the number of interactions; 
students impacted by the interactions; 

researchers involved; courses offered to 

companies; licenses, patents and spin offs; 

duration of partnership; and work-based 

learning opportunities. 

• Monthly reports of the engagement activities 

and good practice case studies are created, 
which are used when interacting with 

leadership, government or funders.



3M – Master Research Agreements
International

PARTNERSHIP MANIFESTO

What our partnerships are built on

• Vision and aims for partnership

• Criteria they look for 

• Guiding principle of what makes 

partnerships successful

• Overarching approach

• 3M utilises Master Research Agreements (“MRA’)
to facilitate its collaboration activities.

• The MRA framework enables agile University

project starts/stops and accelerates program
initiations.

• MRAs in place with multiple institutions, which

has led to multiple projects being established.

• The IP in this Agreement is favourable, pre-

negotiated and flexible.

Framework agreements work well and provide a

competitive advantage for some universities →

speed and process simplicity are important.



4. Relationship 

management 



Relationship Management 
Account management processes, 
including 
• Governance,
• Clear roles and responsibilities, 
• Regular meetings/communication 
• Tracking of activities and 

reporting 

Support structures & processes
• Main point of contact - front door 

for engagement for external 

partners and internal liaison.

• Pathways for partnerships, with 

outlines of steps for academics & 

which team / person to contact to 

support with the engagement and 

project management. 

• Standard terms, templates, legal 

agreements etc. 

• Tools and systems in place to track 

engagement activities.

Partnership support

Culture & Communication

Strategy & Leadership

Partnership Criteria 
• Clear decision-making process 
• The criteria and values that the 

university looks for in its partners 
e.g. across diff. partnership 
levels

• Guidelines for moving partners 
across model

Partnership Model
• Established framework that 

identifies different  partnership 
levels / types and the 
characteristics that define 
them. 

• The type of support that will be 
provided to the different 
partnerships across the 
framework is clearly defined. 

Partnership approach
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Managing relationships while keeping an overview of all 
research activities 

Example – perspective exchange

Inviting academic partners to join the team for 
a certain period, to see what happens with 

the opportunities that come in, how they are 

evaluated and how the decisions are made.

This provides the academic partner with 
valuable knowledge about the processes to 
inform researchers on how they should best 
interact with potential partners and informs 

the company on how their messaging is 
received by the academic partner. 

• Having support from a central unit trying to connect all 

units and setting a common set of metrics - ideal mix to 
combine the knowledge of people on the ground with 

those having a broader view of the relationships. 

• Reports that inform on the kind of activities run with a 

certain university

• Giving employees from the R&D centres the freedom 

to define what universities to collaborate with based on 

their own background, history, and existing 

connections with universities. 

• Organising account management meetings several 
times a year, where representatives of the university 

and company-side get together to go over all their 

activities and assess the total partnership. 



• The CSL Alliance Manager is the ‘go to’ person for a 
partner organisation to source and provide internally 

aligned CSL information AND be the ‘voice of the partner’ 
within CSL

• Establish effective ways of working through governance 

and communication best practices

• Proactively identify and resolve potential conflicts

• Ensure CSL’s contractual obligations with a partner are 

met, allowing functions within CSL to focus on their own 
areas of expertise

• Conducts Partnership Health Check surveys to drive 
continuous improvement

CSL – Alliance Management
Australia



EPFL

Switzerland

• Steering committees which anchor industry 
partnerships at an executive and operational level.

• Governance boards ensure collaborations are 
aligned with each business’ objectives and conduct 

regular review and evaluation where needed. 

• Dedicated account management service for each 
partnership. These specialists have extensive 

experience across different industry domains and 

deep understanding of EPFL ecosystem. 

“Well-managed relationships are crucial. Having regular, open 
conversations with our industry partners enables us to be nimble 

and quick to react, allowing us to take advantage of 
unexpected opportunities when they arise”

– Vice President for Innovation



5. Measurement and 

evaluation



Relationship Management 
Account management processes, 

including 

• Governance,

• Clear roles and responsibilities, 

• Regular meetings/communication

• Tracking of activities and reporting 

Support structures & processes
• Main point of contact - front door 

for engagement for external 

partners and internal liaison.

• Pathways for partnerships, with 

outlines of steps for academics & 

which team / person to contact to 

support with the engagement and 

project management. 

• Standard terms, templates, legal 

agreements etc. 

• Tools and systems in place to track 

engagement activities.

Measurement and Evaluation
• Mechanisms in place to actively 

and continuously measure and 
evaluate  partnership activities, 
outputs and outcomes. 

Partnership support

Culture & Communication

Embedding external engagement as a 

core activity, and enhancing visibility and 
awareness 

Strategy & Leadership

Strategic orientation and leadership that 
values engagement as a fundamental 

part of the university

Partnership Criteria 
• Clear decision-making process 
• The criteria and values that the 

university looks for in its partners 
e.g. across diff. partnership 
levels

• Guidelines for moving partners 
across model

Partnership Model
• Established framework that 

identifies different  partnership 
levels / types and the 
characteristics that define 
them. 

• The type of support that will be 
provided to the different 
partnerships across the 
framework is clearly defined. 

Partnership approach
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How to measure success of partnerships?

Quantitative Qualitative

• Number and value of projects undertaken
• Funded research collaborations
• Amount of public funding leveraged
• Joint publications
• New services / products as results of 

partnership
• Economic value and revenue generated
• Positive impact on the end-users and the 

public
• New jobs created (or retained)
• Student internships
• Enhanced student experience
• Enhanced graduate employability 

• Satisfaction with the collaboration and 
willingness to engage in another project 
with the same partner

• Ability to scale and grow the partnership 
(Honest) testimonials received or given

• Increased reputation/standing
• Periodic reviews
• Senior leadership involvement
• Outstanding case studies and “good news 

stories” showcasing impact 
• Successes (or wins) celebrated
• Evidence of contributing to policymaking
• Measurable impact on public engagement 

or public policy

• Constantly being clear about what are our strategic priorities and if the partnership is meeting our 
objectives

• Willingness to re-negotiate as priorities change



• Metrics have to be established jointly with the corporate 
partner.

• The key consideration is not necessarily the metrics you 

use, but how they are determined

How do they measure success? 

• Surveys: Gather data on the satisfaction of corporate 
affiliates, seeking to get feedback on what worked and 

what didn’t — and whether the program met the 

partner’s needs in general

• Brainstorming during board meetings: Partners asked was 
about 

- Expectations 

- Most painful processes

- Easiest processes

- What is most valuable to them 

• Understanding the partners’ perception can help align 

and manage expectations.

UC San Diego

United States



Clemson works with its industry partners on a 

three- to five-year strategic planning approach. 

• Account managers talk with their counterparts 

every day, or every week

• Steering committee meet once a quarter or a 

couple of times a year to review the partnership

• Annual report developed once a year

• Follow up with a full debrief with the company

→ begin planning for next year

Clemson Univeristy

United States



‘THANK YOU!’

– Any comments or questions?


