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ISTC SUSTAINABILITY PLANNING 

26 March 2010

Sustainability Planning has been developed to engage ISTC beneficiary institutes in a process that would strengthen their capabilities to develop alternative sources of revenue to generate long-term stability and sustainable outcomes for the institutes. Sustainability plans are intended to strengthen the capabilities of individual research institutes.

Phase I

Institutes:

Nine (9) institutes were identified to participate in the first round of Sustainability Planning. 

Seven (7) Sustainability Plans were conducted and approved by the ISTC Governing Board.

Five (5) Sustainability Plans were approved with funding.

Two (2) Sustainability Plans are currently being implemented:

· Khlopin Radium Institute; St. Petersburg, Russia
· Institute of Physics and Power Engineering; Obninsk, Russia.
Current State of Implementation:

Khlopin Radium Institute (KRI); St. Petersburg, Russia
· Sustainability Plan approved at GB46 with funding of $500,000 for II-151 “Upgrade of Radiopharmaceuticals facility in Accordance with GMP Requirements”
· GB47 allocated an additional $200,000 for implementation

· Implementation work under II-151 is nearing completion 
Institute of Physics and Power Engineering (IPPE); Obninsk, Russia
· $580,000 was allocated for Sustainability Plan implementation

· Innovation Initiative II-152 “Organization of the GMP Certified Production of Radioisotope Products for Nuclear Medicine” has been signed with the Initiative for the   reconstruction of production premises of radioisotopes for medical applications to GMP certification standards has been launched and is in the early stages of implementation 

Institute of Nuclear Physics (INP) in National Nuclear Center; Almaty, Kazakhstan
· Documentation for Sustainability Plan implementation has been completed for:

· Two IIs

· One CSP

· Awaiting Host Government Concurrence

Research Institute of Pulse Technique (NIIIT); Moscow, Russia
· NIIIT has applied for an Innovation Initiative (II-153), “Upgrade of the Production Lines and Market Promotion of the Arc Protection Devices (APD)”, (HGC received)
· $ 346,641 is to be allocated 

· NIIIT has applied for a Regular Project, “Advanced High Reliable and Fast Acting Device for Protection of Electrical Engineering Equipment from Arc Short Sector”

· $ 353,350 is to be allocated

Siberian Chemical Combine; Seversk, Russia 
· Sustainability Plan approved GB49

· II under preparation, awaiting Host Government Concurrence 
Boreskov Institute of Catalysis (BIC); Novosibirsk, Russia

· The institute has been notified of the approval of their Sustainability Plan without funding

Institute of Immunological Engineering (IIE) in Lyubachannyi; Russia
· The institute has been notified of the approval of their Sustainability Plan without funding

Former Pavlodar Chemical Plant (“Caustik”), Pavlodar, Kazakhstan
· The Secretariat has been in contact with Caustik who has indicated its desire to continue the Sustainability Plan process

State Scientific Research Institute for Organic Chemistry and Technology (GosNIIOKhT), Russia
· Their has been no progress in engaging the Institute in Sustainability Planning 

Phase II

Consistent with  the decisions  made at  ISTC Governing Board 50 (GB50) the Secretariat has undertaken the task of revising the Sustainability Planning process to focus on strategic planning support and plan implementation that targets assistance on support activities that can deliver significant benefits taking into account the  limited resources. 

Decisions (GB50):
· Focus the Sustainability Program more on institute “strategic plan” development not on plans focused on the application of ISTC programs. Develop a greater sense of partnership in the process and break down the perception of funder/beneficiary.

· Apply ISTC resources more to the creation of credible strategic plans and on limited implementation activities. Implementation activities should look to assist in strengthening the capabilities of the institute consistent with the larger strategic plan. Focus more ISTC assistance on support activities that can deliver significant benefits taking into account the limited resources. 

· Refine the selection process of institutes for participation in the sustainability planning program. Identify institutes of interest that are motivated to participate in the process of sustainability with ISTC.

In order to achieve the goals embodied in the “lighter” version of Sustainability Planning and implementation, revisions have been incorporated into the “Template, Guidelines, and Reference Framework” attached as Annex 1. 

The secretariat has begun implementing this “Sustainability Planning Light” approach at the Yerevan Physics Institute, Yerevan, Armenia on the basis of the revised guidelines. 

Contacts are underway with other institutes on Sustainability Planning including:

Research Institute of Atomic Reactors (NIIAR); Dimitrovgrad, Russia

Biokombinat, Bishkek; Bishkek, Kyrgyz Republic

Mayak Production Association; Ozersk, Russia

Institute of Plant Physiology, Genetics & Bioengineering; Almaty, Kazakhstan
Tbilisi Nuclear Research Center, Tbilisi, Georgia

This list is not exhaustive or exclusive. The Center is open to consider other beneficiary institutes that express interest in ISTC assistance for the development of Sustainability Plans.

Annex 1

Revised Template, Guidelines, and Reference Framework 

for Institute-Specific Sustainability Plans (February 2010)

Elements of Sustainability:
The goal of this activity is to help ISTC beneficiary institutes achieve long-term sustainability and evolve away from heavy reliance on ISTC regular project funding.  The following characteristics describe sustainability and metrics for measuring progress toward these goals.  

An institute may be considered sustainable when it is able to demonstrate a majority (but not necessarily all) of these characteristics:

· Funded projects outside ISTC that apply R&D to national, regional, global programs or development priorities;

· Commercialization of R&D results;

· Beneficial technology transfer capability;

· Active connections to external peer groups;

· Strong, professional, collaborative relationships with foreign experts;

· Commercial strategic partnerships;

· Large mix of active R&D projects (Science Center regular, Partner and well as other national/international programs);

· Demonstrated system for applying national export control laws;

· Awareness of international standards on professional interactions with foreign entities (including R&D standards, science ethics, etc.);

· Strong, individual R&D-related income from state (with strong national-level champions, i.e. ministries) and non-state sources (domestic private sector, foreign investment, foreign grants);

· Competitive R&D capacity and modern infrastructure;

· Development of GXP policies, staff policies consistent with national labor laws, etc.;

· Integrated mix of active collaborative projects;

· Detailed, realistic strategic planning, including active implementation of such plans (e.g. business planning, long-term program planning & budgeting, project planning, etc.)

· Pro-active policies to increase number and frequency of contacts with foreign peers and other external entities.

Definition and Parameters of Sustainability Plans:
A sustainability plan is an informal blueprint which outlines briefly and clearly an institute’s core capabilities in the civilian sphere, its progress toward sustainability to date, and possible targeted measures which could be undertaken with ISTC financial support to enable the institute to achieve sustainability.  While sustainability plans will be used to help institutes achieve overall sustainability, some sustainability plans will be used to map out a strategy for long-term engagement by Parties. 

Sustainability Plans are not stand alone ISTC documents but part of a systematic analysis of the institute’s overall strategy for the future. As such the sustainability plan is an ISTC specific outgrowth of the fundamental strategic plan of the institute, the institute’s own plan for its future is the basis for sustainability planning. An institute will have a plan for its development and its future that may be comprehensive and sophisticated or comparatively simple, yet it will offer a vision of the institute’s future. 

If requested the ISTC can apply resources to assist institutes in the creation or refinement of their strategic plans or to work closely with the institutes to provide analysis of the strategic plans they have developed. The ISTC will use the institute created plans as the basis for its Sustainability Plan in order to identify what, if any, support the ISTC can administer to assist the institute obtain their strategic goals. ISTC support should be coordinated with identified institute priorities and tightly focused on activities that can leverage institute, ISTC and other available resources to generate a greater strategic result. Activities, such as, facility and product registration and certifications, while relatively inexpensive, can offer significant benefits and help attract partners, collaborators, customers and outside sources of funding. 

Existing ISTC programs will be used in the implementation of sustainability plans.  The plans should be able to draw targeted support from the following ISTC activities to help the institute progress towards sustainability:

· Business training through ISTC’S Competency Building Program.  The specific areas where business training is needed, and departments within the institute which should receive this training, should be identified in the sustainability plan.  

· Innovation Initiatives (formerly called Commercialization Initiatives). Focus on equipment purchases, infrastructure upgrades and “soft support” (e.g. advertising, promotion or business services), with limited use of scientist grants. Innovation Initiatives may be considered in exceptional cases but are not primary implementation activities.

· Participation in call for proposals initiated by the ISTC in the Programmatic Approach (PA)/Targeted Initiative context and/or Sustainability-focused regular projects or other “capstone” projects, funded separately as part of ISTC’s regular project funding process, and carefully tailored to focus on areas of an institute’s greatest potential.  

· Patent Support (for IP resulting from ISTC regular projects, government Partner projects, or other institute activities.) 

· Technology Promotion Program (to prioritize an institute’s funded regular projects for commercialization or other sustainability follow-up based on the technology’s potential.)  
· Workshops carefully structured to attract new Partners, customers, and scientific collaborations for the institute.  These workshops could be implemented by any of several ISTC programs that fund such activities.  
· IPR Asset Inventory and Analysis (IPRA).  This ComSP-funded activity helps an institute prioritize its IP to identify a limited number of areas that are most likely to achieve sustainability, and prepares a plan to help the institute bring the most promising IP objects to its “customers” from both government and private sectors.  

· Advanced Matchmaking (AMM).  This ComSP-funded activity provides targeted support to 1) help institutes identify investors, Partners or customers for their products and services, 2) clarify the institute’s IPR situation prior to the meeting, 3) prepare business-attractive presentations, business plans, business models, market research, etc., 4) Secretariat and/or consultant support during meetings with the investor/Partner/investor until a deal is reached.  

· Support in meeting regulatory/certification requirements.  This support can be provided through approved Targeted Initiatives (e.g. Drug Design and Development), the Programmatic Approach budget, Innovation Initiatives, Pre-commercialization or the project-specific training budget.  

· Pre-commercialization support using the ComSP budget. Components could include market analysis, business plans, advertising campaigns, commercialization-focused workshops and business travel.  

· Other areas consistent with the currently approved program and project mechanisms in use at ISTC.  

Template for Sustainability Plans:

The main elements of a sustainability plan include the following areas.  Institutes should address each area:

· Institute or any of its part involving in sustainability plan (length:  no more than two pages):  a brief, unclassified description of the institute’s main civilian facilities, laboratories, assets and production capacity if any.  Includes:

· Highlights in the institute’s development since 1991

· An overview of key funding sources and budgets for civilian work

· Size of staff and average staff salary

· Organizational structure

· A list of current partners/collaborators and their general areas of interest

· A list of IPR (patents, copyrights, trademarks or critical “know-how/trade secrets”) obtained since 1991 (Provided as an Annex)

· Brief discussion of ongoing commercial activities.

· A list of “top ten” papers published in leading international scientific and industry journals since 1991.

· A list of international prizes or awards received since 1991. 

· Capabilities assessment for civilian work  (length: no more than one page):  a brief, unclassified description in layman’s terms of the institute’s core civilian capabilities, its areas of strength and competitive advantages as the institute sees them.  This assessment should exclude any portions of the institute which are engaged in defense-related work. 

· Business model (length: no more than half a page):  existing business models may be provided, or Secretariat and Party experts may assist in the development of a business model for the institute if needed.

· Strategic and/or business plan:  the highlights of existing plans may be provided, or modest pre-commercialization funding may be provided for the rapid development of a business plan if the institute does not have a current one.

· Sustainability target (length: brief summary):  with support from Secretariat staff and external experts as needed, the institute should identify the revenue level and mix of funding sources at which sustainability is assessed to be achieved.  The diversity and long-term stability of these funding sources should also be considered.

· Sustainability milestones and timeline (length: brief summary):  3-6 key milestones and a realistic but aggressive timeline to achieving these milestones within the next two years should be briefly presented. 

· During the implementation of sustainability plans, ISTC will report to Parties on the institute’s progress toward meeting its sustainability targets on a quarterly basis (consistent with quarterly reporting already provided for SBs, regular/Partner projects and Commercialization Initiatives.)  

· In a limited number of cases that are strongly justified by substantial change in the institute’s circumstances, a sustainability plan under implementation may also be revised in coordination with institute management, Parties and the host government.  Parties should understand that such revisions may have budgetary implications for the implementation of these sustainability plans. 

· Barriers to sustainability (length: brief summary):  key hurdles should be identified as specifically as possible.  Such hurdles can include:

· regulatory and certification requirements

· IPR protection and clarifications required

· Staff training requirements

· Aging/inadequate infrastructure

· Limited production capacity

· Legal obstacles or questions (for example, laws/regulations which prohibit or discourage commercial work)

· Barriers to market penetration

· Weak or limited client/customer base, etc.

· Sustainability support funding needs: (length: one page):  this section should specify key areas of support identified by the institute and the Center to overcome the barriers to sustainability.

· If during the sustainability plan development process an institute is found to be already fully sustainable, the final plan will contain that conclusion.

Organizations Involved in Development of Sustainability Plans:

Key players involved in the development of sustainability plans will be as follows:

1. ISTC Secretariat staff:  Both technical experts (SPMs/PPMs) and commercialization experts are anticipated to have a key role in advising and coordinating the development of sustainability plans.  Secretariat staff will work to strengthen any sustainability plans provided from the institutes.  

2. Host governments:  Host government authorities will be asked to provide input and feedback to sustainability plans prepared by their institutes. Host governments will continue to provide HGC for projects and IIs consistent with the approved Terms of Reference and procedures for these activities.

3. Institutes:  Institutes will be asked to prepare sustainability plans in accordance with the template above.  They may use existing capability assessments, business plans, market research and other materials (including those funded using pre-commercialization support from ISTC) as inputs to these sustainability plans.  The information will likely be prepared by technical and business experts at the working level, with advice by Secretariat staff when needed.  

Institute directors are expected to approve all sustainability plans, and to play a lead role in coordinating the input with relevant government authorities.  Institute directors should also confirm that no classified or defense-related information is contained and no unprotected intellectual property is disclosed in any written materials provided to the Secretariat. 

4. Funding Parties/Partners:  Funding Parties will use approved ISTC mechanisms (projects, programs, targeted initiatives, etc.) to fund the activities contained in sustainability plans.  Funding Parties may also provide experts to assist in the development and revision of sustainability plans.  Key Government Partners involved in specific institutes may also provide experts to participate in this process if desired.

5. Foreign collaborators:  Foreign collaborators with significant relevant knowledge of a given institute may participate in the implementation of sustainability plans.  Such collaborators would participate through the customary framework of regular and partner projects, and Innovation Initiatives.  Alternately, they may be appointed by interested Funding Parties and identified as such in the final sustainability plan, with the host government’s approval.  In the latter case, the appointing Party would be responsible for all travel and other expenses associated with the collaborator’s involvement. In some cases “twinning” between institutes is sought.
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