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Commercialization Process Map:

The commercialization process varies by value chain, country, and sector- every commercialization
initiative should be mapped out to understand context specific bottlenecks that may inhibit
successful, commercial uptake of a new technology or product from development to final
consumption. The literature review yielded few results for a fully mapped out commercialization
process that can be used to analyze common bottlenecks, so different approaches were combined to
create a single high-level commercialization process applicable to bringing any technology to market.
The resulting commercialization process map mirrors a value chain, which also looks at how value
is added to a product or service but considers bottlenecks and opportunities for private sector
commercialization which adds marketing and profitability components.

While no single model can be pre-determined for a commercialization initiative, profitability and
strategic partnerships underly any successful initiative. Profitability and operational capacity should
be considered when mapping out constraints and systems for each step of the process map.

The process map is an intuitive way for development practitioners to organize their knowledge of
challenges and opportunities of a commercialization initiative. There are key data points that can be
collected for each step of the process to explain how a product or technology will be able to
profitability reach end consumers. The process steps reflect where bottlenecks to commercialization
are often found, however there are also key factors to a product’s market success that cut across the
different steps of process to catalyze market uptake.

Success Factors:

Success factors are cross-cutting issues that impact multiple steps along the commercialization
process. They fall into five broad categories: supply, demand, policy, finance, and development
outcomes. Development outcomes is taken into consideration for the commercialization of public
goods which are publicly supported due to their intended positive, public impact. Within these five
broad categories, there are distinctive success factors specific to the product being commercialized,
which can be used to identify and develop catalytic interventions that apply across the
commercialization process in order to maximize impact throughout commercialization.

These success factors provide development practitioners with a less linear, more holistic way to
evaluate the potential challenges and opportunities of commercialization. \When combined, the
commercialization process map and cross-cutting success factors offer two complementary
dimensions for identifying bottlenecks and accelerators. A framework with both components will
identify where interventions can maximize impact.

Commercialization Framework:

The commercialization framework is an analysis tool that overlays the commercialization process
map and the success factors in order to break down the commercialization process and identify what
cross-cutting interventions can be used to address multiple bottlenecks. It allows development
practitioners to organize their knowledge in a simple, consistent way.

By organizing information in this way, complex information for different products being
commercialized in different markets and across different country contexts can be systematically



analyzed and compared to determine catalytic investments. The commercialization framework can
also map an organization’s internal commercial capacity or its strategic partnerships to identify
strengths and gaps to identify where new strategic partnerships may be necessary.

Case Study Analyses:

Three case studies were selected to demonstrate how the commercialization framework analysis
works on different kinds of technologies and products. Cases were selected to show a variety of
contexts: 1) US fortified foods is an historical example of one of the most successful fortification
initiatives in the world allowing the benefit of hindsight to analyze the full trajectory of industry and
consumer adoption. 2) HIV/ AIDS medication is a global, health sector example that highlights the
challenges of scaling a product to low-income countries and consumers. 3) Vitamin A cassava in
Nigeria is a biofortified seed case that can directly show how this framework can be used by the GAIN/
HarvestPlus partnership.

For any given technology or product, the framework can identify where there are opportunities and
bottlenecks for commercialization, however if the analysis fails to yield a compelling business case
then it is also important to remember that pure, private-sector commercialization is just one
possible tool for achieving outcomes. Using the framework to map a commercialization initiative’s
internal capacity and existing partnerships can identify which new strategic partnerships are needed
to achieve all success factors and overcome bottlenecks.

Private Sector Partner Selection and Engagement:

Once a commercialization case has been made, private sector partners can be identified based on
their unique ability to profitably address the strengths, weaknesses, opportunities, and constraints
of the sector when bringing the specific technology to market. Partner selection criteria allows
development practitioners to clearly recognize how potential private sector partners will address
identified commercialization bottlenecks or needed organizational capacity.

Five key criteria for private sector partner selection mirror the five success factors categories:
business model (finance), commercial viability (demand), legal requirements (policy),
organizational capacity (supply), and beneficiary impact (development outcomes). These criteria do
not focus just on the innovation of a company’s technology, rather they allow development
practitioners to identify partners who can make a strong business case for bringing a new technology
to market profitably. For potential partners that are strong in some key areas, but do not meet all five
criteria, requirements can be prioritized according to the most pressing capacity needs and potential
value-add to the partnership.

The key to successful public-private partnerships is a strategic approach to relationship
management that can be implemented regardless of funding mechanism or public sector partner.
All partnerships can be made more effective by focusing on a collaboration to achieve mutual goals.
Key management practices that have resulted in successful public-private partnerships include
aligning stakeholder goals, selecting appropriate interventions for partnership, determining clear
partnership criteria, negotiating performance-based milestones, tracking impact collaboratively, and
providing clear, transparent decision-making.
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