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Background

L 
et’s be clear about something right up front. 
This is not a story about the benefits of 
outsourcing laboratory services. Rather, 
this is an entirely different approach to 
lab research, development, and manage-
ment services called co-sourcing, where 
on-site providers – often represented by a 
company’s own former employees – work 
hand-in-hand with staff scientists to main-

tain and oversee multi-vendor instrumentation and related 
services.
 Why is this important? Just ask Brussels-based UCB 
(Union Chimique Belge). As a global leader in the biophar-
maceutical sector, the company specializes in the research, 
development, and treatment of severe diseases affecting the 
central nervous and respiratory systems, immunology and 
inflammatory disorders, and oncology.
 Since its founding in 1928, the Belgian firm has built 
a global reputation on a simple guiding principle: the 
complexities of severe diseases require the expertise and 
resources of many organizations working together toward 
a common goal. Adherence to that principle has led the 
company to become widely recognized as an industry cham-
pion of strategic partnerships. These partnerships include a 
broad network of leading academics, industries, commercial 
collaborators, and suppliers who provide complementary 
skills and expertise that allow the company to play to its own 
strengths in delivering effective treatments that transform 

the lives of people living with severe diseases. The value the 
pharma company places on these strategic agreements—
whether it be for drug research or marketing advice to lab 
and contract services—runs to the very core of the company’s 
founding philosophy.1

Anatomy of a Relationship
Because the Belgium pharmaceutical giant views its strategic 
partnerships as essential building blocks to its own future 
success, these relationships are not simply based on hand-
shakes and paper agreements. In 2006, for example, the 
company decided to reduce its equipment servicing costs. 
After vetting several suppliers offering multi-vendor service 
solutions, the client settled on one firm with a proven record 
as the service arm of a global leader in the manufacture, 
maintenance, and management of laboratory instrumenta-
tion and associated services. What sealed the deal for the 
client was its ability to talk with scientists at another lab 
serviced by the provider under consideration. Those talks 
confirmed that the provider also would make for an ideal 
partner in helping the biopharmaceutical company reduce 
its costs, while improving productivity through a consoli-
dated approach to lab maintenance.2

 Terms of the original agreement also needed to meet the 
high benchmarks required by all of the biopharmaceuti-
cal’s strategic partners: exhibit a passion for performance, a 
record of flawless quality and execution, and agree to accept 
total accountability. In return, the laboratory services com-
pany assumed full responsibility for the client’s assets at its 
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major R&D centers located in Slough, UK, and Brussels, BE.
 Staff scientists at the client company initially resisted the 
changes. Significantly improved response times to equip-
ment outages, however, quickly won over their support. 
With trained engineers and replacement parts for criti-
cal equipment now kept on site, lab service outages were 
reduced from an average of 48 hours to less than two hours. 
That allowed on-staff scientists to concentrate on their own 
research instead of birddogging malfunctioning equipment. 
It also led the client’s Head of Engineering UK to say that 
there was a marked reduction in complaints from scientists 
due to the rapid fix times, which also drove improvements 
in laboratory productivity. Sourcing lab equipment manage-
ment and maintenance though a single, on-site contractor 
proved to be a more cost-effective, timely, and productive 
approach that clearly advanced the client’s own strategic 
goals, objectives, and profitability.3

 The pharma client eventually charged its strategic lab 
maintenance partner with oversight of more than 4,500 
company assets across all of Europe.4 Based on its solid 
performance and trust in getting things done on time and on 
budget, the client company also recently turned to that same 
laboratory services provider for help with major refurbish-
ments of its methods development labs at Slough in 2013.5

Benefits of an On-site Presence
Renovating lab space is never easy. Involving several labs at 
once can be downright daunting. Without proper planning 
and coordination among all participants, schedules can tend 
to go out the window and budgets go through the roof. In 
the rush to play catch up, mistakes are then made that can 
lead to a host of other problems, from damage to expensive 
instruments and poorly laid out lab space to significant 
productivity losses.6

 To mitigate those issues, the client company in this report 
asked its on-board lab partner to help develop a process for 
carrying out the equipment relocation portion of the project 
from predesign through post construction. As the single 
source of contact, the on-site lab management team was 
authorized to oversee all other relationships and contracts 
required to complete the equipment move. It also allowed 
the three on-site engineers to carefully plan the move with 
the biopharmaceutical company’s project leaders and pre-
pare older instrumentation to use during the agreed-upon 
downtime so no experiments would be disrupted.
 To affect the physical move of equipment, imbedded lab 
team retained the services of a logistics firm that special-
ized in packing, moving, and unpacking sensitive scientific 
instrumentation and their accessories. Throughout the 
process, the three cosourced engineers closely coordinated 
the decommissioning, relocation, and recommissioning of 
the nearly three dozen major instruments involved in the 

move. That saved time and reduced costs in every phase of 
the project, from planning and scheduling to subcontractor 
management to final instrument recertification.
 “Despite being an internal move, the approach taken by 
our strategic partner was incredibly detailed,” says Mark 
Duffy, Head of Engineering for the pharmaceutical compa-
ny’s UK location. “Communication between the two compa-
nies significantly reduced downtime, particularly in schedul-
ing the post move IQ/OQ requirements, while the care taken 
in handling our sensitive, high-value equipment was first 
class.”7

Learnings
Whether moving next door or across the globe, labora-
tory relocations are extremely complex. Based on the UCB 
experience with PerkinElmer’s OneSource® Laboratory Ser-
vices, the top 10 learnings of the UCB lab relocation project 
include the following:

1. Develop an integrated, comprehensive pre-project plan 
and communicate that plan and any updates to all stake-
holders on a regular basis. Doing so will help prevent 
mission creep and added costs because something was 
left out.

2. Appoint a strong core leadership team that remains with 
the project through its entirety.

3. Consolidate all equipment maintenance, moves, and 
recertification under a single expert provider with ross-
manufacturer expertise with added experience managing 
subcontractors and multi-vendor relationships.

4. Clearly define roles, expectations, and schedules, and 
require full accountability at all project levels.

5. Properly inventory, identify, and tag all equipment prior 
to the move.

6. Remember “haste makes waste.” Take extra steps to 
protect valuable instrumentation through proper disman-
tling, packaging, moving, reassembly, and the recommis-
sioning process.

7. Personal safety and regulatory issues are paramount in 
any lab relocation project. Insist on frequent inspections 
to insure regulatory requirements are being met through-
out the project by all parties.

8. Expect the unexpected and have a well-thought-out plan 
of action already in place to deal with such situations; 
the key is to be flexible, but stay disciplined to deliberate, 
proven processes.

9. Prepare a comprehensive punch list of deliverables with 
dates as part of the overall project plan.

10. As Einstein once said, “Keep it simple, but not too 
simple.” The chance of a project being completed on time 
and on budget is the direct result of both clear concise 
communication and unfettered execution.
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