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Introduction
A joint venture can be described as a formal agreement between two or more firms to pursue a joint undertaking that is usually of mutual benefit for the firms. It is often associated with expansion strategies, market entry, and new product or market development (Terjesen, no date). Beirne, Maynard and Parson (2012) reason that forming a joint venture is one of the most common means of conducting business internationally. Joint ventures allow firms to share risks that may be associated with the new venture and take advantage of the assets and skills of the venture partners. Joint ventures can either be domestic or international. International joint ventures encompass companies from different countries partnering and conducting a venture business in one of the partner countries.

Joint ventures carry both advantages and disadvantages. A joint venture can be useful in providing one party with the necessary resources and skills bestowed upon its existence. At the same time, it can be a risky venture considering the willingness and ability of one party to comply with the venture requirements (Beirne, Maynard and Parson, 2012).Overall, the major purpose of forming a joint venture will deliberate its success and also the cooperation between the two firms in doing business together.

Eli Lilly entry into India
After the assassination of Gandhi, India government undertook several changes in their leadership. One of the major changes involved initiating economic reforms and accepting globalization. In 1990, the active finance minister Dr. Manmohan Singh initiated the process of liberalization encouraging foreign direct investment (FDI). As a result, Lilly International sought this opportunity and decided to expand and verge into India. It saw the opportunity of expanding and moving forward faster in their business, as well as shaping opinions with medical leaders in the medical fields in the world (Celly, Dhanaraj, and Beamish, 2004, pp.539-540).
Despite being a leader in the U.S market, Lilly International was not recognized in India. So as to merge into this new market, it decided to form a joint venture with Ranbaxy. Lilly saw an opportunity in using Ranbaxy’s knowledge of India market to assist it in getting its feet on the ground. Consequently, Ranbaxy wanted to become global thus a joint venture with Lilly would help it achieve this goal. The two firms would thus mutually benefit from the joint venture.

Beirne, Maynard and Parson (2012) theorize that the success of the venture heavily relies on both the parties accomplishing their respective duties in the venture. It is, therefore, advisable for firms to understand their respective roles and also the range of reasons for entering into the joint venture. Firms should also formulate strategies of their venture that will assist them in fulfilling their individual benefits.

Strategy of Entry
During their first meeting held at Indianapolis, the two firms realized that they had a lot in common. The two firms valued high ethical standards and had same values with respect to patent products, innovation, and technology. Ranbaxy was, therefore, a compatible partner for the joint venture. It was also the best choice for the venture since “Ranbaxy was the second largest exporter of all products in India and second largest pharmaceutical company in India” (p.541).

Entering India through a joint venture was an investment opportunity for Lilly. Lilly ensured that the joint venture had the name Eli Lilly Ranbaxy (ELR) so as to sound foreign enough due to the good perception of foreign products (p. 543). Lilly also ensured that the employees follow their values and ethics and due to this they won the trust and respect of doctors (p. 543). So as not to lose their global image, they only focused on areas where they had a niche and did not adopt a localization strategy. This ensured that they upheld their global price band since India is a low-price market (p. 545). In 2001, ELR was doing well as most of the multinational subsidiaries were either closed down, or they were deep in trouble (546). Eli Lilly pursued the right strategy by maintaining its values and standards and ensuring the same were reflected in the joint venture. As a result, it realized its purpose for entry into India.

The Evolution of the Joint Venture.
Andrew Mascarenhas (Managing Director 1993-1996)
Andrew Mascarenhas was the managing director of the joint venture during the start-up period in 1993. At that time, most of Lilly products were already being sold in the Indian market because of lack of patents and intellectual rights. Mascarenhas faced the challenge of deciding what products could be competitive enough. Mascarenhas changed the name of the venture from Lilly Ranbaxy to Eli Lilly Ranbaxy to give it a foreign touch that could attract sales in the Indian market. Another challenge Mascarenhas faced was the lack of infrastructure. He tells of how they started up with two small tables and this necessitated starting the development from the infrastructure. Since Lilly was a new establishment in India, they had to seek assistance from Ranbaxy on almost every requirement. This included attaining government approval, getting a license, and connections to the supply chain.

When the venture slowly started settling in, Mascarenhas added up his task force where he had a recruitment theme: “opportunity of a lifetime” (p. 543). He explains that they faced a high employee turnover, and while Ranbaxy employed unionized employees, Lilly did not want their employees to join unions as they would be assured of having careers in ELR. Ranbaxy and Eli Lilly were different concerning their business focus. Ranbaxy focused on generics business while Lilly focused on discovery and innovation. Mascarenhas therefore had a task of explaining their values to the employees. He interviewed the senior positions personally and attended their training sessions so as to communicate their company values ensuring he laid down the right foundation for them. When ELR produced its first product, it faced cash flow and profitability problems due to government limitations. Mascarenhas, therefore, had to formulate product and marketing strategies that would suit the existing market conditions. In 1996, ELR reached the break-even point.

Chris Shaw (Managing Director 1996-1999) 
Mascarenhas was promoted in 1996 and was succeeded by Chris Shaw. His major focus was on developing systems and processes to achieve stability in the fast growing organization (p. 545). To ensure smooth operations, Shaw developed a standard operating system procedures (SOPs).He led the expansion of the product line and enhanced the sales taskforce knowledge capability by streamlining the therapeutic activities of sales and marketing. During his time as the managing director, ELR recorded a steady performance in the annual growth rate. Shaw faced challenges such as the increasing cost of R&D, long approval times for new products, and increasing competition from generics.

Rajiv Gulati (Managing Director 1999-)
In 1999, Rajiv Gulati succeeded Shaw. He realized that ELR was growing at a steady rate of 8% and had no new employees. Gulati, therefore, hired 150 employees in the subsequent two years. He made a vow to convert ELR into a company and increase the sales level from 10 million U.S dollars to 100 million U.S dollars. He managed to deal with the government by forming a medical and regulatory unit. Within the next two years, ELR growth rate had risen ranking it as the “46th largest pharmaceutical in India” (p. 546). In 2001, Gulati faced some challenges as Prozac went off-patent necessitating production of newly high potential products.

Assessing the Overall performance of the Joint Venture.
The joint venture between Eli Lilly and Ranbaxy was a success. The industry recorded a considerable growth in the 1990’s. Through the development process, the joint venture encountered several barriers such as increased R&D costs, government restrictions, prolonged periods of new product approval, and the intense competition from generics. However, the joint venture survived amidst all the challenges. With the leadership of competent and knowledgeable leaders, the joint venture grew enormously embracing changes and new developments. Managers leading an international joint venture differ in their cultural values, cultural heritage and social norms (Li et al., 1999). From its inception under the leadership of Andrew Mascarenhas, the JV changed its name to embrace the look of a foreign company attracting most locals. It also saw the development of new infrastructure. The JV grew from being solely dependent on Ranbaxy in all its activities to being an independent firm. Under the leadership of Chris Shaw, the JV recorded a constant growth rate of 8% that rose in the subsequent years after the entry of Rajiv Gulati. In 2001, it was ranked 46th largest pharmaceutical company in India (p. 546).

Both companies benefited from the joint venture. Ranbaxy benefited in its efforts to be a global player from Lilly’s name and while Lilly was able to enter the India market. Moreover, both parties learned a lot from each other and also from the international joint venture. Hieu (2013) implies that JIV is the most common form of FDI. However, due to cultural and environmental differences, conflicts may arise but these differences can also act as a learning process for the partners (Buckley and Casson, 1996).

For instance, Eli Lilly operated under a policy of honesty and integrity. They instilled this value into the new employees and always encouraged them to ensure they maintain integrity in their sales process. As a result, the IJV was able to penetrate into key therapeutic areas and gain trust and recognition from doctors. Due to differences in culture and environment, firms may have different objectives. Lilly focused on innovation and discovery while Ranbaxy focused on generics. Learning the values and objectives of the each company and determining the objectives of the joint venture is crucial for a JV (Boersma, Buckley and Ghauri, 2003). Another lesson the partners can learn from the IJV is brand maintenance. Lilly was able to maintain its brand by operating through a non-localization strategy.

The Ranbaxy Partnership
Stewart and Maughn (2011) point out one mistake joint ventures make is lacking an exit strategy. They continue and reason that though it would be difficult to plan for the end during inception, it is essential to plan for the end since joint ventures are normally temporary in nature. Vinay Kaul, the vice-chairman at Ranbaxy feels that time has come for them to exit the joint venture. He notes that they have experienced several changes and have grown as a result of the joint venture, and they have also contributed immensely to the growth of Lilly. Ranbaxy chairman confirmed that their role in the joint venture is limited and thus are in the process of contending whether to continue as a joint venture.

According to a report by PWC, an organization's objective and goals determine the best exit strategy. Ranbaxy at this point feels that they have achieved their objective of the venture, and they have had a stake in the success of their partners and assisted them in meeting their objective. There are various exit strategies that a joint venture can follow (Killing, 2012). Ranbaxy and Eli Lilly should thus contemplate on the best exit strategy to undertake. Initially, since Ranbaxy is the one willing to exit, they should first communicate their intention to Lilly on what they wish to do. As they had differences during inception, Ranbaxy should thus consider the political risks for exit and also the propensity for business disruption (Manzella, 2006).

Upon discussing with Lilly on the issue of exit, there could be different reactions from the company. Lilly could also be ready to exit the JV, or it can oppose this as it was not stated in their inception documents. Considering whichever response Ranbaxy gets from Lilly, they should follow a legal process of exit and draft an exit strategy that ensures that the both firms come into an agreement (Child, Faulkner and Tallman, 2005). There are various factors to consider in the process of exiting, and both companies should consider each factor to ensure a successful exit (Ramsey, no date).
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