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A market-pull-first commercialization architecture for helping universities

identify, package, fund, and build venture-grade opportunities from IP,

research, know-how, students, faculty, external complements, and sponsor demand.

Core logic chain

Market pull -> University IP -> Gap map -> Complement strategy -> Business model -> Funding path -> Build route

Reusable across universities, labs, companies, verticals, and regional ecosystems.

Non-confidential discussion brief | Prepared as a reusable university-facing model
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1. Executive Model
The Arns model is a repeatable architecture for converting market pull and university assets into fundable opportunities.

Official model statement

Arns Innovations deploys Sponsored Opportunity Development into universities: a market-pull-first commercialization architecture that identifies the right IP,
missing complements, sponsor logic, business model, team path, funding route, and decision gates before a license, pilot, startup, or major funding decision
is made.

The core shift is simple but powerful: do not start with "who will license this patent?" Start with "what market pull exists, what problem
needs to be solved, what IP can anchor the opportunity, what gaps remain, who benefits, and who would fund the next step?"

Market pull University IP Gap map Complement strategy Business model Funding path Build route

Dimension Definition

What it is A structured opportunity-development method for creating fundable, market-facing opportunities from university IP, lab IP, faculty
capability, student talent, external complements, and sponsor demand.

What it is not Not a forced license, implied endorsement, legal bundle, startup commitment, hardware proposal, or request that the university
fund everything upfront.

Primary output A corrected opportunity package showing the market pull, IP fit, missing gaps, complement candidates, sponsor logic, business
model, team path, funding route, and go/no-go decision gates.

University first principle Every opportunity should create value for the institution: commercialization, external funding, partnerships, student/faculty
participation, jobs, new licensees, new patentable inventions, and societal benefit.
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2. The University Commercialization Gap
Universities have IP, people, and programs. The missing function is often market-pull opportunity assembly.

Assets already inside universities

Patents, software, know-how, faculty expertise, labs, research centers, students,
venture programs, pilot sites, industry relationships, alumni, and regional
economic-development credibility.

Where value gets lost

IP is often presented as static technology listings, while corporate buyers,
sponsors, investors, and builders need a complete business route, team path,
funding logic, and market use case.

Arns missing function

Translate market pull into a specific opportunity package: which university assets
matter, what is missing, who benefits, who funds, what can be built, and what must
be validated first.

Result for the university

More sponsor-ready opportunities, better venture-building surfaces, new licensee
categories, clearer corporate engagement, and more ways for students and faculty
to participate in company creation.

Standing north star

Every Arns opportunity should be designed to benefit the university first.

The goal is to commercialize university IP, attract external funding, create corporate partnerships, generate sponsorship, democratize student and faculty
venture leadership, create new licensees, develop new patentable inventions, create jobs, strengthen local economic development, and produce measurable
benefit for society and the economy.

This framing matters because it positions Arns as a university-aligned opportunity architect, not as an outside party trying to extract IP.
The institution remains the governance owner for its assets, inventors, disclosures, confidentiality, and sponsor-facing permissions.
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3. The 10-Step Deployment Architecture
The model is repeatable because each engagement follows the same correction, routing, and funding logic.

# Step What happens

1 Opportunity intake Collect university priorities, portfolio areas, TTO goals, venture programs, corporate relationships, regional strengths, and funding
priorities.

2 Market-pull selection Select a company need, vertical, regional challenge, infrastructure gap, sponsor priority, or public-sector demand.

3 IP and capability match Map patents, software, know-how, faculty capabilities, labs, datasets, pilot sites, and student teams against the demand signal.

4 Gap map Identify missing pieces: feedstock, customer, operator, software, LCA, data, regulatory path, manufacturing, team, external IP, or
capital.

5 Complement strategy Identify university, lab, corporate, startup, public, or vendor complements that could strengthen the opportunity.

6 Business model design Define revenue, customer, partner, delivery model, sponsor value, and what would make the opportunity economically real.

7 Funding path design Map which party benefits from reducing uncertainty and why that party would fund the next step.

8 Build route Define who could build: student team, founder-in-residence, operator-backed venture, corporate-sponsored team, or external
entrepreneur.

9 University correction The university corrects the map, removes weak assumptions, routes to reviewers, and defines what can be shared.

10 Activation decision Prepare sponsor-facing package or choose pursue, pause, redirect, license, venture-build, pilot, or public-private path.

Operating principle

Correction and routing come before commitment. No external partner, sponsor, licensee, or IP holder should receive a partner-facing package until the
university has corrected the assumptions and approved the route.
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4. Market Pull and IP-Matching Logic
The model starts outside-in, then maps inward to the university portfolio.

Market-pull entry point Typical signal Arns response

Company-specific A named company has a supply chain, sustainability,
infrastructure, technology, cost, or growth need.

Identify university IP and capabilities that can solve a defined corporate problem or
create a sponsored opportunity package.

Vertical-specific A sector shows demand: SAF, water, agriculture,
waste, materials, energy storage, AI, mobility,
manufacturing, health, or defense.

Build a market-facing opportunity map around a category where the university can
become a strategic source of IP and builders.

Regional ecosystem A city, airport, utility, state agency,
economic-development group, or hub has a defined
challenge.

Use the university as an anchor for local jobs, pilots, licensing, student ventures, and
public-private funding.

Portfolio-specific The university has underused or dormant IP that lacks
a clear customer, founder, or sponsor.

Reframe selected assets around demand signals and create new opportunity
candidates.

Sponsor-specific A funder wants to back a problem area but needs a
concrete package.

Create a sponsor-ready package with IP, complement candidates, business logic,
team needs, and decision gates.

IP fit categories

Fit type Meaning Action

Direct fit The IP directly addresses a key part of the market need. Prioritize as the anchor technology.

Enabling fit The asset supports testing, measurement, validation, or delivery. Include as a support capability.

Complementary fit The asset helps complete the business route or de-risk adoption. Evaluate with inventor/TTO review.

Not fit / defer The asset is interesting but not relevant now. Remove or monitor for a later opportunity.
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5. Complementary IP and External Strategy
A candidate bundle is a correction surface first. It becomes a legal or commercial bundle only after rights review and authorized agreements.

Most university IP is not complete by itself. The Arns model identifies the assets, rights, partners, and capabilities that may be needed to
turn a technology into a fundable opportunity. This is one of the most important correction steps for inventors and TTOs.

Candidate group Examples Value added

Core university IP Patent, software, data, know-how, method, platform, material,
catalyst, sensor, process, or system.

Anchors the opportunity and creates a university-governed commercialization
path.

Internal complements Faculty capabilities, labs, research centers, student teams,
datasets, equipment, pilot sites, campus operations.

Keeps more value inside the university and activates
students/faculty/resources.

External IP candidates DOE/lab IP, other university IP, startup tech, corporate tech,
expired patents, open-source software, vendor systems.

Fills technical or commercial gaps that the core IP does not solve alone.

Operating partners Customers, operators, fuel partners, utilities, haulers,
manufacturers, hospitals, airports, cities, corporate sites.

Provide real-world access, adoption context, or deployment conditions.

Proof systems LCA, MRV, chain-of-custody, compliance, data, testing,
product quality, regulatory pathway.

Creates buyer confidence and sponsor credibility.

Build team Student founders, founder-in-residence, operator-backed
team, corporate-sponsored team, external entrepreneur.

Turns the package into a company, sponsored build, licensee, or project path.

Rights guardrail

No candidate complement implies license rights, ownership, exclusivity, endorsement, or final partner selection. It is a public-source review candidate until
diligence, authorization, and written agreements occur.
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6. What a Sponsored Opportunity Package Contains
The deliverable should be a fundability document, not a generic commercialization memo.

Package element Purpose

Opportunity snapshot One-page decision surface: what it is, why now, core IP, bundle candidates, funder logic, university review question.

Market-pull brief Clear definition of the company, sector, regional, infrastructure, or sponsor demand that creates urgency.

IP-to-market fit matrix Which university assets are direct fits, enabling fits, complementary fits, or not relevant.

Gap and complement map What must be added: external IP, partners, proof systems, team, site, offtake, data, or capital.

Business model How value is created: fees, products, licenses, sponsored development, services, offtake, data, or venture economics.

Funding logic Who benefits from reducing uncertainty and why they would fund the next step.

Team and build route Who can build: students, venture team, faculty-supported founders, operators, sponsor-backed team, or external entrepreneur.

Financial assumptions Directional unit economics, milestone budgets, pro forma logic, and scale thresholds.

Decision gates What must be validated before license, pilot, venture, sponsor, or pause.

Sponsor-ready version A cleaned version approved by the university for selected external conversations.

A strong package should be short enough to route, detailed enough to fund, and disciplined enough to pause weak opportunities before
time and credibility are spent.
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7. Funding Model: Who Pays and Why
The model is not built around asking the university to fund everything. It identifies the beneficiary of reduced uncertainty.

Funding principle

The party that benefits from reduced uncertainty funds the next step: clearer IP fit, clearer customer need, clearer feedstock route, clearer technical gap,
clearer business model, clearer venture path, clearer sponsor case, or clearer deployment plan.

Party Why they care Possible contribution

University Correction, routing, internal review, IP governance, inventor access,
student/faculty pathways.

May provide in-kind review, access, program alignment, or selective
seed support.

Corporate sponsor Needs a solution, supply chain pathway, sustainability result, product route,
or venture option.

Funds opportunity definition, validation, customer discovery, pilots, or
sponsored build.

Public-sector funder Seeks economic development, jobs, infrastructure, climate, energy, health,
or regional benefits.

Funds opportunity definition, validation, workforce, pilot, or regional
commercialization plan.

External IP holder Benefits if its technology becomes part of an approved opportunity
configuration.

May support diligence, co-development, licensing, pilot participation,
or joint sponsor outreach.

Industry operator Needs technology, feedstock, data, or operating model that creates value in
its system.

Provides site, data, samples, in-kind support, customer validation, or
cash contribution.

Venture/investor group Wants founder-ready opportunities with IP, customer signal, and milestone
clarity.

Funds venture formation, founder-in-residence, pre-seed, seed, or
project-development work.

Funding stage What funding supports

Opportunity definition Sponsor/funder matrix, IP fit, complement map, business model, 90-day plan, go/no-go gates.

Validation Technical diligence, samples, customer interviews, LCA/MRV scope, unit economics, offtake review.

Pilot / proof Site, operating plan, equipment, testing, regulatory review, data collection, sponsor reporting.

Venture / project build Founder/team, license/option path, customer contracts, demonstration funding, scale plan.
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8. How the Model Is Installed and Run at a University
The model can be deployed as a lightweight pilot, a recurring program, or a university-wide opportunity engine.

Deployment mode How it works Best use

Mode 1: Single opportunity sprint Start with one market pull and one or more IP assets. Create a snapshot, correction
surface, and sponsor-ready package.

Best first step for a new university
relationship.

Mode 2: Portfolio scan Evaluate a set of IP assets against selected market-pull categories and rank which are
most fundable.

Best for TTOs with large dormant
portfolios.

Mode 3: Corporate pull program Begin with one company or sponsor priority, then map university assets and missing
complements around it.

Best for corporate engagement teams.

Mode 4: Student venture-build cohort Convert corrected opportunity packages into student/founder challenges with faculty, TTO,
and sponsor support.

Best for venture teams and
entrepreneurship centers.

Mode 5: Regional ecosystem
program

Build opportunities around airports, utilities, hospitals, cities, ag systems, energy hubs, or
state priorities.

Best for public-private economic
development.

Suggested university operating roles

Role Function

Arns Innovations Opportunity architect, market-pull mapper, complement strategist, business model designer, sponsor-pathway builder, package
producer.

Technology commercialization office IP status, inventor routing, confidentiality boundaries, license/option governance, sponsor-facing permission.

Venture-building team Founder matching, student participation, team formation, pitch support, venture readiness.

Faculty/inventors Technical correction, feasibility guidance, claim/status correction, lab or validation input.

Sponsor/external partner Market signal, funding, data, site access, customer validation, offtake, or technical complement.
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9. Chevron Studio Recognition + Arns Expansion Logic
Chevron Studio is a useful proof pattern. Arns extends the logic into a broader university-centered opportunity architecture.

Chevron Studio publicly frames a model where entrepreneurs build companies around IP from universities and national labs, moving
through staged commercialization and scale-up activity. Arns uses that recognizable pattern as a reference point, then expands the logic
for universities that want to originate opportunities from their own market pull, campus resources, and sponsor networks.

Dimension Chevron Studio-style reference Arns/University expansion

Recognition pattern Entrepreneurs are linked with university/national-lab IP and
supported in developing commercialization and scale-up plans.

Market pull, company needs, vertical priorities, and regional challenges
identify which IP should be assembled into a package.

Starting point A curated IP list and entrepreneur interest. A defined market pull, sponsor demand, infrastructure gap, corporate
priority, or regional opportunity.

Builder path External entrepreneur-led company formation. UMN/university-led or university-centered path: students,
faculty-supported teams, founders-in-residence, operators,
corporate-sponsored teams, or external entrepreneurs.

Scope Focused on selected lower-carbon technologies. Applicable across companies, verticals, market pulls, and university
portfolio areas.

University value flow IP can move toward startup formation through selected
entrepreneurs.

Build opportunities are funneled back to university students, faculty,
venture teams, TTO resources, licensees, new inventions, partnerships,
and local economic development.

Strategic positioning

Chevron Studio is not something to copy or compete with. It is a recognized proof pattern showing that IP can become venture-buildable. Arns extends that
pattern into a market-pull-first, sponsor-aligned, university-centered model that can be deployed across a broader portfolio.
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10. Scoring Rubric and Decision Gates
A strong model must identify what to pursue and what to pause.

Score category Question

Market pull Is there a real company, industry, public-sector, or infrastructure need?

IP fit Does the university asset meaningfully anchor or enable the opportunity?

Complement strength Can missing pieces be identified and added without overclaiming?

Sponsor logic Who benefits enough to fund the next step?

Venture potential Could this become a company, sponsored build, licensee, or operating model?

University value Does it create value beyond a single transaction?

Student/faculty activation Can students, faculty, or venture teams participate meaningfully?

Funding readiness Is there a credible staged funding path?

Execution feasibility Can the first 90 days produce useful validation?

Strategic differentiation Is this meaningfully different from a normal TTO listing?

Decision gates

Gate Go/no-go question

Gate 1: IP fit Correct anchor asset, rights status, inventor/faculty relevance, and public/private boundaries.

Gate 2: Market fit Confirm the problem, customer, sponsor, or ecosystem need is real and timely.

Gate 3: Complement fit Validate which internal/external complements are needed and which should be removed.

Gate 4: Funding fit Identify who benefits enough to fund the next step and why.

Gate 5: Build fit Determine whether a student team, founder, operator, corporate sponsor, licensee, or external partner can execute.
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11. First 90-Day University Launch Plan
A practical launch should prove whether the model creates fundable packages before scaling across a portfolio.

Timing Workstream Output

Days 1-10 Choose pilot area Select one market pull or sponsor priority. Examples: SAF, water, agriculture, circular materials, AI, energy, health,
waste, infrastructure.

Days 11-20 Select candidate IP/assets Identify 3-8 university technologies, faculty capabilities, datasets, labs, or venture resources relevant to the selected
pull.

Days 21-35 Create fit matrix Classify assets as direct, enabling, complementary, or defer. Remove weak candidates early.

Days 36-50 Map gaps and complements Identify missing technical, commercial, data, partner, funding, team, and external IP pieces.

Days 51-65 Design opportunity packages Create 1-3 snapshots with market pull, IP anchor, complement candidates, sponsor logic, and review questions.

Days 66-75 University correction TTO, faculty, venture, and program reviewers correct assumptions and define what can be shared.

Days 76-85 Funding route Map sponsor/funder beneficiaries and create the first external-ready value story.

Days 86-90 Decision memo Select pursue, sponsor-facing, venture-build, license path, pause, or redirect.

Success after 90 days

The university should have at least one corrected opportunity package, one sponsor/funder route, one venture/build path, one clear go/no-go decision, and a
repeatable template for additional IP assets.
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12. What To Prioritize and What To Defer
Efficient opportunity development requires a disciplined focus on fundability and routing.

Category Guidance

Put front and center Market pull; core university IP; specific complement candidates; business model; sponsor logic; who funds what; university
next action; decision gates; 90-day plan.

Keep as support Technical details, patent abstracts, long market reports, detailed pro forma, full corporate contact lists, final ownership ideas,
and exact license structures.

Defer until later Final plant design, full patent diligence on every complement, final founder equity, definitive license terms, investor deck, and
claims that have not been validated.

Always protect University IP governance, inventor review, confidentiality, non-endorsement, no implied rights, no external use without
permission.

Governance guardrails
• University assets remain governed by the university and its applicable policies.

• External IP candidates remain governed by their own rights holders and processes.

• Opportunity maps do not imply licenses, endorsements, ownership, exclusivity, or technical certification.

• Confidential information should be introduced only through the correct university-approved process.

• Sponsor-facing packages should be prepared only after university correction and routing.

• The university may pursue, pause, redirect, or remove any opportunity or complement candidate at any time.
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13. Example Applications Across a University Portfolio
The same architecture can be replicated across many market pulls and campus assets.

Focus area Opportunity examples

SAF / low-carbon fuels Feedstocks, waste lipids, biomass, catalysis, LCA, fuel intermediates, airport infrastructure, corporate buyers.

Water and wastewater Nutrient recovery, PFAS, sludge valorization, sensors, energy recovery, industrial water reuse, municipal partners.

Agriculture and food systems Oilseed crops, precision agriculture, soil carbon, food waste, animal waste, bioprocessing, farmer adoption.

Circular materials Polymer recycling, debonding, bio-based materials, packaging, construction materials, separation systems.

Energy and carbon Carbon capture, hydrogen, storage, geothermal, grid tech, emissions tracking, carbon utilization, industrial efficiency.

AI / digital infrastructure Research software, data tools, simulation, commercialization copilots, compliance systems, market intelligence engines.

Health and medtech Diagnostics, devices, workflow tools, bioinformatics, clinical operations, population-health platforms.

Master summary

Arns Sponsored Opportunity Development creates a repeatable university commercialization architecture: start with market pull, identify university IP, map
gaps, add complements, define the business model, identify who benefits enough to fund, establish the build route, correct with the university, then activate
the strongest path.

Replicability note
If a specific campus, technology, or market path is not the right fit, the same method can be redirected to another university, lab,
company, vertical, airport, wastewater system, regional hub, or sponsor ecosystem where the IP, market pull, funding path, and build
conditions are better aligned.
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14. Selected Source Basis and Usage Notes
This brief is intended as a reusable non-confidential model document.

This document is a strategy and operating-model brief for Arns Innovations. It is not a legal opinion, investment recommendation,
engineering specification, license agreement, tax advice, or binding proposal. Any use involving specific university IP, external IP,
sponsors, confidential information, or partner-facing outreach should be routed through the applicable university and rights-holder
processes.

Source Why included Location

Chevron Studio homepage Public description of a program linking entrepreneurs with university and national-lab IP to
scale and commercialize early-stage lower-carbon technologies.

https://chevronstudio.com/

Chevron Studio technology partners Public description of universities and national labs submitting IP and engaging with selected
entrepreneurs.

https://chevronstudio.com/partners/

Chevron Studio application page Public description of entrepreneurs developing commercialization and scale-up plans around
curated IP and program phases.

https://chevronstudio.com/apply/

Arns UMN opportunity package
workstream

Internal Arns conversation and non-confidential UMN-facing snapshot/package work used as
a prototype case for the reusable model.

Conversation artifact / Arns work product

Recommended next asset
After this brief, the next reusable artifact should be a two-page university intake form that captures market-pull priorities, IP portfolio
areas, venture-building resources, corporate relationships, sponsor pathways, and preferred internal routing contacts. That form would
allow Arns to generate a first set of Sponsored Opportunity Development snapshots for any university.


