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Module 2: Rethinking the Role
of University Incubators

Supporting immersive and deep-tech entrepreneurship from lab to market.




Learning Objectives

Recognize gapsin traditional
incubation models

Identify where conventional
university incubators fallshort in
supporting complexdeep-tech
ventures and understand the
structural limitations hindering
Immersive technology
commercialization.

Understand new
performance indicatorsfor
immersive/deeptech
startups

Learn howto evaluate deep-tech
venture progress beyond traditional
metrics, including technology
readiness levels, regulatory
milestones, and specialized IP
development benchmarks.

Explore strategiesto align
university support with
market needs

Discover practicalapproaches to
bridge the gap between academic
research and commercial viability for
immersive technologies through
targeted institutionalreforms and
collaborative models.



Traditional University Incubators: A Quick Recap

Current Focus Areas

« Digitaland software-based startups with rapid development cycles
e Business modelvalidation overtechnicaldevelopment

e Cohort-based programs with standardized timelines

Common Resources Provided

« Co-working spaces and basic office infrastructure
* Generalbusiness mentorship and networking events

. . Lean startup methodologytraining and pitch preparation

Typicaluniversity incubator focused on digitalstartups




What's Changing in the Deep-Tech
Era?

1 Longer Development Cycles

Deep-tech ventures typicallyrequire 5-7 years to reach market versus 1-2 years
forsoftware startups,demanding sustained support through extended validation

phases.

2 Higher Capital Requirements

Specialized equipment, materials research, and prototype iterations drive
significantly higher pre-revenue investments, often exceeding €1-2Mbefore
product-market fit.

3 Regulatory Complexity

Technologies like immersive AR/VR face evolving regulatory landscapes around
privacy, data protection,and safety standards that must be navigated early in

development.

2 Advanced IP Strategies

Complexintellectualpropertyconsiderations including university tech transfer
agreements, patent portfolios,and industrialdesign protection become critical
success factors.




Unique Needs of Immersive
Tech Startups

Hybrid Hardware/ Software Extensive User Testing

Development Infrastructure

XRtechnologies require Human-centered design for

simultaneous development Immersive experiences

across hardware interfaces, necessitates specialized testing

spatialcomputing algorithms, and environments, participant =
content creation tools, recruitment pipelines, and ethics 2
demanding cross-disciplinary approvalprocesses. ;"

collaboration.

Advanced Computing Resources

Development of spatialcomputing applications requires access to high-
performance computing, specialized rendering equipment,and emerging
platforms like spatialanchors.




From Lab to Market: The
Missing Bridge
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Academic Research

Novelimmersive technologies are developed in university labs
without commercialapplications in mind. Research priorities often
misalign with market demands.

Commercialization Gap

Lackofspecialized support fortechnology transfer, IP strategy,
and market validation creates a "valley ofdeath™ where promising
iImmersive technologies failto progress.

Market Entry

Without appropriate incubation support, immersive technologies
face extreme challenges inreaching commercial viability, securing
iInvestment, and achieving industry adoption.




New Incubator Roles

Industry-AcademiaMatchmaking

Facilitate targeted collaborations between researchers and industry partners through challenge-based innovation
models, co-development agreements, and joint funding applications.

Specialized Technical Support

Provide accessto domain experts in immersive technology, spatialcomputing,and human-computerinteraction to guide
technicaldevelopment beyond what generalmentors can offer.

Help founders anticipate and prepare forcomplexregulatoryrequirements across privacy, data protection, medicaldevice
certification,and safety standards specific to XRtechnologies.

IP Strategy Development

Guide founders through comprehensive IPapproaches including patent landscaping, strategic filing timelines, and
licensing negotiations specific to immersive technologies.

| Regulatory Navigation
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Challenges University Incubators Face

Institutional Silos

Rigid departmentalboundaries prevent the cross-disciplinary
collaboration essential forimmersive tech development.
Engineering, computerscience, design, and business schools
often operate inisolation with misaligned incentives.

Expertise Gaps

Most university incubators lack staff with specific experience
in immersive technology development, spatialcomputing, or
XRmarket dynamics, limiting their ability to provide relevant

guidance.

Administrative Bottlenecks

University bureaucracy creates significant delays in IP
agreements, partnership approvals, and resource allocation.
Startups face 6-12 month waits fordecisions that should take
weeks in competitive markets.

Outdated Success Metrics

Evaluation frameworks designed for digitalstartups failto
capture progress indeep-tech ventures, creating misaligned
incentives and premature pressure forcommercialtraction.



Success Factors in Deep-Tech Incubation

Education Integration

Scientific &Training
Access

Research Integration

Funded Entrepreneurial

Deep-Tech
Incubation
Success

Tech
Validation
Support

Learning

Funding Access




New KPIs for Incubators
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TRL Progression Market Readiness Score IP Assets User Testing Hours
Trackadvancement through Evaluate commercial Measure patent applications, Trackcumulative hours ofuser
Technology Readiness Levels preparedness on a5-point scale granted patents,and strategic testing and validation toensure
from basic research (TRL1) to covering regulatory IP protection tied to core immersive technologies are

market-readysolutions (TRL9), compliance, customer technologyratherthan being refined through iterative
measuring specific technical validation, business model focusing exclusivelyonrevenue human-centered design
milestones ratherthan validation, and scaling strategy or fundraising metrics. processes.
business metrics alone. development.

These specialized metrics provide a more appropriate framework forevaluating deep-tech startup progress, allowing incubators to

demonstrate value creation despite longercommercialization timelines.



Example: TRL Framework

What are TRLs?

Technology Readiness Levels (TRLs) are a standardized wayto measure how mature atechnology is —from idea to market-readysolution.
Originally developed by NASA, they provide acommon language forassessingtechnological maturity across different domains and industries.

Why they matter forincubators:

. Help assess how farastartup's tech has progressed
. Inform when and how to offersupport (e.g.,prototyping, IP,scaling)
. Align funding and mentoring with tech maturity

The 9 TRLStages (Simplified):

1 Basic research

2. Technologyconcept formulated
3. Experimentalproofofconcept
4. Lab validation

5. Validation in relevant environment




Tool: Theory of Change for XRIncubation

X VA

Set Impact Goals Identify Outcomes Design Activities Monitor Progress

ATheoryofChange frameworkhelps university incubators articulate how theirspecific interventions contribute to desired outcomes
forimmersive technology ventures. This structured approach ensures incubation activities directly support the unique challenges of XR
startups through evidence-based program design.



Inclusive Innovation in University
Incubators
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Diverse Founder Recruitment Mentor Representation
. Establish partnerships with community . Activelyrecruit mentors and advisors from
organizations servingunderrepresented diverse backgrounds
groups «  Train mentors oninclusive mentoring
. Implement blind application processesto approaches
mitigate unconscious bias «  Createstructured mentorship pairings
. Create scholarship programs for founders that expose allfounders to diverse
from disadvantaged backgrounds . BOHPRALNES mentors from
. Host targeted outreach eventsin diverse underrepresented groups appropriately

communities

—_—

Structural Implementation

. Develop and enforce clear DElpolicies with measurable goals
. Collectand analyze demographic datato trackprogress
. Create inclusive physicaland virtualenvironments

. Provide accommodations for founders with disabilities




What Is DEl and Why It Matters

DEl = Diversity, Equity, and Inclusion In startup incubation, DEl means:

Diversity

Representation of different genders, ethnicities, abilities, backgrounds, and perspectives across the innovation
ecosystem.

Equity

Fairaccesstoresources based on individualneeds, not just equaltreatment, recognizing historicalbarriers and
powerimbalances.

Inclusion

Activelyensuring everyone feels valued, heard, and able to contribute meaningfullyto the innovation process.

Recruiting founders fromunderserved communities through targeted outreach and accessible application processes

Providing tailored mentorship and funding access that acknowledges systemic barriers
Designinginclusive physicaland virtual program environments with accessibilityas a core principle

Measuring and reporting on diversity metrics as part of program evaluation




Spotlight: EU Good Practices

INESC TEC (Portugal)

Creates specialized pathways for AR/ Al
researcherstocommercialize theirwork

through structured entrepreneurship programs.

Their"Researchto Business" program connects
PhDcandidates with industry mentors to
identifycommercialapplications foracademic
research.
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VTT LaunchPad (Finland)

Focuses onintellectualpropertystrategyas the
foundation fordeep-tech ventures. Theirmodel
provides comprehensive IP auditing, patent
landscaping, and protection strategies before
traditionalbusiness planning begins.

TUM Venture Labs (Germany)

Operates domain-specific incubation tracks with
dedicatedtechnicalinfrastructure forquantum
computing, robotics,and immersive
technologies. Each track has specialized
mentors and industryconnections relevantto
thetechnologydomain.



Tool: ImpactMapper for Incubators

Data-Driven Impact Measurement

ImpactMapperenables university incubators to trackand visualize diverse
innovation outcomes beyond traditional financial metrics, capturing social
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impact, knowledge transfer,and ecosystem development.

Comprehensive Reporting

poogendoer 1873 3084
Prorecuatines

Generate detailed reports foruniversity administration, government
funders, and industry partners demonstrating the full value of immersive
technology incubation programs.

Program coau.M 380 .
Impact e Continuous Improvement

Use structured feedbackand outcome data to iterativelyrefine incubation
models, identifying which interventions most effectively support deep-tech
entrepreneurs.

Explore: https://impactmapper.com

ImpactMapper visualization ofincubation outcomes




Funding to Strengthen XRIncubators

European Innovation Council

EIC Pathfinderand Transition programs
offer funding specifically fordeep-tech
innovation support infrastructure.
University incubators can secure grants
0f€500K-€2.5Mto establish specialized
XRdevelopment facilities and technical
support teams.

EIT Innovation Hubs

European Institute of Innovation &
Technology provides targeted funding
foruniversity-industry collaboration
hubs focused on digitaltechnologies. XR
incubators cansecure operational
funding and innovation vouchers for
startups through these programs.

Recovery & Resilience Funds

Nationalrecovery plansinclude
significant allocations fordigital
transformation infrastructure. University
incubators can apply for funding to
establish immersive technology
testbeds, usertesting facilities, and
specialized prototyping labs.



Building a Networked Incubation Model

Accelerator Programs

Industry Partners

Research Labs

Alumni Network




Key Takeaways

Lo

Specialized Support

Deep-tech ventures require tailored incubation approaches that

address longerdevelopment timelines,technicalcomplexity, and
specialized regulatory landscapes that differ fundamentally from
digitalstartups.

Bridge the Gap

University incubators must evolve to effectively bridge academic
research and commercialapplications through structured
technologytransfer,targeted industry partnerships, and
specialized mentorship.

Networked Models

Successrequires moving beyond institutionalsilos to create
networked ecosystems connecting research labs, industry
partners,specialized facilities, and diverse funding sources
aligned with deep-tech development needs.
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Reflection Prompt

"Is your incubator structured to support long-horizon, complex
innovation?”

() Considerhow yourcurrent incubation modeladdresses the specialized needs ofimmersive and deep-tech ventures. What
structuralchanges would enable bettersupport fortechnologies requiring extended development timelines, specialized
facilities, and cross-disciplinary collaboration?
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