
Module 2: Ret hinking t he Role 
of  Universit y Incubat ors

Su pport in g  imme rs ive  a n d  de e p-t e c h  e n t re pre n e u rs h ip  from la b  t o  ma rke t .



Learning Object ives

Recognize gaps in t radit ional 
incubat ion models

Ide n t ify wh e re  c on ve n t ion a l 
u n ive rs it y in c u ba t o rs  fa ll s h o rt  in  
s u pport in g  c omple x de e p-t e c h  
ve n t u re s  a n d  u n de rs t a n d  t h e  
s t ru c t u ra l limit a t ion s  h in de rin g  
imme rs ive  t e c h n o logy 
c omme rc ia liza t ion .

Underst and new 
performance indicat ors for 
immersive/ deep t ech 
st art ups

Le a rn  h ow t o  e va lu a t e  de e p-t e c h  
ve n t u re  p rogre s s  be yon d  t ra d it ion a l 
me t ric s , in c lu d in g  t e c h n o logy 
re a d in e s s  le ve ls , re gu la t o ry 
mile s t on e s , a n d  s pe c ia lize d  IP 
de ve lopme n t  be n c h ma rks .

Explore st rat egies t o align 
universit y support  wit h 
market  needs

Dis c ove r p ra c t ic a l a pproa c h e s  t o  
b ridge  t h e  ga p  be t we e n  a c a de mic  
re s e a rc h  a n d  c omme rc ia l via b ilit y fo r 
imme rs ive  t e c h n o log ie s  t h rou gh  
t a rge t e d  in s t it u t ion a l re fo rms  a n d  
c o lla bora t ive  mode ls .



Tradit ional Universit y Incubat ors: A Quick Recap

Typic a l u n ive rs it y in c u ba t o r foc u s e d  on  d ig it a l s t a rt u ps

Current  Focus Areas

• Dig it a l a n d  s o ft wa re -ba s e d  s t a rt u ps  wit h  ra p id  de ve lopme n t  c yc le s

• Bu s in e s s  mode l va lida t ion  ove r t e c h n ic a l de ve lopme n t

• Coh ort -ba s e d  p rogra ms  wit h  s t a n da rd ize d  t ime lin e s

Common Resources Provided

• Co-workin g  s pa c e s  a n d  ba s ic  o ffic e  in fra s t ru c t u re

• Ge n e ra l bu s in e s s  me n t o rs h ip  a n d  n e t workin g  e ve n t s

• Le a n  s t a rt u p  me t h odo logy t ra in in g  a n d  p it c h  p re pa ra t ion



What 's Changing in t he Deep-Tech 
Era?
1 Longer Development  Cycles

De e p-t e c h  ve n t u re s  t yp ic a lly re qu ire  5-7 ye a rs  t o  re a c h  ma rke t  ve rs u s  1-2 ye a rs  
fo r s o ft wa re  s t a rt u ps , de ma n d in g  s u s t a in e d  s u pport  t h rou gh  e xt e n de d  va lida t ion  
ph a s e s .

2 Higher Capit al Requirement s

Spe c ia lize d  e qu ipme n t , ma t e ria ls  re s e a rc h , a n d  p ro t o t ype  it e ra t ion s  d rive  
s ign ific a n t ly h igh e r p re -re ve n u e  in ve s t me n t s , o ft e n  e xc e e d in g  € 1-2M be fo re  
p rodu c t -ma rke t  fit .

3 Regulat ory Complexit y

Te c h n o log ie s  like  imme rs ive  AR/ VR fa c e  e vo lvin g  re gu la t o ry la n ds c a pe s  a rou n d  
p riva c y, da t a  p ro t e c t ion , a n d  s a fe t y s t a n da rds  t h a t  mu s t  be  n a viga t e d  e a rly in  
de ve lopme n t .

4 Advanced IP St rat egies

Comple x in t e lle c t u a l p rope rt y c on s ide ra t ion s  in c lu d in g  u n ive rs it y t e c h  t ra n s fe r 
a g re e me n t s , pa t e n t  po rt fo lio s , a n d  in du s t ria l de s ign  p ro t e c t ion  be c ome  c rit ic a l 
s u c c e s s  fa c t o rs .



Unique Needs of  Immersive 
Tech St art ups

Hybrid Hardware/ Soft ware 
Development

XR t e c h n o log ie s  re qu ire  
s imu lt a n e ou s  de ve lopme n t  
a c ros s  h a rdwa re  in t e rfa c e s , 
s pa t ia l c ompu t in g  a lgo rit h ms , a n d  
c on t e n t  c re a t ion  t oo ls , 
de ma n d in g  c ros s -d is c ip lin a ry 
c o lla bora t ion .

Ext ensive User Test ing 
Infrast ruct ure

Hu ma n -c e n t e re d  de s ign  fo r 
imme rs ive  e xpe rie n c e s  
n e c e s s it a t e s  s pe c ia lize d  t e s t in g  
e n viron me n t s , pa rt ic ipa n t  
re c ru it me n t  p ipe lin e s , a n d  e t h ic s  
a pprova l p roc e s s e s .

Advanced Comput ing Resources

De ve lopme n t  o f s pa t ia l c ompu t in g  a pplic a t ion s  re qu ire s  a c c e s s  t o  h igh -
pe rfo rma n c e  c ompu t in g , s pe c ia lize d  re n de rin g  e qu ipme n t , a n d  e me rg in g  
p la t fo rms  like  s pa t ia l a n c h ors .



From Lab t o Market : The 
Missing Bridge

Academic Research

Nove l imme rs ive  t e c h n o log ie s  a re  de ve lope d  in  u n ive rs it y la bs  
wit h ou t  c omme rc ia l a pp lic a t ion s  in  min d . Re s e a rc h  prio rit ie s  o ft e n  
mis a lign  wit h  ma rke t  de ma n ds .

Commercializat ion Gap

La c k o f s pe c ia lize d  s u pport  fo r t e c h n o logy t ra n s fe r, IP s t ra t e gy, 
a n d  ma rke t  va lida t ion  c re a t e s  a  "va lle y o f de a t h " wh e re  promis in g  
imme rs ive  t e c h n o log ie s  fa il t o  p rogre s s .

Market  Ent ry

Wit h ou t  a ppropria t e  in c u ba t ion  s u pport , imme rs ive  t e c h n o log ie s  
fa c e  e xt re me  c h a lle n ge s  in  re a c h in g  c omme rc ia l via b ilit y, s e c u rin g  
in ve s t me n t , a n d  a c h ie vin g  in du s t ry a dopt ion .



New Incubat or Roles

Indust ry-Academia Mat chmaking

Fa c ilit a t e  t a rge t e d  c o lla bora t ions  be t we e n  re s e a rc he rs  a nd  indus t ry pa rt ne rs  t h rough  c ha lle nge -ba s e d  innova t ion  
mode ls , c o -de ve lopme n t  a g re e me n t s , a nd  jo in t  fund ing  a pp lic a t ions .

Specialized Technical Support

Provide  a c c e s s  t o  doma in  e xpe rt s  in  imme rs ive  t e c hno logy, s pa t ia l c omput ing , a nd  huma n-c omput e r in t e ra c t ion  t o  gu ide  
t e c hn ic a l de ve lopme n t  be yond  wha t  ge ne ra l me n t o rs  c a n  o ffe r.

Regulat ory Navigat ion

He lp  founde rs  a n t ic ipa t e  a nd  p re pa re  fo r c omple x re gu la t o ry re qu ire me n t s  a c ros s  p riva c y, da t a  p ro t e c t ion , me d ic a l de vic e  
c e rt ific a t ion , a nd  s a fe t y s t a nda rds  s pe c ific  t o  XR t e c hno log ie s .

IP St rat egy Development

Guide  founde rs  t h rough  c ompre he ns ive  IP a pproa c he s  inc lud ing  pa t e n t  la nds c a p ing , s t ra t e g ic  filing  t ime line s , a nd  
lic e ns ing  ne go t ia t ions  s pe c ific  t o  imme rs ive  t e c hno log ie s .



Challenges Universit y Incubat ors Face

Inst it ut ional Silos

Rigid  de pa rt me n t a l bou n da rie s  p re ve n t  t h e  c ros s -d is c ip lin a ry 
c o lla bora t ion  e s s e n t ia l fo r imme rs ive  t e c h  de ve lopme n t . 
En gin e e rin g , c ompu t e r s c ie n c e , de s ign , a n d  bu s in e s s  s c h oo ls  
o ft e n  ope ra t e  in  is o la t ion  wit h  mis a lign e d  in c e n t ive s .

Administ rat ive Bot t lenecks

Un ive rs it y bu re a u c ra c y c re a t e s  s ign ific a n t  de la ys  in  IP 
a gre e me n t s , pa rt n e rs h ip  a pprova ls , a n d  re s ou rc e  a lloc a t ion . 
St a rt u ps  fa c e  6 -12 mon t h  wa it s  fo r de c is ion s  t h a t  s h ou ld  t a ke  
we e ks  in  c ompe t it ive  ma rke t s .

Expert ise Gaps

Mos t  u n ive rs it y in c u ba t o rs  la c k s t a ff wit h  s pe c ific  e xpe rie n c e  
in  imme rs ive  t e c h n o logy de ve lopme n t , s pa t ia l c ompu t in g , o r 
XR ma rke t  dyn a mic s , lim it in g  t h e ir a b ilit y t o  p rovide  re le va n t  
gu ida n c e .

Out dat ed Success Met rics

Eva lu a t ion  fra me works  de s ign e d  fo r d ig it a l s t a rt u ps  fa il t o  
c a p t u re  p rogre s s  in  de e p-t e c h  ve n t u re s , c re a t in g  mis a lign e d  
in c e n t ive s  a n d  pre ma t u re  pre s s u re  fo r c omme rc ia l t ra c t ion .



Success Fact ors in Deep-Tech Incubat ion

Educat ion Int egrat ion

Research Int egrat ion Funding Access

Sc ie n t ific  & Tra in ing  
Ac c e s s

Funde d  En t re pre ne u ria l 
Le a rn ing

Te c h  
Va lida t ion  
Support

De e p-Te c h  
Inc uba t ion  

Suc c e s s



New KPIs for Incubat ors

9
TRL Progression

Tra c k a dva n c e me n t  t h rou gh  
Te c h n o logy Re a d in e s s  Le ve ls  
from ba s ic  re s e a rc h  (TRL 1)  t o  

ma rke t -re a dy s o lu t ion s  (TRL 9 ) , 
me a s u rin g  s pe c ific  t e c h n ic a l 

mile s t on e s  ra t h e r t h a n  
bu s in e s s  me t ric s  a lon e .

4.5
Market  Readiness Score

Eva lu a t e  c omme rc ia l 
p re pa re dn e s s  on  a  5-po in t  s c a le  

c ove rin g  re gu la t o ry 
c omplia n c e , c u s t ome r 

va lida t ion , bu s in e s s  mode l 
va lida t ion , a n d  s c a lin g  s t ra t e gy 

de ve lopme n t .

7
IP Asset s

Me a s u re  pa t e n t  a pp lic a t ion s , 
g ra n t e d  pa t e n t s , a n d  s t ra t e g ic  

IP pro t e c t ion  t ie d  t o  c o re  
t e c h n o logy ra t h e r t h a n  

foc u s in g  e xc lu s ive ly on  re ve n u e  
o r fu n dra is in g  me t ric s .

150
User Test ing Hours

Tra c k c u mu la t ive  h ou rs  o f u s e r 
t e s t in g  a n d  va lida t ion  t o  e n s u re  

imme rs ive  t e c h n o logie s  a re  
be in g  re fin e d  t h rou gh  it e ra t ive  

h u ma n -c e n t e re d  de s ign  
proc e s s e s .

Th e s e  s pe c ia lize d  me t ric s  p rovide  a  more  a ppropria t e  fra me work fo r e va lu a t in g  de e p-t e c h  s t a rt u p  progre s s , a llowin g  in c u ba t o rs  t o  
de mon s t ra t e  va lu e  c re a t ion  de s p it e  lon ge r c omme rc ia liza t ion  t ime lin e s .



Example: TRL Framework

What  are TRLs?

Te c hno logy Re a d ine s s  Le ve ls  ( TRLs )  a re  a  s t a nda rd ize d  wa y t o  m e a s ure  how m a t u re  a  t e c hno logy is  — from  ide a  t o  m a rke t -re a dy s o lu t ion . 
Orig ina lly de ve lope d  by NASA, t he y p rovide  a  c om m on la ngua ge  fo r a s s e s s ing  t e c hno log ic a l m a t u rit y a c ros s  d iffe re n t  dom a ins  a nd  indus t rie s .

Why t hey mat t er for incubat ors:

• He lp  a s s e s s  how fa r a  s t a rt up 's  t e c h  ha s  p rogre s s e d

• In fo rm  whe n  a nd  how t o  o ffe r s upport  ( e .g ., p ro t o t yp ing , IP, s c a ling )

• Align  fund ing  a nd  m e n t o ring  wit h  t e c h  m a t u rit y

The  9  TRL St a ge s  ( Sim plifie d ) :

1. Ba s ic  re s e a rc h

2. Te c hno logy c onc e p t  fo rm ula t e d

3. Expe rim e n t a l p roof o f c onc e p t

4. La b  va lida t ion

5. Va lida t ion  in  re le va n t  e nvironm e nt



Tool: Theory of  Change for XR Incubat ion

Monit or ProgressDesign Act ivit iesIdent ify Out comesSet  Impact  Goals

A Th e ory o f Ch a n ge  fra me work h e lps  u n ive rs it y in c u ba t o rs  a rt ic u la t e  h ow t h e ir s pe c ific  in t e rve n t ion s  c on t ribu t e  t o  de s ire d  ou t c ome s  
fo r imme rs ive  t e c h n o logy ve n t u re s . Th is  s t ru c t u re d  a pproa c h  e n s u re s  in c u ba t ion  a c t ivit ie s  d ire c t ly s u pport  t h e  u n iqu e  c h a lle n ge s  o f XR 
s t a rt u ps  t h rou gh  e vide n c e -ba s e d  progra m de s ign .



Inclusive Innovat ion in Universit y 
Incubat ors

Diverse Founder Recruit ment

• Es t a b lis h  pa rt ne rs h ips  wit h  c ommun it y 
o rga n iza t ions  s e rving  unde rre pre s e n t e d  
g roups

• Imple me n t  b lind  a pp lic a t ion  p roc e s s e s  t o  
mit iga t e  unc ons c ious  b ia s

• Cre a t e  s c ho la rs h ip  p rogra ms  fo r founde rs  
from d is a dva n t a ge d  ba c kgrounds

• Hos t  t a rge t e d  ou t re a c h  e ve n t s  in  d ive rs e  
c ommun it ie s

Ment or Represent at ion

• Ac t ive ly re c ru it  me n t ors  a nd  a dvis ors  from 
d ive rs e  ba c kgrounds

• Tra in  me n t ors  on  inc lu s ive  me n t oring  
a pproa c he s

• Cre a t e  s t ruc t u re d  me n t ors h ip  pa irings  
t ha t  e xpos e  a ll founde rs  t o  d ive rs e  
pe rs pe c t ive s• Compe ns a t e  me n t ors  from 
unde rre pre s e n t e d  g roups  a ppropria t e ly

St ruct ural Implement at ion

• De ve lop  a nd  e n forc e  c le a r DEI po lic ie s  wit h  me a s u ra b le  goa ls

• Colle c t  a nd  a na lyze  de mogra ph ic  da t a  t o  t ra c k p rogre s s

• Cre a t e  inc lu s ive  phys ic a l a nd  virt ua l e nvironme n t s

• Provide  a c c ommoda t ions  fo r founde rs  wit h  d is a b ilit ie s



What  Is DEI and Why It  Mat t ers

DEI =  Diversit y, Equit y, and Inclusion

Diversit y

Re pre s e n t a t ion  of d iffe re n t  ge n de rs , e t h n ic it ie s , a b ilit ie s , ba c kgrou n ds , a n d  pe rs pe c t ive s  a c ros s  t h e  in n ova t ion  

e c os ys t e m.

Equit y

Fa ir a c c e s s  t o  re s ou rc e s  ba s e d  on  in d ividu a l n e e ds , n o t  ju s t  e qu a l t re a t me n t , re c ogn izin g  h is t o ric a l ba rrie rs  a n d  

powe r imba la n c e s .

Inclusion

Ac t ive ly e n s u rin g  e ve ryon e  fe e ls  va lu e d , h e a rd , a n d  a b le  t o  c on t ribu t e  me a n in gfu lly t o  t h e  in n ova t ion  proc e s s .

In st art up incubat ion, DEI means:

• Re c ru it in g  fou n de rs  from u n de rs e rve d  c ommu n it ie s  t h rou gh  t a rge t e d  ou t re a c h  a n d  a c c e s s ib le  a pp lic a t ion  proc e s s e s

• Provid in g  t a ilo re d  me n t ors h ip  a n d  fu n din g  a c c e s s  t h a t  a c kn owle dge s  s ys t e mic  ba rrie rs

• De s ign in g  in c lu s ive  ph ys ic a l a n d  virt u a l p rogra m e n viron me n t s  wit h  a c c e s s ib ilit y a s  a  c ore  p rin c ip le

• Me a s u rin g  a n d  re port in g  on  d ive rs it y me t ric s  a s  pa rt  o f p rogra m e va lu a t ion



Spot light : EU Good Pract ices

INESC TEC (Port ugal)

Cre a t e s  s pe c ia lize d  pa t hwa ys  fo r AR/ AI 
re s e a rc he rs  t o  c omme rc ia lize  t he ir work 
t h rough  s t ruc t u re d  e n t re pre ne u rs h ip  p rogra ms . 
The ir "Re s e a rc h  t o  Bus ine s s " p rogra m c onne c t s  
PhD c a nd ida t e s  wit h  indus t ry me n t ors  t o  
ide n t ify c omme rc ia l a pp lic a t ions  fo r a c a de mic  
re s e a rc h .

VTT LaunchPad (Finland)

Foc us e s  on  in t e lle c t ua l p rope rt y s t ra t e gy a s  t he  
founda t ion  fo r de e p-t e c h  ve n t u re s . The ir mode l 
p rovide s  c ompre he ns ive  IP a ud it ing , pa t e n t  
la nds c a p ing , a nd  p ro t e c t ion  s t ra t e g ie s  be fore  
t ra d it iona l bus ine s s  p la nn ing  be g in s .

TUM Vent ure Labs (Germany)

Ope ra t e s  doma in -s pe c ific  inc uba t ion  t ra c ks  wit h  
de d ic a t e d  t e c hn ic a l in fra s t ruc t u re  fo r qua n t um 
c ompu t ing , robo t ic s , a nd  imme rs ive  
t e c hno log ie s . Ea c h  t ra c k ha s  s pe c ia lize d  
me n t ors  a nd  indus t ry c onne c t ions  re le va n t  t o  
t he  t e c hnology doma in .



Tool: Impact Mapper for Incubat ors

Impa c t Ma ppe r vis ua liza t ion  o f inc uba t ion  ou t c ome s

Dat a-Driven Impact  Measurement

Impa c t Ma ppe r e na b le s  un ive rs it y inc uba t o rs  t o  t ra c k a nd  vis ua lize  d ive rs e  
in n ova t ion  ou t c ome s  be yon d  t ra d it ion a l fin a n c ia l me t ric s , c a p t u ring  s oc ia l 
impa c t , knowle dge  t ra n s fe r, a nd  e c os ys t e m de ve lopme n t .

Comprehensive Report ing

Ge ne ra t e  de t a ile d  re port s  fo r un ive rs it y a dmin is t ra t ion , gove rnme n t  
funde rs , a nd  indus t ry pa rt ne rs  de mons t ra t ing  t he  fu ll va lue  o f imme rs ive  
t e c hnology inc uba t ion  p rogra ms .

Cont inuous Improvement

Us e  s t ruc t u re d  fe e dba c k a nd  ou t c ome  da t a  t o  it e ra t ive ly re fine  inc uba t ion  
mode ls , ide n t ifying  wh ic h  in t e rve n t ions  mos t  e ffe c t ive ly s upport  de e p-t e c h  
e n t re pre n e u rs .

Explore : h t t ps :/ / impa c t ma ppe r.c om



Funding t o St rengt hen XR Incubat ors

European Innovat ion Council

EIC Pa t h fin de r a n d  Tra n s it ion  progra ms  
o ffe r fu n d in g  s pe c ific a lly fo r de e p-t e c h  
in n ova t ion  s u pport  in fra s t ru c t u re . 
Un ive rs it y in c u ba t o rs  c a n  s e c u re  gra n t s  
o f € 50 0 K-€ 2.5M t o  e s t a b lis h  s pe c ia lize d  
XR de ve lopme n t  fa c ilit ie s  a n d  t e c h n ic a l 
s u pport  t e a ms .

EIT Innovat ion Hubs

Eu rope a n  In s t it u t e  o f In n ova t ion  & 
Te c h n o logy provide s  t a rge t e d  fu n d in g  
fo r u n ive rs it y-in du s t ry c o lla bora t ion  
h u bs  foc u s e d  on  d ig it a l t e c h n o log ie s . XR 
in c u ba t o rs  c a n  s e c u re  ope ra t ion a l 
fu n d in g  a n d  in n ova t ion  vou c h e rs  fo r 
s t a rt u ps  t h rou gh  t h e s e  progra ms .

Recovery & Resilience Funds

Na t ion a l re c ove ry p la n s  in c lu de  
s ign ific a n t  a lloc a t ion s  fo r d ig it a l 
t ra n s fo rma t ion  in fra s t ru c t u re . Un ive rs it y 
in c u ba t o rs  c a n  a pply fo r fu n d in g  t o  
e s t a b lis h  imme rs ive  t e c h n o logy 
t e s t be ds , u s e r t e s t in g  fa c ilit ie s , a n d  
s pe c ia lize d  pro t o t yp in g  la bs .



Building a Net worked Incubat ion Model

Research Labs

Tech Clust ers

Indust ry Part ners

Alumni Net work

Accelerat or Programs



Key Takeaways

Specialized Support

De e p-t e c h  ve n t u re s  re qu ire  t a ilo re d  in c u ba t ion  a pproa c h e s  t h a t  
a ddre s s  lon ge r de ve lopme n t  t ime lin e s , t e c h n ic a l c omple xit y, a n d  
s pe c ia lize d  re gu la t o ry la n ds c a pe s  t h a t  d iffe r fu n da me n t a lly from 
d ig it a l s t a rt u ps .

Bridge t he Gap

Un ive rs it y in c u ba t o rs  mu s t  e vo lve  t o  e ffe c t ive ly bridge  a c a de mic  
re s e a rc h  a n d  c omme rc ia l a pp lic a t ion s  t h rou gh  s t ru c t u re d  
t e c h n o logy t ra n s fe r, t a rge t e d  in du s t ry pa rt n e rs h ips , a n d  
s pe c ia lize d  me n t o rs h ip .

Net worked Models

Su c c e s s  re qu ire s  movin g  be yon d  in s t it u t ion a l s ilo s  t o  c re a t e  
n e t worke d  e c os ys t e ms  c on n e c t in g  re s e a rc h  la bs , in du s t ry 
pa rt n e rs , s pe c ia lize d  fa c ilit ie s , a n d  d ive rs e  fu n d in g  s ou rc e s  
a lign e d  wit h  de e p-t e c h  de ve lopme n t  n e e ds .



Reflect ion Prompt

"Is your incubat or st ruct ured t o support  long-horizon, complex 
innovat ion?"

Con s ide r h ow you r c u rre n t  in c u ba t ion  mode l a ddre s s e s  t h e  s pe c ia lize d  n e e ds  o f imme rs ive  a n d  de e p-t e c h  ve n t u re s . Wh a t  
s t ru c t u ra l c h a n ge s  wou ld  e n a ble  be t t e r s u pport  fo r t e c h n o log ie s  re qu irin g  e xt e n de d  de ve lopme n t  t ime lin e s , s pe c ia lize d  
fa c ilit ie s , a n d  c ros s -d is c ip lin a ry c o lla bora t ion ?
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