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• Unai Calvar Aranburu has worked at Tecnalia since 2007 in different
positions:

• Working with the Basque Government in different projects
related to the development of the Information Society in the
period 2007-2013.

• Innovation Policies, providing strategic advice to public
institutions on the definition, implementation and assessment of
innovation policies, strategies and programmes that promote
technology-based competitiveness and generate optimal
environments for economic and social development

• Visiting researcher at the Joint Institute for Innovation Policies

• He has participated in the design of the Basque Government’s strategic
plan for the Information Society, defining programmes and initiatives
which aim at bridging the digital gap in society and SMEs.

• Business developer at Tecnalia Ventures, helping to develop business
opportunities out of Tecnalia’s R&D.

• At Tecnalia Ventures we develop business opportunities for the
valorization and commercialization of technology by connecting the
main pillars of an entrepreneurial ecosystem: Minds, Management and
Money.

Brief presentation

unai.calvar@tecnalia.com

mailto:unai.calvar@tecnalia.com
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1. Introduction: General concepts for technology transfer

2. Identification of potential technology-based business ideas: 
How do we identify new ideas related to raw materials?

3. Work with TTO personnel: The key to market-oriented 
research

4. Potential impact of R&D (business model, current and 
future competitors, financial/market/legal risks, the need 
for a business plan, etc.)

5. The entrepreneurial ecosystem and the necessary 
communication mechanisms for successful raw-materials 
related technology transfer

6. Building the team for the development of the business 
opportunity

7. Negotiation and licensing processes: Key aspects 

Agenda
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The problem
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Return of investment in R&D
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Indicators at different stages of technology transfer
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Technology transfer models
Lineal model
• Traditional university model
• We sell what we develop
• Research is not aligned with 

market needs
• Technology push

Incremental models
• Multiple iterations involving 

technological perspective and 
market environment

• Continuous adaptation of projects 
according to lessons learnt

• Synergy between technology push 
and market pull
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Technology Transfer Offices (TTO)

This role includes different activities:
✓ Establish relationships with companies and other actors
✓ Generate support to finance its activities
✓ Provide assistance in the areas related to entrepreneurship and intellectual property (IP)
✓ Facilitate the creation of new technology-based companies (start-ups and spin-offs)
✓ Generate royalties for the licensing of technologies, etc.

Technology transfer offices include different types of organizations whose main
purpose is to assist research organizations to manage their intellectual property
assets in a way that facilitates their transformation into benefits for the
organisation.
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Structure of TTOs

There are multiple approaches to the organisation and structure of technology transfer in technology
research centres or universities. But the clear tendency is to conceive specific structures in the
organization to address the technological transfer by the valorisation of the know-how either
through licensing and / or the creation of new businesses.

In Europe, the technology centres gathered in EARTO have specific structures, many of them
constituted as separate legal entities. Some examples are:

Other centres have merged digital accelerators, such as iMinds.

There are entities that have taken their activities to support
entrepreneurship to an external structure such as the University
of Oxford, which has created Oxentia or TNO that sold part of
TNO Companies (both operations in 2017).
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Different types of technology transfer

Type Description
Contract – Service There is no development or technology transfer (e.g. training)

Contract – technological 
development

There is a technological development that is transferred to the client

Contract – mixture of 
development and asset transfer

We sell skills / competences and also assets that adapt or complete the 
project (e.g. technology + training)

"Pure" asset license
We sell or license technological assets, which the client will use to 
optimize / create new business

Diversification
We sell a business based on technological assets to diversify the offer of 
a company

New start-up
We create a new business based on technological assets with the aim of 
generating an exit in the short term

Personnel transfer
People are transferred to the productive fabric that work integrated in a 
company or organization



Commercialisation option 1: Transfer of rights

➢ Transfer of ownership of an Industrial Property Right (IPR) as a patent, trademark or design,
from one party (transferor) to another party (assignee); In this way, the assignee becomes the
new owner of the IPR.

▪ It is a very useful instrument for those cases in which the owner does not have sufficient capacity
(financial, human resources, marketing etc.) to market the developed industrial asset, and when he
wants to obtain an immediate cash flow from an intellectual property asset.

Key factors to be considered:
✓ Confidentiality agreements - A transfer process requires sharing exclusive information between the

parties, even if the process does not end in agreement; therefore, confidentiality agreements are
essential to ensure that confidential information will not be disclosed or used for different purposes.

✓ Risk analysis through an IP audit - The IP audit will clarify the following aspects: the status of the
property, the status of IP protection, any restrictions on exploitation, the value of the asset (will be
used as the basis during negotiations) and legal requirements.

✓ Key points in the negotiation of an assignment - The form of the agreement, the identification of IP
rights, payment, guarantees and the applicable Law.
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Commercialisation option 2: Licences

➢ Contract under which a holder of an item protected by industrial or intellectual property
(licensor) grants his permission to use another person (licensee), with limits established in the
license agreement.

It allows the licensor to earn money 
with their intangible assets by 

charging the licensee for their use

Key factors to be considered:
✓ Define the type of license:

▪ Exclusive license: only the licensee can use the IP or the licensed technology (the licensor
cannot use or license it).

▪ Single exclusive license: the licensor agrees not to grant additional licenses, although he
reserves the right to use the licensed IP.

▪ Non-exclusive license: both the licensor and the licensee can make use of the IP or the
licensed technology (the licensor can also negotiate other non-exclusive licenses).

✓ Confidentiality agreements - Reduce the risk of leakage of valuable information for both parties.
✓ Rights granted - They must be clearly defined.
✓ Key points for the agreement of a license - The form of the agreement, the conditions of the

agreement, the identification of IP rights, the type of license and the geographical and use scope.
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Commercialisation option 3: Franchise

➢ Special type of license in which the holder of a business model (franchisor) allows a replica of it
in another place granting continuous support, as well as training to the recipient (franchisee).

Benefits for both
parties

The franchisor can expand his business
using a minimum investment

The franchisee can more easily enter the
market

Key factors to be considered:
✓ Conduct a reliability study - The study must include the following sections: analysis of the legal

requirements, potential franchisees, evaluation of ownership of the IP rights to be licensed, planning
of the franchise system and financial reliability.

✓ Evaluate the system - analyze aspects such as the geographic scope and the franchise's business
model to see its viability.

✓ Pay special attention to the development of the contract
✓ Steps to launch a franchise - Advertising (important when promoting the franchise system), selection

of franchisees (development of a criterion for the process of recruiting franchisees), franchise
disclosure document and advice.
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Commercialisation option 4: Joint Ventures

➢ Commercial alliances of two or more independent organizations, in order to carry out a specific project or
achieve a goal, sharing risks; IP has a primary role in creating such collaborations, because the partners
contribute their intellectual assets to the success of the Joint Venture.

✓ Protect IP
✓ Sign confidentiality

agreements
✓ Carry out audits
✓ Put the focus on

competition laws

Provisional agreement

✓ Agree on the access
rights to the IP of the
fund

✓ Start deliberating on
the IP of the
foreground / results

Contract

✓ Determine the
foreground / results
ownership regime

✓ Clarify ownership of
fund improvements

✓ Define who and how
they will carry out the
exploitation

Implementation

✓ Agree on precise terms
the termination and
departure of a partner

✓ Take measures to
finalize the right of
access

Finalisation

Key factors to be considered:
✓ What is provided (background), results (foreground) and access rights
✓ IPR Specificities - Patents, copyrights, trademarks and confidential business information
✓ Conditions of entry and exit of the partners, as well as their contributions
✓ Joint Venture management structure
✓ Completion of IP and related rights
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Commercialisation option 5: Spin-off

➢ Independent legal entity created by a parent organization (PO) in order to bring its IP assets to the
market; This is an efficient solution for the parent organisation, who would not be able to market their
own IP assets in the same way, such as universities or research institutes.

In this way, research organizations can focus on their main task, research, rather than marketing, which is precisely the main
work of commercial companies (spin-off)

Spin-off by separation

Spin-off formed by a person 
outside the parent 

organisation

✓ Formed by separation of the structure
of the PO

✓ PO provides financing, human and
intellectual capital

✓ The Spin-off is born from the PO in
order to exploit its intellectual assets

✓ Normally, IP assets are transferred by
transfer to the Spin-off

✓ Formed by an external person to the
PO for the exploitation of the IP assets
of the parent organisation

✓ The IP assets operated by the new
company (Spin-off) are transferred by
license (the parent organization
maintains control over them)

✓ The external professional can also be a
capitalist partner

❖ Tech transfer to the spin-off:
- The transferred IP becomes the

property of the Spin-off
- A decrease in the value of the IP has

a direct impact on the viability of
the spin-off, because the assigned IP
is part of its capital

❖ Licencing:
- PO maintains ownership of IP
- If the value of the IP decreases, the

existence of the spin-off is not at
risk; therefore, that decrease only
causes a decrease in income.
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Technology-based business opportunity (I)

What is the problem that this idea solves?

oWhat is the business problem that this idea solves?

oWhat is the market need not covered?

oIn a B2B environment it should be possible to encrypt the profits in monetary
terms that this solution represents in relation to the existing situation (e.g.,
these energy efficiency services will save the company 30% on its energy bill).
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Technology-based business opportunity (II)

What is the potential market of this business idea?

oWhat is the specific market segment to which this project is directed?

o What is the monetary dimension of the potential market?

o Is it a growing market?

o What are the dynamics of the market?

o Is it a global opportunity? A local one?

o Who are the final customers of this product / service?

o B2C (geography, demography)

o B2B (sector, geography, dimension)

o Names and surnames!

o How do end customers make purchasing decisions for similar products / services?
Why would they buy this product or service?
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Technology-based business opportunity (III)

What is the concept and business model?

o What is the product/service?

o What is the market and the end customers?

o What are the channels chosen to reach the final customers?

o What is the sales strategy?

o What are the margins?

o Is this business model scalable in the short term?
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Technology-based business opportunity (IV)

What are the competitors / competitive advantage?

oWho are the competitors in terms of geography / type of product / similar
service offered?

o What are the vectors of differentiation compared to the competition?

o How can this project be protected?

o Intellectual property / patents

o Disruptive technology

o Pioneer in the market

o Cost structure
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Technological innovation strategy

The strategy requires information:
✓The big trends and future challenges,

✓The markets and their foreseeable evolution (sectoral
knowledge and socio-economic context),

✓Our strategic clients (current or potential) and their
business models,

✓Our competitive environment,

✓The technology that is used in our organization, our
capabilities and our competitive position
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Identify & 

Attract

Set up antennas 
to detect , 
develop and 
attract 
technology-based 
business 
opportunities. 

Prepare pitch 
addressing mainly 
market segment 
and size, 
commercialisation 
channels , value 
proposition and 
business model

Mark & Select

Use investment 
criteria to select 
the business 
opportunities 
with high 
commercialisation 
potential. 

Carry out pitching 
sessions in 
venture contest 
format.  Assign 
resources to 
selected 
opportunities

Protect

Develop and apply 
the most 
appropriate 
protection 
strategy based on 
commercialisation 
strategy. 

Provide support 
on patents,
copyrights, trade 
marks and other 
forms of 
protection

Accelerate & 

Develop

Develop and 
execute a value-
creation roadmap 
to validate market 
assumptions and 
dissipate tech.
risks

Iterate in a 
learning process 
by checking 
project at value-
creation 
milestones.  

Commercialise

Negotiate and sign 
tech. transfer 
agreements. 
Licence technology 
or constitute start-
up, involving  
smart capital. 

Complete  
entrepreneurial
team and ensure 
that opportunity is 
ready-to-invest. 

escalaTe

Grow the business 
scaling to new 
markets and  
diversifying  the 
offer.

Support additional 
investment rounds 
and negotiate exit.

Entrepreneurship Infrastructure
Ecosystem – Funding - Incentives

Tools: Incubation acceleration methodology (IMPACT)



➢ Transform the information collected by the organization into ideas that lead to the improvement of the
organization within its environment.

➢ Generation and treatment of ideas applicable to the development of new products, services or processes, or
in the improvement of existing ones.

Identify & Attract – Strategic surveillance

❖ Monitor the environment (search, collect and analyze
information that is considered relevant to the organization).

❖ Exploit information, in such a way that it is distributed and used
in a way that allows decision making.
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TECHNOLOGICAL SURVEILLANCE
Information of a scientific and 

technical nature

COMPETITIVE SURVEILLANCE
Current and / or potential 

competitors

COMMERCIAL MONITORING
Customers, suppliers, markets, 

labor in the sector

SURVEILLANCE OF THE 
ENVIRONMENT

Legislation, regulations, politics, 
economy, culture, environment

STRATEGIC SURVEILLANCE
✓ See what others invent can give us clues
✓ It is necessary to establish the resources for

obtaining information

http://www.prodintec.es/catalogo/ficheros/aplicaciones/fichero_13_5034.pdf



➢ Identify technological and market challenges so that, at a later stage, we can find the market and
technological niches in which we can focus to offer competitive solutions.

Identify & Attract – Identification of challenges

❖ Analysis of strategic technology and innovation
plans and market and technological trends. In
this way, we will openly and creatively identify
technological and market challenges based on
the experience of different companies, as well
as the demand from the market.

Interview preparation

Opening of the interview

Discover needs

Data, Business-level 
dissatisfaction

Developing needs

• Explicit needs

• Implications

Identify technological
challenges
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➢ Attract entrepreneurs and intra-entrepreneurs that identify business opportunities that respond to specific
challenges (existing or potential) in the market and a value proposition that provides a solution to this
problem.

Identify & Attract – Idea competition

❖ It consists of developing a platform (usually online) in which
entrepreneurs can share their ideas, so that the best ones can be
selected, supported and followed up and awarded; guidelines can be
established, although it is also possible that the competition is
completely open and without any type of restriction.

❖ There are platforms that allow organizations to publish their
technological and market challenges in order to find solutions to these
challenges.

Open to public or
private

Clear strategic
objective

Clear process: 
reward and follow 
up on the winning 

idea

Selection criteria
determined

Possibility of 
collaborating on 

the ideas of others
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❖ Open work towards other organizations, such as companies,
the academy, innovation and R & D centers, and where the
Innovation Club is a pioneer in connecting its partners with
other companies and research centers

➢ Generate high impact ideas that can solve problems not previously detected by those involved, which allows
to launch new ideas, detect and develop perceptions of customers and users and generate new business
strategies.

Identify & Attract – Co-creation
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Key factors:

✓Through a divergent process between different organizations, high impact ideas are generated.
✓It helps to promote and enrich the relationships between the different actors.
✓It allows detecting perceptions, needs and problems, which is vital to create value.
✓It allows identifying a portfolio of projects, seeking to generate an impact that translates into

better financial results for organizations.
✓It allows to break the monopolies of knowledge and initiate joint projects, reaching objectives

that individually would be much more difficult to achieve, by structure and costs.
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The key to a business is not the idea, but the problem we solve. 
Hence, more than the imagination (which is needed to create 

the solution), the key is in the observation to identify unresolved 
problems.

The key to a business



Investment committee

Strategy

Selection criteria

Creating ideas Testing ideas Scaling ideas

Capture 
“external” ideas

(CORPORATE 
ACCELERATOR)

Identify
“internal” ideas

Business opportunity
identified 

Business model
validated

Selection
committe

1. The strategy determines the selection 
criteria that can be understood as an 
"investment profile"

2. The Selection Committee applies the 
criteria to select the projects that allow 
implementing the strategy



Selection criteria – applicable regardless of project

Criteria Explanation 

Market Identify big and growing market

Technology Validated technology to solve the problem 

effectively

Profitability Sustainable business with sound business 

model

Competitive 

advantage

Innovation creating an advantage wrt

competitors. Sustained advantage (e.g. 

through protecting technology)

Team Competencies, capabilities and commitment

of team members

Market

Team

Technology Competitive 
advantage

Profitability



Select – Elevator pitch

1. Problem: What 
problem is solved? Market 

opportunity?

2. Value proposition:
business concept (product

/ service description)

3. Market: identification 
of potential customers, 

channels and sales 
strategy

4. Business model: How is
money made? 

5. Positioning:
competitors and 

competive advantage

6. Risks: identification of
risks and mitigating factors

7. Team: persons, roles, 
commitment, partners

8. Cost effectiveness :
Financial perspective 

(sales, income and 
expenses)

9. Roadmap: identification 
of value creation 

milestones and financing 
needs

10. Proposition for
investors: returns, 
alliances and "exit" 

strategy

✓ Evaluate business opportunities presented by committed entrepreneurs. We will identify business
opportunities with high growth capacity that typically require technological development.

✓ We will select the best ideas based on pre-defined criteria.O
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Select – Business Model Canvas

✓ Guiding the process of incubating an opportunity to pass, through iterations, a preliminary A value
proposal, to a B value proposal with real options to operate in the Market; it helps to identify the critical
aspects of an opportunity and to design and model the value proposal iteratively.

How?

➢ Key partners

Define the necessary
alliances to carry out
the opportunity with
guarantees.

➢ Key activities

Detail the internal key
activities that will allow
us to deliver the value
proposal to the client.

➢ Key resources

Describe the resources
necessary to bring the
proposal to the market.

➢ Value proposition

Formulate the Single
Value Proposal in a
clear and synthetic way;
It is necessary to reflect
why we are different
and what is the key
value of the purchase
(it has to be different
and that difference has
to matter).

➢ Customer relations

Relationship that we
are going to maintain
with our clients, as well
as what we are going to
inspire them

➢ Channels

How to deliver the
value proposal to the
client, and through
which channels interact
with them.

➢ Segmentation of
customer

Define which segment
we are going to address
(necessary to know the
market niche and
opportunities of our
business).

➢ Cost structure

The formula lies in the maximum value for customers at the
lowest cost.

➢ Revenue sources

We must find a solid revenue structure that amortizes our value
proposition.
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Selecct - Market sizing

✓ Determine the size of the market in quantitative and qualitative terms.
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TAM: Expenditure by customers on a 

particular market segment

SAM: Expenditure by customers on a 

particular market segment on my product 

category

SOM: Expenditure by customers on a 

particular market segment on my product

PAM: Global market of these goods 

and services without any restrictions

of geography and other factors



Select - Competitive differentiation

✓ Determine what is the competitive advantage we offer by comparing our product with the
competition, in order to use relevant variables to show how the value proposition is different from
other markets.

Variable 1

V
ar

ia
b

le
 2

Necessary to 
develop a brand 
positioning that 
differentiates us 

from other 
competitors

Competitive differentiation

▪ Qualitative aspects, since design or quality
depends on our perception and our experiences.

▪ The competitive difference can not be copied, it
must belong to the DNA of our brand and is key to
positioning it in the minds of consumers.

It consists of comparing our
product or service with others
existing in the market. With this we
aim to analyze their strengths and
weaknesses based on two variables
that we have previously selected.

O
b

je
ct

iv
e



37

1. Introduction: General concepts for technology transfer

2. Identification of potential technology-based business ideas: 
How do we identify new ideas related to raw materials?

3. Work with TTO personnel: The key to market-oriented 
research

4. Potential impact of R&D (business model, current and 
future competitors, financial/market/legal risks, the need 
for a business plan, etc.)

5. The entrepreneurial ecosystem and the necessary 
communication mechanisms for successful raw-materials 
related technology transfer

6. Building the team for the development of the business 
opportunity

7. Negotiation and licensing processes: Key aspects 

Agenda



38

Necessary elements for technology transfer

Company

Public administration

Technology

Entrepreneur

Investor

Align
incentives

Make a 
team

Management
Leadership, 
commitment

Markets
Markets, 
channels

Money 
Smart 
capital

Minds
Technology
innovation



Entrepreneurs Club
“Inspire people to inspire business”

Tools: Entrepreneurs’ Club



Cross the Valley of Death: 

Dispel technological risk 

Validation pilots 

Development of prototypes 

Market validation Business case

Methodoly:

• Regular monitoring of value creation milestones (return on investment) 

• Funds gradually released while validating the viability, dispelling risks

• Pivoting or abandonment if the technological or business hypotheses are not

verified

Tools: Internal Incubation Acceleration Program (OMEGA)



Corporate investmen
forum technology-

based business
opportunities

Tools: Inspiring Business Forum
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Team

Is the team involved in the project the best prepared to take 
advantage of the identified market opportunity?

• What is the relevant experience of the project promoters?

• How did the promoters meet / what is the "story" behind the project?

• Who will play which roles?

• What is the level of commitment of the management team with the project?

• How much capital have you contributed to the business?

• What is your motivation to build the business?

• Members of the board of directors?
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TECHNOLOGY TRANSFER – Preparation of negotiation

Once the asset has been identified, protected and valued, it is necessary to define a
marketing strategy based on a series of additional criteria. Planning is key and attitude too!

• Have clear objectives and sufficient empowerment.

• Negotiate with confidence and credibility

• Be flexible and create a climate of trust. Win-win layout.

• Do not accept/reject any option without analysing it 100%.

• Do not present hot options without analysis.

• Analyse first encounter: client strategy and flexibility. Strengths and weaknesses.
Establish what aspects have been key or trivial for the other party. Ditto on our part.
Orient the possibility of success and minimize wear.

• Knowing how to conclude or withdraw on time: It is NOT a failure.



• Establish selection criteria for the most appropriate partner:

o At the strategic level (shared objectives, complementary needs, technological capacity,
market access ...)

o At the collaborative level (compatibility of values, ways of acting ...)

• Most suitable transfer modality: assignment, securitization, license ... Focused on
licenses, determine geographical area, sector, customer profile and type:

o Exclusive license: full powers are granted to the licensee, so that the technology
owner can not grant licenses to others or exploit by himself.

o Single license: both the licensee and the licensor are entitled to exploit the results,
however, the technology owner can not grant licenses to others.

o Non-exclusive license: the owner of the technology maintains the right to exploit the
technology by himself and can grant all the licenses he deems appropriate.

TECHNOLOGY TRANSFER – Preparation of negotiation



• Establish value strategy, based on an upfront payment and some
royalties, which must be perfectly evaluated at the start:

o Define, based on expected benefits, what each party must obtain to adjust the
royalties.

o As a general criterion, the licensor must receive between 25 and 33% of the
expected benefits. Agree a percentage on sale price, not on margins (we do not
have that information).

o Collect annual minimums for the exploitation of licenses.

o Include correction mechanisms to facilitate agreements.

o How we want the payment method.

• Previous NDA well built, never start negotiations without it

TECHNOLOGY TRANSFER – Preparation of negotiation



• Disposition WIN-WIN attitude is important in a negotiation.

• CRITICAL: We must be very clear, before starting the negotiation process, the limits
that I must impose on the transaction, without forgetting win-win criteria:

o What I WOULD LIKE to get

o What I INTEND to get

o What I MUST get
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• It is not necessary, but if you have to sign a Memorandum of Understanding (MOU)
or Letter of Intent, make sure that we do not sign anything whose consequences on
the subsequent license agreement are unknown or vague. They are legally binding in
many countries.

o The agreements of intentions are held in negotiation processes, and constitute
pre-contractual agreements other than the pre-contract.

o But, they contain provisions that are mandatory, such as confidentiality
agreements, non-competition or criminal clauses.

o Legally extremely delicate document.

o It should contain concrete and binding deadlines and activities.
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THANK YOU!


