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WHERE THIS ISUSED

* Venture Studio programs
* Corporate Incubators

* Accelerators (corporate or government-backed)
* CVC portfolio companies

* Al Studio agent deployments
-a-Service engagements

AUDIENCE

* EIRs/GMs

* VVenture Studio Program Managers

* VVenture Board Team Sponsors

e CVC Portfolio Managers

* Executive Sponsors

* Business Unit Heads aligned to ventures

PHASE

Phase Three: Build and Launch — Corporate Asset Activation
(Days 5-15, concurrent with E1-E2)
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EXECUTIVE SUMMARY

The most powerful competitive advantage a corporate-backed venture has over an
independent startup is not capital — it is access. Access to proprietary data that took
decades to accumulate. Access to enterprise customer relationships that startups spend
years trying to build. Access to distribution channels that reach markets a new company
could not enter alone. Access to regulatory expertise, procurement infrastructure, and
government relationships that transform compliance barriers into moats.

But this access is almost never automatic. In practice, the corporate parent's assets sit
behind layers of organizational politics, budget cycles, BU incentive conflicts, and legal
caution. Ventures that fail to activate these assets formally — relying instead on verbal
commitments and informal goodwill — find that access evaporates when the executive
who made the promise changes roles, when a BU head decides a startup is a threat rather
than an opportunity, or when legal blocks a data-sharing arrangement that was never
properly structured.

This guide gives venture teams a structured process for identifying every corporate asset
available to the venture, formalizing access through agreements and pilot frameworks,
navigating the organizational resistance that will emerge, and converting corporate
backing from a logo on a pitch deck into a genuine, defensible competitive advantage. For
CVC tracks, it also covers how to use corporate assets as deal flow accelerators, pilot
infrastructure for portfolio companies, and distribution multipliers that most external
funds cannot offer.
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THE CORE PROBLEM

Organizations entering Phase Three frequently discover that the corporate assets identified
in Phase Two — proprietary data, enterprise client relationships, procurement fast-lanes,
compliance infrastructure, distribution networks — are far harder to access than the
executive sponsor suggested during the validation phase.

The failure patterns are predictable and consistent:

» Corporate assets exist but are trapped behind BU politics. A division head who was
supportive of the innovation program in Phase Two becomes protective of their client
relationships in Phase Three when real usage is requested.

» Data identified as a strategic asset is operationally inaccessible. The data exists, but it is
fragmented across systems, lacks APl access, requires data science transformation, or is
governed by legal constraints that were not assessed during validation.

* Pilot access depends on individual goodwill rather than a formal framework. Each startup
or venture requires a new negotiation with each BU, and the BU has no mandate to
cooperate — only a request from an executive who is not present in the room.

* The capital structure creates confusion. Corporate funding from annual operating
budgets behaves differently from dedicated venture capital — it is subject to quarterly
reallocation and does not survive budget cycles when the core business comes under
pressure.

* Middle management resistance blocks execution. Regional managers and department
heads who are incentivized on revenue protection, not innovation, slow down data
requests, delay pilot approvals, and create friction that the Executive Sponsor does not
see until months have passed.

* The aspiration-infrastructure gap is wider than it appeared in Phase Two. Strategic
intent scores high in any readiness assessment. Capital architecture, governance
maturity, organizational alignment, and execution capacity typically score significantly
lower — and these are the dimensions that determine whether corporate assets are
genuinely accessible.

The core issue is this:

Operating rhythm is not administrative support. It is what separates a venture that
compounds learning and momentum from one that burns runway on internal coordination.
Without it, governance fails, financial visibility lags, stakeholders disengage, and the
investment case weakens with every passing week.
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PREREQUISITES

Must Be Complete Before Starting:
* Guide E1 completed — venture team deployed with mandate letters signed
* Guide E2 completed — operating rhythm active, Venture Board Team Sponsor confirmed

* Phase Two asset inventory — all corporate assets identified during validation are
documented in the investment-ready package from Guide D3

 Executive Sponsor confirmed and available for the Asset Activation Session (Step 2)

* Venture Board Team Sponsor confirmed and briefed — this guide requires their active
involvement throughout

Institutional Readiness Checks:

« Corporate capital structure confirmed: is innovation funding from a dedicated ring-
fenced vehicle, an annual budget line, or off-balance-sheet? This determines how stable
the financial backing for asset access is

* Organizational alignment assessment completed: which BUs are willing to engage, and
where are the resistance vectors (Finance, BU heads, Legal/Compliance, middle
management)?

* Pilot commitment framework status: Does a formal framework exist, or will each pilot
require individual case-by-case BU negotiation?

» Data readiness status: Have the identified data assets been assessed for quality,
accessibility, and legal constraints?
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EXPECTED OUTPUT/
SUCCESS CRITERIA

You have completed this guide when the following are true:

The Asset Activation Map is complete — every corporate asset inventoried, prioritized,
and assigned a named owner and activation timeline

At least three customer introductions from the Executive Sponsor are confirmed with
named contacts and scheduled first conversations

At least one data asset has a formal data-sharing agreement or access protocol in place

The pilot commitment framework is agreed with the relevant BU heads — structured
scope, 90-day evaluation window, defined commercial escalation path

At least one procurement fast-lane or legal pre-approval pathway is confirmed in writing
The antibody management protocol is active — the Team Sponsor is briefed on all known
resistance vectors and has escalation authority

For CVC tracks: corporate assets are mapped to portfolio company use cases, and at
least one asset access arrangement for a portfolio company is in place

i I
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TUANS

STEP-BY-STEP INSTRUCTIONS

BUILD THE CORPORATE ASSET INVENTORY

Before any activation can happen, every corporate asset available to the venture
must be mapped in a single document. This is not a Phase Two output carried
forward unchanged — asset availability must be reconfirmed at the start of Phase
Three with the actual owners, not the executive sponsors who identified them.

be reconfirmed for Phase Three availability

Reference Table: Corporate Asset Taxonomy

ASSET
CATEGORY

TYPICALACTIVATION
MECHANISM

Pull the asset list from the Phase Two investment package (Guide D3) — This
is the starting point — not the final list. Assets identified during validation must

Categorize every asset into one of seven categories — Use the table below as
the standard asset taxonomy

COMMON RESISTANCE
POINT

Proprietary
Data

WHAT IT INCLUDES

Historical transaction data,
customer behavior data,
compliance datasets, workforce
intelligence, placement records,
market benchmarks

Data-sharing agreement or API
access protocol with Legal and
IT sign-off

Data quality issues, legal
constraints, IT system
fragmentation, security
clearance requirements

Enterprise
Customer
Relationships

Existing client accounts,
government relationships,
channel partner networks,
enterprise procurement contacts

Warm introduction from
Executive Sponsor or BU head,
followed by a formal pilot
agreement

BU revenue protection —
relationship owners fear
disruption to existing
contracts

Distribution
Network

Channel partner ecosystems,
reseller networks, market access
in multiple geographies, partner
onboarding infrastructure

Distribution partnership
agreement or pilot pathway
defined in the accelerator
program design

Partners are managed by BU
teams with separate P&L
incentives

Regulatory and

Compliance expertise,
government certifications,

Formal advisory arrangement,
co-authoring of compliance

Legal team caution about
liability transfer; Compliance

and Legal Fast-
Lane

entity frameworks, contract
templates, procurement
shortcuts for pilots

el regulatory relationships, sector materials, or regulatory team reluctance to associate
Infrastructure . . : .
licenses introduction from the corporate | with unproven ventures
Cloud systems, APl integrations, IT security policies, data
Technology and . IT access agreement, API governance frameworks,
Al tooling stacks, data platforms, .
Al . . documentation, sandbox procurement approval
proprietary analytics, workflow . .
Infrastructure . environment access requirements for new tool
automation . .
integrations
Pre-approved vendor legal | Pre-approvall r from
Procurement RO O] B, ) e-approval letter fro Legal team default to full

Legal/Procurement, pilot
agreement template, vendor
registration shortcut

procurement process; no
mandate to create exceptions

Brand,
Credibility,and
Market Access

Corporate brand association,
reference customer status, co-
marketing rights, government
recognition, award certifications

Written co-marketing
agreement or reference
customer letter

Communications and
marketing teams control
brand usage; reputational
risk concerns
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@ For each asset, confirm three things with the actual owner — not
the executive sponsor

* What specifically is available
* Who controls access and can commit on behalf of the BU
* What the access mechanism is and what approval process it requires

@ Score each asset on two dimensions: strategic value to the venture and
accessibility — Use a simple 1-5 scale. High value + high accessibility = activate
immediately.

» High value + low accessibility = assign to Team Sponsor for escalation.
* Low value + high accessibility = activate opportunistically.
* Low value + low accessibility = deprioritize

e Produce the Asset Activation Map — A single working document: asset name,
category, strategic value score, accessibility score, named owner, activation
mechanism, target activation date, and current status. This document is reviewed
at every monthly milestone review

Al PROMPT — Asset Activation Map

I am building the Corporate Asset Activation Map for a Phase
Three venture. The corporate parent is [describe: industry,
scale, key business units]. The Phase Two asset list identified
the following potential assets: [list]. For each asset, assess:
(1) strategic value to the venture on a 1-5 scale with
rationale, (2) accessibility on a 1-5 scale based on
organizational structure and known resistance, (3) recommended
activation mechanism, (4) likely resistance point and how to
address it. Output as a prioritized table ranked by strategic
value. Flag any assets that require Team Sponsor escalation.

118 RUN THE ASSET ACTIVATION SESSION

The Asset Activation Session is a dedicated 60-90-minute working session with
the Executive Sponsor and the Venture Board Team Sponsor. It is not a status
update — it is an asset commitment meeting. Every commitment made in this
session is documented and followed up on in writing within 24 hours.

@ Schedule the Asset Activation Session within the first 10 business days of Phase
Three — Do not wait for the monthly milestone review — asset activation must
begin immediately

e Prepare the Asset Activation Map in advance and share it with the Executive
Sponsor 48 hours before the session — The sponsor must review the map before
the session, not during it

@ Run the session with a specific agenda — This is a decision meeting, not a
discussion meeting
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Agenda:

* Review the Asset Activation Map (15 min) confirm or adjust asset priority rankings

e Make commitments on the top 5 assets (30 min) — for each: named owner confirmed,
activation mechanism agreed, timeline set

* Identify resistance points (15 min) — which BUs, legal requirements, or procurement
processes will create friction, and who owns resolving each

« Confirm the Team Sponsor's escalation role (15 min) — the sponsor formally accepts
accountability for unblocking all friction items within defined timeframes

@ Apply the commitment documentation rule — Within 24 hours of the session:
email all participants a written summary of every commitment — asset name, what
was committed, who owns it, and the due date. Copy the Venture Board Team
Sponsor on every item. Commitments without written confirmation do not exist

e For each committed asset, identify the "antibody risk" — Who in the organization
is most likely to block or slow this access? What is their incentive? Who has the
authority to override them? Document this in the Asset Activation Map

Al PROMPT — Asset Activation Session Agenda

I am preparing the Asset Activation Session for a Phase Three
venture. The venture is [describe]. The Executive Sponsor is
[role]. The Venture Board Team Sponsor is [role]. The top 5
assets from the Asset Activation Map are [list with scores]. For
each asset: (1) draft the specific commitment ask — what exactly
should the sponsor commit to, with what timeline, (2) identify
the likely internal resistance and who can override it, (3)
draft the follow-up email confirming the commitment with named
owner and due date. Keep the tone direct and professional — this
is a governance document, not a thank-you note.

11 FORMALIZE DATA ACCESS

Proprietary data is often the most strategically valuable corporate asset — and
the most frequently mismanaged. Data identified as available during Phase
Two validation is often fragmented, poor quality, or legally constrained in ways
that were not assessed. This step converts data hypotheses into operational
infrastructure.

Conduct a data readiness sprint before building on any data asset — A data
readiness sprint assesses three things: what data is clean and immediately usable,
what requires transformation before use, and what cannot be used due to legal or
quality constraints. This sprint should take 1-2 weeks and be led by the venture's
Tech Lead with the corporate CDAO or IT lead

Distinguish between four data asset types — Each requires a different activation
mechanism
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» Transactional / historical data: Requires a formal data-sharing agreement covering
data scope and fields, update frequency, security and storage requirements,
permitted use cases, and IP ownership of derived insights

» Real-time / APl data: Requires IT to configure APl access, sandbox environment,
documentation, and rate limits. Legal must approve the data-sharing terms

« Compliance / regulatory data: Requires specific legal structuring. The corporation
cannot transfer regulatory liability — it can only provide access to the data layer
under a clearly scoped advisory arrangement

 Platform/ infrastructure access: Requires IT security clearance, access credentials,
and a formal service-level agreement defining uptime, support, and data residency

@ Produce a formal data-sharing agreement or access protocol for every data asset
— This document must be signed before the venture team accesses the data, not
after the first deployment sprint has started. Key elements: data owner, scope,
access mechanism, security requirements, permitted use cases, IP ownership of
derived products

@ Assess whether the corporate data asset is a platform opportunity or a workflow
tool — This distinction matters strategically. If the data can be unified into a
platform that external startups could also leverage, it creates a second-order
competitive advantage beyond the venture itself. If it is only useful for internal
workflow automation, it is an efficiency asset, not a platform moat

@ Build a data confidence rating into the Asset Activation Map — Rate each data
asset: Confirmed and Clean (ready to use), Confirmed but Requires Transformation
(use with caution, timeline to clean), Under Legal Review (blocked until cleared), or
Not Confirmed (asset existence unverified at the operational level)

Al PROMPT — Data Readiness Sprint

I am conducting a data readiness sprint for a Phase Three
venture. The corporate parent has the following data assets
available: [list from Asset Activation Map]. For each asset:
(1) design a 3-question data readiness interview for the
corporate data owner or CDAO (covering data quality,
accessibility, and legal constraints), (2) define the minimum
data standard required for the venture to build on it, (3)
identify the legal structuring required for access (data-
sharing agreement, API terms, advisory arrangement, or platform
license). Output as a structured sprint plan with timelines.

11X ACTIVATE ENTERPRISE CUSTOMER RELATIONSHIPS AND DISTRIBUTION

Enterprise customer relationships are the most immediately valuable corporate
asset for a Phase Three venture. The ability to access enterprise clients for pilot
projects, distribution partnerships, and early customer validation gives a
corporate-backed venture a structural advantage that external startups spend
years trying to replicate. But this access only works if it is formalized through a
pilot commitment framework — not left to case-by-case negotiation.
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Establish the pilot commitment framework before any customer introduction is
made — A pilot commitment framework defines the rules of engagement between
the venture and the corporation's enterprise clients. Without it, each pilot requires
a new internal negotiation, and BUs can — and will — withdraw cooperation when
itisinconvenient

Pilot commitment framework must include:

* Which BUs participate in pilots and on what basis

» What a pilot commitment includes: scope, timeline (90-day evaluation window
standard), evaluation criteria with binary success/stop outcomes

* Who approves a pilot — a named individual with authority, not a committee

* The commercial escalation path: what happens when a pilot succeeds — distribution
agreement, equity discussion, or joint venture

Map the distribution network as a structured asset — The corporate's
distribution network — whether channel partners, resellers, enterprise clients, or
government procurement relationships — is only valuable to the venture if it is
mapped by market, segment, and access mechanism. A distribution network
without a deployment plan is not an asset; it is a claim

Distribution mapping must answer:

* Which markets are accessible through the network

* Which channel partners or resellers are relevant to the venture's product

* What would the commercial terms be for ventures accessing the network

* How a startup that succeeds in one market expands to others (market
expansion pathways)

Request specific customer introductions — not general support — The Executive
Sponsor's value is measured in specific introductions, not endorsements. Each
introduction request must include: the client’s name, the contact level required
(C-suite vs. operational), the purpose of the introduction, and the 14-day target
for the first conversation

Design the pilot architecture for the Accelerator track (if applicable) — For
ventures operating alongside a corporate accelerator program, the pilot architecture
determines whether the accelerator creates commercial outcomes or just visible
activity. Startups that complete a pilot must have a defined next step: a distribution
agreement, an equity discussion, or a joint venture opportunity. A pilot without a
commercial escalation path is theatre
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\\
lllllllllllllllllIIIIIIIIIIIIllllllll/l\\‘

"//////// oL

10



STEP 5

ACTIVATION

LEVEL

Customer
Introduction

WHAT IT
PROVIDES

Warm introduction
from Executive
Sponsor or BU head to
anamed enterprise
contact

GUIDEE3

WHATIT
REQUIRES

Named sponsor
commitment with 14-day
timeline; documented
follow-up

HOW TO ACTIVATE CORPORATE
RESOURCES, DATA, AND DISTRIBUTION

COMMERCIAL
OUTCOME

Discovery conversation,
pilot opportunity,
reference letter

Structured Pilot

Formal 90-day
evaluation of the
venture's product or
service with an
enterprise client

Pilot commitment
framework signed by BU
head; defined scope,
success criteria, escalation
path

Distribution agreement,
equity discussion, or joint
venture conversation

Distribution
Partnership

Access to the
corporate's channel
partner network for
commercial scaling

Distribution partnership
agreement with
commercial terms, market
scope, and revenue share
structure

First revenue through
corporate channel; market
expansion in additional
geographies

Reference Customer

Corporate parent
becomes the venture's
first or anchor
customer

Internal procurement
approval; legal sign-off on
vendor registration; brand
co-use agreement

Brand validation, first
revenue, reference case for
external customer
acquisition

Joint Venture

Co-owned entity
combining the
corporate's market
position with the
venture's product

Legal entity formation,
equity structure
agreement, governance
terms, defined exit
pathway

Combined operating
economics and equity
upside; most valuable
structure in markets where
the corporate has
dominant position

venture.

The venture is
relevant enterprise clients are in
likely to participate are [list].

pilot commitment scope — what the BU commits to,
with what evaluation criteria,
escalation path after a successful pilot,
head's primary concern and how to address it before requesting
the commitment. Output as a pilot architecture document ready

for BU head review.

[describe].

Al PROMPT — Pilot Commitment Framework
I am designing the pilot commitment framework for a Phase Three
The corporate parent's most
[sectors].

For each BU:

(2)

The BUs most
(1) draft the
for how long,

define the commercial
(3)

identify the BU

NAVIGATE ORGANIZATIONAL RESISTANCE & ANTIBODY MANAGEMENT

Organizational resistance to corporate ventures is not an exception — it is the
default. Every corporate venturing program encounters it. The question is not
whether resistance will emerge, but whether the team has a structured protocol
for identifying, escalating, and resolving it before it blocks execution.

TUANS
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The five primary antibody patterns in corporate venture programs:

TUANS

RESISTANCE | WHO UNDERLYING RESOLUTION
PATTERN DRIVES IT INCENTIVE MECHANISM
Incentivized on gross revenue Executive mandate from CEO or
Revenue BU heads and growth, not margin or innovation. | CSO must explicitly separate
rotection account Any venture that touches their venture pilot approval from BU
P managers clients is perceived as arisk to revenue P&L. The BU head's
existing contracts cooperation is not optional
Innovation capital allocated as {{dlggi-zitnecgcfiuc:gltsil\\//e:;cle
annual OPEX is subject to innovation bud ’et wi’th
Budget cycle CFO and quarterly reallocation. Finance overnance rftection) is the onl
absorption Finance will redirect it to core business 8 pro! Y
R e e T T structural solution. Informal
Ender strain budget lines do not survive
business pressure
Engage Legal in the asset
Legal's default is risk activation session — not after the
Legal and General minimization. Any data-sharing, venture team encounters the
cofn liance Counsel, pilot agreement, or IP block. Pre-approved pilot
caut?on Compliance arrangement that is new will face | agreement templates and data-
team a full review cycle unless a pre- sharing frameworks must be
approved template exists designed before Phase Three
begins
R::f%orrr:allefef:e?ss:rsatllz:illjre Executive mandate must be visible
. Regional P ’ and specific. The Team Sponsor's
Middle requests (data access, customer . .
managers, . . role includes direct engagement
management introductions, system . . ..
A department . ; - with middle management friction
friction integrations) create work without . .
heads . points within 48 hours of
a corresponding performance identificati
benefit identification
Prioritize visibility over evidence- Ag\i)elz\r/rf;]r?c(é?r/at'n(:\?vc/)rslzorip orousl
. Communication | based outcomes. Stand-up g e g &
Innovation . Every initiative must produce a
s, Marketing, events, newsletters, and press .
theater . . . documented binary outcome.
I and some senior | appearances are easier to deliver . .
substitution . Activity-based reporting is not
leaders and easier to measure than actual d at th hiv mil
ilot conversions accepted at the monthly milestone
P review

Map all resistance vectors before Phase Three begins — Use the Asset Activation
Session (Step 2) to surface known friction points. Assign each resistance vector to
the Team Sponsor with a resolution timeline

Activate the Team Sponsor as the primary antibody management function — The
Team Sponsor's role is not ceremonial. In every TURNS venture program, the
Team Sponsor's most operationally critical function is to identify and remove
corporate friction before it reaches the venture team. The Team Sponsor should
be briefed weekly on friction log items and have direct escalation authority to the
Venture Board

Use the executive mandate to convert resistance into managed friction — A clear,
top-down mandate from the CEO, CSO, or Chairman reduces hard-blocker
resistance to manageable friction. Without it, every customer introduction, data
request, and pilot requires individual negotiation. The mandate shifts the internal
conversation from "should we?" to "how do we?"

12
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@ Separate the innovation unit from the core business P&L where necessary — If
recruiter compensation conflicts, sales team incentive misalignment, or BU
revenue protection create systemic resistance that cannot be resolved through
mandate alone, the structural solution is to operate the innovation program with a
clearly defined and separated P&L. This is not a permanent separation —itis a
friction control mechanism that protects the venture from internal interference
during Phase Three

@ Distinguish between product-building and venture-building with internal
stakeholders — A recurring failure pattern in corporate venture programs is that
internal stakeholders apply product-development logic to venture-building

questions: 24-month timelines, immediate ROl requirements, and rejection of
delayed returns. The Team Sponsor and Executive Sponsor must actively establish
this distinction — venture building requires different capital patience, different
governance, and a different success definition from product development within
the core business

14 STRUCTURE THE VENTURE-TO-CORPORATE ASSET ACCESS AGREEMENT

Every corporate asset that the venture depends on must be formalized through
awritten agreement before the venture builds on it. Informal access can be
withdrawn at any time and does not survive personnel changes. This step
converts goodwill-based access into institutional infrastructure.

Identify which assets require formal agreements vs. operational protocols —
Not every asset requires a legal document. Some require a signed agreement
(data-sharing, distribution partnership, IP access). Others require an operational
protocol (e.g., a customer introduction process and pilot evaluation criteria).
Others require a governance decision (budget ring-fencing, capital vehicle
election). Categorize each asset correctly

For data assets: execute a data-sharing agreement before the first deployment
sprint — Key elements: data owner and steward, permitted use cases, data scope
and fields, update frequency, security and storage requirements, IP ownership of
derived products, term and termination conditions

For customer relationships: execute a pilot access letter or formal pilot
agreement — Key elements: BU head sign-off, client introduction scope, pilot
duration (90-day standard), evaluation criteria, commercial escalation path,
confidentiality requirements

For distribution networks: execute a distribution partnership or channel access
agreement — Key elements: market scope, channel partner list, revenue share or
commercial terms, exclusivity status, reporting requirements, term and renewal
conditions

For capital: confirm the ring-fencing mechanism in writing — The corporate

capital commitment to the venture must specify the amount, the tranche structure,

the milestone triggers, the governance body that approves each tranche, and

whether it is ring-fenced from operational reallocation. An annual budget line is

not a capital commitment — it is a statement of intent that can be reversed in the

 / next budget cycle 13
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For all agreements: engage Legal in the design phase, not the review phase —
The most common legal delay pattern is submitting a completed agreement for
review and waiting 4-6 weeks for comments. The correct approach is to involve
Legal in the session where the agreement structure is decided, provide pre-
approved templates wherever possible, and use the pilot agreement templates
designed in the governance architecture session

Al PROMPT — Asset Access Agreement Design

I am structuring the asset access agreements for a Phase Three
venture. The corporate assets requiring formal agreements are:
[list with category]. For each agreement: (1) identify the
agreement type required (data-sharing, pilot access,
distribution partnership, IP license, capital ring-fencing),
(2) list the key terms that must be included, (3) identify who
must sign on behalf of the corporate (BU head, Legal, CFO, or
Executive Sponsor), (4) estimate the time to execute based on
the corporate's approval process, (5) flag any terms that will
likely require negotiation and suggest the approach. Output as
an agreement execution plan with a timeline.

STEP 7 CVCTRACK: DEPLOYING CORPORATE ASSETS
AS INVESTMENT INFRASTRUCTURE

For ventures on a CVC investment track, corporate assets are not only available
to portfolio companies — they are the CVC fund's primary competitive
advantage over traditional VC funds. The corporation’s data, enterprise client
relationships, distribution network, regulatory expertise, and procurement
infrastructure give portfolio companies access that external startups cannot
buy. This step converts those assets into a structured value-add proposition that
makes the fund more attractive to founders and more impactful to the portfolio.

e Map corporate assets to portfolio company use cases — For each portfolio
company, identify which corporate assets are most relevant: a specific client
relationship for a pilot, a distribution channel for scaling, a data asset for product
development, or a compliance infrastructure for market entry

e Use the pilot commitment framework for portfolio companies — The same pilot
architecture designed for the Venture Studio applies to CVC portfolio
companies. Every portfolio company with a relevant product should have a
structured pilot opportunity with the corporate — not just a warm introduction

@ Build the corporate asset map into the CVC investment thesis — When sourcing
and screening deals, the corporate's assets should be a selection filter: does this
company benefit from our distribution network? Does our data improve their
product? Does our regulatory position give them a market entry advantage they
could not get otherwise? Companies that score high on corporate asset fit are
better investments for this fund than companies that do not

14
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Use the Accelerator program as the primary deal flow pipeline for the CVC —
Accelerator graduates with strong pilot results become natural initial CVC
investments — the relationship is established, the pilot evidence exists, and the
commercial alignment is confirmed. This is the most capital-efficient deal sourcing
mechanism for a corporate-backed CVC

Build compounding deal flow through the value-add commitment — Following
the TURNS Startup Engagement Guide principle: in every touchpoint with a
portfolio founder, add value beyond the initially negotiated partnership. A
customer introduction, a market insight, a hiring connection. Founders talk to
other founders — a fund that consistently delivers unexpected value builds a
compounding reputation that attracts better deals than any marketing spend

For CVC, confirm corporate asset access terms at the point of investment —
Every term sheet for a portfolio company investment should specify which
corporate assets the company has access to, on what terms, for how long, and
what happens to that access if the corporate's stake is diluted below a threshold.
Informal asset access that is not anchored in the investment terms can disappear
after a follow-on round
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TROUBLESHOOTING

SYMPTOM LIKELY CAUSE

Executive Sponsor made
verbal commitments; no
asset has been delivered by
week three

Commitments were not
documented in writing with
named owners and deadlines

Apply the 24-hour follow-up rule: every commitment is
documented within 24 hours of the conversation with a
named owner, a specific deliverable, and a due date.
Unconfirmed commitments do not exist

TUANS

Business Unit head agrees to
apilot in principle, but pilot
never starts

No formal pilot commitment
framework — case-by-case
approval required each time

Escalate to the Team Sponsor immediately. A pilot
framework with defined scope, 90-day evaluation window,
and escalation path must be agreed before any cohort or
venture begins. Without it, pilot commitments are not real
commitments

Data access granted but data
quality is too poor to use

Data was identified as an
asset without a readiness
assessment

Conduct a data readiness sprint: identify what is clean,
what requires transformation, and what cannot be used.
Adjust the asset activation plan. Do not build on
unvalidated data assumptions

Corporate legal review
blocks procurement fast-lane

Legal was not briefed on the
pilot framework before the
venture team tried to use it

Engage Legal and Compliance in the asset activation
session — not after the venture team encounters the block.
The pilot agreement template must be pre-approved
before use

Middle management resists
opening customer accounts
to the venture team

No executive mandate; BU
heads are incentivized on
revenue protection, not
innovation

Escalate to the Executive Sponsor — this is the highest-
priority antibody resistance pattern. A clear top-down
mandate reduces hard-blocker resistance to manageable
friction. Without it, every customer introduction requires
individual BU negotiation

Corporate asset identified in
Phase Two is no longer
available in Phase Three

Asset availability was
assessed during validation
but not formally confirmed
for Phase Three

Treat every Phase Two asset identification as provisional.
In Step 1 of this guide, formally re-confirm all asset
availability with the named owner. Assets that are no
longer available must be replaced in the asset map before
the sprint begins

CVC deal sourcing is reactive
only — no proactive pipeline

No structured sourcing
strategy; the fund waits for
inbound referrals

Activate all nine sourcing channels: VCs, angel networks,
service providers, investment banks, CVC networks,
corporate departments, events, domain experts, and
proactive outreach. Proactive sourcing is what
distinguishes a fund with a reputation from one that is
unknown

Accelerator pilot converts to
a presentation but not a
commercial relationship

Pilot architecture defines
evaluation criteria but no
commercial escalation path
or next step

The pilot commitment framework must include three
elements: scope and timeline, evaluation criteria with
binary outcomes, and a defined commercial escalation path
at completion. Without the third, pilots produce data
without value

Corporate asset access
creates a dependency rather
than a competitive advantage

Asset is accessed informally;
no formal agreement or
data-sharing arrangement in
place

Formalize all asset access through a written agreement,
data-sharing protocol, or pilot access letter before the
venture depends on it. Informal access can be withdrawn at
any time and does not survive personnel changes
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VALIDATION STEPS

Confirm each of the following before declaring corporate asset activation complete:

Asset Activation Map is complete, reviewed, and included as a standing agenda

]
item in the monthly milestone review v ®
Every top-priority asset has a named owner, an activation mechanism, and a G ®
target activation date
At least three customer introductions confirmed with named contacts and G ®
scheduled first conversations
At least one data asset has a sighed data-sharing agreement or access protocol @ ®
Pilot commitment framework agreed with at least one BU head — scope, timeline, G ®
evaluation criteria, commercial escalation path
All resistance vectors identified and assigned to the Team Sponsor with G ®
resolution timelines
Executive mandate is visible and specific — the CEO, CSO, or Chairman has G ®
communicated support for BU cooperation in writing
All corporate asset access is formal — no informal arrangements that depend on G ®
a specificindividual remainingin role
For CVC tracks: corporate assets mapped to portfolio company use cases; at G ®

least one portfolio company has a formal asset access arrangement
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NEXT STEPS

Upon completing this guide, the venture has activated its core corporate
advantage and is operationally ready to build and sell. Proceed to:

* GUIDE F1 — How to Run a Structured Product Development Sprint Toward an Investable
MVP

* GUIDE F2 — How to Design and Execute a Pilot Program That Generates Investable
Evidence

* GUIDE F3 — How to Acquire Your First Customers and Build the Customer Zero Playbook

* GUIDE G1 — How to Deploy Al Studio Agents into Live Operational Environments (if Al
agent track)

* GUIDE H1 — How to Execute CVC Investment and Onboard a Venture into the Portfolio (if
CVC track)

The Asset Activation Map produced in this guide becomes a permanent
operational document. Review it at every monthly milestone review, update asset
status weekly, and escalate any blocked asset to the Team Sponsor within 48
hours of identification. Corporate assets that are not actively maintained as
active infrastructure will drift back to hypothesis status. This guide must be
reapplied whenever a new asset category is identified or a previously blocked
asset becomes available.
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MASTER CHECKLIST

A.ASSET INVENTORY AND ACTIVATION MAP

[0 Phase Two asset list retrieved from Guide D3 and used as the starting point

[0 All assets categorized across the seven asset taxonomy categories

[0 Each asset re-confirmed with the actual owner — not just the executive sponsor
[ Each asset scored on strategic value (1-5) and accessibility (1-5)

[0 Asset Activation Map produced: asset name, category, scores, named owner, activation mechanism,
target date, current status

[0 Asset Activation Map included as a standing agenda item in the monthly milestone review

[0 Data confidence rating applied to all data assets: Confirmed/Clean, Requires Transformation, Under
Legal Review, or Not Confirmed

B. ASSET ACTIVATION SESSION

[ Session scheduled within first 10 business days of Phase Three

[0 Asset Activation Map shared with Executive Sponsor 48 hours before the session

[0 Team Sponsor present and briefed on their escalation role

[0 Top 5 assets committed — named owner, activation mechanism, and timeline for each
0 All known resistance vectors surfaced and assigned to the Team Sponsor

1 All session commitments documented in writing and sent within 24 hours

[0 Antibody risk identified for each committed asset

C.DATA ACCESS FORMALIZATION

[0 Datareadiness sprint conducted: quality, accessibility, and legal constraints assessed for all
data assets

[ Platform opportunity vs. workflow tool distinction confirmed for each data asset

[0 Formal data-sharing agreement or access protocol executed for at least one data asset before
first deployment sprint begins

0 CDAOQO or IT lead engaged and briefed on data access requirements
[0 Legal engaged in agreement design — not only in review
1 IP ownership of derived data products confirmed in all data-sharing agreements

D. CUSTOMER RELATIONSHIPS AND DISTRIBUTION
[ Pilot commitment framework agreed with at least one BU head before any customer introduction
is made

[ Pilot framework includes scope, 90-day evaluation window, binary evaluation criteria, and
commercial escalation path

O At least three customer introductions confirmed with named contacts and scheduled first
conversations

O Distribution network mapped: markets, channel partners, access mechanism, commercial terms
[0 Market expansion pathways defined for ventures that achieve traction in the first market

[0 For Accelerator tracks: program thesis aligned with Venture Domain Map; pilot commitment pre-
agreed with relevant BUs
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E. ANTIBODY MANAGEMENT

[0 All resistance vectors mapped: BU revenue protection, budget cycle risk, Legal/Compliance caution,
middle management friction

[0 Team Sponsor briefed on all friction items with 48-hour escalation protocol

[0 Executive mandate issued in writing and communicated to relevant BU heads

[0 Innovation unit P&L separation assessed — implemented if systemic resistance cannot be resolved
through mandate

O Product vs. venture distinction established with all internal stakeholders who influence capital or
governance decisions

[0 Weekly friction log maintained and reviewed at every stand-up

F. FORMAL ACCESS AGREEMENTS

[0 Data-sharing agreements executed for all Tier 1 data assets

I Pilot access letters or formal pilot agreements in place for all customer introductions that progress
to structured evaluation

[ Distribution partnership agreement in place for any channel access arrangements

[0 Capital ring-fencing confirmed in writing: amount, tranche structure, milestone triggers,
governance body

1 All agreements reviewed and signed before the venture operationally depends on the asset
[0 No informal asset access arrangements that depend on a named individual remaining in their role

G. CVC ASSET DEPLOYMENT

[0 Corporate assets mapped to portfolio company use cases (CVC tracks)

O Pilot commitment framework available to all portfolio companies with relevant product fit (CVC
tracks)

O Corporate asset fit included as a selection filter in the CVC investment thesis (CVC tracks)

[0 Accelerator graduates with strong pilot results identified as initial CVC investment candidates
(CVC tracks)

0 Value-add commitment log active — customer introductions, data access, market insights, hiring
connections tracked (CVC tracks)

[0 Asset access terms specified in the investment term sheet for all portfolio company investments
(CVC tracks)
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