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HOW TO REALIZE
PORTFOLIO
VAEUE THROUGH
CORPORATE
INTEGRATION

Follow-On Capital, Portfolio Value Creation
and Corporate Integration

WHERE THIS ISUSED AUDIENCE

* CVC funds and portfolio companies * Executive Sponsor / Champions
» Corporate venture and innovation portfolios * EIR/ General Manager

* Venture Studio ventures with a corporate parent * Close Owner /CVC

* Foundry-as-a-Service engagements * BU Leaders/ Chiefs of Strategy
PHASE

Phase Four: Scale & Optimize
Section J — Follow-On Capital, Portfolio Value Creation & Corporate Integration
Follows Section | (Growth & Unit Economics)
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EXECUTIVE SUMMARY

A corporate venture's value is not only its enterprise value. It is also the strategic value it
creates for the corporate parent: revenue unlocked through the parent's distribution,
advantage created by proprietary data, procurement pull from business units, and options
opened by co-selling and joint ventures. For a CVC, that strategic value is half the reason
the investment exists.

This guide converts Champion relationships, corporate distribution, proprietary data, and
business-unit procurement into measurable value creation — through commercial
integration, co-selling, and, where warranted, joint-venture structures. It produces the
strategic value realization metrics, financial and operational, that justify the venture's place
in the portfolio. Where Al is in play, it draws on the incremental-value opportunities
identified in Guide K3.

The four outputs of this guide are: a corporate integration map linking each parent asset to
a value-creation mechanism and an owner; executed integration mechanisms with the
agreements that make them durable; defined and measured strategic value realization
metrics; and a value case, reconciled to the strategic mandate status in the portfolio system,
that earns the venture its follow-on capital and its place in the portfolio.
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THE CORE PROBLEM

The strategic rationale that justified the corporate venture — we have distribution, data,
and customers the venture can use — is asserted at investment and rarely realized at scale.
Integration is assumed to happen because both sides want it. In practice it stalls on
misaligned incentives, procurement friction, and the absence of anyone accountable for
making it real and measuring it.

Theresult is a venture that may be doing fine on its own metrics while creating none of the
strategic value that was the reason a corporate fund invested rather than a financial one.

The six most consistent failure patterns in corporate value realization:

» Assumed synergy. The distribution, data, or procurement advantage is in the thesis but is
never activated, owned, or measured after the deal closes.

» Champion decay. The executive Champion who sponsored the venture moves on, and with
them the relationship capital that made integration possible.

* Procurement friction. The parent's own business units treat the venture like any external
vendor, so the internal-customer advantage never materializes.

* Value asserted, not measured. Strategic value is claimed in narrative at portfolio reviews
but never quantified in financial or operational terms.

* Integration without structure. Co-selling and data-sharing happen ad hoc, with no
agreement, so they cannot scale, cannot be defended, and disappear when a person leaves.

* Portfolio orphan. With no measured strategic value, the venture cannot justify its place
when the portfolio is rationalized, regardless of its standalone performance.

The real issue:

For a CV(C, the strategic mandate is half the return. A venture that produces financial return
but no strategic value is a financial investment the fund could have made anywhere; a
venture that realizes strategic value earns its place in the corporate portfolio and its follow-
on capital. Unmeasured strategic value is indistinguishable from no strategic value when the
portfoliois reviewed — so realizing it, and measuring it, is not a nice-to-have but the
condition on which the corporate investment thesis is proven or disproven.
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PREREQUISITES

Must Be Complete Before Starting:
» Guide E3 completed — corporate resources, data, and distribution access were activated
during the build phase

* Guide H1 completed — the strategic mandate status is tracked, the Champions are
identified, and the Expectations Alignment Record is on file

* Guide 11 completed — corporate distribution is measured as a channel on the scorecard,
not merely assumed

* Where Al is in play: Guide K3 available — incremental-value opportunities have been
identified for integration into the value case

Team Readiness:
* Executive Sponsor and named Champions engaged and available to sponsor integration
* Business-unit leaders identified for each target integration mechanism

* Close Owner available to record strategic value against the strategic mandate status in the
portfolio system

* Legal available for joint-venture, data-sharing, and co-sell agreements
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EXPECTED OUTPUT/
SUCCESS CRITERIA

You have completed this guide when the following are true:

A corporate integration map links each parent asset — distribution, data, procurement,
brand, capability — to a value-creation mechanism, an owner, and a metric

Integration mechanisms are executed with durable agreements: the co-sell motion,
distribution access, the data arrangement, business-unit procurement, and any joint-
venture structure

Strategic value realization metrics are defined and measured, covering both financial
impact and operational impact

Champion continuity is secured — named, briefed, and with a succession plan

The strategic value case is documented and reconciled to the strategic mandate status
in the portfolio system and the H2 dashboard

Where Al is in play, the K3 incremental-value opportunities are integrated into the
value case
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STEP-BY-STEP INSTRUCTIONS

11 MAP CORPORATE ASSETS TO VALUE-CREATION MECHANISMS

Integration begins by turning the vague thesis of synergy into a specific map:
which parent asset creates value, through which mechanism, owned by whom,
measured how. An asset with no mechanism is an aspiration; a mechanism with
no owner never happens; a mechanism with no metric cannot be defended at a
portfolio review.

Corporate Asset Value-Creation Mechanism Owner Metric
Distribution/ Co-sell and channel access into| Champion/BU Incremental revenue
customer base the parent's customers leader via channel
Proprietary data Data arrangement improving Data owner / EIR Perfqrmapce or
the product or model margin gain
Internal-customer purchasing Procurement value
BU procurement BU leader .
and procurement fast-lane and adoption
Brand / credibility Reference and endorsement in Executive Sponsor Win r'ate and deal
market velocity
Capabl.llty/ §hared functions, talent, or EIR/ BU leader Cost a.v.0|ded. or
expertise infrastructure capability gained

Prioritize the highest-value mechanisms first — Not every asset is worth
integrating. Rank the mechanisms by the value they can realistically create
against the effort to activate them, and start with the few that move the
strategic case most.

Assign a single accountable owner per mechanism — Every mechanism
gets one named owner on the corporate side and one on the venture side.
Shared accountability with no single owner is how integration quietly stalls.

A 4

113 SECURE CHAMPION CONTINUITY AND EXECUTIVE SPONSORSHIP

The Champion is the engine of integration — the executive whose sponsorship
opens doors that procurement and org charts would otherwise close. Champion
continuity is therefore a strategic risk to be managed deliberately, not a
relationship to be left to chance.
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Name the Champion and the succession — Confirm the current Champion
and name a successor before one is needed. A Champion who leaves
without a briefed successor takes the integration's momentum with them.

e Brief the Champion on the integration map and the value at stake — The

Champion needs to see the map from Step 1 and the value each mechanism
creates for their own part of the business, not only for the venture.
Integration that serves the Champion's agenda sustains itself.

@ Give the Champion a stake in the measured outcome — Where possible, tie
a measure the Champion is accountable for to the integration's success, so
the relationship is reinforced by incentive rather than goodwill alone.

S EXECUTE COMMERCIAL INTEGRATION: CO-SELL AND DISTRIBUTION

Commercial integration is usually the largest and fastest source of strategic
value: putting the venture's product in front of the parent's customers through a
structured co-sell motion and distribution access. Done ad hoc it produces a few
deals and stops; done with a motion, incentives, and an agreement it becomes a
durable channel.

Design the co-sell motion and the incentive — Define how the parent's
salesforce introduces, positions, and is rewarded for the venture's product.
A co-sell with no incentive for the parent's sellers does not run, regardless
of strategic logic.

@ Formalize distribution access in an agreement — Put the distribution

arrangement in a written agreement — scope, economics, term, and
exclusivity — so it survives personnel changes and can be defended and
scaled. Legal is engaged early, not at signature.

@ Measure corporate distribution as an 11 channel — Track the co-sell and
distribution channel on the |1 channel scorecard with the same rigor as
any paid channel — cost, conversion, and contribution — so its value is
measured, not assumed, and so it competes honestly for scale spend in the
I3 roadmap.

Al PROMPT — Co-Sell and Distribution Integration

I am designing the commercial integration between a corporate venture
and its parent. The parent's relevant distribution and customer base:
[describe]. The venture's product and ICP: [describe]. Design the co-
sell motion — how the parent's salesforce introduces and positions the
product — and recommend an incentive structure that makes the parent's
sellers actually run it. Specify the terms a distribution agreement
must cover to be durable and scalable. Then define how to measure this
as a channel on the Il scorecard so its strategic value is quantified.
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11 ACTIVATE PROPRIETARY DATA AND BUSINESS-UNIT PROCUREMENT

Lever

Proprietary data

How To Activate

Data-sharing arrangement cleared by
Legal; scope, use, and privacy defined

Two of the most defensible sources of corporate advantage are the parent's
proprietary data and its business units as internal customers. Both require
structure: a data arrangement that Legal has cleared, and a procurement path
that treats the venture as an internal customer rather than a cold vendor.

Value Created

Product or model advantage
competitors cannot replicate

BU procurement

Internal-customer status and the E3
procurement fast-lane; named BU sponsor

Anchor revenue and
reference at scale

Al incremental
value (K3)

Apply the K3 incremental-value
opportunities using the parent's data and
workflows

Compounding capability and
margin gains

STEP5 STRUCTURE JOINT VENTURES AND DEEPER
INTEGRATION WHERE WARRANTED

Structure the data arrangement with Legal — Define what data, for what
use, under what privacy and IP terms. Proprietary data is a genuine moat
only when the arrangement is durable and compliant; an informal data feed
is a liability waiting to surface.

Convert business units into internal customers — Use the E3 procurement
fast-lane and a named business-unit sponsor to move the venture from
external-vendor treatment to internal-customer status. This is where the
procurement-pull thesis is realized or lost.

Integrate the K3 Al incremental-value opportunities where Al is in play —
Where the venture uses Al, the incremental-value opportunities identified
in Guide K3 — often built on the parent's data and workflows — are part of
the strategic value case and should be measured alongside the commercial
mechanisms.

Some integrations are large enough to justify a structure of their own — ajoint
venture, a shared entity, or a deep operational tie. These create the most value
and carry the most risk, so they are used only where the value clearly justifies the
governance overhead, never as a default.
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Integration Depth Use When Governance
Contractual (co-sell, Value is real but bounded; Agreements and the integration
data, procurement) reversibility matters map owners

. Value is large, sustained, and JV board, defined economics, exit
Joint venture . .

shared; both sides invest terms

Deep operational The ventureis core to the Executive governance; connects to
integration parent's strategy at scale Guide L3 ownership

Justify any JV against the value it creates — A joint venture is warranted
only when the measured value exceeds the cost of the structure and the loss
of flexibility. Where it is warranted, define the economics, governance, and
exit terms up front.

@ Connect deep integration to the ownership decision — Deep operational
integration foreshadows the long-term ownership outcome. Where
integration points toward the parent owning the venture, flag it for the spin-
in analysis in Guide L3.

Al PROMPT — Integration Depth and JV Assessment

I am deciding how deeply to integrate a corporate venture with its
parent. The candidate integration mechanisms and their measured or
projected value: [paste]. For each, recommend the appropriate depth —
contractual, joint venture, or deep operational integration —
justified against the value created and the flexibility given up. For
any joint venture you recommend, outline the economics, governance,
and exit terms it would require, and flag any integration that points
toward a spin-in ownership outcome for Guide L3.

11X DEFINE AND MEASURE STRATEGIC VALUE REALIZATION METRICS

Strategic value that is not measured cannot be defended, funded, or repeated.
Define the metrics — financial and operational — that quantify what the
integration creates for the parent, and measure them on the same cadence as the
venture's own performance.
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Dimension Example Metric Why It Matters
. - Incremental revenue, cost avoided, Quantifies the return the
Financial impact
procurement value corporate parent captures
. . Capability gained, market access, Captures value the financials alone
Operational impact . . .
cycle-time reduction miss

New markets, defensive positioning, | Justifies strategic patience where

Option value optionality created financials lag

Strategic mandate | Progress against the thesis the CVC | Ties value realization to the reason
status invested to prove for the investment

Separate financial from operational impact — Some value shows up in
revenue and cost; some shows up in capability, access, and optionality.
Measure both, and do not let hard-to-quantify operational value go
unrecorded simply because it is harder to put in a number.

Reconcile to the strategic mandate status — Roll the metrics up to the
strategic mandate status the H1 process tracks. This is the number the
Investment Committee reads to judge whether the strategic thesis is
being proven.

11l DOCUMENT THE VALUE CASE AND RECONCILE TO THE PORTFOLIO

The final step turns realized value into a documented case that lives in the
portfolio system, strengthens the follow-on decision in Guide J1, and feeds the
portfolio monitoring in Guide J3. Strategic value that is realized but not
recorded is lost at the next portfolio review.

@ Document the strategic value case — Compile the integration map, the

executed mechanisms and agreements, and the measured financial and
operational value into a concise value case that answers why this venture
belongs in the corporate portfolio.

@ Record strategic value in the portfolio system — Enter the strategic value
realization metrics and the strategic mandate status into the PMS and the
CVC Portfolio category of the H2 dashboard, so the value is visible to the
Investment Committee alongside the financial returns.

@ Apply the dual-track split — For a Venture Studio build-and-launch

venture, the EIR owns integration execution with the Champion and the
strategic value flows to the Venture Board. For an independent CVC
portfolio company, integration is a negotiated commercial relationship
between two entities — the Close Owner and the Champion sponsor it, but
it runs on arm's-length agreements, and the strategic value is recorded
against the strategic mandate status in the PMS. In both tracks the
arrangement should be reflected in the H1 Expectations Alignment Record.
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Al PROMPT — Strategic Value Case

I am documenting the strategic value case for a corporate venture.
Inputs: the integration map, the executed mechanisms and agreements,
the measured financial impact (incremental revenue, cost avoided,
procurement value), the operational impact (capability, access,
cycle time), and any AI incremental value from K3: [paste each].
Draft a concise value case that answers why this venture belongs in
the corporate portfolio, quantifies the strategic value realized,
and reconciles to the strategic mandate status. Flag the single

strongest and single weakest element of the strategic case for the
next portfolio review.

11



GUIDE J2

HOW TO REALIZE PORTFOLIO VALUE
THROUGH CORPORATE INTEGRATION

TROUBLESHOOTING

Symptom Likely Cause Fix

The distribution or data
advantage in the thesis
never materialized

Assumed synergy: the
mechanism was never
activated, owned, or
measured

TUANS

Build the Step 1 integration map. Assign
asingle owner and a metric to each
mechanism and activate the highest-
value ones first.

Integration momentum
collapsed when an
executive left

Champion decay with no
succession

Apply Step 2. Name a successor before
one is needed, brief them on the map and
the value at stake, and tie a measure
they own to the outcome.

The parent's business
units treat the venture
like any vendor

No internal-customer
status; procurement
friction

Use the Step 4.2 E3 procurement fast-
lane and a named BU sponsor to convert
the business unit into an internal
customer.

Strategic value is claimed
at reviews but never
believed

Value is asserted in
narrative, not measured

Define and measure the Step 6 financial
and operational metrics and reconcile
them to the strategic mandate status so
the value is quantified, not narrated.

Co-selling produced a
few deals then stopped

The motion had no
incentive and no
agreement; it ranon
goodwill

Redesign per Step 3 with a real incentive
for the parent's sellers and a durable
distribution agreement, and measure it
as an |1 channel.

A data-sharing
arrangement created a
compliance concern

Data was shared informally
without Legal-cleared
terms

Structure the arrangement per Step 4.1
with scope, use, privacy, and IP terms
cleared by Legal before any further data
flows.

The venture cannot
justify its place when the
portfolio is rationalized

No recorded strategic
value; it reads as a purely
financial holding

Document and record the Step 7 value
case in the PMS and the H2 CVC
Portfolio category so strategic value is
visible at the review.

12
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VALIDATION STEPS

Confirm each of the following before declaring
corporate value realization complete:

The integration map links every prioritized asset to a mechanism, an owner, @ ®
and a metric
A single accountable owner is named on both the corporate and venture side @ ®

for each mechanism
The Champion is named, briefed on the map, and a succession is in place @ ®

The co-sell motion has a real seller incentive and a durable distribution @ ®
agreement, measured as an |1 channel

The proprietary-data arrangement is cleared by Legal with scope, use, G ®
privacy, and IP defined

Business units are converted to internal customers via the procurement @ ®
fast-lane and a named sponsor

Any joint venture is justified against measured value with economics, @ ®
governance, and exit terms defined

Strategic value realization metrics — financial and operational — are
defined and measured, with Al incremental value from K3 included @ ®
where applicable

The value case is documented and recorded against the strategic mandate @ ®
status in the PMS and the H2 dashboard

13
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NEXT STEPS

Feed the strategic value case into Guide J3, where the strategic mandate status
becomes part of the portfolio health scorecard and the automated reporting the
Investment Committee and board see.

Return the value case to Guide J1: measured strategic value strengthens every
follow-on decision, because it proves the corporate thesis the fund invested to prove,
not only the financial one.

Where Al is central to the venture, continue to Guide K3 to keep identifying
incremental-value opportunities, and feed each realized opportunity back into this
value case as it matures.

14
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MASTER CHECKLIST

A.INTEGRATION MAP

[0 Each corporate asset linked to a value-creation mechanism, owner, and metric
[0 Mechanisms prioritized by value against effort; highest-value activated first
[0 Asingle accountable owner named on both sides for each mechanism

B. CHAMPION CONTINUITY

[0 Current Champion named and a successor identified before needed
[0 Champion briefed on the integration map and the value at stake
[0 A measure the Champion owns tied to the integration outcome

C.COMMERCIAL INTEGRATION

[0 Co-sell motion designed with a real incentive for the parent's sellers
[0 Distribution access formalized in a durable agreement with Legal engaged early
[0 Corporate distribution measured as a channel on the |1 scorecard

D. DATA AND PROCUREMENT

[0 Proprietary-data arrangement cleared by Legal with scope, use, privacy, and IP defined

[0 Business units converted to internal customers via the procurement fast-lane and a
named sponsor

[0 K3 Al incremental-value opportunities integrated where Al is in play

E.INTEGRATION DEPTH

OO0 Appropriate depth chosen per mechanism: contractual, JV, or deep operational
0 Any JV justified against measured value with economics, governance, and exit terms
[0 Deep integration pointing to spin-in flagged for Guide L3

F. VALUE METRICS

[0 Financial impact metrics defined and measured
[0 Operational and option-value metrics defined and measured
[0 Metrics reconciled to the strategic mandate status

15
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G. VALUE CASE

[0 Strategic value case documented answering why the venture belongs in the portfolio
[0 Value recorded in the PMS and the H2 CVC Portfolio category
[0 Dual-track arrangement reflected in the H1 Expectations Alignment Record

H. FINAL CHECK

[0 Every integration mechanism has an owner, an agreement, and a metric

[0 Strategic value is measured, not asserted

[0 The value case would justify the venture's place in a portfolio rationalization

If strategic value is claimed but not measured
— It will not survive the next portfolio review. Measure it.
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