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We have long been told that the problems plaguing our world 
cannot be solved in siloes, and yet great academic institutions, 
industry and public organisations alike attempt to shoulder the 
burden of progress alone. At UIIN, we know that at the heart of 
innovation lies a powerful mechanism: university-industry partner-
ships. These partnerships—the “hidden engine” of transformative 
breakthroughs—drive progress by fusing academic research with  
real-world application. 

“Where can I find examples of successful partnerships?” 
“What are the success factors for collaboration?” 
“What models of partnership exist that I can replicate?”

These are questions we hear time and again from our wide global 
membership base, from participants in our training and consulting 
work, and of course, at our conference each year. 

This casebook, The Hidden Engine of Innovation, presents a curat-
ed selection of narratives and case studies from around the globe, 
showcasing how such partnerships are redefining the boundaries 
of possibility. Across 15 articles, we delve into the successes, chal-
lenges, and lessons learned from collaborations in countries as 
diverse as Spain, the USA, Germany, Australia, Sweden, Italy, the 
Netherlands, and Turkey.

To provide a more structured overview, we highlight key themes 
across these cases:

Foreword
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•	 Reflections on culture & strategy: Natascha Eckert, Siemens’ 
Former Global Head of University Relations, provides a stra-
tegic perspective on fostering deeper industry-academic ties.

Whether you are a researcher, an industry leader, a policymaker, 
or simply someone curious about the intersection of academia and 
industry, we hope these stories inspire you to view such collabora-
tions in a new light. 

As editors, we extend our gratitude to our contributors who shared 
their insights, experiences, and expertise. We hope that this case-
book not only highlights the value of university-industry partner-
ships but also stimulates further dialogue and action to support 
academia and industry to chart a course toward a more inclusive 
and innovative future for the next generation of students and grad-
uates.

Sincerely, 
Madeline Arkins, Balzhan Orazbayeva and Arno Meerman 
UIIN

•	 Strategic, long-term collaboration: Spain’s UC3M and  
Airbus demonstrate the impact of aligning research and edu-
cation with industry needs, while Sweden’s Saab and Linköping 
University showcase the strength of a 30-year AI and aviation 
partnership.

•	 Industry-academia knowledge transfer: Germany’s Bayer and 
Austria’s ams OSRAM and the University of Innsbruck illus-
trate how global corporations leverage academic research to 
advance life sciences and lighting technology. Italy’s Ca’ Fos-
cari University of Venice takes a governance approach with its  
Octopus initiative, fostering social sciences-industry engage-
ment.

•	 Innovation hubs & applied research: The Netherlands’  
Foodvalley and Wageningen University drive agrifood innova-
tion through ecosystem-building, while Sweden’s KTH Royal 
Institute of Technology integrates sustainability, research col-
laboration, and staff mobility into its institutional framework. 
Jönköping University’s School of Engineering demonstrates 
how commitment-based partnerships drive impactful research 
and education without direct financial contributions.

•	 Entrepreneurship & talent development: The Institute of Ap-
plied Technology-Digital and UTS Animal Logic Academy in Aus-
tralia lead in industry-aligned education, while the Telefónica 
Venture Builder fosters start-ups through university-industry 
synergies.

•	 Technology-driven impact in emerging markets: Turkey’s 
ASELSAN Academy integrates graduate training with industry, 
Indonesia’s AI Academy accelerates digital transformation in 
energy, and SLB AI Academy applies AI to energy innovation 
globally.
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When Airbus 
met UC3M
The impact on Getafe 
and the Madrid region
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In this context, the Universidad Carlos III de Madrid (UC3M) was 
founded in 1989, by Prof. Gregorio Peces-Barba (one of the found-
ing fathers of the Spanish Constitution) at the request of the cen-
tral government, involving all the administrations: central, regional 
and the municipalities of Getafe and Leganes.

The choice of the location of the facilities in both municipalities 
was determined by accessibility through public transportation and 
the existence of old military facilities within the cities that, follow-
ing their refurbishment, would not only serve the University but 
also support the integration of knowledge into the city itself. This 
is one such “coincidence of life” in the partnership between UC3M 
and Airbus.

UC3M is a public, generalist, and innovative university. Though first 
intended to be relatively small, it now has over 24,000 enrolled 
students and 2,000 academic staff. Many research groups are ac-
tive in fields of knowledge of interest to Airbus—yet another coin-
cidence.

UC3M was founded to contribute to economic development and 
social cohesion in the south of Madrid; it is embedded in the lo-
cal ecosystem through its location, and it is committed to social 
challenges in this area. Prof. Gregorio Peces-Barba promised to 
create a new concept of a public educational institution, an in-
novative, inclusive, independent and influential university. UC3M 
regularly works with the regional government and municipalities 
in its location - another similarity and stroke of good fortune for 
Airbus and UC3M who both share the ambition to be major players 

UC3M and coincidental alignment
In 1923, Airbus (then CASA) established its first factory in Getafe, 
marking a milestone that fundamentally transformed the town’s 
economy and drove its industrialisation. This development also 
had a lasting impact on the region, which now hosts a major in-
dustrial player. The decision to set up shop in Getafe was due to 
the pre-existing military and aeronautical facilities near the railway 
network.  In previous centuries, the Getafe economy was closely 
tied to the needs of the Court demanding agricultural and manu-
factured products and the town became an important communi-
cation hub due to its road and later, rail connections. However, the 
drifts of the 20th century were dramatic until the current Spanish 
democracy. (Fun fact: there is a parallel between the Getafe foot-
ball team and the town’s recent evolution—from an unknown re-
gional league team to a Champions League contender).

Along with democracy, the Madrid region experienced a huge 
transformation: from being a court city of public administrations 
surrounded by a large industrial belt to becoming a regional centre 
for large foreign business corporations and Spanish multination-
als thanks to the regional specialization in the new economy. As 
a result, companies needed access to a high degree of training 
capacity.

The distribution of universities in the region, at this time, was con-
centrated in the central-northwest side of Madrid, while the south 
was characterised by low-educated and working-class social stra-
ta. Social government had a concern for reversing patterns that 
tend to widen the gap between the north and south of the region. 

Airbus in Getafe
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Business Cooperation project in Europe1.
3.	 Social and economic development. Although both institutions 

initially approached this topic in isolation, working from their 
own perspectives on the town’s development, they soon rec-
ognised the mutual influence, benefits, and synergies of their 
efforts, as their ambitions converged. Notably, Airbus, UC3M, 
and the Local Development Agency (GISA) collaborate to sup-
port the town’s auxiliary aerospace industry, foster entrepre-
neurship, and promote gender diversity in the sector. 

UC3M’s strong engineering research and proximity 
to Airbus Getafe has led to collaborations across 
multiple departments, resulting in successful 
projects in areas such as aerospace structures, 
avionics, and electric propulsion, including Horizon 
Europe initiatives.

Prof. Mario Merino, Deputy Vice-Rector of Innovation, Knowledge 
Transfer, and Science Park

The Airbus-UC3M collaboration is an exceptional mechanism to 
accelerate the evolution and maturation of new technologies and 
processes from low (1-5) to high (8-9) TRL. Furthermore, it is a 
core research strategy that aims not only to foster the transfer 
the knowledge developed at our research groups to increase in-
novation, but also to encourage knowledge exchange and establish 
virtuous cycles among the intervening parties, who may identify 
additional research opportunities or even create new and disrup-
tive research lines, enhancing researchers, capacities and impact 
research.

in the innovation ecosystem. With such similarities in approach and 
understanding of their respective institutional objectives, it seems 
almost natural that both agents become partners, building upon 
their synergies and facing increasingly complex challenges.

In 2008, UC3M and Airbus Group achieved a formal university-in-
dustry collaboration agreement at the Spanish level. The scope 
of this collaboration runs across education, R&D, knowledge 
transfer and innovation in the aerospace industry. Ever since the 
Airbus-UC3M framework cooperation program has been a strate-
gic and holistic collaboration embracing the university’s three mis-
sions: education and teaching, research and innovation, and social 
and economic development:

1.	 Education and teaching. Airbus professionals contribute reg-
ularly to curriculum design and educational and training offer-
ings. For example, they promoted and co-organised the Master 
of Lifelong Learning in Aircraft Systems Integration and Master 
of Lifelong Learning in Airframe Technology.

2.	 Research and innovation. In this pillar, cooperation shapes 
many forms: from chair positions, and industrial doctorates 
to European projects and links to the UC3M Science Park. 
Furthermore, their Joint Research Centre UC3M-Airbus was 
awarded in the category of University-Business from the Na-
tional Network Foundation of University Industry (REDFUE), in 
2014, and there is a case study “UC3M and Airbus Group: Airbus 
and UC3M rocketing the Spanish Aeronautic industry evidence” 
in the Case Studies Series of the European Project University 

From coincidences to concomitance: 
Airbus - UC3M
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A vital factor for success

The collaborative 
relationship between 
Saab and Linköping 
University

María José Herrero-Villa, Head of Connections with the Inno-
vation Ecosystem, Universidad Carlos III de Madrid
She is educated in business and PhD in Economics and Innovation 
from the Autonomous University of Madrid. Her professional expe-
rience began in the private sector acquiring a deep understanding 
of industry drivers and dynamics.  In 2004, she joined the Universi-
dad Carlos III de Madrid-Science Park performing functions in en-
trepreneurship, innovation, and University-Business Collaboration.  
Currently, she is Head of Innovation Ecosystem Development Unit 
and technical coordinator for “Entrepreneurship and Innovation” of 
the Young University for the Future of Europe (YUFE) Alliance.

The sponsorship of the annual Excellence Awards promoted by 
the Social Council of the UC3M is also worthy of mention. These 
awards recognise and encourage the effort and contribution to 
excellence by UC3M members across professional, academic staff, 
and alumni.

Indeed, there is no doubt that this cooperation has a strong impact 
at all levels. However, it is at the local level, in the town of Getafe 
where the partnership is a major success factor, not only in reduc-
ing the traditional welfare gap but also, in providing added value 
to the territory as an alternative to the strong court influence of 
Madrid.
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This collaboration agreement serves as a platform for the long-
term and strategic provision of competencies, providing added val-
ue to strengthen both parties. The collaboration’s resulting project 
portfolio is adaptable over time and involves all relevant functions 
at LiU with a focus on relevance, quality, and open innovation. The 
collaboration activities under the agreement include:

•	 Research
•	 Competence provisioning and development
•	 International collaboration activities
•	 Access to the physical environment, infrastructure and inno-

vation system
•	 Policy and communication efforts.

The overall objective of the cooperation is the long-term provi-
sioning of well-educated engineers and impactful education and 
research. The goal is that existing and future technologies shall 
contribute to profitable and sustainable growth and competitive-
ness. For Saab, collaboration with universities is of high importance 
as it allows access to state-of-the-art technology and the possibil-
ity to recruit talent. Whereas for LiU, the collaboration contributes 
to their ambition of being a university of international standing, 
where people and ideas converge and develop.A long-standing partnership

Linköping, Sweden’s fifth-largest city, is home to both Saab and 
Linköping University (LiU). The city has a rich history of knowledge, 
entrepreneurial spirit, and ground-breaking innovation dating back 
to the 12th century. In 2023, Linköping was even the winner of The 
European Capital of Innovation Awards, in the European Rising In-
novative City category.

Saab, the biggest private employer in the region, has more than 
6,000 of its 22,000 staff members based in Linköping, offering 
world-leading solutions, products, and services for security and 
defence with the mission to keep people and society safe. Their 
technology is continuously developed, adapted, and improved to 
meet customers’ changing needs in over 100 countries. 

LiU, founded in the 1960s, has four campuses across three cities 
and is organised into four faculties: Arts and Sciences, Medicine 
and Health Sciences, Educational Sciences, and Science and Engi-
neering. The university has 37,600 students and 4,300 employees.

A hub of knowledge and innovation

Saab and LiU have collaborated in a wide range of areas and disci-
plines since the university’s founding. Saab played a significant role 
in why the Institute of Technology was established in Linköping in 
the sixties. The first general collaboration agreement, covering all 
aspects of collaboration between LiU and Saab Aeronautics was 
signed in 2004. This latter evolved into a strategic Agreement be-
tween LiU and Saab, signed in 2014, with the aim to strengthen, 
broaden, and secure the co-production of knowledge. 
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respective international goals. This has led to various university in-
ternationalisation activities in Brazil, such as professor and student 
exchange, joint research projects, contract training, joint educa-
tion, international matchmaking events, and hosting delegations. 
Another international project is a four-part partnership between 
Saab, LiU, Boeing, and Washington State University, which enables 
student exchange.

Typically, over half of Saab’s new hires in Linköping, are LiU grad-
uates. On the PhD and researcher level, Saab uses a “boundary 
spanner model” where an academic path, an adjunct path, and a 
Saab employee path are described as parallel but also interrelated 
processes.

Research results are best transferred in a pair 
of shoes; it is the movement of people engaging 
in teaching and research between Saab and 
the university that are most important, not the 
research reports.

Dr. Gunnar Holmberg, Director Business Development Future Air 
Systems at Saab Aeronautics

Looking to the future, Saab and LiU keep collaborating and plan 
to deepen their partnership in line with their goals. Saab faces a 
new market and a growth journey, and they need many diverse and 
skilled employees in old and new fields of knowledge related to 
defence tech and dual-use innovation. Similarly, LiU needs to stay 

A bright future ahead

Saab and LiU have been working strategically for over 30 years 
on aviation and system technologies, and AI, and also cooperate 
in many other areas. These areas of collaboration are selected 
by comparing Saab’s technology roadmap with relevant areas of 
excellence at LiU and creating a yearly activity plan with specific 
projects and activities. Both parties have appointed a Relationship 
Manager as a dedicated contact person for this collaboration who 
is responsible for fulfilling the plan of activities.

The partnership has produced extensive results from all the dif-
ferent fields in the cooperation agreement. One such example of 
a critically important common research environment is the na-
tional Wallenberg AI, Autonomous Systems, and Software Program 
(WASP), led by LiU. This privately funded research program focuses 
on artificial intelligence and autonomous systems acting in collab-
oration with humans.

The partnership has also worked closely together to support their 

Key areas of collaboration

Collaboration with universities is central for 
technology companies like Saab. It is a constant 
challenge to be proficient enough in and at the 
forefront of a variety of technologies. This means 
that you work on different time horizons to be best 
in a holistic sense. By working together, industry 
and academia can create knowledge that is both 
fundamental and relevant.

Dr. Gunnar Holmberg, Director Business Development Future Air 
Systems at Saab Aeronautics



Nurturing agricultural 
innovation
Exploring Bayer’s Grants4Ag 
open innovation program

25

Dr. Ingela Lindahl, Head of Innovation and Strategic Collabo-
ration Unit, Linköping University
Ingela Lindahl is an accomplished leader with expertise in business 
development, innovation, and strategic collaboration. She com-
bines her academic research background in innovation and busi-
ness development from Linköping University (LU) with senior roles 
in IT/telecom and energy sectors. Her career is characterised by 
impactful initiatives in digitalisation, sustainability, and circularity, 
with a strong focus on creating value through partnerships between 
industry, academia, and the public sector. Currently, Ingela leads 
LU’s Innovation and Collaboration Office, overseeing its strategic 
partnership program.

relevant to draw students and tackle societal challenges with ex-
cellent research. Our strong relationship and strategic partnership 
are a vital factor for our future success.



Grants4Ag is Bayer’s open innovation program 
connecting academics, startups, and organisations 
to accelerate agricultural innovation, aiming 
to create a more sustainable and resilient food 
system.
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challenges in agriculture. It’s core principles are:
1.	 Collaboration: At the heart of Grants4Ag lies the spirit of 

collaboration; Bayer actively seeks partnerships with diverse 
stakeholders, including universities, startups, and industry ex-
perts, to leverage collective intelligence and drive innovation. 
By fostering an open exchange of ideas and expertise, the pro-
gram cultivates a dynamic and open ecosystem where novel 
solutions can thrive.

2.	Innovation: Grants4Ag serves as a vehicle for nurturing ground-
breaking innovations that have the potential to revolutionise 
agriculture. From precision farming technologies and digital 
solutions to sustainable crop protection methods and biotech-
nology advancements, the program has embraced a wide spec-
trum of innovative ideas aimed at addressing the most pressing 
challenges facing farmers and food producers.

3.	Continuous improvement: Although Grants4Ag serves as a 
platform for nurturing innovation, it is in and of itself an ongo-
ing experiment. With each cycle, new opportunities to increase 
scientific focus and participant connectivity have increased 
the engagement of both participants and the Bayer Team.

Agriculture stands at the forefront of innovation in an era defined 
by technological advancements and growing global challenges. 
With the world’s population projected to reach 9.7 billion by 2050, 
ensuring food security, sustainability, and resilience in farming 
practices has become imperative. In response to these pressing 
needs, Bayer, a global leader in the life sciences sector, has de-
veloped the ‘Grants4Ag’ program, an open innovation initiative to 
foster collaboration, creativity, and breakthrough solutions in ag-
riculture.

With its rich legacy of over 150 years, Bayer has continually em-
braced innovation as a core value. Recognising the complex chal-
lenges facing modern agriculture, Bayer has proactively sought to 
harness the power of collaboration and open innovation to drive 
meaningful change, especially in concert with academic partners 
around the globe. Their commitment to sustainability and exper-
tise in agriculture and life sciences position them as a catalyst for 
driving progress in the industry.

Understanding Bayer’s commitment to 
innovation 

Grants4Ag is Bayer’s signature open innovation program designed 
to connect academics, innovators, researchers, startups, and or-
ganisations with the resources and support needed to accelerate 
agricultural innovation. Launched with a view to create a more 
sustainable and resilient food system, the program invites partici-
pants from around the world to submit proposals that address key 

What is Grants4Ag?
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implementation and commercialisation. In fact, our academic 
awardees frequently provide feedback on how much they value 
the connection to Bayer and the insights gained through ongo-
ing dialogue.

4.	Scaling and deployment: Upon successful completion of the 
project, Bayer works closely with the innovators to facilitate 
the scaling and deployment of the developed solutions, where 
mutually beneficial. This may involve additional funding, pilot 
projects or integration into Bayer’s existing product portfolio, 
ultimately bringing innovative technologies and practices to 
market.

Since its inception, Grants4Ag has catalysed innovative projects 
with significant potential for impact. From novel crop protection 
solutions and climate-smart farming practices to data-driven de-
cision support tools and agricultural biotechnology breakthroughs, 
the program has supported a diverse range of initiatives across the 
agricultural value chain.

Although still evolving, several projects funded through Grants4Ag 
have been converted into larger funded research programs, ex-
panded proof of concept experiments across different parts of 
Bayer (e.g. the GoMicro device which measures highly accurate 
food spoilage2), and more strategic relationships with students, 
scientists, faculty, and even institutions. A few projects have re-
sulted in peer-reviewed publications3 and the program has been 
reported in Proceedings of the National Academies of Science 
Workshop Proceedings4.

Impact

The Grants4Ag program follows a structured process to identify, 
evaluate, and support promising projects:

1.	 Call for proposals: Bayer announces specific challenges or 
themes aligned with its strategic priorities and invites innova-
tors to submit their proposals via a web platform, Halo. Over 
time, these have been more focused, which the team has 
found to be more valuable for the R&D pipeline. These chal-
lenges are carefully designed to address critical issues such as 
climate change resilience, sustainable agriculture, digital farm-
ing, and crop protection. To date, the program has been most 
successful with academics and universities with almost 98% of 
the over 1,100 project ideas submitted coming from universi-
ties and academic institutions from over 40 countries.

2.	Evaluation and selection: A panel of experts from Bayer and, 
where relevant, external partners evaluate the submitted pro-
posals based on criteria, including innovation, feasibility, scala-
bility, and potential impact. One aspect omitted from the eva- 
luation process is the career stage of the applicant; this has led 
to several awards being given to graduate students, frequent-
ly the first competitive funding they have received, which we 
hope will lead to long-lasting relationships.

3.	Funding and support: To date, the Grants4Ag program has fund-
ed almost 100 different projects. Selected projects receive a 
small financial grant ($5k-$15k), technical expertise, access to 
Bayer’s network of industry collaborators, and mentorship to 
help bring their ideas to fruition. There have also been sev-
eral public webinar events designed to deepen connections.  
Bayer remains actively engaged throughout the project life-
cycle, providing guidance and resources to ensure successful 

How does it work?



Dr Rolf C Becker, VP in Sustainability and Strategic Engage-
ment for Crop Science at Bayer
With more than 25 years industry experience in crop protection 
and seeds, Rolf serves as Vice President in Sustainability and Stra-
tegic Engagement for Crop Science at Bayer. He played a central 
role in globally creating partnerships with academic institutions to 
collaboratively work on scientific evidence for regenerative agri-
culture. His current role on integrating Bayer’s innovations into re-
generative cropping systems is based on his previous experiences 
in leadership roles in Public Affairs, Sales, Food Chain Management, 
Strategic Marketing and R&D. 

Dr Phil Taylor, Director of Open Innovation & Outreach for 
Crop Science R&D at Bayer
With almost 20 years AgTech industry experience, Phil serves as the 
Director of Open Innovation & Outreach for Crop Science R&D at 
Bayer. He plays a central role in building external innovation eco-
systems, fostering strategic relationships around the globe, and 
developing novel programs to accelerate innovation throughout 
Bayer’s R&D pipeline. A champion for external and pre-competitive 
partnering as a driving force for innovation and change, Phil has 
held multiple leadership roles at Bayer focused on collaborative 
approaches to enable R&D. 

30

Through continuous evolution and experimentation, Bayer’s 
Grants4Ag program has developed to exemplify the company’s un-
wavering commitment to fostering innovation and sustainability in 
agriculture. Through collaboration, creativity, and a shared vision 
for the future, the program continues to catalyse breakthrough 
solutions from all levels of the academic and university ecosystem 
that have the potential to revolutionise farming practices and ad-
dress global food security challenges. As such, it is the intention 
for Grants4Ag to continue evolving but remain a key part of Bayer’s 
Open Innovation ambition into the future.

Conclusion

As with many programmes focused on early-stage innovation, 
not all projects have been successful. However, as the initiative 
has evolved, the introduction of new features—such as mentoring 
and closer connections to Bayer’s R&D team—has ensured that, 
regardless of technical outcomes, the effort is worthwhile, with 
the majority of participants reporting a positive experience. As 
Bayer continues to expand its commitment to agricultural innova-
tion and academic partnerships, the Grants4Ag program presents 
a compelling opportunity for aspiring innovators. With a focus on 
addressing the most pressing challenges facing agriculture, from 
climate change and resource scarcity to food security and sus-
tainability, the program remains at the forefront of driving positive 
change in the industry.

Future outlook



Innovative 
governance for 
knowledge transfer
The Octopus initiative at
Ca’ Foscari University of Venice
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relationships head-on. PInK conducted surveys to understand how 
external partners perceived these relationships and engaged their 
associates to co-design new forms of collaboration. The Initiative 
also involved the development of new joint labs with industry, col-
laboration labs for researchers and students to solve industry chal-
lenges, and an affiliation program to connect industry with talent. 
These aimed to expand the applicability of knowledge developed at 
Ca’ Foscari and foster an entrepreneurial and innovative mindset 
among their students and researchers.

These efforts did not go unnoticed; the proposed objectives and 
actions were included in the university’s new strategic and per-
formance plan, guiding future investments. The governance bod-
ies also adopted revised regulations on intellectual property (IP) 
and research exploitation, providing researchers and administra-
tive staff with a comprehensive toolkit for IP and entrepreneurship 
management. Furthermore, a framework agreement for the crea-
tion of a materials science laboratory was approved, highlighting 
the success of strategic partnerships and research and education 
integration.

Another pillar of our platform stands on the 
review of internal regulations for the protection of 
research results in all its different forms. The goal 
is to give value to results in the SSH research and 
involve students’ startups in transferring knowledge 
to the business sector and society.

A key aspect of the Initiative was tackling the university-industry 

Developing collaborative initiatives with 
institutional support

Universities are constantly looking for new ways to foster inno-
vation, knowledge transfer, and collaboration with industry; one 
such institution is Ca’ Foscari University of Venice in Italy, where 
a change in governance prompted the need for a more compre-
hensive institutional approach. This led to the development of the 
Octopus initiative by the university’s “Promoting Innovation and 
Knowledge” office (PInK).

The Octopus initiative (“the Initiative”) aimed to increase engage-
ment between the university’s departments, particularly those in 
the social sciences and humanities (SSH) fields, and industry. It 
sought to bridge the gap between academia and business by de-
signing a knowledge transfer framework that valued all skills and 
competencies. To achieve this, the PInK team participated in the 
UIIN Strategic Partnerships Institutional Program, which helped 
identify a roadmap for creating a flexible university-industry rela-
tionship.

To engage SSH departments, PInK focused on identifying their 
strengths and exploring perceptions of university-industry collab-
orations within these disciplines. This approach provided valuable 
insights and debunked certain myths, such as the misconception 
that SSH research is “not of interest” to the business sector. Ad-
ditionally, the team reviewed internal regulations to protect re-
search results and actively involved students’ start-ups in trans-
ferring knowledge to the business sector and society.
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By integrating the Initiative into the university’s strategic and per-
formance plans, Ca’ Foscari secured institutional support, ensur-
ing that revised regulations on IP and entrepreneurship provided 
a comprehensive toolkit for researchers and administrative per-
sonnel. The university also prioritised strategic partnerships and 
collaboration, establishing joint and collaboration labs, as well as 
playmaking events, to foster co-design and knowledge exchange 
with industry. Finally, the Initiative demonstrated a strong commit-
ment to continuous adaptation and engagement, ensuring that its 
efforts remained relevant by actively addressing challenges such as 
industry awareness within SSH disciplines and fostering collabora-
tions with national and international organisations to sustain inno-
vation and ecosystem development.

The Octopus initiative is an ongoing platform that requires continu-
ous commitment. PInK will continue to foster internal engagement, 
establish a common understanding of university-industry collabo-
ration, and involve SSH departments. Building and developing mod-
els for collaboration is also a priority, as it creates an ecosystem 
where different stakeholders can co-design, share solutions, and 
drive innovation.

Charting the course for future 
innovation ecosystems

This case study is based on a submission to the 2022 UIIN Conference by 
Giovanna Berera, Samuela Franceschini, and Erica Brandolino, at PInK – Pro-
moting Innovation and Knowledge, Ca’ Foscari University of Venice.

One key outcome of the Initiative was the creation of a new match-
making formula called “playmaking around the innovation funnel”. 
This approach to collaboration allowed for the establishment of 
a community driven by common values, encouraging internal and 
external engagement and knowledge transfer.

As with any new approach, challenges can arise; internally, there 
was a lack of awareness among academics, leadership, and admin-
istration concerning the values necessary for university-industry 
engagement. To address this, PInK consistently presented reports 
and ideas to the leadership (both at central and departmental lev-
els) and designed new regulations to engage researchers from SSH 
departments.

Externally, the main challenge was gaining a genuine understanding 
of industry needs. To overcome this hurdle, the Initiative focused 
on updating its engagement model and adopting a co-design ap-
proach with partners and stakeholders. This enabled more fre-
quent collaboration and an evolving ecosystem that could better 
meet the ever-changing demands of industry.

Addressing challenges and refining 
engagement models

A key factor in the success of the Initiative was 
its comprehensive and flexible framework, which 
embraced a holistic approach to knowledge 
transfer while remaining adaptable to evolving 
needs. 
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applications in white light-emitting diodes (LEDs), a cornerstone 
of modern lighting technology. Together with ams OSRAM, Prof. 
Huppertz and his team are working on improving these phosphors 
to make white LEDs more efficient. Thus, the fruits of our collab-
oration contribute to sustainability in almost all modern lighting 
applications, among them car headlamps, and street and indoor 
lighting to name a few.

Here is the catch: LEDs inherently emit light of specific colours, for 
example blue, green or red, based on the materials they are made 
of. However, achieving white light from LEDs involves clever colour 
mixing techniques. An LED only emits white light because a blue 
light source interacts with red and yellow-green phosphors on top 
of the light source. The magic occurs when the red and green light 
of the phosphors mix with the blue light of the light source; then, 
we achieve a balanced blend that appears as white light to our 
eyes. Essentially, the combination of these three colours mimics 
natural sunlight, resulting in the white illumination we commonly 
associate with LEDs.

The journey of phosphor research

What sounds simple at first glance is a complex 
journey that wouldn’t have been possible without 
the close collaborative efforts of both the 
University and ams OSRAM.

The development of the  phosphors dates back to research car-
ried out by Prof. Huppertz at the University of Bayreuth, Germany. 

At ams OSRAM, a global leader in opto- and microelectronics, uni-
versity-industry partnerships play a pivotal role in driving sustaina-
ble growth and shaping the future of technological advancement. 
In this article, I’d like to delve into a long-standing collaboration 
with the University of Innsbruck, shedding light on how fundamen-
tal research transforms into tangible solutions that benefit society.

With over a century of industry expertise, ams OSRAM stands at 
the forefront of pioneering light and sensor solutions. Our journey 
combines engineering excellence, global manufacturing capabili-
ties, and an unwavering commitment to innovation. In line with our 
slogan “Sense the power of light”, our success is based on our 
deep understanding of the potential of light. We harness its full 
spectrum – visible and invisible – to illuminate our surroundings as 
well as gather information from them. 

Harnessing the power of light: The role 
of academic partnerships

The collaboration with the University of Innsbruck 
highlights the role academic partnerships play in 
the creation of breakthrough innovations that make 
our world safer, smarter, and more sustainable.

At the heart of this collaboration lies the group lead by Prof. 
Hubert Huppertz at the Institute of General, Inorganic, and The-
oretical Chemistry at the University of Innsbruck. Their focus is 
the synthesis of novel luminescent compounds with unique op-
tical properties—also known as phosphors. These phosphors find 



42 43

ing of industry’s needs. In turn, ams OSRAM nurtures the spark of 
fundamentally new ideas by providing insights into state-of-the-
art application of the materials developed. From energy-efficient 
lighting to sustainable solutions, this partnership bridges the gap 
between laboratory bench and practice.

In the past decade, over 10 Master’s and PhD students have ben-
efited from joint training between the University of Innsbruck and 
ams OSRAM. Their work has led to several joint publications, en-
riching the scientific community.

Currently, we support two PhD students through the OptoSuRe 
project — an “Important Project of Common European Interest 
on Microelectronics and Communication Technologies”, which is 
funded by the German Federal Ministry of Economic Affairs and 
Climate Action and the Bavarian Ministry of Economic Affairs.

This success story is fuelled by various drivers 
including curiosity, trust and frequent meetings 
to exchange ideas. Beyond the scientific and 
technological breakthroughs, our collaboration 
nurtures talent.

What sets this collaboration apart is the intersection of academic 
curiosity and strategic business interests. Fundamental research in 
solid-state chemistry merges seamlessly with ams OSRAM’s vision. 
In the rapidly evolving markets, innovation is key to a competitive 
advantage on the global level. Due to frequent exchange of results 
and know-how, Prof. Huppertz’s group has a deep understand-

Where curiosity meets industry

Synthesising these phosphors and characterising them for the spe-
cific application in LEDs demand expertise, specialised equipment, 
and infrastructure going hand in hand. To this end, the universi-
ty’s and our capabilities perfectly complement each other. To stay 
competitive, customised and highly efficient materials are essential 
for our product development. Prof. Huppertz’s research provides 
access to such materials. In turn, his group benefits in gaining first-
hand knowledge of how their research aligns with industry needs.

A shared vision for brighter, more 
efficient lighting

Those materials are now widely used in warm-white LEDs. Never-
theless, the efficiency of today’s LEDs still suffers from light being 
emitted in the infrared range, imperceptible to our eyes. Thanks to 
advanced characterisation methods provided by ams OSRAM and 
further academic partners, a breakthrough has been achieved. The 
next generation of phosphors developed in Innsbruck has excep-
tional luminescence properties. By fine-tuning their properties, 
these phosphors significantly increased the efficiency of white 
LEDs, which now emit more light that is visible to the human eye. 
Imagine the impact on energy-efficient lighting systems worldwide!
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Dr. Anja Schulz, Project Manager R&D Public Funding at ams 
OSRAM
Anja Schulz studied Chemistry at Friedrich Schiller University Jena, 
Germany, where she also completed her doctorate in physical 
chemistry, specialising in optical spectroscopy and nanomateri-
als. After a postdoctoral stay at Dublin City University, Ireland, Anja 
worked mainly in science management and third-party fundraising, 
first at TU Munich and from 2014 at Leibniz Institute of Photonic 
Technology Jena. Since 2022, she has been contributing her exper-
tise to applications for national and EU funding programs for R&D 
projects at ams OSRAM.

Our collaborations with academic partners are a cornerstone of 
innovation, driving progress through the fusion of fundamental re-
search and practical application. These partnerships not only ac-
celerate our technological advancements but also foster a culture 
of continuous learning and mutual growth, ultimately shaping a 
brighter and more sustainable future. As ams OSRAM continues its 
journey, the collaborative spirit remains its guiding star.

Shaping the future through research and 
innovation
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Foodvalley began as a bold experiment in collaboration. Anchored 
by WUR, the initiative sought to bridge the gap between ground-
breaking research and real-world application through the power 
of a network. This network drives the food transition by working 
together and includes small and large organisations, start-up en-
trepreneurs, farmers, intrapreneurs in corporations, freelancers, 
data miners and people serving the public good. The network looks 
for partners in the agrifood sector as well as in adjacent sectors 
e.g., finance, tech, and science. 

By creating this network Foodvalley set out to:
•	 Facilitate the development of affordable, healthy, and sustain-

able food.
•	 Transition towards diversified, regenerative agriculture.
•	 Promote diets that are both nutritious and environmentally 

sustainable.

At its core, Foodvalley adopted a systems approach, understand-
ing that lasting change could only be achieved by transforming the 
entire food ecosystem. Its focus areas in agrifood include Protein 
Transition, Food & Health, and Circular Agrifood.

Foodvalley’s inception

The need for a collaborative ecosystem to drive innovation and 
overcome these collective barriers was clear. But connecting a di-
versity of stakeholders—from small farmers to multinational corpo-
rations—was no mean feat.

Born from a partnership between Wageningen University & Re-
search (WUR), The East Netherlands Development Agency (Oost 
NL), Syntens (former innovation centre), and the regional prov-
ince of Gelderland, today Foodvalley exemplifies the possibilities 
of university-industry collaboration when actors adopt a systems 
approach. Since its establishment in 2004, Foodvalley has become 
the “Silicon Valley of the food industry”, and the largest agrifood 
network in the world5. Initially focusing on food security, Foodvalley 
has gradually broadened its goals to embrace the entirety of the 
food system, transforming how we approach food security, sus-
tainability, and health​ through research and product development.

The Netherlands is one of the most densely populated countries 
in Europe, with 17 million people living in a densely packed delta 
region. By the early 2000s, the country’s environment had been 
pushed to the limits having relied on intensive farming practices 
and traditional agricultural systems were no longer viable. Farmers, 
SMEs, and even major agrifood corporations were grappling with 
questions they couldn’t answer alone:

•	 How could food production become more sustainable without 
sacrificing output?

•	 How could smaller enterprises access cutting-edge research 
and technology?

•	 And most critically, how could the food system transition to 
meet the demands of a healthier, more sustainable future?

An unsustainable food system

The Silicon Vallery of the food industry
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1.	 Trust: Foodvalley’s funding model, predominantly supported by 
the Province of Gelderland, ensures financial autonomy. This 
allows the organisation to prioritise its mission over external 
pressures, fostering greater trust among its stakeholders. Ad-
ditionally, Foodvalley has built trust with a diversity of stake-
holders as a result of their longevity in the sector, and as a 
result can understand their intentions, barriers and incentives 
– crucial intelligence to be effective.  

2.	 Network of “frontrunners”: Foodvalley connects a diversity of 
actors—farmers, researchers, entrepreneurs, and NGOs—who 
share a commitment to transforming the food system. This 
dynamic network drives innovation by pioneering alternatives 
and making changes in practices more attractive to others in 
the sector.

3.	 Accepting reality: Foodvalley accepts the reality of the current 
challenges in the food system, as their Strategy Lead Guido 
Laman described:

4.	 Systems approach: Recognising the interconnectedness of the 
food industry, Foodvalley develops both the supply-side (en-
couraging better, healthier choices in collaboration with their 
members) and demand-side shifts (consumer behaviour). This 
holistic strategy ensures widespread impact.

Four keys to success: Why Foodvalley 
works

companies to collaborate on long-term solutions in the field... They 
don’t compete with the landscape. That is very innovative”.

The Food Boost Challenge is a joint effort by Medical Delta (a col-
laboration of researchers from nine different research universities 
and universities of applied sciences in South Holland), HortiHeroes 
(an innovation platform for the Dutch horticulture industry), and 
Foodvalley. Together with universities, industry partners, govern-
ments, and NGOs, the coalition invites students to come up with 
innovative ideas that promote the attractiveness of healthy eat-
ing. Through a four-stage process of research, ideation, concept 
development, and prototyping, students contribute to fostering 
healthy dietary patterns for their generation. Participating com-
panies provide guidance and assistance to the most promising ide-
as generated by the students, and with the support of Foodvalley, 
collaborate to scale up these concepts.

The Food Boost Challenge

Foodvalley facilitates the selection and collaboration of partners 
in innovation projects. Serving as a connector and impartial entity, 
members are carefully chosen to participate in collective initia-
tives, ensuring the involvement of multiple parties.

Richard Zaltzman, CEO of one of Foodvalley’s key partners, EIT 
Food, points to their collaboration as an important catalyst for 
pre-competitive collaboration—bringing together corporates, 
start-ups, and governments to tackle shared sustainability chal-
lenges. “Big companies that once viewed each other as competi-
tors are now recognising they have a shared interest in sustainable 
landscapes,” he explains. “These organisations are encouraging 

Encouraging pre-competitive 
collaboration
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Advancing 
knowledge,
shaping society
KTH Royal Institute of 
Technology’s commitment to 
collaboration and impact

One thing that makes us successful is that we 
accept the reality on the ground. Most companies 
still do things according to the existing system, 
we are pragmatic about trying to organise it so it 
changes the incentives of these companies without 
just waiting until stricter regulation force them to.

Guido Laman, Strategy & Public Affairs Lead at Foodvalley

This case was adapted from UIIN’s 2023 research in the Erasmus+ re:gen-u 
project.
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When it comes to research, KTH conducts bilateral workshops 
with partners to discuss long-term “Technology Roadmaps” and 
identify areas of joint interest for research. The university actively 
seeks joint initiatives with partners through workshops and events, 
positioning itself for a European research strategy plan. Addition-
ally, KTH shares best practices of collaborative competence cen-
tres among its centre directors. Research platforms at KTH are 
cross-connected with strategic partnerships, ensuring synergy 
and maximising impact. Collaboration and societal impact are also 
considered in research assessment exercises, supplemented with 
impactful cases.

Regarding commercialisation and valorisation, KTH shares its suc-
cessful approach of KTH Innovation Readiness Level® with part-
ners. This approach supports early-stage idea development and 
promotes the commercialisation of research findings. With their 
“KTH Holding” arm, they strategically invest in promising start-up 
companies based on research or teaching within the institution, 

Research and valorisation initiatives: 
Driving innovation

sessment of research and education.

To bring these objectives to life, KTH invested substantial time and 
resources to reflect on collaboration, partnerships, and their so-
cietal impact. This was done through: an external review of the 
Strategic Partnership program, an external evaluation of the in-
vestment in the role Impact leader, participation in the UIIN Stra-
tegic Partnerships Institutional Program, and Cross panel Societal 
Impact within the Research Assessment Exercise 20217.

The objectives and strategies of KTH are outlined in its six-year de-
velopment plan, which emphasises continuous learning, develop-
ment, and the creation of a culture that fosters collaboration and 
societal impact. Within this plan, KTH has prioritised five key areas 
concerning collaboration and partnerships: 

1.	 Further developing strategic partnerships and large-scale col-
laboration platforms

2.	Increasing staff mobility to and from KTH
3.	Developing incentives for collaboration
4.	Implementing internal support and coordination for collabo-

ration
5.	Including collaboration in the planning, development, and as-

In the pursuit of advancing technological advancements for so-
cietal development, KTH Royal Institute of Technology takes on 
the responsibility of creating breakthroughs and social benefits 
through education and research. KTH’s commitment to sustainable 
development and digitalisation in education, research, collabora-
tion, and organisational support has led to strategic partnerships 
being one of the most important means of achieving its ambitions.

KTH is a large technical university with a high 
number of activities, initiatives, centres, and 
projects. We strive to involve and cross-connect 
between these structures, scientific disciplines, 
and activities to foster learning and making a 
greater impact.

Johan Blaus, Director Strategic Partnerships at KTH Royal Institute of 
Technology
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tälje Science Park, Flemingsberg Science, and others to facilitate 
synergies in research and innovation. 

Key to the success of these partnerships are the roles of part-
ner directors, managers, and coordinating mechanisms, ensuring 
effective management and development of each collaboration. 
Regular meetings, led by the Deputy President and the Director 
of Strategic Partnerships, enhance engagement, cohesion, and a 
culture of partnership across the university.

In addition to formalised structures, KTH emphasises the inclusion 
and integration of partnerships within the university’s line organ-
isation. Initiatives such as establishing Impact Managers, dynamic 
staffing of key partnership roles, and intensified dialogue with ac-
ademic heads underscore KTH’s commitment to embedding part-
nerships seamlessly into its operations. Through communication 
efforts and initiatives like the #KTHTogetherForImpact hashtag, 
KTH aims to share best practices, results, and outcomes from part-
nerships, fostering a culture of collaboration and driving meaning-
ful societal change.

KTH’s success in fostering strategic partnerships is underpinned by 
a clear structure and well-defined processes, ensuring that roles, 
responsibilities, and rules of engagement are effectively managed. 
This structured approach contributes to the longevity and resil-
ience of partnerships, even amid leadership changes. Strong top 
management ownership and engagement further reinforce KTH’s 
commitment, with leadership playing an active role in prioritis-
ing partnerships and allocating resources for their development. 
At the core of these collaborations is mutual trust and coopera-
tion, fostering an environment where industry and academia can 

At KTH, strategic partnerships are not just a concept but a me-
ticulously crafted framework designed to drive collaboration and 
maximise societal impact. With campuses spread across the great-
er Stockholm region, KTH engages intensively with stakeholders, 
leveraging its founding partnerships with organisations like Söder-

Governance initiatives: Strategic 
partnership framework and culture

KTH has organised a series of workshops with strategic partners, 
employers’ organisations, trade unions, and trade associations un-
der the theme “Future Engineer”. These workshops are integral to 
the internal development work at KTH, focusing on the future ed-
ucation landscape. 

In addition, KTH has established the Future Engineering Education 
Advisory Forum, serving as an interactive platform for discussions 
with strategic partners about the role of engineers in the work-
force, required competencies, and program requirements. More-
over, KTH actively encourages thesis work with partners through 
workshops, newsletters, and its Degree Project portal. The univer-
sity also stimulates challenge-driven projects in collaboration with 
partners.

Education initiatives: Shaping the future 
of engineering education

aiming to support commercialisation and societal impact. This 
ecosystem is further enhanced through collaboration with the in-
cubator STING, recognised as the world’s best start-up accelera-
tor/incubator in 20218.
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work together effectively towards shared goals. Finally, continuous 
communication and engagement—through workshops, meetings, 
and the dissemination of best practices—sustain momentum and 
drive long-term impact. Together, these elements have positioned 
KTH as a leader in integrating academia and industry to achieve 
meaningful societal advancements.

This case study is based on a submission by Johan Blaus, Director Strategic 
Partnerships at KTH Royal Institute of Technology to the 2022 UIIN Confer-
ence.



58 59

A strong goal agreement should include: 

1.	 Jointly established objectives
2.	 The definition of a framework that governs the collaboration, 

i.e., appropriate structures and processes
3.	 Clear expectation management

This also involves determining the scope of the collaboration: Will 
the focus be on a specific faculty, the entire institution, or even 
the university’s broader innovation ecosystem? Should the joint re-
search and education efforts revolve around mutually defined the-
matic priorities? Or will the collaboration leverage the full research 
strength of an institution, including spin-offs and partnerships with 
other research and educational organisations?

Agreeing on goals also means regularly reviewing their achieve-
ment, or lack thereof. This review should occur at the project or 
individual engagement level, and especially in the case of strategic 
partnerships, at the top management level.

In my experience, involving as many stakeholders as possible proves 
most effective, as these can be quite diverse at both the indus-
try and university levels. Moreover, including representatives who 
draft the cooperation agreements in the strategic discussions early 

Over the more than 15 years I have worked at the 
intersection of business and academia, I have seen 
enough agreements that end up forgotten in a 
drawer after their ceremonial signing.

Although it may seem trivial, the foundation of any long-term suc-
cessful partnership is a shared goal agreement. This agreement 
should be as specific as possible, covering not only the agreed-up-
on areas and activities of collaboration but also details about 
planned investments. Both partners need a reliable foundation to 
extract the maximum benefit from their partnership.

Defining a joint engagement agenda

Building enduring university-industry partnerships isn’t just about 
how long they last – it’s about creating collaborations that genuine-
ly thrive and continue adding value for both sides over time. For in-
dustry, making this happen means focusing on strategic alignment, 
building trust, staying flexible, and always aiming for mutual bene-
fits. You can’t just inject these like Botox – it requires the same in-
gredients as personal longevity does: consistent investment, plenty 
of attention, and proper care.

Nevertheless, questions such as “To what extent can research re-
sults be converted into practical solutions?”, “How can we pre-
vent partnership agreements from becoming mere formalities?”, 
“Where should one look when seeking collaborative engagements?” 
and “How can we assess the value created by these engagements?” 
remain pressing and challenging (and while I primarily aim to speak 
from an industry perspective, I often find myself switching between 
both – a work habit I picked up over the years!).
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lar complexities, with expertise and decision-making distributed 
across faculties, research centres, and administrative offices. This 
dispersion often means that neither side has a clear understand-
ing of who is responsible for what, how to locate the appropriate 
contacts, or the full range of competencies and offerings the other 
party can provide.

The ideal of a single point of contact - a “one-stop-
shop” for managing university-industry partnerships 
- remains elusive for many organisations. The 
complexity of structures on both sides makes it 
challenging to centralise relationship management 
in a meaningful way.

Digital tools and platforms can aid in navigating this complexity by 
facilitating matchmaking between potential partners, cataloguing 
competencies, offerings, and points of contact, or streamlining 
communication channels.

However, while these platforms can improve efficiency, they can-
not entirely replace the need for human interaction. Successful 
partnerships still depend on human intelligence (i.e., the ability to 
understand nuance, adapt to evolving needs, and foster connec-
tions) and partnership chemistry (i.e., the intangible trust, rapport, 
and shared vision that make collaborations thrive).

University-industry collaboration (UIC) is, fundamentally, a matter 
of perspective. For industry, universities serve as partners in re-
search, education, and standardisation. They are also sources of 
talent, providers of data and infrastructure, societal thought lead-
ers, and advisors. From the university’s standpoint, industry acts 
as a practical and innovation partner with the all-important “real 
world challenges”, an employer and supporter of talent, as well as 
a mentor and advisor.

These roles are multifaceted and often managed by entirely differ-
ent stakeholders. For instance:

•	 Industry to universities: Companies supporting universities 
with hardware or software for educational purposes typically 
engage with different staff than those seeking IT graduates for 
recruitment.

•	 Universities to industry: Institutions aiming to partner with 
corporations to develop sustainable campus concepts will 
rarely deal with the same stakeholders as a professor exploring 
practical applications for doctoral research.

One of the biggest barriers to seamless collaboration is the frag-
mented nature of both parties. On the industry side, responsibility 
for UIC may fall under Corporate R&D, HR, or other departments, 
depending on the type of collaboration. Universities face simi-

Perspective matters: How to manage 
multi-lateral engagements?

on (e.g., “What do we aim to achieve with a strategic partnership? 
How do we want to collaborate? What are we willing to invest?”) 
can save significant time during the negotiation process.
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•	 Dedicated human resources: Skilled professionals who are fo-
cused on managing and expanding these partnerships

•	 Appropriate budgets: Financial investment to ensure that 
these programs, projects, and joint initiatives thrive

•	 Attention from management: Active involvement and prioriti-
sation from leadership to embed partnerships into the organ-
isational strategy

Effective partnership management is not an optional luxury - it is a 
strategic imperative. By investing in the people and resources that 
drive collaboration, companies can secure a competitive edge, 
foster innovation, and build enduring relationships with the aca-
demic world. In short, commitment to partnership management 
now is an investment in the future.

Impact — it’s the buzzword of the moment, promising significance, 
influence, and tangible change. Everyone wants to generate im-
pact: for business, for society, and even for the world. But what 
exactly does “impact” mean, and how do we measure it? 

The notion that research seamlessly translates into innovative 
products or measurable business outcomes is seductive, albeit 
oversimplified. In practice, the journey from discovery to imple-
mentation is complex, nonlinear, and often intangible. How, for 
instance, can we determine the precise contribution of a single 
algorithm to a company’s revenue growth? The ideal of quantifi-
able, sales-based royalties often proves impractical in real-world 
partnerships.

The anatomy of a new hype:
Dissecting impact

Bridge-builders, intermediaries, and account managers play a piv-
otal role in fostering collaboration between industry, universities 
and the broader research community. Yet, these roles often face 
significant threats. In times of increasing cost pressures, especially 
in the corporate sector, they are often the first to be cut - wheth-
er on the industry side or among university staff managing these 
partnerships.

The value of systematic and strategic partnership management to 
an institution should not be determined by Corporate R&D or HR 
alone. It is a matter that demands the attention of top manage-
ment.

If your organisation values...
•	 Systematic talent acquisition: Access to top-tier emerging tal-

ent before competitors
•	 Early engagement with emerging technologies: Positioning 

themselves at the forefront of transformative trends
•	 Strengthening the employer brand: Enhancing the perception 

of the company’s culture, innovation capacity, and societal rel-
evance

... then you cannot afford to overlook the importance of strategic 
collaboration with academic and non-academic research institu-
tions.

This requires a committed approach, including:

Partnership management needs 
commitment
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How can a strategic partnership be kept healthy and robust in the 
long term? Beyond all the strategic and more formal elements, the 
human component must always remain central. Even long-term 
partnerships go through their highs and lows; building them takes 
time, and only time fosters the necessary unwavering trust. The 
best collaborative projects I have experienced were those where 
the lines blurred – who is the industry researcher, and who is the 
scientist?  – and coordination happened over a quick call instead 
of micromanaging milestone plans.

For industry, it also means being willing to invest, even if the payoff 
isn’t immediate. Investments are not just about money; they also 
require dedicated (management) attention. As an old-timer in the 
field, I can tell you that it’s worth every penny if you truly want to 
establish a resilient pipeline of innovation, talent, and branding.

How to make love last forever:
The way forward

Natascha Eckert, Academia-Business Advisor and Former 
Global Head of University Relations at Siemens
A strategically oriented executive, Natascha brings extensive 
experience leading innovation and technology-driven teams at 
Siemens AG and OSRAM GmbH. She was previously responsible 
for Siemens Research and Innovation Ecosystem, Siemens AG’s 
strategic partner program. Now a Senior Consultant specialising 
in academic-business translation and advising international 
universities, an angel investor, and a mentor for women in tech. 
Natascha also serves as a Senior Fellow at UIDP and sits on the UIIN 
Advisory Board.

This all circles back to the first key factor: clear objectives are es-
sential for developing effective measures and KPIs.

That being said, there is no shortage of measurable outputs in col-
laborative endeavours:

•	 Patents: A clear marker of innovation
•	 Joint publications: Indicators of shared intellectual effort
•	 Funded research projects: Evidence of external validation
•	 Internships and hires: Tangible benefits for students and or-

ganisations
•	 Start-ups and job creation: Direct economic contributions

These metrics provide valuable insights but capture only part of 
the story. Impact often extends beyond what numbers can quanti-
fy. Consider also the role of:

•	 Knowledge transfer: Through advisory roles, panel participa-
tion, and industry professorships

•	 Collaborative dialogues: Informal discussions that shape ideas 
and strategies

•	 Network effects: Relationships that catalyse opportunities but 
defy measurement

These forms of impact, while profound, resist simplistic evaluation. 
Counting them as isolated occurrences risks undervaluing their 
broader influence.

To truly harness the power of impact, it must be carefully defined. 
Specificity is key - impact must be contextual, measurable where 
possible, and assessed with nuance. Importantly, the evaluation of 
impact should never become an end in itself. The process requires 
thoughtful application of both quantitative and qualitative meth-
ods, guided by human intelligence and judgment.



Commitment,
not cash
Jönköping University’s 
partnerships for impactful 
research and education
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Early on, we introduced a structured way of measuring how col-
laboration functioned within research projects with external part-
ners: the SPARK ECG. The ECG is a survey conducted by the JTH 
internal project manager and with all external partners, giving a 
snapshot of the current state of each research project. This would 
signal if the project was experiencing any difficulties and needed 
management support, or if there were success factors to highlight. 
Each year, all completed projects are eligible for the SPARK Award, 
which is given to the project with the best collaboration ratings 
from companies, based on the ECG results.

Key account persons are identified in both JTH and the strategic 
partners who meet twice per year to monitor and coordinate joint 
activities, giving them a complete picture of collaboration. Through 
these meetings, mutual understanding and trust have developed 
and we now have identified common interdisciplinary challenges 
that we want to undertake in research and educational initiatives. 

The SPARK environment is supported by an Operational Team, con-
sisting of the Associate Dean of Research, Head of Collaboration, 
an Operations Manager, and a Research Coordinator, to coordinate 
all research projects within JTH and manage the Strategic Partner-
ship Portfolio.

Creating structure: How JTH supports 
long-term collaboration

Within one year we signed agreements with four larger companies 
in our region: Scania, Husqvarna Group, Kongsberg Automotive, 
and Fagerhult Group.

Within Jönköping University’s (JTH) School of Engineering, the 
research and education environment SPARK9 focuses on knowl-
edge-intensive product realisation. In 2017, JTH management de-
cided to sign up five strategic external partners to support SPARK’s 
development and ensure industry utilisation. Through internal 
workshops with our External Relations Council, they identified 
which companies to approach. This council consists of academics 
with expertise in external collaboration representing every depart-
ment within the School. The identified companies were actively in-
volved in both research projects and educational activities at sev-
eral departments within the School.

Neither JTH nor the companies were aware of the amount of en-
gagement in education and research they took part in.

In Sweden, research funding requires external partners to provide 
contributions in the form of “in-kind” time rather than cash. The 
research at JTH focuses on industrial challenges and is conducted 
through collaboration. At JTH, we have identified three areas of 
strength for our research:

1.	 Integrated Product and Production Development for Sustaina-
bility and Resilience

2.	Sustainable Materials Manufacturing and Cast Components
3.	Human-Centred Industrial AI

To become a strategic partner with JTH, companies 
need to commit and engage in both joint research 
activities and strategy work.
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5 to 10 years. The insights generated directly inform operation-
al planning and guide the development of future joint projects..

4.	In February of the following year, JTH reconvenes with all stra-
tegic partners to review progress and follow up on the out-
comes of the September workshops. Between September 
and February, focused efforts take place in smaller working 
groups to advance specific initiatives, maintaining momentum 
throughout the autumn and winter months.

The six years that the JTH Strategic Partnerships have been in 
operation have not been without their challenges. Organisation-
al changes within partner companies, such as restructurings and 
shifting strategies, have occasionally reduced engagement, with 
one such instance leading to the termination of an agreement 
by JTH. Conditions can change over time. Additionally, turnover 
among key personnel at both JTH and industry partners has made 
it difficult to maintain continuity and track joint activities effec-
tively. Some academic staff have also expressed concerns about 
the lack of direct financial contributions, viewing it as a limitation 
on how funds can be utilised.

Despite these challenges, the initiative has demonstrated numer-
ous successes, which we list below: 

•	 Strategic partners engage in advisory boards where they can 
inform the development of educational programs, resulting in 
graduates who are highly sought after by industry. 

•	 Adjunct positions where staff are on-site in each other’s oper-
ations, regularly holding guest lectures and offer study visits for 

Overcoming challenges and building 
resilient collaborations

Since the first year of this initiative, we have added several more 
industrial strategic partners such as SAAB Avionics, SAAB Training, 
Combitech, and Thule. We have also signed agreements with three 
strategic nodes, each representing a cluster of small and medi-
um-sized companies, e.g., the aluminium industry organisation 
Swedish Aluminium.

Strengthening partnerships through 
shared agendas and dialogue

These nodes play a vital role in identifying emerging 
trends and challenges faced by smaller companies 
and allow us to deliver more tailored solutions to 
our partners.

Below, we outline our annual plan for our touchpoints with strate-
gic partners and where they share their strategic agenda with us:

1.	 Each spring, the Head of Collaboration and the Associate Dean 
of Research meet individually with each company and strategic 
node. These meetings assess the strengths of ongoing collab-
orations, address any challenges, and outline plans for future 
activities to ensure continued alignment and impact.

2.	In April, the annual SPARK conference is held, which aims to 
strengthen regional industries, share learnings from strategic 
partners, and showcase opportunities for partnership with 
JTH.

3.	In September, all strategic partners and nodes come together 
for a full day of dialogue and workshops. During this session, 
partners share their vision for industry challenges over the next 



From classroom
to career
How the IAT-D collaboration 
model is preparing learners for 
the digital economy

© IAT-D
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At JTH we can see that the strategic partnerships have both deep-
ened and broadened our collaborations with partners. We realised 
over time that finding the ‘right’ partners is crucial; quality over 
quantity.

Looking ahead: The future of JTH’s 
strategic partnerships

This case was originally submitted to UIIN’s 2024 Conference by Linda 
Bergqvist Cooperation Manager at Jönköping University of Technology, and 
Stefan Brolin, Project Manager Collaboration – External Relations at JTH 
School of Engineering, 

our students. This also create opportunities for students to do 
on-site internships at the company or thesis work.

•	 Partner involvement has enhanced JTH’s credibility with fund-
ing agencies, with partners serving as trusted references.

•	 Strategic partners and nodes share their agendas, providing 
valuable insight to future engineering demands and guiding re-
search priorities of JTH.

•	 “We’re not paid, so we’re not bought”. Without monetary 
agreements, the focus has shifted to genuine engagement and 
joint action. While companies bear the cost of participating in 
research activities, this model has enabled partnerships that 
are based on trust rather than financial transactions, ensuring 
that JTH’s academic independence remains intact.
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The State Government accepted this recommendation, and the 
IAT-D was funded for a four-year pilot commencing in 2021.

Following a rigorous RFP process to select the right partners to 
bring the IAT-D model to life, Microsoft, TAFE NSW, Macquarie Uni-
versity, and UTS set about creating an IAT. Amid the pandemic, we 
rolled up our sleeves and got to work.

From the beginning, we established six collaboration principles: 
co-design, co-delivery, co-innovation, co-location, commercial 
support and advocacy, and infrastructure and resources. These 
guide our decision-making and ways of working together so that 
today, the IAT-D delivers on all six. 

We already knew where we would teach because a significant pro-
portion of IAT-D funding had been earmarked for a state-of-the-
art building. This gave us the tremendous opportunity to co-design 
an internal fit-out, including a new form of cybersecurity educa-
tion, delivered by immersing students in a Cyber Range Training 
Centre. Visualising the impact of attacks delivered by virtual sce-
narios gives IAT-D learners a practical edge in an otherwise high-
ly theoretical education experience. This is particularly important 
for learners who have no previous background in cybersecurity - a 
specific target audience for the IAT-D. 

The partners have created an education model that integrates in-
dustry input, practical experience, and academic excellence. Mi-
crosoft and other industry partners provide guidance on what to 
teach and provide practical advice on how to teach technical skills, 

A new model of education

The Institute of Applied Technology-Digital (IAT-D) is a collabo-
ration between TAFE NSW10,  Macquarie University, University of 
Technology Sydney (UTS), Microsoft and additional industry part-
ners committed to the creation of a skilled pipeline of ICT profes-
sionals. The IAT-D is located in the Australian state of New South 
Wales and offers micro-skills and micro-credentials that combine 
industry-relevant content, hands-on learning, and academic rig-
our.

The IAT-D is a powerful example of cross-sector collaboration in 
response to the increasing demand for digital skills. It addresses a 
challenge many countries now face, and we believe that its success 
provides useful lessons for similar experiments.

Demand for digital skills in New South Wales is far outstripping 
supply. The State will need to add 85,000 tech workers by 2030, 
many from outside the ICT sector11. Already, supply from traditional 
sources such as universities and vocational education and training 
(VET) is not keeping pace with demand.

To address this decline, and broader challenges within the VET 
sector, the New South Wales Government commissioned a review12  
which recommended establishing a new model of education, to be 
known as Institutes of Applied Technology (IAT).

Bridging the digital skills gap

 In addition to addressing acute skills shortages, 
IATs would enable a unique collaboration between 
VET, higher education, and industry.
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Over 180,000 learners have enrolled across micro-skills and mi-
cro-credentials programmes, and we continue to develop the 
model with new products such as boot camps and masterclasses, 
responding to the needs of learners who demand more flexibili-
ty than ever before. Learners report high student satisfaction and 
engagement, with over 80% rating their experience as good or ex-
cellent.

Delivering real-world impact for 
students and industry

The keys to making cross-sector 
collaboration work
The IAT-D has been widely recognised in Australia as an innovative 
model exemplifying cross-sector collaboration. We attribute this 
to:

•	 Continuing investment by the New South Wales Government in 
a new education model that is genuinely inclusive of all relevant 
stakeholders.

•	 The dedicated commitment of all partners who invest consid-
erable time and resources to implement this model.

•	 The active involvement and support of Microsoft and other in-
dustry partners contributing to course design and delivery.

•	 The high quality and relevance of the courses together with 
flexible and personalised pathways which meet the needs of 
both learners and employers.

•	 The rich and engaging learning experience, which provides stu-
dents with access to state-of-the-art facilities and resources, 
and exposes them to real-world scenarios and challenges.

while the educational partners contribute their expertise on con-
tent and methods, ensuring a balanced delivery of both theory and 
practice.

We also share a strong commitment to creating a more diverse and 
inclusive digital talent pool, by attracting and supporting students 
from underrepresented groups, such as women, Indigenous Aus-
tralians, and people from low socio-economic backgrounds. We 
intentionally work with partners who provide outreach or services 
to these audiences, and we seek additional funding opportunities 
to provide wrap-around services to provide additional supports 
necessary for a successful learning experience.

They can enrol in individual micro-credentials or stack these to 
deepen their expertise. Depending on their needs, students can 
study online, on-campus, or in a blended format.

The IAT-D offers students opportunities to connect with industry 
and academia and to apply their learning in real-world contexts. 
These opportunities include internships, projects, mentoring, 
networking, scholarships, and competitions. The IAT-D also hosts 
events and workshops, where students can learn from experts, 
showcase their work, and meet potential employers.

We provide students with a flexible and 
personalised learning pathway, that allows them to 
choose the level and mode of study that suits their 
needs and goals. 
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Helen Fremlin, Director, Institute of Applied Technology Op-
erations, TAFE NSW
Helen began her career in VET as a TAFE teacher in South West-
ern Sydney. Over 15 years in the VET sector, she has worked on 
significant state-wide educational projects and strategic initiatives. 
Helen joined IAT program during the early design phase and is now 
Director of IAT Operations, leading both Digital and Construction 
institutes in the pilot.

Matt Crocker, Strategic Advisor, UTS
At UTS, Matt focuses on vocational education-university collabora-
tion. He is also Deputy Chair of the Sydney Institute of Marine Sci-
ence and of the Biennale of Sydney. Previously, Matt was Policy Di-
rector for three NSW Premiers. In the corporate sector, he served 
as COO of health insurer Manchester Unity and was a senior advisor 
at the Australian Energy Market Commission.

Yasminka Nemet, Future Skills Lead at Microsoft Australia & 
New Zealand
Yasminka has over 25 years’ experience developing products and 
programs for educators and students across K–12 and post-sec-
ondary education in Australia and the US. As Future Skills Lead at 
Microsoft Australia, she leads strategic partnerships to help stu-
dents—particularly women and those furthest from opportunity—
graduate with the Microsoft skills employers need to thrive in the 
digital economy.

Peter McCarthy, Macquarie University
Peter McCarthy represents Macquarie University on the Institute of 
Applied Technology-Digital Management Committee.

The IAT-D has generated many lessons on the benefits and chal-
lenges of cross-sector collaboration. Some, which have broader 
relevance are the importance of:

•	 Shared vision, trust, and commitment
•	 Establishing a strong governance structure, along with special-

ist working groups organised by discipline that give equal voice 
to education and industry partners

•	 Acknowledging upfront that there will be challenges for the 
partners, particularly in managing the complexity and diversity 
of the partnership itself, and in navigating different cultures 
and systems.

•	 Striking a balance between alignment and autonomy, agreeing 
on common goals and standards, but also respecting and lever-
aging the unique strengths and identities of each partner.

•	 Being open to the unexpected value that can be created by 
expanding opportunities and learning from each other.

•	 Taking the view that the partnership is a startup (with all its 
inherent strengths and flaws) and seeing this as a helpful con-
struct for navigating the journey toward maturity together. 

Today, the IAT-D partners see themselves as colleagues who have 
successfully launched a new form of education and are all strongly 
committed to its success. We hope that the learners of New South 
Wales benefit from our commitment and collaboration.

Lessons learned: What it takes to build a 
successful partnership



Training the next 
generation
of animators
Inside UTS Animal Logic Academy

© UTS Animal Logic Academy
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This was in fact the key aspect of the briefing from our industry 
partner Animal Logic, when the Academy was being set up: “Teach 
students how to work as part of large collaborative teams on high-
end productions”. Of course, there is a baseline development of 
creative and technical knowledge and skills, but what makes our 
graduates so useful and successful in industry is that they learn 
how to let go of ego, give and receive feedback, and develop col-
laborative and communication skills in order to contribute strongly 
to team projects.

This is not always a given, and the first few months are focused 
on developing agility skills and giving and receiving notes (critical 
critique) about their work. We run a fun Lego project during orien-
tation, where small teams are tasked with building an object out of 
Lego (e.g. spaceship, creature, machine, robot etc), then with no 
notice, halfway through the process we get them to swap teams. 
Although they complain and would like to complete their own ide-

Developing agility and collaboration skills 
for the industry

eleven departments to produce one 3D animated short film. This 
is an unusual experience for most university students, as they are 
used to producing creative projects alone or in small teams. At the 
Academy, however, they have to collaborate closely within their 
department and then communicate with the other teams in the 
3D Animation production pipeline, just as they would in a produc-
tion studio. These start with the art department, and then move 
through modelling, rigging, animation, pre-visualisation, surfacing, 
effects, lighting, compositing, technical direction and production 
coordination.

To achieve the highest possible industry production standards, 
our cohort of 35-45 postgraduate students specialise in one of 

Learning by doing: Simulating real-world 
studio production

“Strange name for an animation and visual effects school”, is of-
ten the response when we introduce ourselves as the UTS Animal 
Logic Academy13. The first assumption is that we offer a master’s in 
veterinary psychology. But the truth is we are an exciting collabo-
ration between the University of Technology Sydney14, Australia’s 
top young university, and one of Australia’s leading 3D animation 
studios Animal Logic15, best known for their production on Happy 
Feet, The Lego Movies, Peter Rabbit and more.

Here at the Academy, we focus on industry-led education and ap-
ply this through large-scale, project-based learning. We often jest 
that we do not ‘teach’ our master students anything, but our Indus-
try Leads mentor them through the production of a studio-quality 
3D animated film like you would see from a large studio like Animal 
Logic or Pixar in the cinema or on a high-end streaming service like 
Netflix.

A further truth is that we are the round peg in 
the square hole, as we do not fit into the usual 
processes, standards and applications of a 
university.

Ian Thomson, Head of UTS Animal Logic and Industry Associate 
Professor at University of Technology Sydney
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It is this kind of self-directed problem-solver that the industry 
wants, over a junior that is only prepared to follow directions.

Producing graduates who are industry-
ready from day one

Industry reports back that they save up to a year in training the new 
graduates because they have effectively already had a year in an 
industry-like environment. 

But the most rewarding part for us as educators is to meet our 
graduates again in industry; to hear how their year at the Academy 
has accelerated their entry and progression in their careers, and 
that so many of them can thrive in jobs they love, and are helping 
to forge the future of the industry.

Ian Thomson, Head of UTS Animal Logic and Industry 
Associate Professor at University of Technology Sydney
Ian has over 30 years of international experience as an award-win-
ning media and visual effects designer, filmmaker, author and ed-
ucator. He has held leading creative positions at The Video Paint-
brush Company in Sydney, Framestore in London and Barcelona, as 
well as Premiere TV and Design for Media and Communications in 
Hamburg.

Our graduates not only hit the ground running but 
also move quickly up to mid-level and even senior 
roles.

Ian Thomson, Head of UTS Animal Logic and Industry Associate 
Professor at University of Technology Sydney

To get students to future-think their careers, in addition to the 
high-end 3D animated short film, in the middle of the year we get 
them to research emerging visualisation technologies, and then 
develop creative project ideas using these. In the past, this has 
led to innovative projects in Artificial Reality (AR), Virtual Reality 
(VR), Extended Reality (XR), Realtime, visual effects and virtual pro-
duction. Here, the teaching Leads take a step back and encourage 
the students to work out how to solve problems together. When 
they do approach the Leads, we tend to not present them with an 
answer but point them in the direction for them to find a solution 
for themselves. Again, there can be complaints during the process, 
but at the end of it, the students grow in self-confidence and are 
often very proud of the innovative and creative projects they have 
created together.

Encouraging innovation through 
emerging technologies

as, the students learn how to be able to jump onto a new project 
at any point in production, and the outcomes produce some very 
innovative and unexpected solutions.

The interesting thing that develops over the first half of the year, is 
that when the students realise they can produce something much 
better together as part of a large team than they could alone or in a 
small group, they become strongly incentivised. The motivation to 
have high-quality shots on their showreels when applying for work 
becomes the carrot that helps them overcome some of the teeth-
ing issues around working with different personalities and figuring 
out how to best navigate team dynamics.



A catalyst for 
innovation
and growth in Turkey
The integrated approach of 
ASELSAN Academy

© ASELSAN
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The program ensures that students’ research aligns with ASELSAN’s 
projects, maximising the relevance and impact of theses. In the 
application phase, the students, with the consent of both their ad-
visors, propose their thesis topics on either improving or solving 
a current need in the ongoing projects or meeting the long-term 
technological development plans under the guidance of their su-
periors. 

To ensure relevance and practical application, the Academy ac-
tively involves experienced ASELSAN personnel in thesis studies. 
This industry involvement in thesis research includes mentorship 
from company professionals who hold PhDs in relevant fields, guid-
ing students to align their research with the company’s needs. Ad-
ditionally, technology mentors with extensive experience help re-
fine thesis topics and ensure they contribute valuable knowledge 
to ASELSAN’s technological advancements.

The program incorporates mentorship at various levels: Academic 
Research Mentors, Graduate Education Mentors, and Technology 
Mentors (with over 10 years of experience). These comprehensive 

Innovative course delivery and thesis 
alignment

A key strength of the Academy is its integrated approach to grad-
uate education, offering students access to courses and resources 
from four universities. There is a single pool of courses to which all 
the universities and the PhD degree lecturers within the company 
contribute, and the students can register for any course. Consid-
ering time efficiency, all courses are delivered on-site at ASELSAN, 
with an online option added during the pandemic.

The ASELSAN Academy Program orchestrates the entire educa-
tional trajectory, from initial application to graduation, via a cen-
tralised unit - the ASELSAN Academy Directorate. A unique facet 
of this model is its student information software, which manages 
enrolment across all partner universities, unifying the program un-
der one technological roof. The coursework is directly relevant to 
ASELSAN’s operational domains, encompassing Electronic, Com-
puter, Mechanical, and Materials Engineering.

Integrated graduate education model

Spearheaded by ASELSAN, a stalwart in the defence sector, in part-
nership with four of Turkey’s leading research universities - Gazi 
University, Gebze Technical University, Istanbul Technical Univer-
sity, and Middle East Technical University – the ASELSAN Academy 
Graduate Education Program16 is a novel approach to graduate ed-
ucation. Under the sponsorship of the Council of Higher Educa-
tion of Turkey, the initiative integrates industrial application and 
academic rigour, offering a model wherein an industrial facility 
doubles as an external campus for its participants. This strategic, 
multi-stakeholder partnership ensures academic research aligns 
with industry needs, allowing students to contribute to ongoing 
projects while benefiting from a structured academic framework.

The ASELSAN Academy was conceived to foster sustainable col-
laboration between academia and industry. By providing ASELSAN 
employees with the opportunity for advanced education within 
their work environment, the academy aims to align academic pur-
suits with real-world applications, thus ensuring a greater impact 
of scholarly research on industrial projects.
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boosted by the program’s focused activities. A core strength of the 
program is its continuous engagement and collaboration, bringing 
together academia, students, and industry professionals through 
structured activities such as workshops, thesis monitoring meet-
ings, academic talks, and research presentations. These engage-
ments strengthen knowledge-sharing and ensure that partnerships 
remain dynamic and responsive to industry developments.

The ASELSAN Academy presents a novel model tailored to provide 
graduate education specifically for ASELSAN employees, strategi-
cally aligned with the company’s technological goals. This has re-
sulted in increased employee participation in graduate education 
and thesis studies geared towards addressing company interests, 
significantly strengthening ASELSAN’s research infrastructure and 
expertise.

Moving forward, expanding partnerships with industry and aca-
demia will accelerate the transformation of research outcomes 
into marketable products. Diversifying course offerings with cut-
ting-edge content and embracing expertise beyond current stake-
holders will enrich the program’s impact, fostering innovation and 
advancing ASELSAN’s strategic objectives.

Looking forward

This case was originally submitted to the 2022 UIIN Conference by Mehmet 
Çelik, Vice President-Business Sector President (Transportation, Security, 
Energy, Healthcare) at ASELSAN.

The ASELSAN Academy’s achievements are notable. Since its in-
ception in the 2017-2018 academic year, enrolment in the program 
has increased from 90 students (22 doctoral candidates) to 703 
students (96 doctoral candidates) by January 2022. This is comple-
mented by an increase in course offerings and a significant output 
of academic publications and patents, underscoring the tangible 
outcomes of this symbiotic relationship. Academic outputs include 
93 publications (61 conference presentations, 10 journal articles, 
with additional papers under review) and 8 patent applications by 
December 2021.

The Academy has not only facilitated access to ASELSAN’s state-
of-the-art labs for its academic partners but has also engendered 
a culture of open innovation. This collaboration has yielded a high-
er rate of academic contribution within the company, significantly 

Achievements and outcomes

academic and technological mentorships help identify the best 
match between academic supervisors, thesis topics, and project 
needs — ensuring that research leads to innovative products or 
valuable know-how to meet company demands.

The outcomes of academic studies — through 
scientific papers and patent applications — are 
increased via the activities performed by ASELSAN 
Academy.

Mehmet Çelik, Vice President-Business Sector President 
(Transportation, Security, Energy, Healthcare) at ASELSAN



Venture building at 
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Bridging academia and industry 
for innovation
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Moreover, the proximity of our Venture Builder to other early-stage 
innovation teams allows us to identify knowledge and technolo-
gy we have within Telefónica that can create strong competitive 
advantages for the start-ups we help build—thereby enhancing 
Telefónica’s overall asset value.

Universities have an important role in innovation ecosystems and 
are particularly important for new company development. This is 
supported by the study by Piqué et al. (2020), which showed that 
universities contribute actively to four main domains in innovation 
ecosystems: entrepreneurial education, sources of knowledge, in-
vestment activities, and facilities.

Collaboration between industry and universities allows us at 
Telefónica to combine assets and efforts to ensure that the knowl-
edge, technology, and talent from both sectors have tangible so-
cietal impact.

Why university-industry collaboration?

Since launching our Venture Builder, we’ve found that both stu-
dents and researchers at universities are a rich source of ideas for 
potential startups. Beyond innovative ideas, universities are also 
a key source of talent and knowledge that these new companies 
need to succeed. In our experience, programmes where students 
and researchers at universities work on addressing the challenges 
that these startups face are a great way to promote this.

There are already many entrepreneurship initiatives within univer-

New venture creation

Telefónica Venture Builder is an external incubation vehicle that 
creates and invests in start-ups as part of our corporate innovation 
strategy. Through it, we can explore alliances for the creation of 
new companies that will allow us to address shared opportunities. 
By forming alliances with partners such as academia, we can com-
plement each other and combine assets to create differentiated 
and sustainable competitive advantages for these start-ups.

Established in 2020 to complement existing investment vehicles 
and increase the value of Telefónica’s start-up portfolio, the pri-
mary purpose of the Venture Builder is to create technology start-
ups based on innovative ideas with high market potential. It now 
sits within Telefónica’s “Discovery” area, where all early-stage 
innovation initiatives are grouped. This enables the company to 
pursue innovation with two vehicles—one internal and one exter-
nal —depending on the nature of the opportunity. Thanks to these 
two incubation vehicles, we can determine the most appropriate 
innovation strategy to address an opportunity based on factors 
such as strategic alignment, resource availability, and window of 
opportunity. 

Context within Telefónica

By forming alliances with other partners like 
academia, both parties can complement each 
other and lend their assets towards creating 
differential and sustainable competitive advantages 
for these start-ups.

Susana Jurado Apruzzese, Head of Telefónica Venture Builder
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Alliances between industry and universities have strong potential 
to create innovative, differentiated companies. But to make both 
the partnership and the resulting start-ups sustainable, key con-
siderations must be addressed from the beginning.

Susana Jurado Apruzzese, Head of Telefónica Venture Builder
Susana’s career has focused for more than twenty years on innova-
tion. She is currently Telefónica Venture Builder, the vehicle to cre-
ate and invest in technological startups based on innovative ideas 
with a high market potential. Previously, she was Head of Telefónica 
Open Innovation Campus, an initiative to explore and implement 
innovation models with the academic world. Before this role, for 
more than seven years, as Head of Innovation Portfolio, she was 
responsible for executing and evolving Telefónica’s intrapreneurship 
program, Lean Elephants.

sities that industry can engage with, support, or build upon. How-
ever, based on our experience, four key elements are essential to 
successfully building new ventures through industry-university al-
liances:

1.	 Make space for entrepreneurship. Universities must actively 
support and promote entrepreneurship by offering dedicated 
spaces, educational programmes, and recognition for those 
who engage with it. This means the university should have in-
cubators or accelerators that go a step further than entrepre-
neurship education and support their students and research-
ers in their entrepreneurial projects. It also means ensuring IPR 
policies don’t compromise the start-up’s future through unre-
alistic conditions for technology transfer, licensing terms, or 
university equity stakes.

2.	Industry is more than an investor - it’s a partner. Corporations 
bring far more than funding. Startups. They can also help them 
grow by becoming early customers or providing access to infra-
structure, in-house experts, and their wider network of part-
ners. Their involvement and assets can be a key differentiator 
for new ventures.

3.	Sensible cap table distribution. To avoid compromising future 
investment rounds and long-term sustainability, both the uni-
versity and the corporation must ensure the start-up’s man-
agement team holds a majority equity stake.

4.	Set clear goals. Companies and universities differ not only in 
their way of working but also in their objectives. TAt the outset, 
both parties should clarify their goals, empathise with each 
other’s objectives, and understand where they converge. This 
will help determine what priorities and results are expected 
from the alliance.
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To bridge the digital skills gap, global technology company, SLB, 
launched its AI Academy in Indonesia. AI Academy is an initiative 
developed in partnership with the Bandung Institute of Technology 
and the University of Pertamina, Indonesia regulator SKK Migas and 
Pertamina Hulu Energi to foster AI and data science expertise. 

The AI Academy addresses the obstacles preventing Indonesia’s 
energy industry from fully benefiting from the opportunity of AI. 
Bringing together teams from various disciplines, including tech-
nical experts, product teams, AI business leadership, technology 
partners, and area managers, the academy attracted university 
students and industry professionals with no previous coding expe-

SLB, academia, and industry join forces 
to promote AI skills

ergy consumption among the member states of the Association of 
Southeast Asian Nations (ASEAN). Its economy and population are 
forecast to grow significantly in the coming decades, driving energy 
consumption higher; the country is facing the challenge of sup-
plying its national energy demand while improving efficiency, and 
transitioning to a lower-carbon future.

Digital transformation, especially through AI, is 
seen as crucial for energy companies to achieve 
these objectives. However, the shortage of digital 
talent exposure is a very real hindrance to progress.

Pearl Chu, Director Technical Domains & University Relations at SLB

As the largest country in Southeast Asia in terms of geographical 
size, population, and GDP, Indonesia already has the highest en-

Growing pressures for Indonesia’s 
energy sector

Few would disagree that innovation is a catalyst for positive change. 
In the energy industry, constant and meaningful innovation is con-
sidered crucial for driving the advancements needed to accelerate 
the transition to decarbonised energy systems and a more sustain-
able world. However, it’s practically impossible for organisations to 
innovate at the speed and level required, using current technolo-
gies and human resources, impeded, as it is by cost and a deepen-
ing skills gap. 

An answer to the energy industry’s innovation challenge has been 
found in AI. This rapidly emerging technology has the potential to 
streamline processes, automate labour-intensive work, and derive 
deeper insights and intelligence from data.

The energy industry is undergoing a digital transformation, driven 
by AI and data science. But there is still a problem, a skills gap in AI 
and data science expertise hinders its progress.

AI-enabled teams can complete tasks, conduct 
tests and experiments, predict outcomes, and 
make decisions, better and in far less time. With AI, 
innovation is rapidly accelerated.

Pearl Chu, Director Technical Domains & University Relations at SLB



102 103

Academy is now being offered globally, generating additional reve-
nue streams of USD 100,000 to USD 350,000 per academy. 

The AI Academy in Indonesia reflects SLB’s ambition to empower 
the energy sector with the AI expertise needed to address the local 
and global skills gap. By fostering innovation, industry-university 

Innovation empowered by AI

The AI Academy’s success was built on the 
curriculum’s relevance and engagement, which was 
ensured through collaborations between the SLB 
teams, customers, the regulator, and universities. 

Pearl Chu, Director Technical Domains & University Relations at SLB

As well as fostering skills development, the programme’s design 
lowered barriers to entry in data science and promoted inclusivity. 
The project actively fostered opportunities for experienced and 
less-experienced employees. By democratising access to AI edu-
cation and offering training on low-code platforms, the AI Acade-
my empowered a broader range of individuals to participate in the 
digital transformation of the energy sector. 

Furthermore, the focus on practical application and real-world 
projects ensured that participants gained industry-relevant skills 
that can be immediately applied to address critical challenges. In 
the future the scope of AI Academy may be expanded to include 
using AI to address a broader range of challenges, such as sustain-
ability, reducing emissions, and improving safety.

The first AI Academy in Indonesia achieved a 94% satisfaction rat-
ing from participants with a 98% future recommendation rating 
and has led to valuable partnerships within the Indonesian energy 
sector. With the success of the pilot programme in Indonesia, AI 

Achieving sustainable success

rience required.

The first cohort of graduates from the pilot program comprised 
64 participants, including eight from SKK Migas, and leaned on the 
expertise of more than 15 technical experts from SLB. The students 
were tutored in several core topics over seven weeks from August 
to October. They were introduced to cloud technologies for har-
nessing data and AI, including the Delfi™ digital platform from SLB 
and the Open Group’s OSDU® Data Platform, and learned how to 
create data science solutions using SLB partner, Dataiku’s AI plat-
form.

The AI Academy focused on the application of AI and data science 
in energy workflows, such as production engineering, seismic, and 
geological interpretation. The curriculum covered AI fundamen-
tals, digital technologies, and coding skills, emphasising the prac-
tical application of AI to real-world energy challenges, such as op-
timising production.

As the only programme exclusively designed for the energy indus-
try, the AI Academy delivered industry-relevant knowledge and 
skills. Participants gained practical experience through real-world 
projects with SLB experts and customers, preparing them to deliv-
er innovative solutions.
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Pearl Chu, Director Technical Domains & University Rela-
tions at SLB
Pearl Chu is the Director Technical Domains & University Relations 
at SLB, overseeing the strategic development of the global techni-
cal community and corporate relations with academia. With over 
30 years at SLB, Pearl has held diverse leadership roles in oper-
ations, R&D management, and human resources, working exten-
sively across Paris, Beijing, and Kuala Lumpur. She holds degrees 
in Mechanical Engineering from Texas A&M University and Georgia 
Tech. Pearl was appointed Chair of the Greater Houston Women’s 
Chamber of Commerce Board of Directors in 2023.

collaborations such as the AI Academy can empower a new gen-
eration of workers and accelerate the energy industry towards a 
prosperous and sustainable future.
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rate partners - one of which is Infineon18.

But this is far more than an academic exchange program; UNITECH 
creates added value for their academic and industry partners and 
above all, their students. The program offers a challenging and 
highly attractive one-year journey consisting of three elements: 

1.	 International academic experience: As part of the program, 
students spend one semester abroad at one of the academic 
partner institutions.

2.	Exposure to industry: Students complete a mandatory intern-
ship with a corporate partner.

3.	Personal coaching: The program offers individual as well as 
group coaching during the first, mid-term, and final weeks of 
the academic year, where the young fellows learn and grow 
through valuable feedback and can reflect on their personality 
and potential.

Infineon is a global leader in semiconductor solutions driving de-
carbonisation and digitalisation in the areas of energy, mobility  
and the Internet of Things. For us, the motivation to join UNITECH 
was obvious: Through UNITECH, Infineon gains valuable exposure 
at prestigious universities where, as a B2B company, it is often less 
well-known. Additionally, the diversity of students—from univer-
sities in nine different European countries and with an average 
female participation of over 30%— contributes positively to the 
innovation culture of Infineon.

So, what exactly makes UNITECH so attractive to a company like 
Infineon? The key factors are the multiple touchpoints that the 

Why did Infineon join UNITECH?

The Unitech International Society (UNITECH) was founded in 2000 
in Switzerland to develop talented young STEM students in Europe, 
enabling them to successfully manage future challenges in global 
industry and help to bridge the gap between the corporate and 
academic worlds. Each year a cohort of over 70 students from the 
academic partner institutions is selected into the program. Today, 
it brings together nine leading European technological universities, 
a network of UNITECH 1,500 alumni, and highly innovative corpo-

What is UNITECH all about?

Infineon Technology AG, a leading global semiconductor company, 
is constantly on the lookout for outstanding talent — one of the key 
reasons it joined the UNITECH Excellence Programme.

Infineon’s partnership with UNITECH, the European 
joint university-industry excellence program, is a 
real success story, combining the best of academia, 
industry, and coaching.

Rainer Schmidt-Rudloff, Director of University Relations within HR 
Education Network

For students, UNITECH offers more than academic exchange, in-
dustry exposure, and personal growth—it’s also about unforgetta-
ble moments and, sometimes, friendships for life. For the academ-
ic partners, UNITECH is a program which offers a learning journey 
for their best students which goes far beyond credits and grades. 
Last but not least, industry partners have the opportunity to get 
outstanding talent from nine renowned universities in parallel.
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alumni—most of whom had previously completed internships at the 
company. This diverse group of engineers builds a valuable internal 
network beyond divisions and functions, and most of them grow 
quickly into management positions.

A long-term partnership like this brings many lessons over time. 
The key takeaway: success is not guaranteed — it has to be earned 
over time. Simply paying the fee and calling yourself a UNITECH 
corporate partner isn’t enough. A company needs to engage in all 
elements of the program, otherwise, there will be no meaningful 
outputs. The past years have shown that the four key success fac-
tors for corporate partners are as follows (these apply not only to 
UNITECH but to similar programs as well):
1.	 Expectation setting: You need to be patient! You will not hire 

10 interns in the first year, but maybe one to three. Start small 
and grow over the years.

2.	 Continuity: Keep the person in charge of the program as con-
sistent as possible. This allows one to build a personal long-
term relationship. Be continuously visible and involved through 
the Unitech program cycle and stay committed in times when 
business is going softer.

3.	 Internal sponsors: Build a group of core people in the company 
e.g., Supply Chain, Marketing or Business Development, who 
believe in the program and are committed to involving them-
selves as Assessors, internship supervisors or case study advi-
sors.

4.	 Internal promotion: Continue to promote the program inter-
nally. Even if it is already well established, continue discussing 

What are the success factors of such an 
industry-university program?

While supporting such a program as a company, there is, of course, 
the question: “Do all these efforts pay off?” For us at Infineon, the 
answer is a resounding “yes”. Over the past ten years, more than 
100 Unitech students have completed internships with Infineon in 
Germany as well as in Ireland, Italy, Austria, Singapore and even in 
Silicon Valley. We are convinced that students learn and perform 
best when they get the opportunity to combine their strong aca-
demic technical background with management or business chal-
lenges. Students are eager to step out of their comfort zone to 
grow, learn and broaden their horizons. Following the mandatory 
internship, many choose to stay or to return—either to pursue a 
Master’s or to continue as a working student—providing further val-
ue for the company.

This already high return on investment has grown even further, 
as Infineon successfully recruited many of these students into its 
International Graduate Program. Thus, we could hire 25 UNITECH 

How to measure whether the 
engagement pays off? 

program offers. As a company, Infineon is actively involved in the 
assessment centres, helping to select the best-suited students 
from top universities. Thus, Infineon has a direct impact on the 
quality of the program. During the program, employees from cor-
porate and academic partners can act as coaches, while students 
work on company case studies and get industrial exposure through 
a 4–6-month internship. These various touchpoints ensure that 
the program is not just a HR initiative– the business can easily be 
involved and at the same time experience the quality and perfor-
mance of the students.
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it with colleagues and sharing success stories whenever possi-
ble. This helps broaden the base of UNITECH supporters. Over 
time, you can also count on UNITECH Alumni as testimonials 
and supporters. 

If you are aware of these guiding principles, you will have a good 
basis for a long-term partnership.

Rainer Schmidt-Rudloff, Director of University Relations 
within HR Education Network
Rainer Schmidt-Rudloff is dedicated to making Infineon’s glob-
al leadership in semiconductors more accessible to students and 
professors. His goal is to establish a sustainable pipeline of talent-
ed individuals who help to address the complex challenges of the 
digital and decarbonized world. To achieve this, Infineon collabo-
rates with key universities through joint programs and structures 
that promote mutual understanding and knowledge sharing. He has 
represented Infineon in the UIIN business group since 2023.
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University leaders
1.	 Build with, not for. Involve industry early in designing pro-

grammes, research questions, and engagement mechanisms. 
Infineon and UNITECH’s co-designed talent model and 
ASELSAN’s thesis co-supervision both offer strong examples.

2.	Appoint and empower integrators. Create roles and struc-
tures that span boundaries—like JTH’s Key Account Managers 
or KTH’s strategic partnership coordinators—to support rela-
tionship continuity and internal alignment.

3.	Think beyond outputs. Shift emphasis from transactional met-

A series of recommendations for...

the strongest examples reject traditional boundaries between 
learning and working and show how companies and universities 
can co-develop capabilities.

4.	Innovation thrives where trust is structured. JTH’s approach 
to commitment-based partnerships and Telefónica’s Venture 
Builder both reveal that trust alone is not enough—it must be 
accompanied by clear processes, transparency, and govern-
ance structures that allow collaboration to flourish.

5.	Inclusivity and access are not side objectives. Bayer’s mentor-
ing approach, IAT-D’s industry-integrated training, and the SLB 
Academy’s global footprint all highlight how inclusive design en-
ables innovation to reach further. Diversity of voice and back-
ground is a competitive advantage, and not an afterthought.

6.	Partnership is as much cultural as strategic. Natascha Eckert 
reminds us that partnership requires translation—not just of 
language, but of values, incentives, and priorities. KTH and 
Ca’ Foscari’s efforts to embed collaboration in institutional 
culture demonstrate the long game of culture change.

The cases in this book have offered a window into diverse ap-
proaches to university-industry collaboration—stories of co-cre-
ation, experimentation, long-term alliances, and cultural learning. 
Rather than restating those examples, this concluding article takes 
a step back to distil insights and consider what these cases collec-
tively suggest about the future of collaboration. It is both a syn-
thesis and a prompt: What should we carry forward? Where are the 
tensions? And how do we build on what works?
If the foreword introduced the ‘why’ and the ‘what’, here we re-
flect on the ‘how’. How can universities, companies, and public ac-
tors deepen and evolve their partnerships to drive greater impact? 
The following takeaways and recommendations are intended not 
as a single formula to success, but as a set of principles to guide 
strategic decision-making and inspire new modes of engagement.

1.	 Purpose must be mutual, not assumed. Long-term partner-
ships like Saab–Linköping or UC3M–Airbus show that sustained 
collaboration depends on shared purpose—but this must be 
revisited regularly, and made explicit, not simply assumed. In 
the best examples, purpose is not static; it evolves with the 
partnership.

2.	The most resilient partnerships are those embedded in sys-
tems. Initiatives like Foodvalley and SLB’s AI Academy operate 
not as isolated collaborations but as orchestrated ecosystems. 
They demonstrate how partnerships can gain durability and 
scale by connecting across sectors and policy levels.

3.	Talent development is a shared responsibility. From UTS 
Animal Logic Academy’s industry-designed studio model to 
ASELSAN’s graduate education embedded in company strategy, 

Cross-cutting insights from the cases
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University-industry partnerships are not new—but the stakes are. If 
we are to respond to the complexity of today’s challenges, we must 
move beyond case-by-case collaboration toward long-term, mis-
sion-driven, and equitable partnership models. As this casebook 
shows, partnership is not an output—it is a practice. Let us treat it 
as such.

Conclusion

3.	Incentivise inclusion and resilience. Reward partnerships that 
empower underrepresented communities, address systemic 
challenges, and embed flexibility.

Industry professionals
1.	 Invest in relationship capital. Allocate time, resources, and 

leadership attention to building strategic relationships—like 
those seen at Saab, Infineon, and ams OSRAM—not just pro-
ject-based interactions.

2.	Go beyond recruitment. See universities not just as talent 
pipelines, but as strategic collaborators in shaping future work-
force capabilities, as demonstrated by IAT-D and UTS.

3.	Design with equity in mind. Share IP fairly, clarify expectations, 
and be transparent about risks and rewards. Telefónica’s cap 
table principle is one practical example.

4.	Champion cultural learning. Support employees who engage 
in academic environments and value the distinct rhythms and 
priorities of universities.

rics (e.g., patents, spin-offs) toward learning outcomes, long-
term relationship value, and societal impact.

4.	Make room for experimentation. Create space for low-risk 
pilots or testbeds, like Telefónica’s Venture Builder or Bayer’s 
Grants4Ag programme, to allow new ideas to be explored in 
partnership.

Policymakers
1.	 Don’t just fund partnerships—connect them. Support plat-

forms like Foodvalley or the AI Academy that convene actors 
across institutions and align efforts toward shared missions.

2.	Align policy across siloes. Ensure education, innovation, la-
bour, and industrial policies speak to each other. Regulatory 
alignment, as seen in ASELSAN and SLB, is key.
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