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Our Conversation Today

❑ The Opportunity

❑ The ARPA Model and its Evolution 
o ARPA-E’s  Tech-2-Market and SCALEUP program
o DARPA’s Embedded Entrepreneurship Initiative (EEI)
o Actuate

❑ Hubs, Institutes, Centers and Coalitions 

❑ Challenges for Mission Impact



The Opportunity

‣ Organizations globally are preparing to undertake an 
enhanced response to many complex challenges facing 
today’s world:  e.g. climate change, chronic conditions and 
healthcare, global food supply, and data privacy 

‣ We need solutions at scale faster than ever
‣ Many organizations are leaning into the ‘translation of 

research’ and ‘innovation ecosystems’ as enablers of the 
path forward via multiple models, e.g.
– ‘ARPA-izing’ everything (program manager driven)
– Hubs, Institutes, Centers and Coalitions  (PPP driven)

These models demand new ways of working



The ARPA Model

‣ Defense Advanced Research Projects Agency (DARPA)
‣ Founded in 1958
‣ Continues to deliver cutting-edge solutions and capabilities 

across a wide range of sectors
‣ Two other ARPAs in the US have been built upon this model
– IARPA in 2006 to serve the intelligence community
– ARPA-E in 2009 focused on energy

‣ Recently in the US there has been a call for ARPA-scale efforts in 
health, climate, transportation and jobs.
‣ In the EU and the UK, and even among philanthropic organizations, 

there are efforts to launch ARPA-like agencies to deliver solutions 
for pressing global challenges.  
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The Challenge is Structuring it to Succeed

‣ ARPA organizations are part of the larger ecosystem, spanning from 
pure R&D to implementation

‣ A successful ARPA actively manages basic research into exceptional 
capability and changes what is viewed as possible

‣ Some key elements of the ARPA model
– Empowered program manager (limited term position)
– An audacious goal, an outcome (often viewed as impossible to start)
– Detailed, systems-level plans with milestones and metrics
– Sufficient, flexible budget
– Wide range of engaged partners
– Ability to actively manage projects (start/stop) and learn/pivot

‣ ARPA programs identify and manage risks to drive impact
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Learning continues today within these original ARPAs



ARPA-E:  Technology to Market

‣ Learning:  without defense as the end customer providing specifications 
and transition partners, ARPA-E needed to think differently to obtain the 
necessary market information and engagement

‣ When the agency was launched in 2009, ARPA-E enhanced its 
structured with several elements different from DARPA

– Funding: 5% of projects funds must be used for technology-to-
market activities

– Planning: each project team is required to design and deliver on a 
technology-to-market plan appropriate to their stage of development

– Talent: ARPA-E hires ‘Technology-to-Market Advisors’ to partner 
with Program Managers and bring market, techno-economic 
analysis, supply chain and entrepreneurial expertise

– Engagement: ‘Annual meetings’ of program teams include 
companies, investors and experts necessary to transition as well as 
government agencies for follow on funding and/or policy insights
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ARPA-E:  SCALEUP Program

‣ Learning:  over time ARPA-E recognized that the development of 
technologies was slowed due to inadequate demonstration of 
performance at commercially-relevant scale to attract next stage 
development partners and capital.
‣ In late 2019, ARPA-E  launched its SCALEUP program (Seeding Critical 

Advances for Leading Edge Technologies with Untapped Potential)
– Funding: significant funding (project awards to date range from $2M 

to $20M) for demonstration projects
– Partnership: 33% cost share (20% for small businesses)
– Talent and Engagement: Provides mentoring and connections from 

ARPA-E network
‣ Projects must have been prior ARPA-E awardees
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DARPA: Embedded Entrepreneurship Initiative

‣ Learning:  DARPA recognized that the impact of technologies to scale 
and create societal change is impaired due to lack of entrepreneurial 
skills and insufficient understanding of private sector market dynamics.

‣ In 2021, DARPA launched the Embedded Entrepreneurship Initiative 
(EEI)* in partnership with In-Q-Tel EMERGE** to address these gaps

– Funding, Talent, Planning: $250,000 to hire a business executive 
for 1-2 years to develop a robust go-to-market strategy for defense
and commercial markets

– Mentors: Provide dedicated commercialization mentors
– Engagement: DARPA implemented private sector Transition 

Working Groups composed of experts from companies critical to 
scaling and supply chain as well as venture capital firms

‣ Goal is to support 150 teams in next five years
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*https://eei.darpa.mil
**https://www.darpa.mil/news-events/2021-02-23a



ACTUATE

‣ In 2020, Arati Prabhakar launched the non-profit, Actuate, to 
tackle societal challenges (data privacy, scaleable prevention 
of chronic illnesses and climate-change mitigation) by 
adapting a DARPA-like model
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Hubs, Institutes, Centers and Coalitions

‣ Funding is increasingly becoming available to establish new 
structures operating differently than in the past
‣ Solicitations are looking for solutions to significant challenges
‣ Focused on developing critical technology areas focused on 

solutions for issues such as climate change and sustainable 
agriculture. Often looking for workforce training and regional 
economic development.

‣ Agencies wish to fund public and private stakeholders to work 
together over a multi-year time period for specific outcomes

How to break out of existing paradigms, relationships and structures? 
Are we willing to embrace tension in order to find a path to impact?
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Challenges for Mission Impact

‣ Problem Definition
– Goals, metrics and priorities
– Value creation
– Thinking from the end; planning from the beginning

‣ Partnering  
– Role definition and expectations
– Community engagement
– Evolution of partnerships

‣ Program Management
– Full time leadership
– Incentives:  recognition and advancement
– Risk analysis and mitigation

‣ Asset Utilization
– Lab space, collaboration space, equipment
– Intellectual Property
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Thank you
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