1/17/26, 8:20 AM THU-TCRLAS proposal

This comparison is extremely important, because many university teams fail simply by using the wrong mental model for their domain.

Below is a clear, side-by-side comparison of Al, MedTech, and Industrial technologies, written explicitly in TCRLAS language, so inventors and
reviewers immediately see why paths, timelines, risks, and bottlenecks differ.

B High-Level Comparison (One-Glance View)

Industrial / Energy /

Dimension Al / Digital MedTech / Health Manufacturing

Time to Market Fast (months) Slow (years) Medium (1-3 years)

Regulatory Burden Low—Medium Very High Medium

Capital Intensity Low High Medium-High

IP Defensibility Weak-Medium Strong Medium

Failure Mode Easy to launch, easy to Hard to launch, hard to fail Pilot works, scale breaks
copy late

Typical Bottleneck IP & defensibility Regulation & validation Reliability & integration

TCRLAS Critical Levels 3-5 4-7 5-7

B} Commercialization Path by TCRLAS Phase

Phase | — Proof-of-Principle (Levels 1-3)



1/17/26, 8:20 AM
Al
e Fast progression
e Often reaches Level 3 quickly

e Risk: confusing model performance with product readiness
Typical mistake:

“The model works, so the product is ready.”

MedTech

e Slow and conservative
e Early design must already consider regulation
e |P clarity matters early

Typical mistake:

“We'll worry about FDA / regulation later.”

Industrial

e Strong engineering focus

e Early feasibility often realistic

e Integration often underestimated
Typical mistake:

“If it works in the lab, it will work in the field.”
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Phase Il — Proof-of-Concept (Levels 4-6)

Al

e Easy to reach user feedback
e Hard to prove willingness to pay
e |P weakness emerges

TCRLAS limiter:
Level 3—4 (IP strength)

MedTech

e Clinical validation dominates
e Regulatory pathway becomes the gating factor
e Strong IP advantage

TCRLAS limiter:
Level 4-5 (regulatory readiness)

Industrial
e Pilot projects begin
e Real-world conditions reveal hidden failures
e Adoption depends on trust, not novelty

TCRLAS limiter:
Level 5-6 (technical robustness & adoption logic)

Phase Il — Proof-of-Commercialization (Levels 7-9)
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Al

e Scaling is technically easy
e Competitive pressure is brutal
e Defensibility shifts to speed, data, brand

Common stall:
Level 6-7 (cannot build a moat)

MedTech

e Once approved, adoption is slow but sticky
e Switching costs are high
e Revenue growth is durable

Common stall:
Level 6-7 (clinical trial cost & time)

Industrial

e Scaling requires operational excellence
e Failure is costly
e Long sales cycles but stable customers

Common stall:
Level 7-8 (manufacturing, reliability, service)

E) Dimension-by-Dimension Comparison (Deep View)

Technical Maturity

e Al: Model accuracy # production reliability
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e MaedTech: Clinical safety & reproducibility dominate
e Industrial: Robustness under harsh conditions is key

Market Validation

e Al: Users say "“interesting” easily; payment is harder
e MedTech: Users want it, but institutions decide

e Industrial: Users are conservative; trust takes time

IP Strength

e Al: Weak patents, relies on data and execution

e MedTech: Strong patents, regulatory exclusivity

e Industrial: Process & know-how protection matters

Business & Team

e Al: Often tech-heavy, sales-light

e MaedTech: Needs clinical + regulatory leadership

¢ Industrial: Needs engineering + operations leadership

Funding & Resources

e Al: Bootstrappable early, brutal later

e MedTech: Capital-intensive from mid-stage onward
¢ Industrial: Pilot funding easier than scale funding

THU-TCRLAS proposal



1/17/26, 8:20 AM THU-TCRLAS proposal

Typical TCRLAS “Ceilings” by Domain

Domain Where Most University Projects Stall Why

Al Level 34 Weak IP, unclear moat
MedTech Level 5-6 Regulatory & clinical cost
Industrial Level 6-7 Scale, reliability, integration

B What TCRLAS Teaches (Key Insight)

All three domains can reach Level 9 — but only by respecting their natural constraints.

Trying to commercialize:

e MedTech like Al - regulatory failure

e Industrial tech like software — reliability failure

e Al like MedTech — overengineering & slow death
TCRLAS prevents this category error.

B3 Practical Guidance for THU Inventors

If you are working on:

e Al — obsess over defensibility early

e MedTech — map regulation from Day 1

¢ Industrial — validate real-world robustness before scaling
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Final Summary (One Sentence)

Al wins on speed, MedTech wins on defensibility, Industrial wins on durability — and TCRLAS exists to keep each on its correct path.



