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Commercialization Readiness Checklist 
A practical planning tool for scientific startups, innovation teams, and research-driven organizations 

 

This checklist helps teams evaluate whether a technology, product, service, or research-based innovation is ready to move 
toward market adoption. It is designed for organizations navigating commercialization, SBIR/STTR-funded growth, investor 
conversations, AI-enabled product development, university spinouts, partnerships, and operational scaling. 

The goal is not to produce a perfect score. The goal is to identify readiness gaps early, clarify priorities, and create a practical 
path toward stronger commercialization execution. 

How to Use This Checklist 

Review each section with leadership, technical, business, and commercialization stakeholders. Mark each item as Yes / Mostly, 
Partial / Unclear, or Gap / Action Needed. After completing the checklist, summarize priority gaps and define next actions on the 
final page. 

 

Suggested Users 

• Startup founders preparing to move from research and development into customer discovery or market entry. 
• SBIR/STTR awardees aligning technical milestones with commercialization outcomes. 
• University spinouts or licensees assessing whether a technology is ready for external engagement. 
• Teams adopting AI, optimization, automation, or new technical infrastructure as part of growth. 
• Advisors, consultants, and leadership teams supporting commercialization planning. 

Scoring Guidance 

Status Meaning Recommended Response 

Yes / Mostly The organization has a credible answer, evidence, or 
process in place. 

Document the evidence and continue refining. 

Partial / Unclear Some progress exists, but the answer is incomplete, 
informal, or not yet validated. 

Clarify assumptions, collect evidence, and assign 
ownership. 

Gap / Action Needed The item is missing, weak, disputed, or not yet addressed. Prioritize as a readiness gap before advancing. 
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1. Problem, Market Need, and Customer Understanding 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The target problem is clearly defined in business, customer, or user terms. ☐ ☐ ☐ 

The team has evidence that the problem is significant enough to support 
adoption or purchase. 

☐ ☐ ☐ 

Primary customer segments or user groups have been identified. ☐ ☐ ☐ 

The team has conducted customer discovery interviews or equivalent market 
validation. 

☐ ☐ ☐ 

Customer pain points, purchasing drivers, and adoption barriers are 
documented. 

☐ ☐ ☐ 

The team can explain why current alternatives are insufficient. ☐ ☐ ☐ 

2. Product, Technology, and Evidence Readiness 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The core product, technology, or service concept is clearly described. ☐ ☐ ☐ 

The value proposition is specific and understandable to non-technical 
stakeholders. 

☐ ☐ ☐ 

Technical feasibility has been demonstrated at an appropriate stage. ☐ ☐ ☐ 

Key performance claims are supported by evidence, testing, literature, data, or 
expert review. 

☐ ☐ ☐ 

The team understands what additional validation is required before market entry. ☐ ☐ ☐ 

Major technical risks have been identified and prioritized. ☐ ☐ ☐ 

3. Intellectual Property and Competitive Position 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The team understands the current intellectual property status of the innovation. ☐ ☐ ☐ 

Relevant patents, licenses, disclosures, trade secrets, or ownership issues have 
been reviewed. 

☐ ☐ ☐ 

Competitive products, substitute solutions, and emerging technologies have 
been assessed. 

☐ ☐ ☐ 

The team can describe its differentiation in practical market terms. ☐ ☐ ☐ 

Freedom-to-operate questions or licensing requirements have been identified for 
legal review. 

☐ ☐ ☐ 

IP strategy is aligned with commercialization, funding, partnership, or investor 
goals. 

☐ ☐ ☐ 
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4. Regulatory, Compliance, and Risk Readiness 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The team understands whether regulatory approval, certification, or compliance 
review may be required. 

☐ ☐ ☐ 

Data privacy, cybersecurity, AI governance, human subjects, or grant 
compliance concerns have been considered. 

☐ ☐ ☐ 

Potential operational, financial, reputational, legal, and technical risks have been 
identified. 

☐ ☐ ☐ 

High-risk assumptions are documented and linked to mitigation steps. ☐ ☐ ☐ 

The team knows which external experts may be needed for legal, regulatory, 
clinical, or compliance review. 

☐ ☐ ☐ 

Risk management is integrated into the commercialization plan rather than 
treated separately. 

☐ ☐ ☐ 
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5. Business Model and Funding Alignment 
Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The revenue model or sustainability model is described clearly. ☐ ☐ ☐ 

The team has considered pricing, reimbursement, licensing, subscription, 
service, or partnership models where relevant. 

☐ ☐ ☐ 

Commercialization activities are aligned with current and future funding needs. ☐ ☐ ☐ 

Grant milestones, investor expectations, and market development priorities are 
connected. 

☐ ☐ ☐ 

The team has identified near-term funding sources or financing options. ☐ ☐ ☐ 

The commercialization plan can be explained in a way that is credible to funders, 
investors, partners, or customers. 

☐ ☐ ☐ 

6. Go-to-Market, Sales, and Partnership Readiness 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

The team has identified realistic early adopters, pilot customers, partners, or 
channels. 

☐ ☐ ☐ 

The go-to-market pathway is appropriate for the product type, customer, and 
sector. 

☐ ☐ ☐ 

The team has a plan for customer outreach, feedback, pilots, demonstrations, or 
partnership discussions. 

☐ ☐ ☐ 

Marketing and sales messages are aligned with validated customer needs. ☐ ☐ ☐ 

The team understands the sales cycle, procurement barriers, and decision-
makers involved. 

☐ ☐ ☐ 

Partnership opportunities, including university, industry, clinical, manufacturing, 
or distribution partners, have been considered. 

☐ ☐ ☐ 

7. Operations, Team, and Scaling Readiness 

Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

Roles and responsibilities for commercialization activities are defined. ☐ ☐ ☐ 

The team has the skills needed to execute technical, business, operational, and 
market-facing work. 

☐ ☐ ☐ 

Critical workflow, documentation, training, and decision-making needs have been 
identified. 

☐ ☐ ☐ 

The organization has considered what must change as it moves from research to 
market execution. 

☐ ☐ ☐ 

Operational bottlenecks, capacity constraints, or dependency risks have been 
reviewed. 

☐ ☐ ☐ 

The team understands what support may be needed from consultants, advisors, ☐ ☐ ☐ 
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Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

contractors, or strategic partners. 

8. Metrics, Milestones, and Continuous Improvement 
Readiness Item Yes / Mostly Partial / Unclear Gap / Action Needed 

Commercialization milestones are specific, realistic, and measurable. ☐ ☐ ☐ 

The team has defined what success looks like for the next 90, 180, and 365 
days. 

☐ ☐ ☐ 

Customer discovery, product validation, funding, technical, and operational 
metrics are tracked. 

☐ ☐ ☐ 

The organization has a process for reviewing progress and adjusting strategy. ☐ ☐ ☐ 

Lessons learned from customer feedback, pilots, funder review, or technical 
development are captured. 

☐ ☐ ☐ 

The commercialization plan is treated as a living roadmap rather than a static 
document. 

☐ ☐ ☐ 
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Commercialization Readiness Score Summary 

Use this summary to identify the areas that are ready to move forward and the areas that need additional work before 
commercialization activity accelerates. 

Readiness Area Low Moderate Strong Notes / Evidence 

Problem, Market Need, and Customer Understanding ☐ ☐ ☐  

Product, Technology, and Evidence Readiness ☐ ☐ ☐  

Intellectual Property and Competitive Position ☐ ☐ ☐  

Regulatory, Compliance, and Risk Readiness ☐ ☐ ☐  

Business Model and Funding Alignment ☐ ☐ ☐  

Go-to-Market, Sales, and Partnership Readiness ☐ ☐ ☐  

Operations, Team, and Scaling Readiness ☐ ☐ ☐  

Metrics, Milestones, and Continuous Improvement ☐ ☐ ☐  

Priority Gaps and Action Plan 

List the highest-priority gaps identified by the checklist and define practical next steps. Focus on actions that improve 
readiness for funding, market entry, investor review, customer engagement, AI adoption, operational scaling, or 
commercialization execution. 
Priority Gap Why It Matters Owner Target Date Next Action 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

Discussion Questions 

• Which three readiness gaps could most seriously delay commercialization? 
• Which assumptions need validation through customer discovery, technical testing, regulatory review, or investor 

feedback? 
• What must be true before the team pursues pilots, partnerships, licensing discussions, funding, or market launch? 
• What parts of the organization must change to support commercialization more effectively? 

ScienceDocs Commercialization and Change Management Support 

ScienceDocs helps startups and innovation teams strengthen commercialization readiness through grant writing, SBIR/STTR 
strategy, AI and optimization engineering, and change management support. Ready to get started? Contact ScienceDocs to 
discuss your commercialization priorities. 

https://www.sciencedocs.com/quotes/

