
Targeted Changes Creating  
Big Impact
Companies in industries from pharmaceuticals to artificial 
intelligence to clean energy routinely reach out to 
Stanford scientists in the hope of working together. These 
collaborations can o!er funding, access to equipment or 
data, and a mutual exchange of knowledge that help to 
move pioneering research forward. Strong contracts are 
at the core of these relationships, helping to establish 
expectations and protect intellectual property and data 
so that Stanford sta! are supported and empowered to 
interact with industry counterparts.

The Industrial Contracts O!ice (ICO) within OTL manages 
nearly 5,000 active agreements and negotiates and updates 
hundreds of agreements each year. Now, a range of process 
improvements at ICO is helping to strengthen, speed, 
and clarify the work of managing incoming collaboration 
agreements and working with sister o!ices at Stanford.

These improvements come as funding changes are making 
ICO’s role even more vital for Stanford faculty and sta!. Despite 
recent uncertainties in federal support, industry collaborations 
remain a strong avenue for continued research funding at 
Stanford. Sponsored Research Agreements brought in $97 
million in FY 2025 for Stanford researchers, a more than 20% 
increase over the previous year.

One of the most impactful process updates at ICO is the 
creation of a range of risk matrices for common issues 
during negotiations, says ICO director Chris Haynes, who 
took on the role at the end of 2024. These documents allow 
contract o!icers to quickly assess common risks relating 

to confidentiality, governing law, intellectual property, 
and more. Once risks are identified, the matrices suggest 
less-risky alternatives, outline deal-breakers, and state 
escalation points, giving contract o!icers a foundational 
guide that will speed negotiations and ensure Stanford’s 
industry-facing agreements include appropriate terms.

Haynes is also overseeing an ongoing e!ort to establish 
closer ties with ICO’s sister o!ices throughout Stanford. 
Contracts with outside organizations can involve multiple 
groups within Stanford, potentially creating redundancies 
and making it easier for information to fall through the 
cracks. In conversations with counterparts, Haynes says 
ICO sta! have been able to o!er greater visibility into the 
o!ice’s role in various agreements and help establish 
better methods of collaboration with Stanford’s sister 
o!ices and departments.

“Strong working relationships with sister o!ices are an 
absolute necessity,” Haynes says. “Active e!orts to forge 
and maintain relationships support ICO’s goal of enabling a 
frictionless experience for Stanford sta!.”

In 2025, ICO also continued to implement and explore the 
contract management so"ware Ironclad. The solution will 
position the o!ice to better manage high-volume transactions, 
enhance governance and institutional knowledge retention, 
and build a scalable infrastructure to support future growth 
and increasing contract complexity, Haynes says. Integrating 
Ironclad into ICO’s workflows has not been without growing 
pains, but Haynes says much of the front-end work and 
workflow troubleshooting has been accomplished.

In the coming year, ICO will continue to explore using 
the so"ware for Material Transfer Agreements (which 

More Streamlined, 
E!ective Industrial 
Collaborations
Process improvements at every level of the Industrial Contracts O!ice  
are paying o!

accounted for 60% of all transactions processed by ICO in 
FY 2025), Non-Disclosure Agreements, and other contract 
types, Haynes says, and continue the process of updating 
internal templates to speed agreements to execution. As 
Stanford continues evolving to meet new challenges, ICO 
is better positioned than ever before to support sta! and 
faculty as they interact with outside organizations.

A Renewed Vision for Industrial 
A!iliate Programs
Industrial A!iliates Programs (IAPs) at Stanford o!er a forum 
for faculty, students, and member companies to have open 
discussions about industry priorities and research directions, 
and share new ideas in their field. It’s a kind of “town square” 
that brings together many players in a pre-competitive space, 
and can be a jumping-o! point for more formal sponsored 
research collaborations or projects. In FY 2025, there were 74 
IAPs at Stanford covering everything from energy storage to 
wearable electronics, including seven new programs.

A recent review of the IAP ecosystem pointed to several 
ways to standardize and streamline IAP operations, 
including greater transparency and a revised approval 
process. ICO has begun a number of initiatives under 
Haynes’ guidance to support these changes, including 
centralizing certain IAP operations within the o!ice and 
hosting virtual monthly open o!ice hours where IAP 
administrators can bring questions, share best practices, 
and voice challenges they are presently facing.

“ICO is committed to supporting a robust IAP ecosystem by 
enhancing infrastructure at Stanford,” Haynes says. “My vision 
is to enable IAPs to quickly form, get up and running, and have 
best practice information available for quick reference.”

One of the most important updates was to initiate an 
agreement requirement for all member companies. This 
step ensures IAP operations meet federal requirements 
around funding disclosures, helps set expectations regarding 
intellectual property rights and dissemination of results, and 
boosts operational e!iciencies. Internal templates for IAP 
agreements will minimize negotiations, Haynes says, speeding 
the process of getting a new program o! the ground.

Other improvements underway include investigating 
whether the Ironclad contract management system currently 
being piloted by ICO would be a good tool to manage, 
process, and store IAP agreements. Haynes says he sees 
opportunities for the so"ware to make the IAP membership 
agreement process significantly more e!icient. ICO is also 
creating a best practices guide for Stanford IAPs covering 
topics ranging from IAP formation to day-to-day operation.

“My vision is to enable IAPs to 
quickly form, get up and running, 
and have best practice information 
available for quick reference.”

New IAPs in FY 2025

Energy Transition Analysis

Stanford Center for Innovation 
and Design Research

The Global Capital  
Allocation Project

Cell and Gene Therapy

Fuels of the Future

Stanford University  
Nuclear Project

AI for Mental Health
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2,991 
Material Transfer Agreements (MTAs) in FY25, 

60% 
of the total number of Agreements signed
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