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H O W  T O  U S E  T H I S  P L A Y B O O K

Build a revenue stream from assets you already
own.
A practical guide to turning knowledge, systems, products, audiences and relationships into
licenseable offers—without taking on the overhead of doing all the work yourself.

“Licensing is a way to scale your business, sometimes massively, without investing more money and
rarely having to increase your staff.”
BOB SERLING,  L ICENSINGL AB

What this is
This is a distilled implementation guide from the Inspired
Insider conversation with Johann Nogueira, Bob Serling and
Dr. Jeremy Weisz. It turns the stories into a reusable
operating framework.

What this is not
It is not legal advice or a promise of results. Use it to
identify, package and test an opportunity. Use a qualified
intellectual-property lawyer for commercial agreements.

The playbook in one sentence
Find a valuable result you can enable, package the method or access point, let another party operate or distribute it, and earn a
fee, royalty or revenue share while retaining ownership.

Start here
1. Read the six licensing models and circle the one closest to your current business.
2. Use the Asset Inventory to surface what is already proven and repeatable.
3. Choose one low-risk 30-day pilot rather than designing a complete program first.
4. Use the deal scorecard and agreement checklist before committing meaningful time or rights.

Working rule: Do not begin with “What can I invent?” Begin with “What do I already do, know, own or reach that reliably creates value
for someone else?”

Johann Nogueira
AI Tech Advisory

Bob Serling
LicensingLab

Dr. Jeremy Weisz
InspiredInsider.com
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Licensing is not a mysterious niche. It is a business model for giving someone defined rights to
use, sell or distribute something you own—while you retain the underlying ownership.

The simple definition
A licensor grants a licensee permission to use, resell,
distribute or commercialize an asset under agreed
conditions. The licensee pays through an upfront fee,
recurring fee, royalty, commission, revenue share, or a
combination.

The mindset shift
Instead of asking, “How do I sell more hours or units?” ask,
“Who could create more value with this asset than I can
alone—and how do we share that value?”

YOU OWN
method, IP, product,
audience or system

YOU PACKAGE RIGHTS
scope, support, price,
term and guardrails

PARTNER OPERATES
uses, sells or

distributes at scale

Fees, royalties, commissions and market feedback return to you

Figure 1. The core licensing loop. The asset can be a tangible product, software, a documented business system, a trusted pathway to an audience, or specialized
expertise.

Three misconceptions to discard
MY T H  0 1
“Licensing is complex.”
The starting structure is
straightforward: rights, terms,
economics and responsibilities.
Complexity should follow proof, not
precede it.

MY T H  0 2
“Only patents count.”
Documented know-how, business
systems, brands, software access,
audience pathways and productized
services can all be licensed.

MY T H  0 3
“I must build it all.”
The leverage comes from letting a
qualified operator use infrastructure,
sales capacity or capital that they
already own.
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Licensing, demystified



Pick the model that best fits the asset you have today. You can combine models later, but a first
offer should be easy to explain, track and fulfil.

01 · Access license
Customers pay for permission to use a product or platform. Adobe’s
subscription model is the familiar example. The buyer uses the
asset but does not own it.

02 · Resale or white-label license
A partner sells your solution to its own customers, often under its
brand. You retain the underlying product and receive recurring
license fees or wholesale margin.

03 · Toll-booth referral
You route qualified demand to a specialist who can deliver the next
needed solution. You receive a defined commission or revenue
share without carrying fulfilment cost.

04 · System or know-how license
You document a process that works inside your business and give
another company the right to use it. The asset is the way of doing
the work, not merely the outcome.

05 · Repeating circuit
Complementary businesses agree to promote or sell each other’s
offers in rotation. Each gains access to audiences and earns on the
others’ products.

06 · Product/IP license
A manufacturer, distributor or better-resourced operator
commercializes your invention, brand element or content. You
receive royalties while they fund production and scale.

A fast model-selection test
IF YOU ALREADY HAVE… START WITH… PRIMARY VALUE TO THE PARTNER

Qualified leads you cannot serve Toll-booth referral High-intent demand without acquisition cost

Software, templates or a repeatable service White-label or access license New capability they can offer immediately

A high-performing internal process System/know-how license Faster implementation and lower risk

Complementary relationships Repeating circuit Audience reach and shared conversion capacity

An invention, concept or product improvement Product/IP license Commercializable differentiation

Design rule: A model is strong when the partner can describe the result in one sentence, measure it in one dashboard, and see why
their economics improve.
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The six models to know



You may be sitting on more licenseable value than you think. The asset is often hidden inside a
result your business already produces reliably.

The asset inventory

Knowledge and methods
Decision frameworks, scripts, training, checklists,
qualifications, pricing logic, proprietary research, playbooks,
documented operating procedures and specialist expertise.

Systems and technology
Software, automation, dashboards, templates, integrations,
databases, intake processes, product bundles and a
repeatable service delivery system.

Distribution and trust
A buyer list, qualified lead flow, a community, a trusted
brand, channel relationships, authority in a niche, or a
customer journey that is hard to recreate.

Commercial access points
A point in the customer journey where buyers need the next
solution: after a website launch, during a move, when a
policy lapses, after a sale, or before a major renewal.

Score each candidate before you package it
QUESTION WHY IT MATTERS PASS SIGNAL

Does it create a measurable gain or remove an expensive
problem?

Value makes the offer easy to
buy.

You can name the before/after in commercial
terms.

Can someone else use, sell or implement it with clear
instructions?

Licensing requires
transferability.

It works without your presence in every
transaction.

Can you define the boundaries of use? Scope protects both parties. You can specify user, market, duration and
permitted use.

Is the benefit larger than the partner’s fee and effort? Partner economics drive
adoption.

The value equation is obvious and credible.

Can performance be tracked? Tracking prevents royalty
disputes.

A simple report can reconcile usage or sales.

“You already have that IP. All you have to do is package it and document it in a way that is usable for
others.”
BOB SERLING,  ON LOCATING OVERLOOKED IP
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Find your licensable asset



A toll booth is the simplest starting point: you create or own access to demand, route the buyer
to the next appropriate provider, and earn a commission for the value of the introduction.

QUALIFIED LEAD
needs the next step

YOUR TOLL BOOTH
qualify · introduce · track

do not fulfil

SPECIALIST
closes and delivers

Referral fee / revenue share returns to you

Figure 2. The toll-booth model works when your buyer naturally needs an adjacent product or service.

C O N V E R S AT I O N  C A S E  ·  D I G I TA L  A G E N C Y

Turn the “what happens next?” question into revenue.
Johann described sending website clients who needed traffic, customer journeys or automation to trusted specialists for a 20% share of
the ticket. The referral partner received prepared demand; Johann’s business earned without absorbing delivery, support or payroll for the
adjacent service.

Qualified lead flow No fulfilment overhead Commission on completed work

Build your first toll booth
1 Map the moment after your core sale. Ask what your customers need immediately before, during or after buying from you.

2 Choose a partner that makes the buyer better off. The goal is a smoother customer journey, not a random affiliate link.

3 Define the referral unit. Agree whether payment occurs on booked meeting, signed agreement, cash collected, recurring
revenue, or another auditable event.

4 Use a trackable handoff. A unique form, CRM stage, code, shared dashboard or monthly report should identify each
transaction.

Protect trust: only refer solutions you would recommend even without a commission. The relationship with the customer is the real
asset.
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Model 1: The toll booth



A syndicate or repeating circuit turns complementary providers into a shared commercial
engine. You sell a coherent outcome, not a pile of unrelated services.

C O N V E R S AT I O N  C A S E  ·  B U I L D I N G  I N T E R A C T I V E

Make one meeting do the work of five.
Johann described selling a building-management app alongside other products
that building owners already needed. After proving the concept with one
complementary provider, he assembled a group and positioned the combined
offer as a simpler buying experience. The partners effectively multiplied one
another’s sales capacity.

One point of contact Complementary offers Shared sales force

SHARED BUYER
one coherent outcome

Partner A Partner B

Partner C Partner D

Promote, bundle or refer in a defined rotation; reconcile commissions with one source of truth.

Figure 3. A repeating circuit. Each partner can promote the others’ offers while strengthening its own customer experience.

Rules for a healthy circuit
Complementarity first: every offer must solve a distinct part of the same buyer problem.
One commercial story: show why the products work together before discussing who gets what share.
Simple attribution: use a shared lead source, unique code, CRM view or monthly reconciliation process.
Equal operating standards: protect every partner’s brand with transparent service-level expectations.
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Model 2: Bundle what buyers already need

One platform can connect multiple building services.



The most overlooked intellectual property is frequently the collection of operating decisions
behind a result. If your business has already solved a recurring problem, you may be able to
license the system itself.

C O N V E R S AT I O N  C A S E  ·  S P R I N G F I E L D  R E M A N U FA C T U R I N G

Extract value from the processes that run your business.
Bob described a company that rebuilt heavy-equipment engines and later turned the systems behind procurement, accounting, IT, sales
and related functions into separate commercial businesses. The lesson: systems that appear ordinary inside the company can be valuable
IP when packaged for an outside market.

Internal process → external offer Reusable know-how Multiple markets

What a usable system package contains

1. Outcome and audience
State the specific commercial problem, the qualified user,
the measurable outcome, and the situation where the
system is most valuable.

2. Operating sequence
Break the method into the decisions, tools, scripts,
templates and checkpoints a competent user needs to
execute it.

3. Implementation support
Decide what is included: onboarding, training, office hours,
certification, updates or referral to an implementation
partner.

4. Commercial boundary
Specify who may use it, which market they may serve,
whether they may alter it, and whether resale or
sublicensing is permitted.

C O N V E R S AT I O N  C A S E  ·  B U I L D I N G  I N T E R A C T I V E

One platform, multiple revenue paths.
Johann described licensing a building-management platform to buildings with a recurring fee, while creating additional pathways for
service providers and financial partners. The broader lesson is to identify every value-creating access point around the core product, then
structure the economics so each participant gains.

Platform licensing Marketplace access Partner commissions

Packaging question: “Could a qualified operator deliver 80% of the result after a structured onboarding—without a bespoke
engagement from me?” If yes, you are moving from service delivery toward a licensable system.
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Model 3: License the system, not just the product



White labeling gives a trusted intermediary a way to offer your capability to its own customers.
The right partner brings an audience, credibility and a reason to sell; you bring the underlying
asset.

C O N V E R S AT I O N  C A S E  ·  W H I T E  L A B E L  S U I T E

Put a product into the hands of people who already have
the buyer relationship.
Johann described growing White Label Suite through agencies that could use
the software and sell it onward to their own clients. The distinguishing move
was not only providing software access; it was granting a commercial model
that let the agencies create value and revenue for their client base.

Agencies as distributors Software + resale rights Partner-led fulfilment

YOUR ASSET
software, system or

methodology

WHITE-LABEL
PARTNER

brand · sell · support
defined customer segment

END CLIENTS
receive a relevant,
trusted solution

Customer revenue → partner margin and/or recurring license fee → asset owner

Figure 4. White label distribution works best when the partner has a credible buyer relationship and the economics leave room for both sides.

Partner qualification questions
Does the partner already serve the intended buyer and have a reason to introduce this offer?✓

Can the partner represent the product accurately without creating unwanted custom work for you?✓

Is the customer data, billing responsibility and support route clear?✓

Does the partner need exclusive rights, or would a non-exclusive pilot protect optionality?✓

Can the partner report customer counts, usage or revenue in a way that makes settlement easy?✓
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Model 4: White label for distribution leverage

Distribution leverage starts with the right partner relationship.



Reactivation is a simple way to monetize an audience or database that has already shown
interest. It can be your own revenue channel or a service you license or deliver for another
business.

C O N V E R S AT I O N  C A S E  ·  P R O P E RT Y  A N D  M A N U FA C T U R I N G

The fastest source of new revenue may be your existing
database.
Johann described reactivation campaigns that used an existing customer or
prospect list rather than new advertising spend. In one manufacturing example,
a single targeted email reportedly generated substantial orders by offering prior
buyers a reason to purchase now instead of funding growth through a loan
first.

Existing relationship capital Low media cost Trackable response

Why reactivation works
Many people on a list were interested but not ready. Their
situation, urgency or confidence may change later. A well-
timed reason to re-engage turns prior attention into a new
conversation.

What to license
You can license the campaign method, scripts, cadence,
segmentation logic and conversion process—then let the
client use its own brand, database and fulfilment team.

The reactivation sprint
1 Choose one audience. Use a defined, permissioned segment: past prospects, former customers, inactive accounts, lapsed

users or owners of an adjacent product.

2 Name the reason to act now. A relevant update, expiring opportunity, review, new offer, upgrade or simple check-in is better
than “just following up.”

3 Make the first response easy. A reply, booking link, short form or call works when the request is specific and low-friction.

4 Repeat on a measured cadence. Track response and revenue by segment. Refine message and offer, but do not abandon
the asset after a single send.

Data and consent: work within applicable privacy, email, telemarketing and promotional laws. Before a reactivation campaign, confirm
the list’s consent status, permitted use, suppression process and customer communication policy.
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Use dormant demand before buying more attention

Memorable, tactile mail can re-open a dormant conversation.



A license is easier to sell when the buyer sees an outcome that is materially more valuable than
the cost and effort required to obtain it.

Lead with the cost of the current problem
Waste, delay, lost sales, risk, missing capability, inventory
spoilage, manual work and unrealized revenue are all
economic pain points. Define one precisely.

State the gain in the buyer’s language
The offer should describe the result, not your internal
mechanism. “Make the building easier to manage” is not as
strong as a credible, measurable operating or financial
benefit.

Show the low-risk path
Reduce perceived risk with a pilot, clear onboarding, proof,
limited term, performance measurement or a fee that is
small relative to the avoided cost.

Make revenue logic visible
When the buyer sees who earns, what gets saved, and how
the number is measured, the commercial conversation
becomes practical rather than theoretical.

C O N V E R S AT I O N  C A S E  ·  B U I L D I N G  I N T E R A C T I V E

Use the economics to make the value proposition self-evident.
Johann described licensing a building-management solution on the basis of a strong cost-saving proposition. Whether your claim is
savings, new revenue, speed, compliance or reduced risk, the buyer should be able to see the commercial equation in seconds.

Visible ROI Low-friction adoption Recurring value

Value-proposition worksheet
PROMPT YOUR ANSWER

Who is the economic buyer? ______________________________________________

What expensive problem do they have today? ______________________________________________

What specific result does your asset enable? ______________________________________________

How will both parties measure the result? ______________________________________________

Why is the license fee small compared with the value? ______________________________________________

What must the partner do to realize the value? ______________________________________________

A high-converting licensing offer does not ask the buyer to admire the asset. It makes the buyer want
the economic change the asset enables.
PL AYBOOK PRINCIPLE
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Productize the offer around a compelling value
exchange



The simplest commercial terms deserve the most attention. Clean definitions create trust, keep
reporting manageable and protect the relationship if business conditions change.

Core commercial terms
TERM DECISION TO MAKE PRACTICAL NOTE

Licensed asset What exactly is being licensed? Describe materials, product access, methods, trademarks, data
rights and any excluded items.

Permitted use Use only, resale, sublicensing, internal use or public
distribution?

Do not leave “use” undefined. It often becomes the source of scope
creep.

Market scope Which customer type, territory, channel or vertical? Start narrow; expand only with proof and a clear performance
obligation.

Term and
renewal

How long are rights granted, and how do they renew? A fixed pilot term creates a natural review point.

Economics Upfront, recurring, royalty, commission, minimum
guarantee or hybrid?

Use a definition that can be reconciled without a forensic
accounting exercise.

Reporting and
audit

What gets reported, how often, and how is it verified? Agree the report format before the first sale or user activation.

Support and
updates

Who onboards, supports, implements and funds
improvements?

Clarify what is included versus billable work.

Exit and
transition

What happens to customers, data, inventory and
branding at termination?

Plan the exit while everyone is optimistic.

C O N V E R S AT I O N  C A S E  ·  T O N Y  H AW K  T OY

Let the party built for scale carry the production burden.
Bob described licensing a product concept to a company with the
resources to manufacture, certify, insure, advertise and distribute it. The
deal illustrates the heart of product licensing: a creator can participate in
the upside without personally building the operational machine required to
reach the market.

Partner-funded commercialization Royalty per unit

Defined rights and paper trail

Legal checkpoint: commercial agreements should be reviewed by qualified legal counsel familiar with intellectual property and the
jurisdictions in which you operate. This playbook provides business frameworks, not legal guidance.
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Structure the deal before the handshake



Your first licensing offer should be a controlled learning exercise. Design it to test demand,
partner behaviour, fulfilment and reporting—not to prove you can write a 40-page agreement.

1

WEEK 1
asset + buyer

2

WEEK 2
partner + terms

3

WEEK 3
launch + observe

4

WEEK 4
review + decide

Scale / refine 

Figure 5. A pilot creates evidence before you grant broader territory, exclusivity or long-term rights.

Week 1 · Choose the asset and buyer
Complete the asset inventory. Select one buyer niche and
one outcome. Write a one-paragraph offer and a
measurable success event.

Week 2 · Recruit the right partner
Identify three partners with distribution, customer trust or
delivery capacity. Present a narrow pilot. Agree the handoff
and reporting mechanism.

Week 3 · Launch a small commercial test
Activate a defined segment. Observe the questions
customers ask, how the partner positions the offer, and
where operational friction appears.

Week 4 · Reconcile and decide
Review volume, conversion, margin, support burden,
attribution and customer feedback. Keep, change, expand,
pause or stop based on evidence.

Pilot scoreboard
Qualified demand Conversion rate Revenue per customer Time to value Support load Partner compliance Customer satisfaction

Reporting accuracy
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Run a 30-day licensing pilot



The strongest lesson from the conversation is not that every business should copy a particular
deal. It is that the same licensing logic can be adapted across industries when the asset,
partner and value exchange are clear.

PAT T E R N  0 1  ·  A  B E T T E R  H A N D O F F

Digital agency → trusted specialists
Core insight: identify what customers need after the part you deliver, then structure a referral that improves the customer experience and
rewards the introduction.

PAT T E R N  0 2  ·  A  P L AT F O R M  W I T H  A D J A C E N T B U Y E R S

Building app → resident services and financial partners
Core insight: a platform can create multiple access points. Each should be evaluated independently for customer value, economics and
trust impact.

PAT T E R N  0 3  ·  S H A R E D  D I S T R I B U T I O N

Complementary suppliers → one bundled offer
Core insight: use a repeating circuit or syndicate only when the offers genuinely fit together and each participant can improve the buyer’s
path.

PAT T E R N  0 4  ·  E X I S T I N G  A U D I E N C E  R E A C T I VAT I O N

Dormant list → a relevant commercial reason to re-engage
Core insight: a permissioned, nurtured database is an asset. Before investing in new acquisition, test whether a tailored reactivation offer
opens a lower-cost route to revenue.

PAT T E R N  0 5  ·  C R E AT O R  P L U S  S C A L E  PA RT N E R

Product concept → company with production and distribution
Core insight: the creator does not have to become the manufacturer, insurer, marketer and retailer. A licensing partner may be the better
economic owner of those functions.

“The process is essentially the same.”
BOB SERLING,  ON APPLYING L ICENSING ACROSS M ARKE TS
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Use these case patterns as prompts—not shortcuts



Use this scorecard to decide whether an opportunity deserves a pilot. Score each dimension
from 1 (weak) to 5 (strong), then improve the lowest two scores before moving forward.

DIMENSION 1 — WEAK 5 — STRONG SCORE

Buyer pain Nice-to-have benefit Material, urgent, measurable problem ___ / 5

Asset clarity Hard to explain or transfer Defined asset with usable documentation ___ / 5

Partner leverage No proven reach or capability Existing trust, audience or delivery engine ___ / 5

Economic fit Ambiguous or thin margin Strong value surplus for both parties ___ / 5

Operational ease Heavy bespoke work required Simple handoff, onboarding and support ___ / 5

Measurement Results cannot be reconciled Clear usage, sale or revenue report ___ / 5

Risk control Broad, irreversible rights Pilot scope, clear guardrails, exit plan ___ / 5

Decision guide
3 0 – 3 5
Ready to pilot
Document the operating terms and
run a controlled test with one qualified
partner.

2 2 – 2 9
Refine before launch
Strengthen the offer, economics,
documentation or partner fit before
expending more effort.

B e l o w  2 2
Do not force it
Choose a different asset, buyer
segment or model. Licensing cannot
repair a weak value exchange.

The one-page offer brief
Asset: ____________________    Buyer: ____________________    Partner: ____________________

Buyer problem: ________________________________________________

Outcome enabled: ________________________________________________

Permitted use and scope: ________________________________________________

Commercial model: ________________________________________________

Success metric and reporting method: ________________________________________________

Pilot duration and next decision: ________________________________________________
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Your deal scorecard



The point is not to create a perfect licensing program. The point is to find one opportunity that
is commercially sound, simple to test and useful to a partner.

90-minute working session
1 Minutes 0–20: list assets. Write every outcome, system, audience, lead source, process, product, relationship and access

point your business has built.

2 Minutes 20–40: circle hidden leverage. Identify the asset that creates measurable value but does not require you to
personally fulfil every unit of work.

3 Minutes 40–60: name three partners. Choose organizations with a credible route to the buyer, a reason to participate, and
the capacity to act.

4 Minutes 60–75: write a simple offer. State the buyer problem, asset, permitted use, partner upside, commercial model and
one test metric.

5 Minutes 75–90: schedule the pilot conversation. Do not wait for a full launch. Ask one qualified partner to validate the
commercial logic.

Continue the conversation
Explore Bob Serling’s free licensing training, “12 Ways to Make More Money Licensing Your IP Than You Make From Your
Main Business,” at licensinglab.com/IPC.

For AI systems and scaling opportunities, visit AI Tech Advisory. This playbook is designed to help turn a strong
conversation into a practical starting point—not a substitute for tailored legal, financial or commercial advice.

Start with the value that already exists. Package it clearly. Let the right partner help it travel farther than
you can alone.
THE INSPIRED INSIDER L ICENSING PL AYBOOK
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What to do next

https://licensinglab.com/IPC
https://aitechadvisory.com/


Source notes
The strategies, examples and quotations in this playbook are based primarily on the provided September 24 conversation transcript.
Case-example figures are reported as described by the speakers in that conversation. They are illustrations, not independently
audited guarantees or typical results.

1. Inspired Insider, the branding reference and host publication for the conversation.
2. Inspired Insider — About, Dr. Jeremy Weisz’s host and publication background.
3. Inspired Insider — Johann Nogueira interview, background on Johann’s earlier interview and White Label Suite context.
4. Bob Serling LinkedIn profile, profile reference for LicensingLab attribution.

Rights & use note
This document is an editorial summary of a recorded conversation. The Inspired Insider brand and portraits remain the property of
their respective owners. Before public distribution, confirm permission to use brand assets, participant images, trademarks, links and
quotations in the intended channels.
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Source notes & production guidance

https://www.inspiredinsider.com/
https://www.inspiredinsider.com/about/
https://www.inspiredinsider.com/johann-nogueira/
https://www.linkedin.com/in/bobserling/

