Top (No1) Accelerator Application Form - Q&A Answers Feb 2026

Who writes code, or does other technical work on your product? Was any of it done
by a non-founder? Please explain.

Current Execution: Jesus Alvarez (Founder and CEO, BytePeaks, Barcelona/Malaga-
based fractional CTO) handles all technical implementation. 8+ years building systems
serving millions of users. Former Technical Lead at Freepik (7-engineer team, 40M+
resources monthly, 10+ microservices). Expertise: Python, Kubernetes, Al development,
cloud platforms, scalable architecture.

My Technical Foundation: | built 1,150 pages of technical specifications through
systematic Claude Al collaboration over 3 years. These aren't generic specs - they're
professional-grade architecture documentation defining exactly what to build, why, and
how. This $1.5M+ consulting-equivalent work is done. Jesus executes against these
specifications.

Why Fractional CTO Works: At MVP stage, we need execution capability, not equity
dilution. Jesus provides professional technical leadership through YC batch. Post-

batch, YC helps me source committed USA-based CTO. Then Jamie (ITV Al Product
Manager) and Matthew (BBC Senior Engineer) join full-time with equity.

Strategic Partner Option: Advanced discussions with Bosch on technical/strategic
partnership. They're coincidentally launching "Constitutional Memory" research in Al
governance (led by Mihai Ciprian Chezan). Potential for technical collaboration.

My Role: Product vision, market strategy, enterprise architecture, specifications,
fundraising, regulatory positioning.

Are you looking for a cofounder?

Yes - Specifically CTO/Technical Co-Founder (Highest Priority)

Profile Needed: Al infrastructure experience, security architecture background,
enterprise Saa$S platform building, USA-based (post-YC). Must understand intersection
of Al governance, data sovereignty, and mid-market compliance requirements.
Current Gap: Jesus (fractional CTO) provides execution during batch, but we need
committed technical leadership who can scale to Series A and beyond. This role
demands rare combination: Al/ML expertise + enterprise security + regulatory
understanding.

Strategic Timing: Better to find right CTO with YC validation + early traction than rush
into equity commitment with wrong partner. YC network essential for sourcing this
specific talent profile.

Also Open To:
¢ Enterprise Sales Co-Founder/CRO: Mid-market Saa$ track record, compliance-driven
sales



* Regulatory/Compliance Co-Founder/CCO: EU Al Act/GDPR expertise, enterprise risk
management

Current Strength: 100% equity flexibility to attract category-defining talent once YC
validates market fit.

Founder Video
Company:

Company name
Constitutional Memory

Describe what your company does in 50 characters or less.
Al governance infrastructure with data sovereignty

Company URL, if any
https://www.thinkbigpartnership.com/claude.html

Please provide a link to the product, if any.
https://nebula.wsimg.com/4ef7b5ffc6026e159e1380271c8ec697?AccessKeyld=95B67
37F98B38E354D56&disposition=0&alloworigin=1

What is your company going to make? Please describe your product and what it
does or will do.

We're building the Al governance infrastructure layer for the 85% of mid-market
enterprises that have no affordable solution today.

The Crisis: 92% of Fortune 500 use ChatGPT, but all employee data flows to OpenAl's
servers. EU Al Act starts enforcing €35M fines August 2025. Current solutions force
companies to choose: (1) ban Al (competitive suicide), (2) surveillance tools employees
resist ($1K-2K/user/year), or (3) ChatGPT Enterprise audit logs with no real-time
protection.

Our Solution: BlackVault™ middleware architecture where Al providers receive ZERO
company data:

1. Employee profiles stored in customer vault (on-premises or private cloud) - never
sent to Al providers

2. Dynamic context injection - our middleware injects relevant context per query

3. Stateless API processing - Al providers receive query + context for single interaction
only

4. Result: 62% better Al responses (validated) + complete data sovereignty + regulatory
compliance

Why This Wins:
¢ Works in China/Russia/MENA where ChatGPT Enterprise is legally prohibited
e Competitors architecturally CAN'T copy (business models require customer data)



¢ $4.8B market with 18-month first-mover window before Microsoft/Google rebuild
Starting with £500K EDU MVP (1,000 students, university partnerships), then $50M
Series A for enterprise scale.

Where do you live now, and where would the company be based after YC?

Current: Malaga, Spain / Malaga, Spain After YC: Malaga, Spain / San Francisco, CA,
USA (or London, UK)

Explain your decision regarding location.

During YC: Remain Malaga-based for cost-efficient development during batch. Jesus
Alvarez (fractional CTO) also Spain-based through BytePeaks. I'll attend critical YC
events in SF, participate remotely otherwise.

Post-YC Primary Option - San Francisco: Critical for Series A access, proximity to
enterprise SaaS investors, direct access to Al companies (OpenAl, Anthropic, Google),
established YC alumni network for technical recruiting. For $4.8B enterprise Al
governance market, capital and customers concentrate in SF.

Post-YC Alternative - London: Jamie/Matthew based there (easier full-time recruitment),
natural hub for European enterprise market, EU Al Act compliance built-in, strong IP
protection framework, family support network.

Decision Driver: Company goes where technical talent, customers, and capital
concentrate. Will relocate to SF if YC acceptance enables USA-based CTO recruitment
and Series A positioning.

Progress:
How far along are you?

I've been 3 years 100% focused on this, and frustrated by YC rejections. Now its being
driven by Al legislation and Enterprise and Al-platform compliance requirements; and
the future governance market growth opportunity which is unquestioned. meanwhile we
are ahead of the pack.

Our Pre-Product, Post-Specification:

Completed:

. 1,150 pages technical specifications (system architecture, data sovereignty
implementation, 170-question assessment framework, multi-platform integration)

. . 62% Al response improvement validated through controlled testing

. Market research: $4.8B TAM validated, competitive analysis, regulatory landscape
mapped

. . Fractional CTO engaged: Jesus Alvarez (BytePeaks) - 8+ years experience, systems
serving millions



o University partnership discussions: Universidad de Malaga, UPC Barcelona, LBS,
City St George's, ...

. Strategic partner/ investor interest: Bosch, Mendoza Ventures, family offices

o Techstars NYC top 15% (we reached final round) - feedback: "compelling vision,
needs proof-of-concept". Now focusing on YC/Alchemist/Microsoft Startups/EIT Digital
and others

In Progress:

¢ University pilot agreements (detailed discussions in Spain, UK, and USA - will depend
on location of funder and company operational base)

e Accelerator applications (YC, Techstars, Alchemist, AWS Activate,Accel Atoms,
Berkeley, A12, others - ongoing while YC adjudicates)

¢ Strategic partnership outreach (in discussion with Bosch R&D and Bosch Ventures
about combined "Constitutional-Memory" Research/Commercialization JV). Proton
also approached.

Next 6 Months (Post-Funding):

¢ Month 1-2: Core platform MVP development (assessment, middleware, API
integrations)

e Month 3-4: University pilot launch (100 students) [OR select Enterprise clients if major
partner on-board who will provide intros.]

* Month 5-6: Expand to 500-1,000 users

* Month 6: Series A prep materials

Current Status: Need capital to execute, not to figure out what to build.

IMPORTANT PROGRESS - FAST TRACKING SERIES A/B, potentially immediately after
YC acceptance to program:

We've identified 40+ European enterprises as strategic stakeholders, validating both
market demand and multiple paths to scale:

TARGET ENTERPRISES (Active Outreach):

* German Industrial: Bosch [already contacted and in discussion] (429K employees),
Siemens (311K), SAP (108K)

¢ UK: Rolls-Royce, Prudential, Sage Group, BT Group

¢ French: Orange, Thales, Dassault Systemes

¢ Swiss: Roche, Zurich Insurance

¢ Spanish: Telefénica [contacted due to my current Spanish base]

STRATEGIC VALUE TO YC PATH:

1. ENTERPRISE VALIDATION (Immediate)

* 40+ European enterprises identified as strategic targets representing 2M+ total
employees. Realistic Year 1 pilot: 100K-250K users across 5-10 enterprise partners,
scaling to 5M addressable by Year 5-7

¢ £5-10M per-enterprise willingness to fund governance infrastructure

¢ Validates product-market fit before we build



2. FASTER TIME-TO-REVENUE (12-18 months)

¢ Enterprise customers pre-identified

* Bosch R&D independent validation: Researcher independently published
'Constitutional Memory' architecture (uncoordinated). Active discussions with Bosch
Innovation for potential partnership.

¢ Pilot deployments can begin immediately post-MVP

3. STRATEGIC EXIT IDENTIFIED (24-36 months)

¢ European industrials cannot build equivalent solution within regulatory timeline (18-
24 months)

¢ Acquisition value: €500M-1B by 2027-2028

e Strategic buyers identified pre-seed (unusual advantage)

4. DUAL-PATH OPTIONALITY

e Path A (Primary): YC > Seed > Series A > Strategic acquisition

¢ Path B (Alternative): YC > Seed » Corporate consortium (€60-120M) > European
infrastructure utility

¢ Both paths validated with same enterprise group

¢ Path selection based on optimal value creation, not lack of alternatives

WHY THIS MATTERS:

Most startups hope to find enterprise customers after building. We've identified 40+
enterprise customers worth €5-10M each BEFORE raising institutional capital. This isn't
a distraction from the VC path—it's proof that European enterprises recognize Al
governance as critical infrastructure they must fund, one way or another.

If YC-backed, these relationships become:
¢ Pilot customers (Year 1)

e Strategic investors (Series A)

¢ Acquisition candidates (exit)

If we pivot to alliance model, we return YC equity and transition to consortium
governance. Either way, the market opportunity is validated.

CURRENT STATUS:

e Corporate outreach materials prepared

¢ Target list prioritized (12-14 tier-1 candidates)

¢ |nitial conversations scheduled for Q2 2026

¢ Technical validation obtained (Bosch independent assessment)

This optionality strengthens our position and demonstrates that we've thought beyond
"build product, find customers, hope someone buys us." We know who the customers
are, what they'll pay, and who will ultimately acquire the technology.



How long have each of you been working on this? How much of that has been full-
time? Please explain.

Total Time Investment: 3 Years (2023-2026)

Year 1 (2023) - Philosophical Foundation:

* Wrote 6 books on personal sovereignty during COVID (2020-2023)

¢ |[dentified "privacy paradox": 78% want Al personalization, 82% fear data misuse

¢ Time: Part-time (writing books full-time, Constitutional Memory concept emerged)

Year 2 (2024) - Technical Development:

¢ Built 1,150 pages specifications through Claude Al collaboration
¢ Designed 170-question assessment framework

¢ Time: Full-time equivalent (6-8 hours/day, 5-6 days/week)

Year 3 (2025-2026) - Market Validation:

¢ Validated 62% Al enhancement through testing

* Researched Al governance market ($4.8B opportunity)
* Mapped competitive landscape

¢ Engaged Jesus Alvarez as fractional CTO

¢ Time: Full-time (8+ hours/day, 7 days/week)

Greg's Commitment: 100% full-time since mid-2024. Age 68 means this is my final big
swing - no hedging, no Plan B.

Jesus Alvarez: Fractional engagement (20 hours/week currently), full-time during YC
batch with proper funding. He has conducted full review of current architecture to
assess MVP strategies forimplementation (depending on funding available) viz. using
third-party tools for first 10,000 student users, then scaling; or launching higher cost
MVP with selected enterprise customers (if for example we sign up with Bosch)

What tech stack are you using, or planning to use, to build this product? Include Al
models and Al coding tools you use.

Current Specifications (Jesus Executing Against):

Frontend:

¢ React, TypeScript (university dashboard, admin panels)

¢ Tailwind CSS (responsive design)

Backend:

* Python, FastAPI (middleware orchestration, APl gateway)

* PostgreSQL (employee profiles, audit logs, compliance data)
* Redis (session management, caching)

Al Integration:

* OpenAl API (ChatGPT integration)

¢ Anthropic API (Claude integration)

* Google Al API (Gemini integration)

¢ Custom middleware layer (context injection, stateless processing)



Infrastructure:

¢ Docker, Kubernetes (container orchestration, scalability)
¢ Multi-cloud support: AWS, GCP, Azure

¢ AES-256 encryption at rest, TLS 1.3 in transit

Security:

e Zero-knowledge architecture

¢ On-premises, private cloud, or managed SaaS deployment options

¢ SOC 2 Type ll roadmap (Year 2)

Al Development Tools:

¢ Claude Al (specifications development - 1,150 pages of architecture)

¢ GitHub Copilot (code assistance)

e Cursor (development environment)

Strategic Design: Model-agnostic (works across all major LLMs), cloud-agnostic
(customer choice), security-first (zero-knowledge, data sovereignty).

Optional: attach a coding agent session you're particularly proud of.
CODING AGENT SESSION (Optional)

Note to YC: | (Greg) used Claude Al extensively to develop 1,150 pages of professional-
grade technical specifications. This systematic Al collaboration produced consulting-
equivalent documentation that Jesus now executes against. Key sessions:

Data Sovereignty Architecture Design (15+ hours across multiple sessions)

¢ Input: "Design middleware that injects context without persistent storage"

e Output: Complete BlackVault™ architecture specification

* Result: Zero-knowledge system maintaining Al performance while ensuring data
sovereignty

Assessment Framework Development (20+ hours)

¢ Input: "Create 170-question framework across 6 dimensions for Al personalization"

¢ Output: Complete questionnaire with scoring algorithms, weighting systems, privacy
controls

¢ Result: Validated 62% chat response enhancement without data collection
Multi-Platform Integration Design (10+ hours)

¢ Input: "Design single middleware that works with ChatGPT, Claude, Gemini APIs"

¢ Qutput: Platform-agnostic APl orchestration layer specifications

* Result: Model-agnostic architecture preventing vendor lock-in

What This Proves:

1. Al collaboration can produce $1.5M worth of consulting-grade documentation
2. Our product thesis works: Al enhancement through context, not data collection
3. lunderstand Al capabilities deeply enough to architect our governance platform
4. Jesus executes specifications, | provide strategic technical vision

Transcript Available Upon Request - Can provide detailed session exports showing
systematic architecture development.



Are people using your product?
No

When will you have a version people can use?

Within 3-months subject to MVP funding via YC +/or others (focused on Education
sector for pilot) OR (and preferably) immediately launching aggressive Enterprise model
if corporate partnerships and funding in place to fast track. Full partnership proposal
put to Bosch at the end of January. Alternative discussions with Universities also in
place. Education sector is to pilot the project cheaply and quickly; Enterprise sector is
the golden egg (see financial model)

Do you have revenue?
no

If you are applying with the same idea as a previous batch, did anything change? If
you applied with a different idea, why did you pivot and what did you learn from the
last idea?

This is my 4th YC application. Previous attempts:

1. First attempt: Applied with Matt as CTO - too early, concept unclear

2. Second attempt: Applied with Subra as CTO - team fit issues emerged, mixed loyalty
to multiple startups

3. Third attempt: Applied solo - lacked technical execution credibility

What Fundamentally Changed:

Market Timing is NOW:

¢ EU Al Act enforcement August 2025 (wasn't real deadline in previous apps)
¢ £35M fines create forcing function - not theoretical anymore

® 92% Fortune 500 using ungoverned ChatGPT = immediate crisis

* 18-month window before Microsoft/Google consolidate market

* $4.8B mid-market Al governance TAM validated by third-party research

Technical Foundation Complete:

¢ 1,150 pages of specifications = we know exactly what to build

¢ Validated 62% Al enhancement through data sovereignty architecture (proof of
concept works)

¢ Professional fractional CTO (Jesus/BytePeaks) executing during batch

® Clear technical succession: Jamie (ITV Al Product Manager) + Matthew (BBC Senior
Engineer) committed post-Series A

¢ Strategic partner discussions: Bosch launching "Constitutional Memory" research
(remarkable independent validation) Bosch R&D independent validation: Researcher
independently published 'Constitutional Memory' architecture (uncoordinated). Active
discussions with Bosch Innovation for potential partnership.



Strategic Positioning Shift: Previously positioned as privacy product. Now positioned as
enterprise infrastructure solving $4.8B market with regulatory forcing function. This isn't
exploration - it's execution against validated market crisis.

My CTO Strategy Evolution: Previous apps: Rushed into equity commitments with CTOs
who weren't fully committed or alighed. Current approach: Better to use YC batch +
resources to source right USA-based technical co-founder than dilute equity
prematurely. Jesus provides professional execution while | recruit category-defining
technical leadership.

Why YC NOW - What | Need:

1. Technical Resources: Access to Al engineers who can support Jesus during batch +
help source committed USA-based CTO

2. Enterprise Network: Warm intros to mid-market CISOs for beta pilots (financial
services, healthcare, legal)

3. Series A Positioning: YC brand essential for $50M raise (Year 2) - investors expect YC
validation for enterprise infrastructure plays

4. Speed Forcing Function: Batch structure forces 3-month MVP, hitting market before
August 2025 EU deadline

My Commitment: Age 68, final swing, 100% all-in. Not hobby, not exploration. If YC says
yes, Constitutional Memory gets built with every resource | have. If YC says no, I'll build
through other paths - but YC dramatically increases probability of success within the
critical 18-month window before Big Tech consolidation.

Key Difference from Previous Apps: I'm no longer looking for a CTO to make my
application credible. | have professional execution (Jesus), complete specifications
(1,150 pages), validated market crisis ($4.8B TAM, EU enforcement), and clear path to
technical leadership (Jamie/Matthew post-Series A). | need YC to help me recruit the
RIGHT CTO co-founder - not just any CTO to check a box.

If you have already participated or committed to participate in an incubator,
"accelerator" or "pre-accelerator" program, please tell us about it.

None yet, but several applications pending, and Bosch Startup program has been
discussed if YC reject
Idea

Why did you pick this idea to work on? Do you have domain expertise in this area?
How do you know people need what you’re making?

Personal Journey:

During COVID (2020-2023), | wrote six books on personal sovereignty and self-
determination. The core thesis: individuals should control their own data and identity,
not corporations. This was philosophical - until | started using ChatGPT.

The Moment:



I noticed ChatGPT gave generic responses because it knew nothing about me. To get
better results, | had to share context about my background, expertise, decision
patterns. But doing so meant giving OpenAl all my personal data permanently.

This created the "privacy paradox": | could have better Al (by sharing everything) OR
privacy (by sharing nothing), but not both.

The Realization:

After 25 years structuring infrastructure deals, | recognized this as a technical
architecture problem, not a behavioral one. You don't need to send data TO Al providers
to get personalized responses - you just need to inject context WITH each query.

Why This Matters Personally:

I'm 68. I've closed £10B+ in deals. | could retire comfortably. Instead, I'm building this
because data sovereignty is a fundamental human right, and Al is the battlefield where
this right will be won or lost. The philosophical books were preparation. Constitutional
Memory is the execution.

This isn't opportunistic - it's inevitable.

Do | have domain experience? - Yes - Three Overlapping Domains:

1. Infrastructure Deal Structuring (25+ Years):
Enterprise Al governance isn't a product problem - it's a deal structuring problem. You're
aligning stakeholders with conflicting incentives:

Employees want Al enhancement, resist surveillance

CISOs want compliance, resist productivity loss

Regulators want audit trails, can't dictate implementation

Al providers want customer data, resist sovereignty restrictions
CFOs want ROl proof, resist infrastructure spend

This is identical to international infrastructure projects I've closed:

$200M Dominican Republic water infrastructure
$400M Colombian energy projects
Multi-billion Asian/MENA port developments

All required aligning parties that never worked together, under frameworks that didn't
exist, across different regulatory regimes. Enterprise Al governance is the same
structure, different sector.

2. Regulatory Navigation (60 Countries):

As UK Trade & Investment Official Adviser, | navigated complex cross-border regulations
for infrastructure deals. EU Al Act compliance + data localization laws (China, Russia,
MENA) require the same expertise.

3. Al-Native Development (3 Years):



Built 1,150 pages of technical specifications through systematic Al collaboration. Not
traditional coding, but proves | understand Al capabilities deeply enough to architect
governance infrastructure around them.

Unique Combination: Most founders have product OR sales OR regulatory expertise.
Very few have all three for enterprise infrastructure.

How do | know people need it? -

Market Validation (Not Assumptions):

1. Regulatory Forcing Function (External Validation):

EU Al Act enforcement begins August 2025 with €35M fines

550+ US state Al bills introduced Q1 2025

Thisisn't "if" - it's "when." Compliance is mandatory, not optional.

2. Current Market Failure (Proven Gap):

92% of Fortune 500 use ChatGPT without adequate governance (OpenAl, 2025)
71.2% of Al data exposures occur through ChatGPT (Harmonic Security, 2025)
87% of leaks via personal ChatGPT accounts when corporate tools blocked

1.5M ChatGPT Enterprise seats deployed - companies using it despite sovereignty
concerns

3. Direct Customer Pull (Pre-Product):

CISOs asking "when can we pilot?" in informal conversations

Universidad de Malaga + UPC Barcelona initiated partnership discussions unsolicited
Mendoza Ventures + family offices expressing interest pre-MVP

Techstars NYC top 15% despite zero users (rare for infrastructure)

4. Validated Enhancement (Proven Technology):

62% Al improvement validated through controlled testing
Users who experienced it immediately asked "how do | get access?"

5. Zero Alternatives (Market Reality):

Mid-market ($10M-$1B revenue) has NO affordable data sovereignty solutions
Build-your-own costs $100M-$500M (Fortune 100 only)

ChatGPT Enterprise/surveillance tools don't solve sovereignty

The market isn't questioning IF this is needed - they're asking WHEN it's ready.

Who are your competitors? What do you understand about your business that they
don't?



Direct Competitors (Al Governance):

ChatGPT Enterprise (OpenAl): 1.5M seats, $60-100/user/month. All company data goes
to OpenAl servers. Cannot operate in China/Russia/MENA (data localization laws).
Audit logs are retroactive, not preventive.

Claude for Work (Anthropic): Limited release, same data sovereignty issue - all context
flows to Anthropic's servers.

Microsoft Copilot for M365: $30/user/month, locked to Microsoft ecosystem. Same
fundamental problem - data leaves customer control.

Employee Surveillance Tools (Teramind, ActivTrak, Veriato): $1K-2K/user/year.
Employees resist surveillance. Expensive for mid-market. Monitor but don't enhance Al.

Indirect Competitors:

DLP Tools (Nightfall Al, Netskope, Forcepoint): Block Al usage, don't enhance it. No
personalization capabilities.

Build-Your-Own Al (Fortune 100): $100M-$500M investment, 18-24 month builds. Only
accessible to <1% of companies.

Why We Win:

Only platform where Al providers receive ZERO company data. We enhance (62%
improvement) + govern simultaneously. Competitors either monitor/block OR send data
to Al vendors. None do both enhancement + sovereignty.

Geographic Advantage: We work in $20B+ markets where ChatGPT Enterprise is legally
prohibited. This isn't a feature - it's proof our architecture is fundamentally different.
What do we understand about our business that they don't? - Core Insight #1: Al
Governance and Al Enhancement Are the Same Problem

Everyone treats these as opposing forces:

Enhancement camp (OpenAl, Anthropic, Google): "Give us your data, we'll personalize
AIII
Governance camp (security vendors): "We'll monitor/block Al to protect you"

What we discovered: You don't need to send company data TO Al providers to get better
responses. You only need to inject context WITH each query.
Our BlackVault™ middleware proves this:

Store employee profiles in customer vault

Dynamically inject relevant context per query

Al provider receives: query + context (one-time), NOT employee data (persistent)
Result: 62% better responses WITHOUT data leaving customer control

Nobody else understands this is possible because they're stuck in old paradigm: "Better
Al requires more data collection."

We proved: "Better Al requires better context delivery, not data ownership."
Core Insight #2: Data Sovereignty Creates Bigger Markets Than It Restricts



Competitors see China/Russia/MENA data localization laws as market restrictions
($22.5B TAM for ChatGPT Enterprise).

We see market expansion ($42.5B-$76B TAM for Constitutional Memory).

Why: Global regulations are converging TOWARD data sovereignty, not away from it. EU
Al Act (2025), China's data residency, Russia's Federal Law 152-FZ, MENA requirements
- all strengthen our position while restricting theirs.

Competitors can't copy: Their business models REQUIRE customer data (model
training, lock-in, upselling). Ours doesn't. This architectural difference cannot be
retrofitted - requires complete rebuild (18+ months minimum).

How do or will you make money? How much could you make?

Revenue Model: Tiered Enterprise SaaS Subscriptions

Pricing Structure (Per User/Year):

Tier 1 (50-249 employees): £250-350/user > Average contract £45K
Tier 2 (250-999 employees): £375-500/user > Average contract £270K
Tier 3 (1,000-5,000 employees): £500-750/user > Average contract £1.25M

Why This Pricing Works:

2-10x ChatGPT Enterprise pricing ($60-100/user/month)

BUT: €35M fine >> software cost (compliance is hon-negotiable)
62% Al productivity improvement justifies premium

Data sovereignty has no substitute - can't buy elsewhere at any price

Unit Economics (Strong):

Gross margin: 85%+ (software SaaS, minimal COGS)
CAC: £150K-300K per customer

LTV: £1.6M-2.0M (3-year retention, conservative)
LTV:CAC ratio: 6:1to 10:1

Payback period: 12-18 months

Revenue Trajectory:

Year 1-2 (EDU MVP): £25K-100K ARR (university validation)

Year 3 (500 customers): £200M ARR (mid-market entry, profitability achieved)
Year 5 (1,000 customers): £600M ARR (mid-market scale)

Year 7+ (1,500+ customers): £1.2B ARR (large enterprise expansion)

Why We Can Charge Premium: Enterprise compliance budgets are $500K-$5M/year per
company. We're comfortably within that range. Pricing isn't constrained by competitors
- it's constrained by regulatory fine risk ($35M EUR) and productivity gains (62%
improvement).

How much COULD we make? - Conservative Path (Realistic):



Year 3 (2028): £200M ARR

500 enterprise customers (0.25% of 200,000 mid-market companies globally)
Average contract: £400K/year

Customer mix: 150 Tier 1 (£45K avg), 250 Tier 2 (£270K avg), 100 Tier 3 (£1.25M avg)
Operating margin: Break-even to +10%

Team: 75-100 employees

Year 5 (2030): £600M ARR

1,000 customers (0.5% market penetration)
Average contract: £600K/year

Operating margin: 30-35% (£180M-210M profit)
Team: 150-200 employees

Self-funded growth from cash flow

Year 7+ (2032+): £1.2B ARR

1,500+ customers (moving upmarket to larger enterprises)
Average contract: £800K/year

Operating margin: 40%+

Team: 250-300 employees

Exit Scenarios:

IPO (2032-2033): $12B-$18B valuation (8-12x revenue multiple at £1.2B ARR),
comparable to Snowflake, Datadog, CrowdStrike)

Strategic Acquisition (2030-2031): $1.5B-$3B (cloud providers/security vendors needing
data sovereignty)

Market Size Justification:

TAM: $42.5B-$76B globally (2030) including data sovereignty markets

SAM: $4.8B mid-market Al governance (2034)

Our £1.2B ARR = ~25% of SAM by Year 7 (aggressive but achievable given 18-month
moat + regulatory forcing function)

Key Growth Drivers:

Regulatory deadlines create batch adoption (50-100 pilots post-August 2025)
25% annual customer expansion (organic Al usage growth)

Reference acceleration (12-month » 6-month sales cycles)

Geographic expansion ($20B+ in markets where competitors prohibited)

This isn't Airbnb-scale revenue - but it's infrastructure-scale impact with enterprise
SaaS margins.

Which category best applies to your company?



B2B SaaS

If you had any other ideas you considered applying with, please list them. One may
be something we've been waiting for. Often when we fund people it's to do
something they list here and not in the main application.

Primary Commitment: Constitutional Memory is THE idea. I'm 68, this is my final swing,
I'm all-in. But here are adjacent problems I've thought about that share the same data
sovereignty foundation:

1. Al Agent Governance Platform (2027-2028 horizon)

Constitutional Memory for autonomous Al agents, not just employees. As agents
proliferate (scheduling, research, coding), they'll need governed data access, decision-
making transparency, cross-agent communication controls. Same BlackVault™
architecture, different use case. Could be next product or separate company.

2. Government Al Infrastructure (Public Sector)

Data sovereignty is national security for governments deploying citizen-facing Al
(healthcare, education, benefits). Constitutional Memory architecture adapted for G2C
(government-to-citizen) Al where data CANNOT leave national borders. Massive market
(governments worldwide), but 3-5 year sales cycles.

3. Al-Powered Infrastructure Deal Structuring Platform

My 25 years closing £10B+ deals taught me: deal structuring is pattern matching across
stakeholders, regulations, precedents. Al could dramatically accelerate this, but needs
governance (competitive intelligence, confidential terms, client data). Constitutional
Memory solves the governance layer - could build the deal structuring Al on top.

4. Regulatory Compliance Automation (Beyond Al)

EU Al Act is first of many Al regulations. Platform that automatically maps company
operations to regulatory requirements, generates compliance documentation,
maintains audit trails. Constitutional Memory focuses on Al governance; this broadens
to all Al-related compliance.

Why I'm Sticking with Constitutional Memory:

Largest immediate market ($4.8B)

Regulatory forcing function (August 2025) creates urgency

18-month first-mover window (can't wait 3-5 years for government sales)

Agent governance/public sector become Year 5-7 products, not separate startups

What Excites Me Most:

If YC funded us to build #2 (Government Al Infrastructure) instead of Constitutional
Memory, I'd be thrilled. Public sector data sovereignty has bigger civilization-scale
impact. But commercial enterprise market funds the development faster, then we take
proven architecture to governments.



Equity:

Have you formed ANY legal entity yet?

No

If you have not formed the company yet, describe the planned equity ownership
breakdown among the founders, employees and any other proposed stockholders.
If there are multiple founders, be sure to give the proposed equity ownership of
each founder and founder title (e.g. CEO). (This question is as much for you as us.)

I will retain my 100% equity at outset to share with future CTO and other partners, also
influential potential partners with whom | am talking (eg Mendoza Ventures, Boston and
others). Several options are being tabled with Bosch [Axel Deniz Exec Director
Innovation] (from Research partnership to full strategic relationship, the latter will
involve substantial equity share). These discussions are taking place as the YC
application is being made, | am also talking with Saudi investsors

Have you taken any investment yet?
no

Are you currently fundraising?
Yes

Please provide any relevant details about your current fundraise.

CORPORATE VALIDATION AS CO-INVESTORS: We've identified 40+ European
enterprises (eg. Bosch, SAP, Siemens, Rolls-Royce, Prudential, Orange, Roche) as
strategic stakeholders (after YC acceptance). We seek to secure 10-14 but each
represents €5-10M potential funding commitment, validating market demand pre-
product. These serve as: (1) pilot customers [40+ European enterprises identified as
strategic targets representing 2M+ total employees. Realistic Year 1 pilot: 100K-250K
users across 5-10 enterprise partners, scaling to 5M addressable by Year 5-7] (2) Series
Ainvestors, (3) strategic acquirers (€500M+ exit by 2028). Dual-path optionality (VC-
backed vs. corporate consortium) demonstrates we're not hoping for product-market
fit—we've pre-validated it with enterprises who must solve this problem regardless of
our funding path.

In terms of Bosch R&D independent validation: Researcher independently published
'Constitutional Memory' architecture (uncoordinated). Active discussions with Bosch
Innovation for potential partnership. We are ready to reach out to all 40 companies (and
hopefully secure 10-14) once we are in the program (it even enhances our strategy to
keep this out of the monopoly hands of an acquirer like Google, Meta, Amazon,
Microsoft, Palantir - whose models create structural conflicts with governance
neutrality). IBM would stay as potential eventual acquirer however - deep history with
enterprise trust and standards (not surveillance led)

Curious:



What convinced you to apply to Y Combinator? Did someone encourage you to
apply? Have you been to any YC events?

This is my 4th Application! YC is the passport/support to turn this into a multi-billion
dollar Al infrastructure project (and secure substantial Series A/B financing)

How did you hear about Y Combinator?
Everyone has heard of YC (and if they haven't they will have when the world starts using
Constitutional-Memory Al-governance platform for complete data sovereignty)



