
Idea Validation
An Introduction from an "Innovation major gone Engineer"

That's me!
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Immersive VR fitness experiences that allow users to join live 
classes or explore exotic locations while exercising from home.

Jane John

They've worked on this idea in secret for a long time. They would 
like us to be their partner for making it a reality.

How can we get started?

How much evidence do they have for any of these points on the 
canvas? 🤔

We should identify which of the points in that business model 
canvas are the most likely to kill the idea. Rank them by level of 

risk.

How can we reduce that risk?

The Context - FitReal VR

When Should You Trust Your Gut?
YouTube

Why does this matter?

 ntrs.nasa.gov

Error Cost Escalation
Through the Project
Life Cycle - NASA
Technical Reports
Server (NTRS)
It is well known that the costs to fix
errors increase as the project matures,
but how fast do those costs build? A
study was performed to determine the
relative cost of fixing errors discovered
during various phases of a project life
cycle.

Why should Engineers care?

https://www.sciencedirect.com/science/article/abs/pii/S0950584909000111

We don't have to and shouldn't be scientists about everything.

TLDR - it depends 🤓:

You are an expert in the industry and know 
the problem / are opinionated about it.

--> Don't over-​analyse too much. You 
probably have a lot of knowledge internalised 
and your intuition will likely point in the right 
direction.

You are new to the domain / breaking into 
new territory.

--> Do NOT trust your gut. Be methodical and 
learn as much as you can.

Aka: Are you BRINGING expertise or are you 
BUILDING expertise.
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Search trend Analysis

Online Search

Customer Interview Discovery Survey Landing Page

Concierge
...



Search Trend analysis

... for comparisons / trends

* Use Topics where available
* Compare things on similar level of 
specificity
* Look up terms / keywords directly
* Google or YouTube? Depends.

... for orders of magnitude / 
competition

* can give you search-​volume ranges
* gives indications of competition
* limited to Google 



Exploratory Customer Interviews

Interviews are delicate. You want to learn about 
peoples lives and what they do - and your 
enemies are...

Interviewers...
... pitching
... asking leading questions
... steering interviews into their happy path
... unduely influencing with body language

Interviewees
... rationalising
... trying to be nice / good
... talking too little
... talking too much
... talking about their last fishing trip
....

Good interviews take a lot of practice, but there 
also are a couple of rules of thumb that can help 
you avoid the most common mistakes.



Exploratory Customer Interviews

Redirect ... to ...

Open / Broad concept

Specific Concept

Specific Concept

Write a Guide
Conduct an 
Interview

Revise the 
Guide

Repeat Conduct 
& Revise

Synthesise 
Learnings

Revise Value 
Proposition



Discovery Survey

We already know a decent bit - let's 
see if we find anything ELSE in our 
target crowd!



Landing Page

Create Landing Pages with CTAs using some free or cheap tool like Canva 
and place AdWords on interesting keywords to put it in front of the target 
audience.

* Time on Page
* Click-​Rate
* Newsletter Sign Ups

Do it multiple times to compare 
pitches with each other.

+



Prototype / COncierge / Wizard of Oz
Paul Graham: What does it mean to do t…
YouTube

Prototype
Abstraction of the actual
product to see if crucial 
aspect makes sense.

Not public.

Concierge
Openly perform the 
service manually for the 
target audience.

Public.

Wizard of Oz
Perform a lot of steps 
manually - but make it 
intransparent.

Public.

Does this work?

Did we miss 
anything?

Can we sell this?



Understand Levels of Validation

Prepare for Experiments

Execute

Learn

1.

2.

3.

4.

YOUR TASK



Engaging Workout 
Experience: Looking 
for an immersive and 

enjoyable workout 
experience that keeps 

them engaged.

Flexibility and 
Convenience: Being 

able to workout 
anytime without the 

need for a gym 
membership or 

commute.

Variety of 
Workouts: Access 
to a wide range of 
workouts to keep 
the routine fresh 
and challenging.

Monotony of 
Home Workouts: 

The repetitive 
nature of exercising
alone at home can 

be uninspiring.

Limited Space and 
Equipment: Lack of
space or not having 
the right equipment
to perform diverse 

workouts.

Difficulty Staying 
Motivated: Without
the environment of 

a gym or a group 
class, it can be hard 
to stay motivated.

Lack of Guidance: 
Not having a 

personal trainer or 
instructor to ensure
they are performing
exercises correctly.

Stay Fit and 
Healthy: Maintain 

or improve physical 
fitness and overall 

health from the 
comfort of their 

home.

Find Motivation to
Exercise: 

Overcome the 
boredom or lack of 

motivation often 
associated with 
home workouts.

Convenient 
Exercise Routine: 
Fit exercise into a 

busy schedule 
without the 

commute to a gym.

Access to Diverse 
Workouts: Explore a 

variety of fitness 
classes without 

needing access to a 
gym or multiple pieces

of equipment.

VR Fitness 
Classes: Offering 
a wide range of 

immersive virtual 
reality fitness 

classes.

Personalized 
Workout Plans: 
Custom workout 

plans that adapt to 
the user's progress, 

fitness level, and 
preferences.

Break the Monotony:
VR workouts provide a 
unique and immersive 
experience that makes

exercising at home 
more engaging.

No Equipment 
Necessary: Many 

classes designed to 
use body weight or 

minimal equipment,
making them ideal 
for small spaces.

Motivation Through 
Immersion: The 

immersive nature of VR, 
combined with social 

features like leaderboards 
and live classes, helps 
keep users motivated.

Expert Guidance: 
Virtual trainers and 
clear instructions 

within the VR 
environment ensure 

exercises are 
performed correctly.

Immersive 
Engagement: VR 

technology transports 
users to engaging 

environments, making 
workouts more 

enjoyable.

Utmost 
Convenience: 

Users can access a 
variety of classes at 

any time, fitting 
workouts into their 

schedule easily.

Diverse Workout 
Options: From yoga to 
high-​intensity interval 

training (HIIT), users can 
explore different fitness 

classes, keeping their 
routine exciting.

Home Workout Crowd (HWC)
Hypotheses Board
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We believe on-​
demand classes are

preferable to 
concrete class times

for the home-​
workout crowd.

We believe that 
the HWC is 

concerned about 
their execution 

form for 
exercises.

We believe the 
HWC wants 

variety in their 
workouts and is 
actively looking 

for new routines.

We believe 
that the HWC 
has difficulty 

staying 
motivated.

We believe the
HWC would 

enjoy an 
immersive  
experience.

We believe the 
HWC doesn't 
use a lot of 

equipment in 
their workouts.

We believe that it 
is comfortable / 
stable to wear a 
headset during a 

workout.

We believe the HWC
is tech-​savvy 

enough to own a 
Headset or is willing
to pay 400€ for it as

equipment.

PICK YOUR CARD

We believe that it is comfortable 
/ stable to wear a headset 
during a workout.

3 users still feel comfortable 
after a 15 minute workout.

??????

Whether users were able to 
perform exercises without 
worrying about the headset by 
both observation and an exit 
questionnaire where we rate the 
level of comfort and safety.
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Search trend Analysis

Online SEARCH

Customer Interview Discovery Survey Landing Page

Concierge
...

TeamColor

Digital Experiments

Customer Data

End to End Test



Engaging Workout 
Experience: Looking 
for an immersive and 

enjoyable workout 
experience that keeps 

them engaged.

Flexibility and 
Convenience: Being 

able to workout 
anytime without the 

need for a gym 
membership or 

commute.

Variety of 
Workouts: Access 
to a wide range of 
workouts to keep 
the routine fresh 
and challenging.

Monotony of 
Home Workouts: 

The repetitive 
nature of exercising
alone at home can 

be uninspiring.

Limited Space and 
Equipment: Lack of
space or not having 
the right equipment
to perform diverse 

workouts.

Difficulty Staying 
Motivated: Without
the environment of 

a gym or a group 
class, it can be hard 
to stay motivated.

Lack of Guidance: 
Not having a 

personal trainer or 
instructor to ensure
they are performing
exercises correctly.

Stay Fit and 
Healthy: Maintain 

or improve physical 
fitness and overall 

health from the 
comfort of their 

home.

Find Motivation to
Exercise: 

Overcome the 
boredom or lack of 

motivation often 
associated with 
home workouts.

Convenient 
Exercise Routine: 
Fit exercise into a 

busy schedule 
without the 

commute to a gym.

Access to Diverse 
Workouts: Explore a 

variety of fitness 
classes without 

needing access to a 
gym or multiple pieces

of equipment.

VR Fitness 
Classes: Offering 
a wide range of 

immersive virtual 
reality fitness 

classes.

Personalized 
Workout Plans: 
Custom workout 

plans that adapt to 
the user's progress, 

fitness level, and 
preferences.

Break the Monotony:
VR workouts provide a 
unique and immersive 
experience that makes

exercising at home 
more engaging.

No Equipment 
Necessary: Many 

classes designed to 
use body weight or 

minimal equipment,
making them ideal 
for small spaces.

Motivation Through 
Immersion: The 

immersive nature of VR, 
combined with social 

features like leaderboards 
and live classes, helps 
keep users motivated.

Expert Guidance: 
Virtual trainers and 
clear instructions 

within the VR 
environment ensure 

exercises are 
performed correctly.

Immersive 
Engagement: VR 

technology transports 
users to engaging 

environments, making 
workouts more 

enjoyable.

Utmost 
Convenience: 

Users can access a 
variety of classes at 

any time, fitting 
workouts into their 

schedule easily.

Diverse Workout 
Options: From yoga to 
high-​intensity interval 

training (HIIT), users can 
explore different fitness 

classes, keeping their 
routine exciting.

Home Workout Crowd (HWC)
Hypotheses Board
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We believe on-​
demand classes are

preferable to 
concrete class times

for the home-​
workout crowd.

We believe that 
the HWC is 

concerned about 
their execution 

form for 
exercises.

We believe the 
HWC wants 

variety in their 
workouts and is 
actively looking 

for new routines.

We believe 
that the HWC 
has difficulty 

staying 
motivated.

We believe the
HWC would 

enjoy an 
immersive  
experience.

We believe the 
HWC doesn't 
use a lot of 

equipment in 
their workouts.

We believe that it 
is comfortable / 
stable to wear a 
headset during a 

workout.

We believe the HWC
is tech-​savvy 

enough to own a 
Headset or is willing
to pay 400€ for it as

equipment.

PICK YOUR CARD

We believe that it is comfortable 
/ stable to wear a headset 
during a workout.

3 users still feel comfortable 
after a 15 minute workout.

??????

Whether users were able to 
perform exercises without 
worrying about the headset by 
both observation and an exit 
questionnaire where we rate the 
level of comfort and safety.
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Engaging Workout 
Experience: Looking 
for an immersive and 

enjoyable workout 
experience that keeps 

them engaged.

Flexibility and 
Convenience: Being 

able to workout 
anytime without the 

need for a gym 
membership or 

commute.

Variety of 
Workouts: Access 
to a wide range of 
workouts to keep 
the routine fresh 
and challenging.

Monotony of 
Home Workouts: 

The repetitive 
nature of exercising
alone at home can 

be uninspiring.

Limited Space and 
Equipment: Lack of
space or not having 
the right equipment
to perform diverse 

workouts.

Difficulty Staying 
Motivated: Without
the environment of 

a gym or a group 
class, it can be hard 
to stay motivated.

Lack of Guidance: 
Not having a 

personal trainer or 
instructor to ensure
they are performing
exercises correctly.

Stay Fit and 
Healthy: Maintain 

or improve physical 
fitness and overall 

health from the 
comfort of their 

home.

Find Motivation to
Exercise: 

Overcome the 
boredom or lack of 

motivation often 
associated with 
home workouts.

Convenient 
Exercise Routine: 
Fit exercise into a 

busy schedule 
without the 

commute to a gym.

Access to Diverse 
Workouts: Explore a 

variety of fitness 
classes without 

needing access to a 
gym or multiple pieces

of equipment.

VR Fitness 
Classes: Offering 
a wide range of 

immersive virtual 
reality fitness 

classes.

Personalized 
Workout Plans: 
Custom workout 

plans that adapt to 
the user's progress, 

fitness level, and 
preferences.

Break the Monotony:
VR workouts provide a 
unique and immersive 
experience that makes

exercising at home 
more engaging.

No Equipment 
Necessary: Many 

classes designed to 
use body weight or 

minimal equipment,
making them ideal 
for small spaces.

Motivation Through 
Immersion: The 

immersive nature of VR, 
combined with social 

features like leaderboards 
and live classes, helps 
keep users motivated.

Expert Guidance: 
Virtual trainers and 
clear instructions 

within the VR 
environment ensure 

exercises are 
performed correctly.

Immersive 
Engagement: VR 

technology transports 
users to engaging 

environments, making 
workouts more 

enjoyable.

Utmost 
Convenience: 

Users can access a 
variety of classes at 

any time, fitting 
workouts into their 

schedule easily.

Diverse Workout 
Options: From yoga to 
high-​intensity interval 

training (HIIT), users can 
explore different fitness 

classes, keeping their 
routine exciting.

Home Workout Crowd (HWC)
Hypotheses Board
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We believe on-​
demand classes are

preferable to 
concrete class times

for the home-​
workout crowd.

We believe that 
the HWC is 

concerned about 
their execution 

form for 
exercises.

We believe the 
HWC wants 

variety in their 
workouts and is 
actively looking 

for new routines.

We believe 
that the HWC 
has difficulty 

staying 
motivated.

We believe the
HWC would 

enjoy an 
immersive  
experience.

We believe the 
HWC doesn't 
use a lot of 

equipment in 
their workouts.

We believe that it 
is comfortable / 
stable to wear a 
headset during a 

workout.

We believe the HWC
is tech-​savvy 

enough to own a 
Headset or is willing
to pay 400€ for it as

equipment.

PICK YOUR CARD

We believe that it is comfortable 
/ stable to wear a headset 
during a workout.

3 users still feel comfortable 
after a 15 minute workout.

??????

Whether users were able to 
perform exercises without 
worrying about the headset by 
both observation and an exit 
questionnaire where we rate the 
level of comfort and safety.
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Engaging Workout 
Experience: Looking 
for an immersive and 

enjoyable workout 
experience that keeps 

them engaged.

Flexibility and 
Convenience: Being 

able to workout 
anytime without the 

need for a gym 
membership or 

commute.

Variety of 
Workouts: Access 
to a wide range of 
workouts to keep 
the routine fresh 
and challenging.

Monotony of 
Home Workouts: 

The repetitive 
nature of exercising
alone at home can 

be uninspiring.

Limited Space and 
Equipment: Lack of
space or not having 
the right equipment
to perform diverse 

workouts.

Difficulty Staying 
Motivated: Without
the environment of 

a gym or a group 
class, it can be hard 
to stay motivated.

Lack of Guidance: 
Not having a 

personal trainer or 
instructor to ensure
they are performing
exercises correctly.

Stay Fit and 
Healthy: Maintain 

or improve physical 
fitness and overall 

health from the 
comfort of their 

home.

Find Motivation to
Exercise: 

Overcome the 
boredom or lack of 

motivation often 
associated with 
home workouts.

Convenient 
Exercise Routine: 
Fit exercise into a 

busy schedule 
without the 

commute to a gym.

Access to Diverse 
Workouts: Explore a 

variety of fitness 
classes without 

needing access to a 
gym or multiple pieces

of equipment.

VR Fitness 
Classes: Offering 
a wide range of 

immersive virtual 
reality fitness 

classes.

Personalized 
Workout Plans: 
Custom workout 

plans that adapt to 
the user's progress, 

fitness level, and 
preferences.

Break the Monotony:
VR workouts provide a 
unique and immersive 
experience that makes

exercising at home 
more engaging.

No Equipment 
Necessary: Many 

classes designed to 
use body weight or 

minimal equipment,
making them ideal 
for small spaces.

Motivation Through 
Immersion: The 

immersive nature of VR, 
combined with social 

features like leaderboards 
and live classes, helps 
keep users motivated.

Expert Guidance: 
Virtual trainers and 
clear instructions 

within the VR 
environment ensure 

exercises are 
performed correctly.

Immersive 
Engagement: VR 

technology transports 
users to engaging 

environments, making 
workouts more 

enjoyable.

Utmost 
Convenience: 

Users can access a 
variety of classes at 

any time, fitting 
workouts into their 

schedule easily.

Diverse Workout 
Options: From yoga to 
high-​intensity interval 

training (HIIT), users can 
explore different fitness 

classes, keeping their 
routine exciting.

Home Workout Crowd (HWC)
Hypotheses Board
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We believe on-​
demand classes are

preferable to 
concrete class times

for the home-​
workout crowd.

We believe that 
the HWC is 

concerned about 
their execution 

form for 
exercises.

We believe the 
HWC wants 

variety in their 
workouts and is 
actively looking 

for new routines.

We believe 
that the HWC 
has difficulty 

staying 
motivated.

We believe the
HWC would 

enjoy an 
immersive  
experience.

We believe the 
HWC doesn't 
use a lot of 

equipment in 
their workouts.

We believe that it 
is comfortable / 
stable to wear a 
headset during a 

workout.

We believe the HWC
is tech-​savvy 

enough to own a 
Headset or is willing
to pay 400€ for it as

equipment.

PICK YOUR CARD

We believe that it is comfortable 
/ stable to wear a headset 
during a workout.

3 users still feel comfortable 
after a 15 minute workout.

??????

Whether users were able to 
perform exercises without 
worrying about the headset by 
both observation and an exit 
questionnaire where we rate the 
level of comfort and safety.
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