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HOW TO RUN EARLY
VALIDATION WITHOUT
BUILDING ANYTHING

Learning Fast VWhile Controlling Downside

WHERE THIS ISUSED AUDIENCE

 Venture Studio programs s CHES

» Corporate Incubators e CFOs

 Accelerators (corporate or government-backed) o Chiefs of Strategy

o CVC opportunity validation (pre-investment) e Heads of Innovation

» Al Studio agent feasibility checks » \Venture operators responsible
» Foundry-as-a-Service engagements for Phase-One outcomes
PHASE

Discovery & Thesis (Phase One): Pre-build / Pre-funding / Pre-team
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EXECUTIVE SUMMARY

Many organizations equate validation with building. As a result, they commit time, teams,
and credibility before learning whether an opportunity is real.

This guide explains how TURNS runs early validation without building anything in Discovery
& Thesis Phase (Phase One). The focus is on testing customer behavior, willingness to pay, and
adoption constraints using lightweight, reversible methods. Done correctly, early validation
produces decision-quality evidence quickly while keeping downside tightly controlled.

-

i

-t
BA=z

| |

Eil
i
pLERE

=ea

R
J:!;
L

EHEE
=

-
=5

.y
‘_‘,aii—-*""'"

et

ok 52

44




HOW TO RUN EARLY VALIDATION 8
WITHOUT BUILDING ANYTHING T U ﬂ N

THE CORE PROBLEM

After opportunity areas are defined, This creates three problems:
teams often default to action:

* “Let’s build a prototype.” * Build work substitutes for learning
* “Let’s stand up a pilot.” » Weak signals are mistaken for traction
* “Let’s show something.” * Stopping becomes politically and

emotionally costly

In GCC organizations, this tendency is amplified by:

P Cultural bias toward —  Desire to demonstrate Misalignment between
‘50‘3 2 Q exploration and
delivery expectations

tangible output 2 progress to leadership

The real issue is this:

When validation requires
building, teams stop learning
and start defending.

Phase One validation exists to o ®
disprove assumptions cheaply, ¥ i
not to prove commitment. ’

| pelieve in betl8
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PREREQUISITES

WHAT MUST BE IN PLACE?

» Approved venture challenge statement
* Defined venture domains and opportunity areas
* Clear Phase-One governance and decision cadence

ORGANIZATIONAL READINESS INDICATORS

* Willingness to test assumptions directly with customers
* Acceptance that validation may end in a stop
» Comfort with non-build evidence

RED FLAGS (DO NOT PROCEED IF PRESENT)

« Validation success is defined as “having a demo”
* Teams are rewarded for output rather than learning
* Build timelines are already committed

AV

If these exist, early validation will
collapse into early delivery.

WITHOUT BUILDING ANYTHING

TUANS
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STEP-BY-STEP PROCESS

11 START WITH THE DOMINANT ASSUMPTION

A

@ ACTION

Identify the single assumption that
determines whether the opportunity
should proceed.

Usually related to:

» Customer pain severity
* Willingness to pay
» Adoption feasibility

/A COMMON MISTAKES

* Testing multiple assumptions at once
* Starting with what is easiest to test

113 CHOOSE THE LIGHTEST POSSIBLE TEST

@ ACTION

Design a test that answers the assumption
with the least commitment possible.

Common non-build tests include:

* Structured customer conversations
* Pricing and willingness-to-pay tests
* Process walk-throughs

* Manual or concierge simulations

/A COMMON MISTAKES

» Over-engineering tests
* Treating realism as accuracy

© WHY IT MATTERS

Validation should attack
the weakest point first.

& DECISION CHECKPOINT

If this assumption fails,
would we stop?

& TIME ESTIMATE

30 minutes

< WHY IT MATTERS

The lighter the test, the
easier it is to stop.

& DECISION CHECKPOINT

Could this test run without
engineers or procurement?

5] TIME ESTIMATE

1 session



11 DEFINE WHAT EVIDENCE WILL COUNT

N

@ ACTION
Specify in advance what outcomes constitute:

* Pass
* |nconclusive
* Fail

Evidence should be:

* Observable
* Documentable
» Comparable across opportunities

/A COMMON MISTAKES

* Accepting enthusiasm as validation
» Changing criteria mid-test

X TIME-BOX THE VALIDATION CYCLE

@ ACTION
Set a strict time limit for validation.
Typical ranges:

» 2-4 weeks for early signals
» 4-6 weeks for higher-friction tests

/\ COMMON MISTAKES

» Extending timelines to “get better data
* Letting validation drift into delivery

”n
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& WHY IT MATTERS

Without predefined
criteria, teams rationalize
weak results.

& DECISION CHECKPOINT

Would two reviewers reach
the same conclusion?

5 TIME ESTIMATE
30 minutes

& WHY IT MATTERS

Time pressure forces focus
and decision-making.

& DECISION CHECKPOINT
Is there a fixed decision date?

5 TIME ESTIMATE
15 minutes
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1 CLOSE THE LOOP WITH A DECISION

@ ACTION © WHY IT MATTERS

At the end of the cycle, enforce a decision: Learning without decisions
«Go is wasted effort.

» Hold (with conditions)

* Stop & DECISION CHECKPOINT
Document the outcome and rationale. Is the outcome recorded

and enforced?

/A COMMON MISTAKES

» Allowing “one more test” & TIME ESTIMATE
* Avoiding explicit stop calls Ongoing
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DECISION FRAMEWORKS

EARLY VALIDATION QUALITY TEST
Validation is working if:

1. 2, 3.

Tests are lightweight Evidence is predefined Stop decisions occur
and reversible and observable regularly

If validation feels heavy or
defensive, it is too late.

e
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RESOURCE REQUIREMENTS

fo3 6) &

PEOPLE BUDGET TOOLS

* One venture operator * Minimal * Interview guides
running validation « Research. interviews and evidence logs

* Access to customers and lightweight * Simple tracking
or customer proxies testing only templates

* Sponsor for decision * Al may assist
review synthesis, not

interpretation
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COMMON FAILURE MODES

FAILURE MODE: VALIDATION BECOMES PROTOTYPING

Early signal

Engineers pulled in early

FAILURE MODE: EVIDENCE IS AMBIGUOUS

Early signal

“Mixed feedback” conclusions

FAILURE MODE: STOPS ARE AVOIDED

Early signal

Endless extensions

Correction @

Strip test back to manual methods

Correction @

Tighten pass/fail criteria

Correction @

Enforce time-boxing and outcomes
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SUCCESS METRICS

K
LEADING INDICATORS

* Short validation cycles

* Clear pass/fail outcomes

* Low sunk cost per test

n

LAGGING INDICATORS
» Fewer initiatives entering build prematurely
* Faster Phase-One throughput

* Higher confidence at escalation

11
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EXAMPLE USE CASES

This approach is typically used when:

* Testing willingness to pay before product design

* Assessing adoption barriers in regulated environments
* Validating Al agent usefulness before automation

* Screening opportunities before CVC diligence

* Running accelerator pilots without heavy infrastructure

TUANS
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NEXT STEPS

After early validation:

Apply governance
outcomes consistently

Escalate only opportunities
with clear evidence

Prepare Phase-Two
work separately

Phase One ends the PR
moment build 'I‘
becomes unavoidable. < ol
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CHECKLIST (CHEAT SHEET)

A.READINESS

[0 Opportunity area is clearly defined
0 Dominant assumption is identified
[0 Governance cadence is set

B. TEST DESIGN

[0 Test targets the dominant assumption
[ Test avoids building or engineering work
[0 Test can be reversed easily

C.EVIDENCE DEFINITION

[0 Pass / fail criteria are defined upfront
[0 Evidence is observable and documentable
[ Criteria are consistent across opportunities

D.STOP DISCIPLINE

[0 Validation cycle is time-boxed
[0 Scope is tightly controlled
[0 No additional tests added mid-cycle

E. DECISION CLOSURE

[0 Go / hold / stop decision is made
[0 Outcome is documented
[0 Next steps are explicit

FINALCHECK

[0 Validation produced a decision
[1 Stopping felt easy, not painful

If stopping feels hard — You built too much
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