TUSANS

HOW TO TRANSLATE
STRATEGIC INTENT
INTOTESTABLE
OPPORTUNITY AREAS

Before You Validate Anything

WHERE THIS ISUSED AUDIENCE

» \Venture Studio programs e CEOs

o Corporate Incubators » Chiefs of Strategy

» Accelerators (corporate or government-backed) e Heads of Innovation

e CVC opportunity formation (pre-investment) o Corporate venture sponsors
Al Studio agent concept scoping e Senior operators responsible
» Foundry-as-a-Service engagements for shaping early opportunities
PHASE

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

Many organizations correctly define venture challenge statements and venture domains
but then fail to convert them into specific opportunity areas that can be tested. Instead,
teams jump prematurely into ideas, concepts, or solutions.

This guide explains how TURNS translates strategic intent into clearly defined opportunity
areas that are narrow enough to validate, comparable across options, and suitable for early
evidence gates. Done well, this step prevents scattershot experimentation and ensures
Discovery & Thesis Phase (Phase-One) effort produces decision-quality learning.
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THE CORE PROBLEM

After challenge statements and domains are set, teams often ask:

“So what should we build?”

This is the wrong question.

What typically follows:

* Brainstorming sessions that generate many ideas
* Early concepts that differ wildly in scope
* Inconsistent validation plans that cannot be compared

In GCC organizations, this is amplified by:

ﬂ Pressure to move @ Desireto @ Confusion between
quickly once demonstrate opportunity definition
alignment exists momentum and solution design

The real issue is this:

Without clearly defined
opportunity areas, early
validation produces noise,
not evidence.

Opportunity areas exist to translate

intent into something testable without
committing to solutions.
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PREREQUISITES

WHAT MUST BE IN PLACE?

* A clearly defined venture challenge statement
» One or more approved venture domains
» Agreement that this phase precedes ideation and build

ORGANIZATIONAL READINESS INDICATORS

* Willingness to delay solution design
» Comfort comparing multiple options objectively
* Acceptance that most opportunity areas will not progress

RED FLAGS (DO NOT PROCEED IF PRESENT)

* Teams are already sketching products or architectures
* Opportunity areas are framed as features or offerings
* Validation plans differ so much they cannot be compared

N

If these red flags exist, opportunity definition will

collapse into early build.
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STEP-BY-STEP PROCESS

111 ANCHOR OPPORTUNITY AREAS IN THE CHALLENGE STATEMENT

@ ACTION

Derive opportunity areas directly from
the venture challenge statement.

Each opportunity area should represent:

* A distinct way the problem might be
resolved

» A different customer behavior or
adoption path

» A different economic or operational logic

/A COMMON MISTAKES

* Treating opportunity areas as ideas
* Creating too many variations of the
same approach

v

© WHY IT MATTERS

Opportunity areas create
structured alternatives without
committing to answers.

& DECISION CHECKPOINT

Can each opportunity area
lead to a different “go / stop”
decision?

(5] TIME ESTIMATE
1 session

113 DESCRIBE OPPORTUNITY AREAS WITHOUT SOLUTIONS

@ ACTION

Write each opportunity areain
problem-oriented language.

Good structure: Avoid:
* Target customer * Product names
* Underserved need * Technology
or friction references
* Desired outcome * Delivery models
(not the mechanism)

/A COMMON MISTAKES

* Sneaking solutions into descriptions
» Using vague language to maintain flexibility

< WHY IT MATTERS

Solution-free descriptions
keep validation focused on
reality, not preference.

& DECISION CHECKPOINT

Could two teams interpret
this opportunity area
similarly?

5] TIME ESTIMATE
1 session
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11 NORMALIZE OPPORTUNITY SCOPE

@ ACTION & WHY IT MATTERS
Ensure opportunity areas are comparable in: Phase One decisions require
ST comparable evidence.

* Validation effort required
« Time to evidence & DECISION CHECKPOINT
Could we realistically
validate each opportunity

in the same cycle?

If one opportunity requires weeks and
another month, they are not comparable.

AN COMMON MISTAKES &5 TIME ESTIMATE
* Letting “big” opportunities dominate 30-60 minutes
discussion

* Ignoring validation cost asymmetry

v

X IDENTIFY THE KEY ASSUMPTION PER OPPORTUNITY

@ ACTION & WHY IT MATTERS

For each opportunity area, identify the Opportunity areas are

single assumption that matters most. tested by their weakest
assumption.

Typically related to:

» Customer willingness to change & DECISION CHECKPOINT

behavior . . .
If this assumption fails,

* Willingness to pay Id th .
» Adoption feasibility would the opportunity
clearly stop?

/A COMMON MISTAKES & TIME ESTIMATE

* Listing multiple assumptions 30 minutes
* Focusing on internal feasibility too early
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11 DEFINE COMPARABLE EVIDENCE REQUIREMENTS

@ ACTION © WHY IT MATTERS
Define what evidence would be required Comparable evidence enables
for each opportunity to progress. rational prioritization.

Evidence should be:

* Observable N & DECISION CHECKPOINT
» Comparable across opportunities Could we rank opportunities
* Collectable within weeks using only this evidence?

AN COMMON MISTAKES & TIME ESTIMATE

* Tailoring evidence to favor a 30 minutes

preferred option
* Accepting qualitative enthusiasm as
evidence
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DECISION FRAMEWORKS

OPPORTUNITY AREA QUALITY TEST

Proceed only if the opportunity areais:

1. 2. 3.
Problem-defined Comparable Decidable
No solution implied Similar scope and Clear evidence can
validation effort advance or stop it

If any condition fails, refine the
opportunity area.
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RESOURCE REQUIREMENTS

K[

PEOPLE

* One accountable
sponsor

* One venture operator
coordinating Phase
One work

» Access to customer-
facing experts

&

BUDGET

* Minimal

* Research and early
validation only

&
TOOLS

* Simple comparison
tables

* Al may support
synthesis, not
evaluation



HOW TO TRANSLATE STRATEGIC INTENT
INTO TESTABLE OPPORTUNITY AREAS T U ﬂ N 8

COMMON FAILURE MODES

FAILURE MODE: OPPORTUNITY AREAS BECOME IDEAS

Early signal Q Correction @

Product features Rewrite in problem-only
appear in descriptions language

FAILURE MODE: OPPORTUNITIES ARE NOT COMPARABLE

Early signal Q Correction
Validation plans Normalize scope or
differ drastically split opportunities

FAILURE MODE: PREFERRED OPTION IS PROTECTED

Early signal Q Correction

Evidence standards vary Enforce identical
by opportunity evidence requirements
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SUCCESS METRICS

K n

LEADING INDICATORS LAGGING INDICATORS
* Opportunity areas are described consistently * Cleaner prioritization decisions
* Validation effort is comparable across options * Faster Phase-One cycles
» Teams delay solution design comfortably » Fewer rework loops downstream
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EXAMPLE USE CASES

This approach is typically applied when:

* A corporate must choose between multiple ways to address a strategic problem
» A venture studio needs to prioritize where to invest validation effort
* A CVC team wants to shape opportunity theses before sourcing

* An Al Studio needs to define which workflow problems to target first

* An accelerator sponsor wants comparable pilot pathways

12
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NEXT STEPS

After defining opportunity areas:

Select which opportunities
enter validation

Lock evidence requirements
before execution

Explicitly pause non-selected
opportunities

Opportunity areas that
are not selected should
not quietly persist.
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CHECKLIST (CHEAT SHEET)

A. READINESS

[0 Venture challenge statement is approved
[0 Venture domains are defined
[0 Agreement exists to delay solution design

B. OPPORTUNITY DEFINITION

[0 Each opportunity is problem-defined
[0 No solution or technology is implied
[0 Target customer is explicit

[0 Desired outcome is clear

C.SCOPENORMALIZATION

[0 Opportunity areas are comparable in scope
[0 Validation effort is similar across options
[0 Time to evidence is realistic and aligned

D. KEY ASSUMPTIONS

[0 One dominant assumption identified per opportunity
[0 Assumption is customer or adoption related
[ Failure of the assumption would clearly stop the opportunity

E. EVIDENCE REQUIREMENTS

[0 Evidence is defined before validation starts
[0 Evidence is comparable across opportunities
0 Evidence can be collected within weeks

FINAL CHECK

[0 Opportunities can be ranked objectively
[0 No option is implicitly protected

If opportunities cannot be compared — Redefine them
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