
Module 3: Ident ifying and 
Validat ing XR Business Ideas
From in s p ira t ion  t o  a c t ion a ble  opport u n it y: A pra c t ic a l gu ide  t o  ide n t ifyin g , 
re fin in g , a n d  va lida t in g  XR bu s in e s s  ide a s  fo r e n t re pre n e u rs  a n d  s t a rt u ps .



Learning Object ives

1

Underst and Viable XR Business 
Ideas

Ide n t ify t h e  ke y c h a ra c t e ris t ic s  t h a t  
t ra n s fo rm a n  XR c on c e pt  in t o  a  
le g it ima t e  bu s in e s s  opport u n it y wit h  
ma rke t  po t e n t ia l

2

Apply Pract ical Validat ion Tools

Le a rn  a n d  imple me n t  s ys t e ma t ic  
a pproa c h e s  t o  t e s t  a s s u mpt ion s , 
ga t h e r fe e dba c k, a n d  re fin e  you r XR 
bu s in e s s  c on c e pt

3

Guide Problem-Solut ion 
Alignment

De ve lop  t h e  s kills  t o  e n s u re  you r XR 
t e c h n o logy d ire c t ly a ddre s s e s  ge n u in e  
ma rke t  n e e ds  a n d  u s e r pa in  po in t s



What  Makes an XR Idea a Business Opport unit y?

Solves a Real, Specif ic Problem

Addre s s e s  ge n u in e  pa in  po in t s  t h a t  e xis t in g  s o lu t ion s  c a n 't  
s o lve  e ffe c t ive ly

Technical & Economic Feasibilit y

Ca n  be  bu ilt  wit h  a va ila b le  t e c h n o logy a t  a  c os t  t h a t  a llows  fo r 
via b le  p ric in g

User Adopt ion & Scalabilit y

Ha s  a  c le a r pa t h  t o  u s e r a c c e p t a n c e  a n d  po t e n t ia l fo r g rowt h  
be yon d  in it ia l ma rke t



Deep-Tech Idea Challenges

Cool Technology

Research-Driven Ideas

No Clear Market  Demand

Long Development  Cycles

Unclear Product -Market  Fit

Research-Driven Origins
Ma ny XR c onc e p t s  e me rge  from t e c hnolog ic a l 
c a pa b ilit ie s  o r a c a de mic  re s e a rc h  ra t he r t ha n  ide n t ifie d  
ma rke t  de ma nds

Solut ion Wit hout  a Problem

The  "c oo l fa c t o r" o f XR oft e n  le a ds  t o  de ve lop ing  
s o lu t ions  be fore  va lida t ing  if t he y a ddre s s  ge nu ine  
ne e ds

Ext ended Development  Timeline

Long  de ve lopme n t  c yc le s  ma ke  e a rly va lida t ion  c ru c ia l 
be fore  s ign ific a n t  re s ou rc e s  a re  c ommit t e d



The Discovery Process

Underst and User Needs

De e ply e xplo re  po t e n t ia l u s e rs '  
c on t e xt , c h a lle n ge s , a n d  workflows  
t o  ide n t ify ge n u in e  opport u n it ie s

Foc u s  on : Cu rre n t  pa in  po in t s , 
e xis t in g  worka rou n ds , a n d  u n me t  
n e e ds

Apply Research Met hods

Employ s t ru c t u re d  a pproa c h e s  t o  
ga t h e r in s igh t s  a n d  va lida t e  
a s s u mpt ion s

• Con t e xt u a l in t e rvie ws  wit h  
po t e n t ia l u s e rs

• Fie ld  obs e rva t ion s  in  n a t u ra l 
e n viron me n t s

• Jou rn e y a n d  proc e s s  ma ppin g

Implement  T2M Met hod

Ada pt  t h e  Eu rope a n  In n ova t ion  
Cou n c il's  Te c h n o logy t o  Ma rke t  
me t h odo logy t o  ve rify ma rke t  
re a d in e s s

Emph a s ize s  c on n e c t in g  
t e c h n o log ic a l in n ova t ion  wit h  
c omme rc ia l via b ilit y



St akeholder Int erviews

Us e r in t e rvie ws  p rovide  c rit ic a l in s igh t s  t h a t  t e c h n ic a l s pe c ific a t ion s  a lon e  c a n n o t  re ve a l.

Key St akeholders t o Int erview:

• En d  u s e rs  wh o  wou ld  d ire c t ly in t e ra c t  wit h  you r XR s o lu t ion

• De c is ion -ma ke rs  wh o  c on t ro l pu rc h a s in g  o r a dop t ion

• Imple me n t a t ion  pa rt n e rs  wh o  migh t  in t e g ra t e  you r s o lu t ion

Crit ical Quest ions t o Ask:

• Wh a t  a re  you r b igge s t  c h a lle n ge s  in  t h is  a re a ?

• How do  you  c u rre n t ly s o lve  t h is  p rob le m?

• Wh a t  wou ld  ma ke  you  s wit c h  t o  a  n e w s o lu t ion ?

Recommended Tool: Us e rTe s t in g .c om fo r re mot e  in t e rvie w fa c ilit a t ion

https://www.usertesting.com


Problem-Solut ion Fit

"Does t he solut ion t ruly address a real user problem?"

Implement at ion Feasibilit y

Adopt ion WillingnessXR Solut ion

User Problem



Tool: Value Proposit ion Canvas

User Prof ile:

• Jobs: Ta s ks  u s e rs  a re  t ryin g  t o  
c omple t e

• Pains: Fru s t ra t ion s , obs t a c le s , 
ris ks

• Gains: Be n e fit s  u s e rs  s e e k a n d  
e xpe c t

Value Map:

• Feat ures: Core  XR 
produ c t / s e rvic e  o ffe rin gs

• Pain Relievers: How you r XR 
s o lu t ion  e limin a t e s  s pe c ific  
fru s t ra t ion s

• Gain Creat ors: How you r s o lu t ion  
de live rs  a dde d  be n e fit s

Resource: S t ra t e gyze r Va lu e  Propos it ion  Ca n va s



XR-Specif ic Challenges t o Validat e

Necessit y vs. Novelt y

Va lida t e  t h a t  XR t ru ly a dds  va lu e  
be yon d  wh a t  2D in t e rfa c e s  c a n  
provide , a n d  is n 't  ju s t  c h os e n  fo r it s  
"wow fa c t o r"
Ke y qu e s t ion : Doe s  imme rs ion  o r 
s pa t ia l in t e ra c t ion  fu n da me n t a lly 
improve  t h e  s o lu t ion ?

Hardware Adopt ion Barriers

As s e s s  t a rge t  u s e rs '  willin gn e s s  t o  
a dopt  a n d  re gu la rly u s e  XR h a rdwa re  
like  h e a ds e t s , e s pe c ia lly in  
p ro fe s s ion a l c on t e xt s

Con s ide r: Comfort  fo r e xt e n de d  u s e , 
s e t u p  c omple xit y, a n d  in t e gra t ion  
wit h  e xis t in g  workflows

User XR Lit eracy

Eva lu a t e  wh e t h e r you r t a rge t  
a u d ie n c e  h a s  s u ffic ie n t  u n de rs t a n d in g  
o f imme rs ive  t oo ls  t o  u s e  t h e m 
e ffe c t ive ly

Addre s s : Le a rn in g  c u rve , t ra in in g  
re qu ire me n t s , a n d  a c c e s s ib ilit y 
c on s ide ra t ion s



Rapid Validat ion Techniques

Landing Pages & Wait list s

Cre a t e  a  s imple  we bpa ge  de s c rib in g  you r 
XR c on c e pt  wit h  a  s ign u p  fo rm t o  ga u ge  
in t e re s t

Me a s u re : Con ve rs ion  ra t e s , s ign u p  
n u mbe rs , a n d  e ma il e n ga ge me n t  me t ric s

Concept  Videos & Demos

De ve lop  low-fide lit y vide os  s h owin g  you r 
XR s o lu t ion 's  c o re  fu n c t ion a lit y

An a lyze : Vie we r e n ga ge me n t , fe e dba c k 
qu a lit y, a n d  s h a rin g  me t ric s

A/ B Messaging Test s

Te s t  d iffe re n t  va lu e  propos it ion s  t o  s e e  
wh ic h  re s on a t e s  mos t  wit h  po t e n t ia l 
u s e rsUs e  t oo ls  like  Su rve yMon ke y o r Google  
Forms  t o  ga t h e r s t ru c t u re d  fe e dba c k

Th e  goa l is  t o  ga t h e r me a n in gfu l da t a  wit h  min ima l re s ou rc e  in ve s t me n t  be fo re  c ommit t in g  t o  fu ll de ve lopme n t .



Case Example: Validat ing an XR St art up

VRAI: VR Training for Defense Sect or

1Expert  Validat ion

Con du c t e d  in t e rvie ws  wit h  
de fe n s e  in du s t ry t ra in in g  

s pe c ia lis t s  t o  va lida t e  
s pe c ific  pa in  po in t s  in  

t ra d it ion a l t ra in in g

2 Low-Fidelit y MVP

Cre a t e d  s imple  VR s c e n a rios  
foc u s in g  on  c o re  t ra in in g  
n e e ds  be fo re  de ve lop in g  fu ll 
s imu la t ion s3Measured Out comes

Ga t h e re d  qu a n t it a t ive  da t a  
on  t ra in in g  e ffe c t ive n e s s  

c ompa re d  t o  t ra d it ion a l 
me t h ods

4 Scaled Solut ion

Expa n de d  t o  fu ll p rodu c t  
on ly a ft e r va lida t in g  bo t h  t h e  
p rob le m a n d  t h e ir a pproa c h  
t o  s o lvin g  it



Ideat ion vs. Validat ion — What 's t he Dif ference?

Ideat ion
• Foc u s  on  c re a t ive  e xp lo ra t ion  o f pos s ib ilit ie s

• Dive rge n t  t h in kin g  t o  ge n e ra t e  mu lt ip le  c on c e p t s

• In t e rn a l t e a m-drive n  p roc e s s

• Emph a s ize s  in n ova t ion  a n d  n ove lt y

• Qu e s t ion : "Wh a t  c ou ld  we  bu ild  wit h  XR?"

Validat ion
• Foc u s  on  t e s t in g  a s s u mpt ion s  wit h  re a l u s e rs

• Con ve rge n t  t h in kin g  t o  re fin e  s pe c ific  s o lu t ion s

• Ext e rn a l u s e r-d rive n  p roc e s s

• Emph a s ize s  p ra c t ic a lit y a n d  a dop t ion

• Qu e s t ion : "Sh ou ld  we  bu ild  t h is  wit h  XR?"

Su c c e s s fu l XR e n t re p re n e u rs  u n de rs t a n d  t h a t  ide a t ion  wit h ou t  va lida t ion  le a ds  t o  s o lu t ion s  n obody wa n t s , wh ile  va lida t ion  wit h ou t  ide a t ion  
le a ds  t o  in c re me n t a l improve me n t s  ra t h e r t h a n  b re a kt h rou gh s .



Tool: Idea Validat ion Checklist
1 Problem Def init ion

Ca n  you  c le a rly a rt ic u la t e  t h e  s pe c ific  p rob le m you r XR 
s o lu t ion  s o lve s  in  on e  s e n t e n c e ?

2 User Int erviews

Ha ve  you  c on du c t e d  a t  le a s t  10  in t e rvie ws  wit h  po t e n t ia l 
u s e rs  from you r t a rge t  de mogra ph ic ?

3 Assumpt ion Test ing

Ha ve  you  ide n t ifie d  a n d  t e s t e d  you r ris kie s t  a s s u mpt ion s  
a bou t  u s e r n e e ds  a n d  be h a vio r?

4 Demand Evidence

Do you  h a ve  t a n g ib le  e vide n c e  (n o t  ju s t  ve rba l in t e re s t )  
t h a t  u s e rs  wou ld  a dopt  a n d  pa y fo r you r s o lu t ion ?

Us e  t h is  c h e c klis t  a s  a  s ys t e ma t ic  wa y t o  e n s u re  you 've  c ove re d  t h e  e s s e n t ia l va lida t ion  ba s e s  be fo re  proc e e d in g  wit h  fu ll 
de ve lopme n t .



Avoiding Tech-Cent ric Pit falls

Technical Innovat ion

Driving  ne w t e c hnology.

Usabilit y

Ens u ring  e a s e  a nd  a c c e s s .

User Benef it

Ce n t ra l foc us  on  va lue .

Common XR St art up Mist akes:

• Foc u s ing  on  t e c hn ic a l nove lt y ra t he r t ha n  u s e r va lue

• Ove re s t ima t ing  u s e rs ' willingne s s  t o  a dop t  ne w t e c hnolog ie s

• As s u ming  t e c hn ic a l e xc e lle nc e  gua ra n t e e s  ma rke t  s uc c e s s

Crit ical Quest ions t o Ask:

• Wou ld  u s e rs  pa y fo r t h is  s o lu t ion?  How muc h?

• Is  t he  be ne fit  wort h  t he  fric t ion  o f a dop t ing  XR?

• Doe s  t h is  s o lve  a n  u rge n t  p rob le m or a  n ic e -t o -h a ve ?



AI as a Validat ion Assist ant

Use AI t o Enhance Your Validat ion Process:

Int erview Guide Creat ion

Us e  AI t o  ge ne ra t e  c ompre he ns ive  u s e r in t e rvie w s c rip t s  t a ilo re d  t o  
you r s pe c ific  XR c onc e p t

User Simulat ion

Cre a t e  s imu la t e d  u s e r re s pons e s  t o  t e s t  a s s umpt ions  whe n  a c c e s s  
t o  re a l u s e rs  is  limit e d

Persona Development

Ge ne ra t e  de t a ile d  u s e r pe rs ona s  ba s e d  on  ma rke t  re s e a rc h  da t a  t o  
gu ide  va lida t ion  e ffo rt s

Recommended Tools: Cha t GPT, Runwa y ML



Segment ing XR Business Models

B2C Models

• Con s u me r a pplic a t ion s

• Ga min g  a n d  e n t e rt a in me n t

• Fit n e s s  a n d  we lln e s s

Validat ion Focus: Us e r e n ga ge me n t , 
re t e n t ion , a n d  mon e t iza t ion  po t e n t ia l

B2B Models

• Employe e  t ra in in g  s o lu t ion s

• Re mot e  c o lla bora t ion  t oo ls

• De s ign  a n d  pro t o t yp in g

Validat ion Focus: ROI me t ric s , 
in t e gra t ion  c a pa bilit ie s , a n d  e n t e rpris e  
a dopt ion  ba rrie rs

B2G Models

• Edu c a t ion a l s ys t e ms

• Pu blic  h e a lt h  a pplic a t ion s

• De fe n s e  a n d  s e c u rit y t ra in in g

Validat ion Focus: Proc u re me n t  
p roc e s s e s , c omplia n c e  re qu ire me n t s , 
a n d  lon g-t e rm s u s t a in a b ilit y



Incubat or Role in t he Validat ion Phase

Test ing Environment  Access

Provide  fa c ilit ie s , ha rdwa re , a nd  s oft wa re  t oo ls  fo r s t a rt ups  t o  c onduc t  
va lida t ion  t e s t s  wit h  re a lis t ic  c on s t ra in t s

Ment or Net work

Conn e c t  e n t re pre ne u rs  wit h  indus t ry e xpe rt s  who  c a n  p rovide  t a rge t e d  
fe e dba c k on  s pe c ific  XR us e  c a s e s

Pilot  Program Support

Fa c ilit a t e  c on n e c t ion s  wit h  po t e n t ia l e a rly a dop t e rs  willin g  t o  t e s t  a n d  
p rovide  fe e dba c k on  XR s o lu t ions

Validat ion Analysis

Guide  s t a rt ups  in  ob je c t ive ly in t e rp re t ing  va lida t ion  da t a  a nd  p ivo t ing  whe n  
ne c e s s a ry



Key Takeaways
1 User Value is Paramount

Gre a t  XR ide a s  mu s t  p rove  ge n u in e  
u s e r va lu e  e a rly in  t h e  de ve lopme n t  
p roc e s s  be fo re  c ommit t in g  
s ign ific a n t  re s ou rc e s

2 Validat ion is a Learning 
Process

Th e  goa l o f va lida t ion  is  n o t  t o  
c on firm  you r ide a  is  pe rfe c t , bu t  t o  
le a rn  wh a t  n e e ds  t o  c h a n ge  t h rou gh  
s ys t e ma t ic  t e s t in g

3 Leverage Incubat or 
Resources

XR in c u ba t o rs  p rovide  u n iqu e  va lu e  
in  h e lp in g  s t a rt u ps  a vo id  c ommon  
va lida t ion  mis s t e ps  t h rou gh  
me n t o rs h ip  a n d  s t ru c t u re d  gu ida n c e

Re me mbe r: Va lida t ion  is  n o t  a bou t  p rovin g  you 're  righ t —it 's  a bou t  d is c ove rin g  if you 're  wron g  a s  qu ic kly a n d  c h e a ply a s  pos s ib le .



Reflect ion Prompt

"How do you current ly help t eams move from idea t o validat ed 
opport unit y?"

Business Launch

Va lida t e d  opport un it y a c h ie ve d

Market  Analysis

As s e s s  c u s t ome r ne e ds

Validat ion Phase

Te s t  ide a s  wit h  p ro t o t ype s

Idea Generat ion

Conc e ive  in it ia l XR c onc e p t s



What 's Next

Module 4: Human-Cent ered Design & HCI in 
Immersive St art ups

In  ou r n e xt  s e s s ion , we 'll e xp lo re  h ow h u ma n -c e n t e re d  de s ign  
prin c ip le s  a n d  h u ma n -c ompu t e r in t e ra c t ion  (HCI)  fu n da me n t a ls  
c a n  be  a pplie d  s pe c ific a lly t o  XR s t a rt u p  de ve lopme n t .

• Un de rs t a n d in g  XR-s pe c ific  u s a b ilit y c h a lle n ge s

• Ada pt in g  UX re s e a rc h  fo r imme rs ive  e n viron me n t s

• Imple me n t in g  it e ra t ive  de s ign  proc e s s e s  fo r s pa t ia l c ompu t in g

Preparat ion: Con s ide r b rin g in g  e xa mple s  o f XR in t e rfa c e s  t h a t  
you  fin d  pa rt ic u la rly e ffe c t ive  o r p rob le ma t ic  t o  d is c u s s .
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