
FRAMEWORK FOR 
DEMONSTRATING 
VIABILITY



Hi, I’m Thomas
H e a d  o f  D i g i t a l  I n n o v a t i o n  @  B I  X  D i g i t a l  L a b



Hi, I’m Thomas
H e a d  o f  P r o d u c t s  &  D e s i g n  @  B I  X  D i g i t a l  L a b
D e s i g n  f o r  t h e  f u t u r e



Hi, I’m Thomas
H e a d  o f  P r o d u c t s  &  D e s i g n  @  B I  X  D i g i t a l  L a b
D e s i g n  f o r  t h e  f u t u r e
I  l o v e  h i k i n g  ( w i t h  m y  f a m i l y )



NTMY





Our purpose: 
We create breakthrough healthcare 
solutions with innovative digital products 
and services to improve humans’ and 
animals’ lives.

We are digital pioneers: fearless, hungry, 
and determined. We innovate to have a 
positive impact on the world we live in. 



BI X explores disruptive digital products and services in 
both human and animal health

Disruption
Developing breakthroughs and inventing 
things for markets that don’t yet exist

Transforming the Core
Expanding from existing business into 
“new to the company” business

Core
Optimizing existing products and 
processes for existing customers
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Thomas Prangenberg

UX DESIGN PROCESS OF PRODUCTS

RESEARCH LEAN STARTUP ECOSYSTEMS DESIGNPRODUCT VISION SCALE

Identify customers/
business unmet 
needs

Design product vision 
with upcoming trends 
in mind

Problem Solution Fit Product Market Fit System Actor Fit Ecosystem

Standardize 
qualitative and 
quantitative research 
methods, governance  
and tools

Can also be additional 
feature vision within 
already existing products

Eliminate your riskiest 
assumption by testing 
with a prototype in fast 
iteration loops

Evaluate product market 
fit or feature adoption by 
measuring retention and 
recurring revenue / cost-
savings with selected 
target segment

Create adoptability and 
identify new systems to 
integrate that serve the 
product vision and move 
towards early majority

Add additional systems / 
actors to build further build 
the ecosystem and create 
increasing value to our 
customer and the business

Where “user-centric design” puts a face to a user, “user experience design” expands this view far
beyond: to the systems level and the interaction between users unmet needs and the business 
who faces highly complex and interrelated challenges.

PILOT

Used to derive 
actionable insights and 
problem statements that 
influence business 
decisions 

Outcomes stored in a 
research repository

Used to combine 
business and user needs 
with technology trends to 
define product goals and 
success metrics

Used to evaluate product 
or service prototype by 
testing with users to get a 
better understanding if 
your solution fits the 
defined problem 
statement

Used to proof the value of 
the product by showing 
real world data.

Increase adoption rate by 
optimizing the product 
and add new value

Holistically designed 
the whole customer 
journey

Provides value end to end, can be applied throughout the whole service & product life cycle, from innovation to run

Outcomes visualized in a 
value proposition dashboard

Outcomes are analytics 
that show Net Recurring 
Revenue, Retention Rate, 
Growth Rate, Product/
Feature Adoption

Additionally for internal 
products Task Success 
Rate, Benchmark, Time on 
Task

Outcomes are evaluated 
value propositions with 
defined success metrics

Outcomes are daily, weekly 
or monthly defined adoption 
and growth metrics for the 
product or feature

PRODUCT DESIGN 
(Generative AI)

STRATEGY 
(Designer)

VIABILITY 
(Designer)
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Definition 
of Strategic 
Research

To provide a framework for 
prioritizing and decision 
making



Principles 
of Strategic 
Research

Business first
Provides priorities
Based on long term strategy
Multi method research
Build Business acumen



Value Framework Guidelines

Value Drivers and Metrics Prioritization and Decision 
Governance Research Operations



Value Framework

Financial Non Financial

Growth Costs Operations User Centric Security Sustainability

Increase Direct 
Sales 

Reduction of Hard 
Cost

Increase Indirect 
Sales

Reduction of Soft 
Cost

Mitigate Risk

Cost Avoidance

Improve Unmet 
Need 

Improve 
Satisfaction

Reduce Cost

Enhanced 
Ecosystem

Social

Equity

Governance

Excellence

Development

Sales

Marketing

Processes

You need to combine both, 1 of each



Value Metrics



Strategic Focus Areas Value Drivers
Business 
Sponsor 
Support

Technology 
Application Maturity

Ambition (Companies 
Perspective) Positive Business Case y/n

1. Focus Area 1
2. Focus Area 2
3. Focus Area 3
_____________________

4. Business strategy plan

5. Wildcard

1. Revenue Growth: 
direct and indirect 
(fin)

2. Cost efficiency 
(fin)

3. Operational 
excellence (non-
fin)

4. Customer 
Centricity (non-fin)

5. Security and 
Compliance 
Excellence (non-
fin)

6. Sustainability, 
Environmental 
(non-fin)

Yes / No 1. Existing
2. Imminent
3. Aspirational

Horizon 1: continuous innovation 
to a company’s existing business 
model and core capabilities in 
the short-term

Horizon 2: ideas extending a 
company’s existing business 
model and core capabilities to 
new customers, markets or targets

Horizon 3: creation of new 
capabilities and new business to 
take advantage of or respond to 
disruptive opportunities or to 
counter disruption

Show at Stage Gate X

Business CaseStrategic guidelines

PORTFOLIO BALANCE

Business Case: Ambition Balance: Business Sponsor Support: Yes/No Strategic vs Focus Areas



Idea Sourcing Discovery MVP or Tech Research Pilot Scale in IT or SrMD

Desirability

Viability

Feasability

Outcome

First evidence for most 
viable customer segments 
& value proposition is 
shown

First evidence for 
willingness to pay

Financial potential 
calculated (phantasy 
numbers sanity checked)

Stronger evidence for interest 
in products and services 

Strong profitability evidence 
(pricing strategy & expected 
renenues/cost impact, cost 
structure for OPS) 

First evidence for ability to 
manage key activities and 
resources

Create demand & growth and 
retain users at limited scale

First revenues or cost impact

Create a running business at 
limited scale + evidence for 
scalability

The “Big opportunity” is 
outlined 

Value drivers are 
successfully classified

Paper Fit Customer
Solution Fit Financial Fit Pilot Market Fit

| 1 month | 3 month | 6 monthvariable
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UX
designer

Strategic Research feeds the repository where LLM is connected to generate multiple concepts that can be tested with with users including viability experiments.



REFLECT

M
A
K
E

O
BSERVE

Discover

What is the unmet need? 
Assess the status quo as 
well as understand & 
specify the context.

Define

What is important?
Narrow down the user 
problem / challenge & 
define the requirements

Ideate

How do we solve it?
Brainstorm and come up 
with many solutions to 
test

Evaluate 

Build a prototype or 
experiment of your idea 
to test with real users 
and evaluate against 
success metrics

Monitor

Does it solve the problem?
Gather your users 
feedback and look for 
opportunities to improve 
the product 

Implement/pivot

Implement your vision.
Put your vision live and 
move to the next 
iteration.

Backend
developer

Backend
developer

Frontend 
developer

Frontend 
developer

Product
owner*

Subject matter 
expert

Subject matter 
expert

Data
scientist

UX
designer AI

UX
designer

Subject matter 
expertAI

Subject matter 
expertAI

Subject matter 
expertAI

Subject matter 
expertAI UX

designer

Subject matter 
expertAI UX

designer

Subject matter 
expertAI UX

designer
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WE NEED TO PLAY HERE FROM THE 
BEGINNING!

WE SPEND TOO MUCH 
TIME HERE!



Methods of how to get there



How do we evaluate if we got it 
right? - entering Pilot Market Fit



Pilot Market Fit

new

new

Desirability

FeasibilityViability
Feasibility

Do we have the resources needed?

Can we realize it well to 
solve the needs?

Desirability

What is our customer unmet
need and how are we solving it?

Do we provide value to our users?

new

Viability

How does it make or save us 
real money?

Does it lead to long term growth?

Adaptability

Do we fit in the current market 
environment? 
(tech, regulatory, cultural, trends…) 
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Market

Minimal Viable 
 Segmentation



*Slightly modified to fit BI X purpose
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Value Metrics



Pilot Market Fit  
can be proven  

 - through increasing user retention = (number of active users / number of active users last period)x100 
 - through a growing MRR by 7% 
 - through a churn rate below 6%  
+ in combination and based on your leading and lagging indicators!



Vet clinics receive 
actionable insights to 
support producers by 
leveraging Farmera digital 
eco-system

Farmers are given control 
with personalized access to 

their barns connected  with AI 
leveraging data from various 

IoT devices. 

There are multiple touchpoints of engagement, 
including IoT devices, a producers and vet 
dashboard, medical and financial data, a supervisor 
application to support multiple farms and farmers 
login to take care of the day to day activities.   

Its intuitive design allows 
for personalized 

engagement that is informed 
by behavioral data to 

improve interaction quality. 



Good inventors and designers 
deeply understand their 
customer. They spend 
tremendous energy developing 
that intuition. They study and 
understand their users 
thoroughly rather than only the 
averages you’ll will find on 
surveys.

 
They live user centred 
design. 



„WE NEED TO GET AWAY FROM THE 
FOCUS OF SOLEY STUDYING AND 

UNDERSTANDING OUR USERS AND MOVE 
TOWARDS RESEARCH THAT FOCUSES ON 

THE BUSINESS NEED AND PROOF 
VIABILITY EARLY ON“



QUESTION:  
HOW DO YOU PLAN TO APPLY 

THIS NEWFOUND KNOWLEDGE IN 
YOUR PROFESSIONAL OR 

ENTREPRENEURIAL ENDEAVORS?



thomas.prangenberg@boehringer-ingelheim.com

Thank you!

Connect via 
Linked In
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