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The Hardware Development Lifecycle

Five gates from concept to volume. Each a decision, not a test.

01

POC

Concept

The question

Can the core mechanism
work at all?

OUTPUTS

« Bench experiment
« HDK / Arduino / RPi
« Mock-ups, simulations

UNITS
1-3

cosT ofF REVERsaL O .5X%

COST OF REVERSING A DECISION

0.5x

Source: null2.one/insights/evt-dvt-pvt-decision-gates

02

EVT

Architecture

The question

Does the architecture
work in hardware?

OUTPUTS

« Quick-turn PCBs

« Soft tooling, 3D-print
« Functional firmware

« Measured perf data

UNITS
3 -10
COST OF REVERSAL 1X

SUPER-LINEAR

1x
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03

DVT

Design

The question

Is the design robust
across environments?

OUTPUTS

« Final-rev PCBs

« Quick injection molds
« BOM locked, sourced
« Cert submitted, DFM v

UNITS
20 — 200

COST OF REVERSAL DX

04

PVT

Line

The question

Can the factory build it
at yield, cost, scale?

OUTPUTS

» Production tooling

« Real CM line, real ops

« EOL test at line speed
« First-pass yield proven

UNITS
200 - 1,000

COST OF REVERSAL 25X
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05

VP

Volume

The question

Can the program hold
yield and cost in field?

OUTPUTS

« First volume run
« Steady-state yield
- Field telemetry online

« Service + warranty live

UNITS
1,000+

cosT ofF REVErsaL 1OOXx+

5x
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