
The Market Prioritization Matrix
A strategic guide to avoid risks in international expansion and choose winning markets

Introduction: The lesson of the cross-sale that never 
happened
In an expansion into emerging markets that I participated in years ago, the entire plan was 

based on a premise that seemed infallible: cross-selling between our business segments 

would be an assured source of rapid growth. The synergies on paper were perfect.

However, once on the ground, the market reality showed us that the expected synergies do 

not always translate into results. The potential we had projected was severely limited by 

factors that we simply did not anticipate.

This experience taught me a fundamental lesson: estimates and projections are 

hypotheses, not certainties. Success in international expansion does not come from 

intuition or faith in a plan, but from building a solid foundation of real competitive 

intelligence.

This document is born from that lesson. In the following pages, I present a tool that I have 

perfected over dozens of projects: the Market Prioritization Matrix. It is not theory; it is a 

diagnostic framework forged in the real world, designed to go beyond estimates and give 

you the clarity you need to invest with confidence.
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Part 1: The 5 Keys to a Deep Diagnosis
Before you can prioritize, you need to see the reality of the market. A superficial diagnosis is 

the root cause of most failures. A deep analysis must reveal the keys in these five critical 

areas:

1. Real price and cost structure: Beyond estimates, it is crucial to understand the real 

margins. This involves mapping all hidden costs (logistical, regulatory, channel) to 

measure the final profitability of each unit sold.

2. Direct information from customers and distributors: The voice of the market is the 

only source of truth. Customers and distributors in a new market do not always respond 

in the same way as in your home market. Direct interviews are essential to validate their 

needs and their willingness to pay.



3. Map of channels and potential partners: You need complete visibility of the 

distribution ecosystem. This includes everything from the big players that dominate the 

market to the smaller niche partners that can sometimes make the difference and offer 

a more agile entry route.

4. Regulatory environment and real barriers to entry: An unexpected tariff, a complex 

local certification, or a bureaucratic requirement can delay or even completely block 

your entry for months. Do not underestimate the “cost of compliance” of the new 

market.

5. Value proposition and competition, validated with data: Your value proposition is 

irrelevant until it is contrasted with the reality of the market and the offers of local and 

international competitors. Is your differentiation really perceived and valued by the end 

customer?

Part 2: The Market Prioritization Matrix
This matrix is a visual tool for objectively evaluating and comparing multiple potential 

markets. It is based on two fundamental axes:

• X-axis (Horizontal): Market Attractiveness: How attractive is the market itself, 

regardless of your company?

• Y-axis (Vertical): Strength of your Positioning: How well-positioned is your company 

to win in that specific market?

The 4 Strategic Quadrants

The combination of these two axes divides the matrix into four quadrants, each with a clear 

strategic recommendation:

Quadrant Name Description Recommended Action

1. Top Right Ideal Markets

The perfect scenario: 

an attractive market 

where your company 

is strongly 

positioned to win.

INVEST 

AGGRESSIVELY

2. Bottom Right Opportunity

An attractive market, 

but where your 

company has a weak 

position. It requires 

investment to build a 

winning position.

INVEST WITH 

STRATEGY



Part 3: Practical Evaluation Guide
To use the matrix, you must score each potential market on a scale of 1 to 5 for the 

following criteria.

How to evaluate market attractiveness (X-axis)

How to evaluate the strength of your positioning (Y-axis)

3. Top Left
Niches of 

Profitability

An unattractive 

market, but where 

your company, for 

some reason, has a 

unique position of 

strength.

INVEST WITH 

PATIENCE

4. Bottom Left Markets to Avoid

The worst of both 

worlds: an 

unattractive market 

and a weak position. 

They are investment 

traps that you must 

avoid.

DO NOT ENTER

Criterion Key Questions Score (1=Weak, 5=Strong)

Market Size

Is the market large enough to 

justify the investment ( 

>€100M)?

1-5

Market Growth
Is the annual growth rate 

attractive ( >10%)?
1-5

Price Range

Is there an opportunity for 

premium margins or is it a 

commodity market?

1-5

Distribution Channels
Are the channels multiple and 

accessible to new entrants?
1-5

Competitive Dynamics
Is there room for new players 

or is the market saturated?
1-5



Part 4: Your Turn - Prioritization Template
Use this table to evaluate your own potential markets. Be brutally honest in your scoring.

Criterion Key Questions Score (1=Weak, 5=Strong)

Product Quality

Is your product superior or 

clearly differentiated from the 

local competition?

1-5

Price Strategy

Do you have a price 

advantage or can you justify a 

premium with a competitive 

margin?

1-5

Access to Channels

Do you have existing 

relationships or a clear plan 

to access the main 

distribution channels?

1-5

Clear Differentiation

Is your competitive 

advantage sustainable and 

easy to communicate to 

customers?

1-5

Brand Recognition

Is your brand known or does 

it have a reputation that 

generates trust in this new 

market?

1-5

Potential Market MARKET EVALUATION 

(X-AXIS)

POSITIONING (Y-AXIS) Quadrant (1, 2, 3, or 4)

﻿ Sum of scores (5-25) Sum of scores (5-25) ﻿

Market A: ﻿ ﻿ ﻿

Market B: ﻿ ﻿ ﻿

Market C: ﻿ ﻿ ﻿



Conclusion: From Uncertainty to Strategic Decision
International expansion does not have to be a blind bet. Tools like the Market Prioritization 

Matrix transform uncertainty into a clear strategic map, allowing you to focus your 

resources, time, and capital on the opportunities with the greatest potential for return.

This framework is the first step of the Deep Diagnosis, Phase 1 of the ExpandPro 

Methodology. If you have found this guide useful and are ready to build a complete 

expansion plan, from diagnosis to agile implementation, I invite you to talk.

www.finanzast.com

http://www.finanzast.com/

