
OPERATE 
Downward 

COLLECT $E

+ $E

EXIT 
from Bottom Row 

COLLECT $E

+ $E

EXIT 
from Not Bottom Row 

PAY $9

– $9

OPERATE 
Laterally, Left or Right 

COLLECT $0

$0

OPERATE 
Upward 
PAY $E

– $E

ALIGN 
New Product Alignment 

COLLECT $A + SUM

$A 
+ SUM

ALIGN 
Addition to Alignment 
COLLECT $A + SUM’

$A 
+ SUM’

LAUNCH 
in Environment 

PAY $E

– $E
• Think of all products from the 

perspective of both inherent 
complexity and perceived value. 

• Launch and position a new product 
in a given business environment. 

• Incur new product launch expenses.

Product Map

CEO 2 
(Company 2)

$100 MM

9 Products
CEO 1 

(Company 1)

9 Products

$100 MM

The CEO’s initial resources: 
cash and products to be 
launched (capabilities)

Three states of a product: 
• Active & In Game 
• Inactive & In Game 

(Capability) 
• Inactive & Out of Game 

(Retired, Killed)

BUSINESS CONCEPTS
Money in the Ecosystem

• Operate a business unit and sell the 
product in that period of time. 

• Mind the commoditization, as the 
product’s perceived value drops. 

• Collect the resulting profit.

• Operate a business unit and sell the 
product in that period of time. 

• Mind the commoditization, as the 
product’s perceived value drops. 

• Eliminate the direct competition. 
• Collect the resulting profit.

• Operate a business unit and sell the 
product in that period of time. 

• Innovate and reposition the product 
by changing its complexity. 

• Break even, covering the costs of 
product innovation.

• Operate a business unit and sell the 
product in that period of time. 

• Innovate and reposition the product 
by changing its complexity. 

• Eliminate the direct competition. 
• Incur the higher costs of entering a 

competitive market.

• Operate a business unit and sell the 
product in that period of time. 

• Invest in market innovation and alter 
the product’s perceived value. 

• Incur the higher costs of changing 
perceptions in the marketplace.

• Identify a highly-commoditized 
product, at the end of its life cycle. 

• Retire an obsolete product and 
orderly close down the business unit. 

• Collect the last profit, minimizing the 
potential loses from the closure.

• Prioritize the strategy at the entire 
product portfolio level. 

• Identify a product and business that 
should be divested. 

• Incur the high cost of leaving a 
business early.

• Operate a business unit and sell the 
product in that period of time. 

• Share resources among products to 
create strategic and operational. 
efficiencies, achieving more with less. 

• Reap the financial reward as a bonus 
for the newly-created synergy.

• Operate a business unit and sell the 
product in that period of time. 

• Share resources among products 
and expand existing efficiencies. 

• Reap the financial reward as a bonus 
for the new addition to the synergy.

OPERATE 
Downward, with Kill 

COLLECT $E

+ $E

OPERATE 
Laterally, Left or Right, with Kill 

PAY $E

– $E
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SCENARIO THINKING

Small 
Cars

Midsize 
Cars

Large 
Cars

Premium 
Features and 
Performance

Average 
Features and 
Performance

Basic 
Features and 
Performance

Be the CEO 
of a Car 

Company.

Low- 
Complexity 

Products

Medium- 
Complexity 

Products

High- 
Complexity 

Products

High 
Perceived 

Value

Medium 
Perceived 

Value

Low 
Perceived 

Value

The Map: 
9 Business 

Environments, 
81 Product 
Positions, 

9 Positions per 
Environment
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