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The UNITE Strategic Options Matrix

The UNITE Strategic Options Matrix allows us to identify and assess the Strategic Options of a firm. How are we
going to adapt to changing conditions, what should be our next strategic moves, what approach should we take?

This tool will help your team think through your options.

A part of the Digital Leadership Strategy Management Reference Content: #DL-MS-SM-SOM.
More information on this model is available here.

digitalleadership.com
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THE UNITE INNOVATION & TRANSFORMATION MODELS

THE UNITE NAVIGATOR - An overview and introduction to all UNITE models
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> The UNITE models are the by far
largest library of innovation and
transformation models on the
Internet. They cover all areas of
digital strategy, innovation,

transformation as well as any related
field.

> The UNITE Navigator provides an

introduction and overview of all
digital-related fields.

> As part of today’s presentation, we
will focus on strategy as a domain and
which highest-level strategic options
you should be pursuing as a firm.
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THE UNITE INNOVATION & TRANSFORMATION MODELS

THE UNITE BUSINESS INTENTIONS

Attack a related space for which
you have a massive vision? Leverage your existing Customer
Value Proposition with the creation
Exploit new opportunities based on of adjacent products?
newly available technologies (such as
Virtual Reality, Augmented Reality,

Blockchain or Artificial Intelligence)? Recreate your existing Value

Proposition for the digital age?
Enhance an existing product with an
additional service proposition?
Diversify to spread risk?

Internationalize with a
digitally-enabled model?

Disrupt yourself before someone

else does?
Create a stock of innovations that you
can quickly deploy when you face
competition from new entrants or
other external factors? Disrupt your commercial chain
to create a direct relationship with . . .
customers, i.e., convert B2B2C to B2C? S0 what is \{Our intention?

Reduce innovation risk?

Digitalize your sales channels?

Future-proof your organization?

The UNITE Business Intentions

Your Business Intention is a key directional
decision that will define on the highest level

what you are after.

What problem do you want to solve? What
legacy do you want to leave behind?

@ @ Proudly shared OpenSource. This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
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Defining the direction with the help of a Business Intention

The first step on any strategic initiative is to carefully consider what you as an organization are
really after, in other words, your Business Intention.

What problem do you want to solve? What legacy do you want to leave behind?

Your Business Intention (sometimes also called "Motivation") is a key directional decision that
will define on the highest level what you are after.

It is important to put it in writing. Often, we find that firms do not explicitly define their intention, -
this later often results into initiatives that do not match the original intention and are thus outside of
the intended scope! Covering the intention well is critical also from another perspective: fears
motivate us 7x more strongly as opposed to the outlook of winning something. This is why clearly
defining a situation we want to avoid is a highly relevant exercise. Beyond, a business intention is
more pertinent than a bold vision, since it is precise and directive.

Your intention can take various shapes and will heavily influence your subsequent objectives, so be
careful when choosing. If you are having trouble determining an intention, consider some of these
options.

For more context, background and explanations, please see the
UNITE Innovation Framework Chapter of our book HOW TO CREATE INNOVATION.
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THE UNITE STRATEGIC OPTIONS MATRIX - Exemplary Strategic Options plotted against Market Attractiveness and Proximity to Core
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Background to the UNITE Strategic Options Matrix

Why we use it

The corporate list of possible
strategic options includes
incremental improvements, step-
change transformations and radical
innovations.

Although the most effective move
is often a lateral one into a nearby
adjacent market, sometimes, to
keep up with the pace of change,
you need a more radical
transformation. The UNITE Strategic
Options Matrix will help you
identify your options and plot your
solutions within the 3 Horizons of
Growth.

How it works

In any business, the list of strategic options is long and
the competition for resources is fierce. This makes
choosing the right strategic path inherently difficult
and—considering the stakes—critically important.

The UNITE Strategic Options Matrix allows you to
collect all the strategic options you see and plot them
on a diagram along two dimensions:

- Their relative Market Attractiveness and
- Their Proximity to the Core of your organization.

This allows you to not only understand how attractive
your options are, even more importantly, it allows you to
understand how likely to are to successfully execute
these strategic options.

For more context, background and explanations, please see the
Leading a H2 Digital Transformation Chapter of our book HOW TO CREATE INNOVATION.

What is the goal

Using your resources wisely. Maybe you are
considering an optimization that you realize is
actually a real transformation. Should you pursue
it? If it has high market attractiveness, go for it! If
not, it's probably not worth the effort. Your
organization has limited time, energy and
resources to commit. Make sure you are using
them wisely. And build a portfolio across all
horizons — any single horizon will not ensure your
long-term survival.
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The UNITE Assessment of Strategic Moves

The Assessment of Strategic Moves shows us that risks increase with additional steps away from the current
economic core of an organization. Leverage this tool to think about which steps you are making and how far afield

you are going from your core.

A part of the Digital Leadership Strategy Management Reference Content: #DL-MS-SM-SOM.
More information on this model is available here

digitalleadership.com


https://bit.ly/3AdOmJP
https://digitalleadership.com/UNITE/strategic-options

THE UNITE INNOVATION & TRANSFORMATION MODELS
THE UNITE ASSESSMENT OF STRATEGIC MOVES

HORIZON 1
Improve
BUSINESS MODEL 1-step 2-step
DOMAINS move move

VALUE MODEL

SERVICE MODEL

S« No change to Limited Major change
Mhsaell the as-is changes to one to one or max.
WYt  Business or max 2 2 areas
MODEL R VIRl Business

REVENUE MODEL Model Areas

COST MODEL

»  Limited change = less risk
»  Existing customer groups

@ @ @ Designed by: Digital Leadership AG - digitalleadership.com. Based on the work of Chris Zook.
This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.

3-step
move

Complete
change to one
area

Full
diversification

Complete
change to more
than one area

» Increased unknowns = higher risk
> New customer groups

> Digital Leadership
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Background to the UNITE Assessment of Strategic Moves

Why we use it

When considering ways to stay
ahead of the curve and future proof
your business, the question often
arises, "How innovative do we need
to be?"

The surprising answer is - not very.
The history of corporate
transformation demonstrates that
you do not have to go far afield to
uncover effective ways to innovate.
You are more likely to be successful
if you seek change in your own
backyard. We use the Assessment
of Strategic Moves to think about
the risks and rewards of moving
farther afield.

How it works

While the pay off from radical transformation can be
bigger, it is inherently riskier because increasing
complexity and more unknown factors decrease the odds
of success. Conversely, the closer you stay to your core,
the higher your probability of a successful
transformation.

Thus, an expansion strategy should be based on a series
of moves into adjacent areas away from, but related to,
the core business, such as new product lines or new
distribution channels. These sequential moves carry less
risk than diversification, yet they can create enormous
competitive advantage, because they stem directly from
what the company already knows and does best.

For more context, background and explanations, please see the
Leading a H2 Digital Transformation Chapter of our book HOW TO CREATE INNOVATION.

What is the goal

Less risk, more reward. Your differentiating
activities are the core of your business and your
brand. The further you move away from them, the
greater the risk of upsetting the balance of your
organization. Therefore, the best approach for
adapting to changing market conditions is to stick
with most of what you have today—your existing
customers, channels, capabilities, value creation
setup, etc.—and to just move into adjacent areas
as you see opportunities for solving a related
problem in a new space.

> Please read the related chapter in the book to
fully understand the assessment of Strategic

Moves:

www.digitalleadership.com/createinnovation
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The UNITE Horizons of Growth

The UNITE Horizons of Growth are a breakthrough model that allows organizations to understand the three levels
on which growth happens. Uniquely, this model demonstrates not only the "what," but also the "how" and
"where."

A part of the Digital Leadership Strategy Management Reference Content: #DL-MS-SM-UHG.
More information on this model is available here

digitalleadership.com
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THE UNITE INNOVATION & TRANSFORMATION MODELS

THE UNITE HORIZONS OF GROWTH

The 3 Horizons of Growth

» »7

1-IMPROVE
an existing business

l l l The 3 Horizons of Growth in context

Importantly, how you go about change is very

different depending on which Horizon of
DIGITALIZATION Growth you are working on...

Download the full UNITE Horizons of Growth
Download Package here:

¥ THE UNITE HORIZONS OF GROWTH

@ @ Designed by: Digital Leadership AG - digitalleadership.com. > Digital Leadership
This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
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Background to the 3 Horizons of Growth

To be an organization that successfully manages its core and creates new things, an organization needs to allocate its resources across 3 Horizons—it has to
keep its day-to-day business running, while transforming its core business and creating new business models. Thus, each horizon is defined by whether it is
working to improve an existing business, transform an existing business, or search for /innovate entirely new business models.

Improve—Horizon 1: Improving a business (model) means making incrementally small changes in order to execute your current systems and processes
more effectively. This is well understood, since this is what most people work on every day.

Transform—Horizon 2: Transforming an existing business (model) is focused on evolving your existing business in new ways—you seek to change at least
one part of your business model in a more significant way, i.e., a step-change.

Innovate—Horizon 3: Innovating a new business model is focused on radical innovation— you venture beyond and explore unknown business models
through an innovation of the business model itself.

As you can imagine, each horizon requires a different approach, different management, different tools and different goals.

Therefore, while the distinction the 3 Horizons model offers may sound trivial, it is in fact critical because a different context and purpose require a
different approach.

Organizations fail to digitalize because they attempt to apply the same techniques to Horizons 2 and 3 as they did to Horizon 1. McKinsey reports that this
leads to a 30% success rate for Horizon 2 transformations and much less when it comes to innovation in Horizon 3. This is why this seemingly trivial distinctions
between the 3 Horizons is critical to understand.

The 3 Horizons model also provides another important insight: an organization has to transform its existing business and at the same time innovate to shape
its future. Experts refer to this as a “dual transformation” or an "ambidextrous organization"—in short, an organization that manages to do both: maintain its
core and innovate.

Thus, understanding which horizon you are working on is incredibly useful. The problem is that in practice most organizations do not discriminate between the
3 Horizons: often the approaches from Horizon 1 are applied everywhere since those are the ones that everyone is familiar with.

For more context, background and explanations, please see the
Understanding Context Chapter of our book HOW TO CREATE INNOVATION.
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THE UNITE HORIZONS OF GROWTH

1-IMPROVE

Execute & incrementally improve

KEY PROPERTIES an existing business

BUSINESS MODEL

Working on the core business inside the
organization

Moving temporarily outside the business to
develop a transformation that will be applied
to the core through change management

Exploit current resources and capabilities Pursue new opportunities to transform the

core business
Execute: incremental, sustaining Search: configure a step-change to an existing
business model
Known: executing the business model Partially understood: testing/validating an
iterated business model
At most incremental (often no change at all) Step-change to at least one domain (with
impact on the others!)

Reduce costs/increase profits Growth/resilience

Operational Change management

Operations, efficiency, incremental
innovation

New Product/service development, change
management, organizational change

Efficiency, low risks, error prevention Opening-up, adaptability

Moderate

Low

Low (single digit growth) Medium (double digit growth)

Working in a space outside the organization
to search for new business models and
capture blue ocean opportunities

Create new avenues of growth with

(possibly disruptive) business models

Search: build a radically new busine

Unknown: in search of a business

New/radical

Innovation

Entrepreneurial

Adaptability, new products/service|

breakthrough innovation

Risk-taking, speed, flexibility,
experimentation

High

High (triple digit growth)

Designed by: Digital Leadership AG — digitalleadership.com.
This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License.
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The way of thinking:

As you can see, each Horizon of Growth
has a drastically different purpose,
approach, business model, strategic intent
etc. When you go through a Digital
Transformation, make sure to adapt
accordingly.

In How to Create Innovation, we provide
an in-depth discussion of why digital
transformations are so tough to get right
and how to approach a digital

transformation to be successful.

Please download the full UNITE Horizons
of Growth Download Package - it is one of
the most critical tools to increase the
chances of success:

> Digital Leadership
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THE UNITE INNOVATION & TRANSFORMATION MODELS
OVERVIEW OF THE ENTIRE UNITE BUSINESS MODEL FRAMEWORK - which helps you understand the role of the Business Model Canvas in context

BUSINESS MODEL INNOVATION PATTERNS » Massive Transformative Purpose

BUSINESS INTENTIONS

DONE STATEMENT & MAP

The UNITE Business Model Framework

- The UNITE Business Model Framework
e : { details out the entire Business Model into

B ‘ Lot Business Case ’ more granular tools that you can work with.

If you want to deep-dive on a particular area,

please download any related model by

clicking on it.

You can access the core Business Model

package here:

> Later Business Case

BUSINI

THE CULTURE CANVAS

i UNITE BUSINESS MODEL FRAMEWORK

This work is licensed under a Creative Commons Attribution-ShareAlike 4.0 International License. P .
@ @ @ Designed by: Digital Leadership AG — digitalleadership.com. > Dlgltal Leadership
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Proudly sponsored by Digital Leadership.

And many others..

HIGHLY EXPERT TEAM WITH
)  HUGE EXPERIENCE.

OUR TEAM OF PARTNERS at Digital Leadership are
executive-level professionals with outstanding leadership and
delivery capabilities in their respective areas. What unites us is
our values and beliefs, strong methodological foundation,
‘Digital Leadership’ experience and our willingness to drive

change jointly with our customers.

Office +41 (0) 44 562 42 24

& THELARGEST SET OF
4 METHODOLOGY GLOBALLY.

THE UNITE MODELS are the by far largest library of
innovation and digital transformation models available on the
market globally. They cover all important domains end2end
and uniquely — they are deeply integrated.

Please be invited to leverage them in your organization.

Let’s UNITE and create a world worth living in!

engage@digitalleadership.com
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THE BOOK ABOUT HOW
TO CREATE INNOVATION

HOW TO CREATE INNOVATION s a practical,
comprehensive, OpenSource guide for successful innovation
and digital transformation. The UNITE initiative and
movement, supported by a global team of industry leaders and
innovation researchers, aims to spark a revolution in global

innovation and transformation.

www.digitalleadership.com digitalleadership.com
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HOW TO CREATE INNOVATION provides the methodology, models, setup and cultural
prerequisites to successfully create innovation. Leveraging the UNITE frameworks for
innovation and digital transformation, organizations can create innovation in a target-

oriented way, leverage their strengths, create Blue Oceans and overcome luck.

( > Getimmediate access to the UNITE models! Unfortunately Amazon only offers the closed
source Kindle version :-(

Trusted by global companies: > Digital edition: get the Open Source ePub and
PDF files!
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innovation & transformation models!

Over 10k
downloads /
month

The UNITE Models are downloaded every month over 10k times!

ALL MODELS ARE OPENSOURCE and are available free of charge!
Discover the UNITE innovation & transformation

tools and canvases here:

digitalleadership.com
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Discover our Innovation Practice

Innovation is the only effective survival strategy

Who better to entrust with your business
innovation than those who wrote the most
complete book on the topic?

Digital Leadership has successfully helped corporate start-ups find their
footing and Top-Five players in all sectors around the world identify and
create new opportunities.

SCHEDULE YOUR INITIAL CALL DISCOVER MORE $

Take control of your game!
Schedule your free business
assessment call with our team!

Office +41 (0) 44 562 42 24 engage@digitalleadership.com
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Entirely new sources
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Discover our Digital Transformation Practice > Digital

Digital transformation is an art few manage well

Digital transformation is often much more complex than we think. You
often touch one element to find out that it has systemic impacts on all
other areas.

In addition, we find strategies to be stuck too often in silos. Rather than
focusing on one bit, we bridge the silos, develop a vision everybody will
buy into, and create a unifying strategy and roadmap for getting there,

including realigning the value-, service-, experience- and operating model.

SCHEDULE YOUR INITIAL CALL DISCOVER MORE $

Take control of your game!
Schedule your free business
assessment call with our team!

Leadership

Digital Business
Strategy, Eco-
system & Business
Models

Value Structure,
Culture, Staff & Value Proposition
Customer Engagement + & Value Chain

Experience

Process &
Structure

Technology, Data
& Analytics

Office +41 (0) 44 562 42 24 engage@digitalleadership.com

digitalleadership.com
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We build digital winners. > D]feggi[gleltship

It's what we are made for. Let's create winning digital
businesses — together. And, at the same time, let's create
a world worth living in.

Digital Leadership is a strategy-execution firm built on strong and innovative values. We support
our customers in strategizing, building and securing their future through the creation of fully
digitally enabled, and extraordinarily successful, products and businesses. Our agile, lean, fast-
track business setup, coupled with access to an extensive pool of highly specialized and trusted
resources, allows for ideating and building in an effective and meaningful way.

Shared goals are the cornerstone of our customer approach. To date, our team has successfully led
74 projects with numerous global players across all industry sectors, ranging from $50,000 projects
to $100 million programs. But helping our customers’ build their futures is not enough. We are

committed to changing the world through the sharing of powerful innovation and transformation
practices. Join the UNITE movement and help us start an innovation revolution.

2 5 >
amazoncom ﬁb TS Hubert Burda Media O:BASF I-- SIEMENS %

digitalleadership.com
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Thank you!
Let’s UNITE and create a world worth living in!

Do you want to share your knowledge as well?

Share my knowledge with the world!

digitalleadership.com
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