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Why “Country Prioritization” can’t be left
to chance

“That market looks interesting.”
“A prospect reached out from Country X.”

“Our competitor just entered Market Y, we should too.”

SOUND FAMILIAR?

Most B2B companies approach international expansion opportunistically. Chasing inbound leads, following
competitors, or pursuing markets that “feel right." The result? Scattered resources, failed entries, and lessons
learned the hard way.

The cost of wrong market choices is significant. Research and client experience consistently show:
W 60-70% of international market entries fail to meet expectations

m  Average cost of a failed market entry: €200K-€500K in wasted investment

B 12-18 months of management attention diverted from core markets

B Damaged brand reputation and lost confidence in international strategy

B Opportunity cost: resources tied up in wrong markets while better opportunities pass by.

What separates successful expansion from expensive mistakes?

A systematic, multi-criteria evaluation that compares markets objectively before committing resources. Not gut
feel. Not opportunism. Strategic prioritization based on facts. The companies that scale internationally
successfully use a structured approach to:

Evaluate multiple markets against consistent criteria
Weight factors based on defined strategic priorities
Score and rank opportunities objectively

Make defensible, data-driven decisions about where to invest

This playbook introduces the framework we use with clients for prioritizing international
markets. It won't make the decision for you, but it can help you make better decisions, faster,
and with more confidence.
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The Arxis Prioritization Framework:
5 dimensions of market attractiveness

Effective market prioritization evaluates opportunities across five interconnected dimensions. Each dimension
addresses a critical question. Weakness in any dimension can make an otherwise attractive market a poor
strategic choice.

THE ARXIS COUNTRY PRIORITIZATION FRAMEWORK

l Market Size & Growth

ECONOMIC FACTORS - MARKET POTENTIAL

2 Market Accessibility

POLITICAL/LEGAL/SOCIAL - EASE OF ENTRY

3 Competitive Environment
ENTERPRISE FACTORS - COMPETITIVE INTENSITY

4 Industry Dynamics

SECTOR-SPECIFIC FACTORS - (ADAPTABLE BY INDUSTRY)

Strategic Fit

5 YOUR CAPABILITIES, RESOURCES AND DIFFERENTIATION IN
THAT MARKET
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Putting the Framework into Action

Understanding the five dimensions is just the first step. The real impact comes from systematic evaluation and
scoring in three key steps:

Step 1 Weight Your Criteria.

Not all factors matter equally to your business. A high-growth startup prioritizes
market size and growth differently than an established company seeking
diversification. Weight each criterion (typically on a 1-5 scale) based on your
strategic priorities, business model, and risk tolerance.

Step 2 Score Each Market.

Evaluate every market under consideration against each weighted criterion using
reliable data sources. Score consistently: the same criteria, the same scale, for
every market. This eliminates bias and makes markets directly comparable.

Step 3 Calculate and Rank.

Combine weighted scores across all five dimensions to generate an overall
attractiveness score for each market. The result shows which markets offer the
best risk-adjusted opportunity for your specific situation.

This systematic approach transforms market selection from opinion-based debates into data-
driven decisions. The markets that score highest aren't necessarily the biggest or fastest
growing. They're the ones that best match your capabilities, resources, and strategic goals.
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1 Market Size & Growth

IS THIS MARKET LARGE ENOUGH AND GROWING FAST ENOUGH TO JUSTIFY OUR INVESTMENT?
WHAT TO EVALUATE:

Economic fundamentals - GDP size, GDP growth rate, GDP per capita (indicates buying power)
Total addressable market - Market size for your specific product/solution category
Market growth trajectory - Expected market growth over next 3-5 years

Market maturity - Emerging, developing, or mature stage (affects entry timing and approach)

COMMON TRAPS TO AVOID:

WHY IT MATTERS:
. ) B Chasing GDP growth without understanding addressable
A large, fast-growing market can absorb mistakes market for YOUR solution

and support multiple players. A small or declining
market offers limited upside no matter how well
you execute.

B Ignoring market maturity. Entering too early or too late in
market lifecycle

B Confusing total market size with accessible market size

2 Market Accessibility

HOW EASY OR DIFFICULT IS IT TO ACTUALLY DO BUSINESS IN THIS MARKET?
WHAT TO EVALUATE:

Ease of doing business - Regulatory environment, bureaucracy, business registration complexity
Political and economic stability - Risk of political disruption, policy changes, economic volatility
Legal and regulatory barriers - Import restrictions, certifications required, data localization rules
Language and cultural distance - Communication barriers, cultural business practices

Geographic and logistic factors - Physical distance, time zones, supply chain complexity

COMMON TRAPS TO AVOID:

WHY IT MATTERS:
B Underestimating regulatory complexity (especially in
An attractive market you can't effectively access is healthcare, finance, regulated sectors)

not an opportunity, it's a distraction. High barriers
increase entry costs, slow time-to-revenue, and
raise execution risk.

B Assuming "Europe is Europe” or “Asia is Asia": each
country has unique requirements

B Ignoring the cost and time required to navigate local
bureaucracy
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3  Competitive Environment

CAN WE WIN IN THIS MARKET, OR IS COMPETITION TOO INTENSE?

WHAT TO EVALUATE:

Competitive intensity - Number of players, market concentration, ease of new entry

Local vs. international competitors - Incumbent advantages, "buy local" preferences
Price competition and margin pressure - Are customers price-sensitive? Race to bottom?
Differentiation potential - Can your unique value proposition stand out here?

Channel and partner ecosystem - Availability of distributors, resellers, integration partners

COMMON TRAPS TO AVOID:
WHY IT MATTERS:
B Assuming you can "“out-execute” strong local competitors

Entering a highly competitive, commoditized market on their home turf

with entrenched local players is expensive and slow.
Markets where you can differentiate and compete
effectively offer better ROI.

B Underestimating customer preference for established
local brands

m Ignoring the strength and availability of channel partners

4 Industry Dynamics

ARE THE SECTOR-SPECIFIC CONDITIONS IN THIS MARKET FAVORABLE FOR OUR SOLUTION?

WHAT TO EVALUATE (EXAMPLES VARY BY SECTOR):

For Healthcare/MedTech: For B2B Technology/Software:

Healthcare expenditure (% of GDP, per capita
spending, growth trend)

Healthcare delivery infrastructure (hospitals, beds
per capita, care facilities)

Disease prevalence and health challenges your
solution addresses

Reimbursement systems and payment models

For Industrial/Manufacturing:

Manufacturing output and industrial production
growth

Infrastructure investment and capital expenditure
trends

Supply chain sophistication and logistics
infrastructure

Industry 4.0 adoption and automation trends

WHY IT MATTERS:

Your solution succeeds or fails based on industry-
specific conditions. A booming economy means nothing
if the industry you serve is underdeveloped or declining
in that market.

Digital maturity and technology adoption rates
IT spending levels and growth trajectory
Cloud adoption and infrastructure readiness
Cybersecurity and data governance maturity

For Professional Services:

Business sophistication and professionalization of
target sectors

Talent availability and skills in relevant domains

Regulatory environment requiring specialized
services

Consulting and advisory market maturity

COMMON TRAPS TO AVOID:

Using generic economic data as proxy for industry health
Assuming demand exists without validating industry-
specific pain points

Ignoring local industry dynamics and sector-specific
regulations
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5  Strategic Fit

DOES THIS MARKET ALIGN WITH OUR CAPABILITIES, RESOURCES, AND STRATEGIC GOALS?
WHAT TO EVALUATE:

Capability match - Do we have the right product/solution for this market's needs?

Resource requirements - Investment needed vs. our available resources (capital, people, time)

Existing presence - Current customers, brand awareness, installed base to leverage

Operational capacity - Can we support sales, delivery, and service from our current setup?

Strategic importance - Does this market serve broader goals (reference market, adjacency, learning)?

Risk tolerance - Does the risk profile match our appetite and stage?

COMMON TRAPS TO AVOID:
WHY IT MATTERS: ] ]
m Pursuing markets that require capabilities you don't have

The most attractive market in the world is and can't build quickly

wrong for you if it doesn't fit your capabilities,
resources, or strategy. Strategic fit determines
execution feasibility.

B Overestimating your capacity to support multiple new
markets simultaneously

B Ignoring opportunity cost. Resources committed here
can't be deployed elsewhere

Self-Assessment: how strong is your market
prioritization process?

1 Ad Hoc/Reactive No systematic process, decisions based on gut feel or opportunism
2 Informal Some criteria considered but inconsistently, mostly subjective

3 Structured Clear criteria and process, but not comprehensively applied

4 Systematic Rigorous evaluation across multiple criteria, data-driven decisions
5 Optimized Sophisticated framework, weighted scoring, continuous refinement

Where would you place yourself? Before you answer from instinct, work through the questions
on the next page. Five areas, scored 1to 5 on what happens in your organization today, not on
what your intention is. The total will tell you where you stand.
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Assessment Questions

Market Evaluation Criteria

Do you have documented, objective criteria for what makes a market attractive to your
business?

Have you identified the 5-10 most important factors that drive success in international markets

SCORE 1-5

for your specific business model?
Data & Research Quality

Do you have access to reliable data sources for each market you're evaluating?

Have you validated market assumptions through primary research (customer interviews,

partner discussions) not just desk research? SCORE 1-5
Systematic Scoring & Weighting

Have you weighted criteria by importance to your strategy (not all factors matter equally)?

Do you score markets systematically using consistent methodology rather than subjective

judgment? SCORE 1-5
Strategic Alignment

Can you clearly articulate WHY market X is a higher priority than market Y based on objective

criteria?

Does your market prioritization align with your overall business strategy and resources? SCORE 1-5
Decision Quality & Execution

Do you make market entry decisions based on comprehensive evaluation across all five

dimensions?

Have your previous market entry decisions been successful, or have you experienced failures SCORE 1-5

that could have been avoided with better prioritization?

Total Score
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Interpreting Your Results

Your total score reflects the maturity of your prioritization process, not the quality of the markets
themselves. A low score doesn’'t mean you've chosen wrong markets; it means you're making important
decisions without sufficient structure and rigor.

Strong prioritization capability.
21—25 You have a systematic, data-driven approach

Good foundation.
16—20 Some structure exists but gaps remain in rigor or consistency

Inconsistent approach.
11—15 Decisions are partially informed but too much gut feel

Reactive/opportunistic.
< 11 You need a more solid approach for market prioritization
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Red Flags: 10 Signs Your Market Selection Is Broken

These warning signs indicate your prioritization process needs improvement. Be honest: this isn't about past
mistakes; it's about recognizing bad patterns so you can fix them going forward. Check any that apply to
your organization:

[ ] Chasing every inbound lead [ ] Failed market entries

"A prospect from Country X contacted us, so let's
explore that market”

Copycat strategy
"Our competitor entered Market Y, so we should too"
without independent analysis

No documented criteria
Market decisions are made based on opinions, not
consistent evaluation framework

Analysis paralysis
You've researched 15 markets but can't decide
because you lack prioritization methods

Gut-feel decisions
"It just feels like a good opportunity” is the primary
decision rationale

You've entered markets that underperformed or
failed, wasting significant investment

Resource spreading
Operating in 8-10 markets with minimal presence
rather than 2-3 with scale

Internal disagreement
Sales wants Market A, leadership wants Market B, no
objective way to resolve

Single-factor decisions
Choosing markets based only on size, or only on
growth, ignoring other critical factors

Can't justify choices
When asked "Why this market?” you struggle to
articulate a compelling, well-founded answer

Interpreting The Red Flags

The more boxes you checked, the more likely you're wasting resources on wrong markets while missing better
opportunities. If you checked:

1-2 3-5 6+
Minor issues - tighten your

process with clearer criteria and
documentation

Significant gaps - you need a
structured way to improve
decision quality

Broken process - market
selection is costing you money
and opportunity
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Moving Forward

Market prioritization isn't something you do once: it's a capability you build. The companies that

scale internationally successfully don't have better instincts or bigger budgets. They have a

better way to select, prioritize and focus.

If your self-assessment showed gaps, you have three ways forward.

Build it yourself.

Drawing on the five
dimensions outlined in this
playbook you have enough
to start.

Customize the criteria to your
business, gather the data, and
run the scoring with your
leadership team. This path
works when you have strong
research capability, clear
strategic priorities, and time.

Bring in experienced
facilitation.

A structured evaluation with
outside guidance compresses
months of internal debate into
a few focused weeks.

The decisions are more
defensible, partly because the
methodology has been tested
across industries and
geographies, and partly
because an outside voice
keeps the scoring honest.

Run a comprehensive
strategy project.

Some situations warrant more:
evaluating many markets
simultaneously, entering
unfamiliar regions, or making
a decision too large to

get wrong.

This goes beyond prioritization
into deep market analysis,
entry strategy design,
business case approval and
implementation planning.

The right path depends on your situation: how many markets you're evaluating, how confident you are in

your current approach, and how much risk you're willing to accept. What matters most is moving from

reactive, opportunistic market selection to systematic, strategic prioritization.

If you'd like to discuss your specific situation and what your self-assessment score indicates

you should address first, contact us.
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