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✓ Understand the four quadrants of 
the environment map and why 
context matters

✓ Learn to scan and allow for 
external forces you cannot control

✓ Practice rapid evidence gathering 
and sense-making

✓ Leave with templates and a 
cadence for ongoing monitoring

The Business 
Enviroment Map



BMC, VP and Environment Map

The Environment Map helps you 
understand the context in which you 
create. 

The Business Model Canvas helps 
you create value for your business.

The Value Proposition Canvas helps 
you create value for your customer.



The Environment Map
The Environment 
Map helps you 
understand the 
context in which 
you create.

Four quadrants

• Key trends
• Market Forces
• Macro economic 

forces
• Industry forces



The Environment Map

The Environment 
Map helps you 
understand the 
context in which 
you create.

Over time…. 



What the environment map is and is not
• It maps context around a business model, not the model 

itself
• Focus on forces you cannot control and how they help or 

hinder you
• Complements, not replaces, customer discovery and 

experiments
• Orients teams to outside-in thinking before solutioning
• Guides scenario planning, risk mitigation, and strategic 

choices



Why environment context?
• Great ideas win or fail based on context, not just canvas 

design
• Customers change over time; new segments appear as needs 

and attitudes shift
• Macro mood and means drive willingness to pay; the same 

offer lands differently across cycles
• Key trends (tech, regulation, culture) can flip feasibility and 

acceptance overnight
• You can’t control these forces, but you must monitor and 

interpret them to inform what you do next.
• Treat it like weather: you can’t change it, but you can dress for 

it and plan your route
• Early warning lets you redesign offers, pricing, and timing 

before headwinds become storms



Why environment context?
• Money decisions are emotional first and rational second, so mood 

matters

• Sense the economic weather and tailor offers to the budget in front 
of you

• Rising middle classes expand categories such as travel and first car 
ownership

• Household pressure such as high housing costs and weak wage 
growth pushes younger buyers to delay or downshift

• You cannot control these forces, but you can prepare: a different 
offering, pricing options, bundles, timing, and buffers

• Keep a simple forecast and trigger set so you act early rather than 
react late

• Make environment scanning a habit so you avoid investing in ideas 
that the context is in the process of making obsolete



The four quadrants at a glance

Key trends: technology, regulation, cultural 
shifts, societal norms
Market forces: customer segments, jobs, 
pains, gains, channels, expectations
Macro-economics: growth, inflation, rates, 
labour, FX, income distribution
Industry forces: rivals, substitutes, entrants, 
supplier and buyer power
Each quadrant produces constraints, 
triggers, and options for business model 
design



Key trends

Four quadrants

• Key trends
• Market Forces
• Macro economic 

forces
• Industry forces



Key trends

Technology waves that alter cost curves and user behaviour
Regulatory currents and pending rules that reset the playing 
field
Cultural and demographic shifts that change acceptance and 
taste
Data access, privacy norms, and trust mechanisms that 
enable new models
Standards, infrastructure, and complements that unlock 
adoption



Key trends



Market forces

Four quadrants

• Key trends

• Market 
forces

• Macro economic 
forces

• Industry forces



Market forces

• How segments evolve as needs and 
attitudes change over time

• Jobs to be done, switching costs, and 
perceived risk that slow adoption

• Willingness to pay and price fences that 
partition value

• Channel power and discovery dynamics 
that govern reach

• Early adopter characteristics that predict 
the next beachhead



Market forces



Macro-economics

Four quadrants

• Key trends
• Market forces

• Macro-
economics

• Industry forces



Macro-economics

• The financial health of society affects customers’ willingness and ability to 
pay for different things

• Growth and confidence shaping demand 
• Inflation and input volatility compressing margins
• Interest rates and credit access changing payback hurdles
• Labour markets, talent scarcity, and wage pressure shaping cost base
• FX and trade shaping competitiveness and sourcing choices
• Customers change over time – partly because their needs change, and partly 

because their attitudes change.
• New types of customers with new needs will emerge, and there is 

an opportunity to create a model that align with those needs.



Macro-economics



Macro-economics



SWOT analysis

INTERNAL FACTORS EXTERNAL FACTORS
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STRENGTHS

S1 High Customer Traffic (SM) 

S2 Hybrid Service Offerings (OP)

S3 High Revenue Growth Rate (AF)

WEAKNESSES

W1 Low Turnover Rate (OP)

W2 Limited Sitting Capacity (OP)

W3 Poor Social Media Presence (SM)

OPPORTUNITIES

O1 Partnership with Online Delivery Services (S2,T2) 

O2 Potential Increase in Productivity (T2, T3, S2)

O3 Develop Local Events Sales Promotion (S3, T1)

THREATS

T1 Potential Increase in Production Cost (E1, E2, E3) 

T2 Potential Decrease in Demand (P1, P2, P3, E2)

T3 Potential Increase in Product Price (E1, E2, E3)



Industry forces

Four quadrants

• Key trends
• Market forces
• Macro-

economics

• Industry 
forces



Industry forces

• Map direct competitors, near substitutes, 
and the do-nothing option

• Identify barriers to entry, capital intensity, 
and learning curve advantages

• Track supplier concentration and platform 
gatekeepers that set terms

• Observe buyer concentration and 
procurement playbooks that shape deals

• Locate your unfair / defensible advantage 
where rivals cannot easily follow



Competing solutions



Competing solutions



Competing solutions



● Map your competitors using 

a 4 quadrant model

● Use the X & Y axis to show 

where you differentiate

● This quickly identifies the white-space that is 

your unfair advantage

● Aim to be in the top right quadrant

Competing solutions



Demonstrate diligent awareness of both direct competitors and indirect 
substitutes. Prove you’re grounded in market realities. It will also demonstrate:

• Your sustainable competitive advantages
• Barriers to entry you’ve established
• Recognition of indirect competitors and alternatives

Investors want to know you’ve thoroughly analysed the competitive 
environment and have a sustainable edge.

Tip: Never claim “we have no competition” — this signals naivety about your 
market. Even disruptive innovations compete with established behaviors or 
workarounds.

Competing solutions



Example: 

An AI-powered behavioural support platform 
that helps leaders make confident, clear 
decisions under pressure and in the face of 
uncertainty.

Competing solutions



Direct competitors: 

• BetterUp – global digital coaching and behavioural science 
platform.

• CoachHub (with AIMY  AI Coach) – blends human coaching 
with AI-enabled situational support.

• Ezra (Adecco Group) – large-scale enterprise coaching with 
behavioural measurement.

• Torch – combines coaching, mentoring, and digital leadership 
development.

Competing solutions



Do-nothing options: 

Rely on Traditional Executive Coaching – scheduled, high-cost 
sessions that lack immediacy.
Generic Leadership Training – workshops or e-learning modules 
that don’t support live decision-making.
Ad Hoc Peer/Mentor Support – informal reliance on colleagues or 
senior leaders for guidance.
Status Quo / No Intervention – leaders continue under stress, with 
decisions shaped by bias, hesitation, or over-consensus.

Competing solutions



Exercise: Who are your direct competitors, and 
what is the do-nothing option for your idea?

Take 5 minutes

Competing solutions



You need to show not just the current market size, but how 
you’ve thoughtfully segmented it and identified the specific 
portions you can realistically capture.

What to Include:

• Total Addressable Market (TAM), Serviceable 
Addressable Market (SAM), and Serviceable 
Obtainable Market (SOM)

• Visual representation of market segmentation
• Market trends or tailwinds strengthening your 

opportunity
• Regulatory or technological shifts creating a market 

opening

Market sizing and any relevant shifts



Market size: measure of the total volume of a 
market 
• Total Available / Addressable Market 

(TAM): total revenue opportunity for 
your product and everyone you want to 
reach with your product, doesn’t tell 
you much

• Serviceable Addressable Market / 
Served Available Market (SAM): 
portion of TAM that is served by your 
product or portion of TAM you are 
targeting 

• Serviceable Obtainable Market (SOM) 
/ Target market: portion of SAM where 
you start serving and where you will 
realistically reach, especially within the 
first few years 

Market sizing and growth rate



Let’s say you are starting a company that sells pet food:

TAM: the market for pet food 
SAM: the market for dog food 
SOM: the market for puppy food 

OR you are starting an e-learning company:
TAM: the market for learning
SAM: the market for online learning 
SOM: the market for online learning about for x 

Example 



It tells you about the business potential of your idea

One of the first things investors will look at, the 
bigger your market size, the lower the risk of their 
investment e.g. “$50B market growing 15% 
annually”)

Need to know your business potential early on, 
maybe your market is too niche 

Determines your business decisions, marketing 
strategy, etc. 

Why market sizing and growth rate



What was the TAM, SAM and SOM for Facebook? 

TAM: ?

SAM: ?

SOM: ?

Exercise 



Facebook’s market size:

TAM: All people in the world

SAM: All people who can be online

SOM: Harvard students 

Exercise 
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Market sizing and growth rate



Market sizing and growth rate



Go back to the problem your startup is solving

Somewhat arbitrary, no right answer

Figure out what makes sense for your startup 
and product and also, what would make 
sense to your investors

Be logical and consistent 

Methodology 



Identify the different factors that impact the sale of your 
product, e.g., age groups, geographical location, socio-
economic background, income, education level, etc.  

Look for numbers that make sense and use the numbers 
you already have based on your revenue, customer 
behaviour, etc. so far

✓ Government reports
✓ Market reports 
✓ Official statistics 
✓ Make assumptions

Cite your sources 

Methodology – tools 



Numbers, the bigger the better, but realistic and justifiable 

Clarity of your assumptions

Your optimism 

Your market analysis, understanding of competitors, potential 
penetration, growth, etc.  

Don’t say “our TAM is this…,” explain the process…

 “according to research done by … we estimate that x number of 
people are buying online and out of this, y number of people are 
buy electronic goods, and z number of people make enough money 
to afford our product, … so, our market size is estimate to be…”

What do investors look for? 



Based on what you know, come up with your market 
size. 

What is your version of…

“We estimate that x number of people are buying 
online and out of this, y number of people are buy 
electronic goods, and z number of people make 
enough money to afford our product, … so, our 
market size is estimated to be…”

Your market size 



Follow our Journey

https://innoboost.eu/
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