














Successful	growth	companies	relentlessly	pursue	
answers	to	these	4	questions		

What	is
my	core?

1

What	is	the	full	
potential	of	the	
core?

2

How	can	I	expand	into	adjacencies,	
ideally	with	a	repeatable	formula?

Extend

When	and	how	will	I	need	
to	redefine	the	core?

4 2

Expand

3

4

Source:		Zook,	C.	and	J.	Allen.	Profit	from	the	Core:	Growth	Strategy	in	an	Era	of	Turbulence.	Bain	and	Company.



Question	1:	What	is	“the	core”	of	the	business?

•What	is	our	greatest	
competency?

•What	are	our	
fundamental
skills	and	
technologies?

•What	differentiates	
us	in	our
customers’	minds?

•Do	we	have	any	
unique	assets?	

•Who	do	we	define	
as	our	core	
customer	segments?

•Who	are	our
most	profitable	
customer	segments?

•What	other	
potential	customer	
groups	do
we	touch?

•What	do	our	core	
customers	most	
value	about	us?

•What	products	or	
services	are	the	most	
profitable?

•What	products	or	
services	generate	the	
most	sales?

•What	products	or	
services	have	
allowed	the	business	
to	grow?

•What	do	our	
competitors	offer	
that	we	don’t?

•What	do	we	do	
better	and	more	
cost	effectively	
than	other	
players?

•What	is	the	major	
source	of	our
cost	advantage?

What	are	the	
business’	core		
capabilities?

What	are	the
business’	

cost	advantages?

Who	are	the	
business’	core	
customers?

What	are	the
business’	core	

products/services?



Question	2:		What	are	sources	of	full	potential	to	“deepen”	the	
core?

•Do	we	have	the	right	
scale?	

•Are	we	participating
in	the	right	
channels,	with	the	
right	products	and	
services,	targeting	
the	right	customers

•Do	we	have	the	right	
degree	of	
complexity?

•Are	we	maximizing	
our	revenues?
-Customer	
segmentation
-Product	design
-Delivery	excellence
-Pricing	practices

•Are	we	minimizing
our	costs?	

•Are	we	measuring
ourselves	effectively?

Strategic Operational Financial

•Can	we	increase	
working	capital	and	
cash	flow?

•Is	the	balance	sheet	
optimized?

•How	efficient	is	our
use	of	capital?

Organizational

•Do	we	have	the	
right	capabilities?

•Is	it	clear	who	
makes	decisions?

•Do	we	have	a	high	
performance	
culture?



Ten	signs	that	there	are	value	opportunities	in	the	core

Customers Cost Competition Clarity	on	strategy	&	
past	successes

1.Core	customer	“share	
of	wallet”
has	declined

2.Customer	segments	not	
revised	for	years,	not	a	
driver	of
product	priorities

3.Below	average	share	in	
highest	growth	
channels,	geographies,	
customer	segments

4.Unit	cost	
experience	curves	
flattening

5.Business	product	
and	process	
complexity	
increased

6.Large	unexplained	
regional	
performance	
variations

7.Competitor	
reinvestment	rates	
or	market	share	up

8.Profit	pool	
surrounding	the	
core	not	well-
mapped

9. Core	not	well	
defined,	no	
consensus

10.Disappointment	
with	“adjacency”	
expansions

How	many	of	these	apply	to
our	business?



Question	3:	What	adjacencies	should	we	extend	into?

•Clean	sheet	brainstorming
- “White	space”
- New	market	
opportunities

- New	businesses
- New	channels

•Assess	customer	needs	accurately

•Evaluate	current
competitor	offerings

•Assess	our	true	core
capabilities	objectively

•Develop	financial	model

+

Identifying	potential	adjacencies	is	a	mix	of	creative	and	analytic	work.

















































Tests	adjacencies	for	relatedness	&	attractiveness

• What	percentage	of	our	
current	customers	would	
want	this	product/service?

• How	easy	will	it	be	to	attract	
other	customers?
- How	different	would	they	
be	compared	to	our	
current	customers?

• Is	there	a	high	degree	of	
overlap	of	direct	costs	
between	this	adjacency	and	
the	products	and	services	we	
currently	offer?

• Is	there	a	need	to	increase	
costs	to	perform	in	the	
adjacent	market?

• Do	we	have	unique	skills	or	
talents	that	we	would	
leverage	as	we	pursue	the	
adjacency?

• Would	this	capability	give	us	
a	sustainable	competitive	
advantage?
- Can	we	win	the	game	due	
to	this	capability?

Shared	capabilitiesShared	customers Shared	costs
Questions:

Profit	potentialMarket	size Market	growth
Questions: • How	quickly	is	this	

adjacency	market	growing?
• What	are	the	profit	margins	
in	the	adjacency	industry?

• How	competitive	is	this	
industry?	How	many	players?

• Are	these	margin	sustainable?

• What	is	size	of	the	relevant	
market	segment	pertaining	to	
the	adjacency?

Relatedness

Attractiveness





Worksheet:	Prioritize	your	adjacencies

Adjacency

Relatedness to core
Relatedness

total 
(High = 
better)

Attractiveness of adjacency
Attractive-
ness total 
(High = 
better)

Market size
(4 = high)

Market 
growth

(4 = high)

Profit 
potential

(4 = high)

Shared 
customers
(4 = high)

Shared 
costs 

(4 = high)

Shared 
capabilities 
(4 = high)



List	of	prioritized	“extend”	opportunities

1.

2.

3.

4.

5.

Top 5

High

Low

Relatedness

Adjacency G

Adjacency T

Adjacency A

HighLow
Attractiveness


