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1. Abstract 

This is Part 4 of a 5-part working paper which examines how science and technology enabled 

innovation is commercialised. 

In Part 1, we look at the challenge of reconciling data from 7 distinct disciplines which address 

sub-sets of this challenge: detailed review of the extant literature led to the design of a 

Retroductive research strategy which enabled a quantitative examination of the ‘best’ units of 

analysis followed by the measurement and analysis of 170+ variables. 

In Part 2, we defined a more precise way of defining maturity based on defining the 

Commercialisation Readiness Level (CRL) and compared this with the more commonly used 

Technology Readiness Level (TRL), to show how CRL provides a better assessment of growth.  

In Part 3, we explore how 12 meso-economic Vectors (or ‘levers’ governing growth) can be 

used to describe the key components of growth. 

Here, in Part 4, we combine the maturity mapping based on CRL with the meso-economic 

Vectors in order to describe the Commercialism Journey. 

In Part 5, we ‘animate’ the meso-economic Vector model to understand and model how 

‘ideological orientation’ can shape the relative importance and impact of the different vectors, 

in particular how we can use it to tackle the UN’s Sustainable Development Goals. 

2. Introduction 

The fundamental goal of Part 4 of our first research programme working paper is to understand 

how the drivers of growth change with maturity. In particular, we would like to integrate the 

maturity mapping approach described in Part 2 with the meso-economic vectors (the drivers of 

growth) which we unpacked in Part 3, in order to describe the commercialisation journey for 

any product. The ultimate goal is enabling the creation of a new set of tools which can be used 

to understand and map translation from concept to commercial impact. We can translate this 

goal into the following research questions: 

• How can we use these insights to create a dynamic growth mapping tool? 

• How can we use this to diagnose the current status of any product? 

• How can we use this to define a target ‘destination’ for the (same) product? 

• How can we use these insights to understand the Gap and design an Execution Plan? 

• How can we treat multiple products from the same company? 

• How can we compare different companies using this approach? 

• What are implications of this new capability? 

• Why is this better than current approaches? 

3. Previous Approaches & Limitations 

There has been little explicit coverage of the commercialisation challenge. This is partly 

because most treatments of growth have adopted a quasi-static equilibrium macro-economic 

approach, leading to ‘point’ assessments based on generalised variables, with limited insights 

into the key meso-economic drivers of growth. This problem has been compounded by 
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continued adherence to models of growth unsupported by empirical evidence, such as Rogers’ 

idealised model1, which we discussed in Part 2. 

The main tools used by entrepreneurs to support their commercialisation activities are based 

on ‘lean’ methods2,3,4,5,6,7,8 which we discussed in Part 1 of this paper: none of these 

approaches make any kind of explicit determination of the maturity of a proposition along its 

commercialisation journey; they also only look at a limited number of growth variables 

(justified by the lean ideology) and also tend to conflate the effect of these variables. As 

discussed already in Part 1 of this paper, while these approaches have been deployed 

successfully for ‘simple’ products, they lack the ability to provide an integrative assessment of 

all the factors associated with complex innovation-enabled growth.  

Our new approach enables the detailed mapping of the commercialisation journey, providing a 

dynamic view of growth based on meso-economic vectors. 

4. Methodology 

Our overall approach to defining the commercialisation journey based on the data and insights 

from our retroductive research programme is described in Part 1 of this paper. The specific 

steps in applying this approach are shown in Figure 1 and described briefly below. 

Step 10: Define Product Commercialisation Journey 

Our new approach to defining the commercialisation journey integrates two key components: 

• The explicit definition of maturity, based on commercialisation readiness level, CRL, as 

described in Part 2 of this paper 

• Detailed definition and quantification of the meso-economic growth vectors (and sub-

vectors and attributes) based on performative metrics, as described in Part 3 of this paper. 

In this step we are able to define the commercialisation journeys for a wide range of products 

covering many market spaces. This model allows us to assess any product and compare it 

against data for other products in the same market space and also in different market spaces. 

Step 11: Create simplified approach to product Maturity vs 12 fundamental Meso-economic 

Vectors 

In this step, we created a (relatively) simple tool, the Triple Chasm Navigator, to profile the CRL-

based maturity of any product and to define the commercialisation intensity of the 12 meso-

economic vectors at this value of CRL. This involved the development of a new questionnaire 

which enabled the responses to be translated into estimates of commercialisation intensity. 

The resultant mapping provides a map of the current status of the product. This process can be 

repeated to understand what the pattern would look like at higher levels of maturity.  
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Figure 1: Detailed Retroductive Research Methodology for understanding the 

Commercialisation Journey 

Step 12: Develop detailed approach to Product Intervention Strategy 

The approach described above for the Navigator was extended to explicitly analyse each 

vector, sub-vector, and attribute, to build a more detailed view of any product, based on 

performative metrics for each variable. This quantitative assessment was augmented with 

qualitative techniques to model market-space-centric value chains and proposition framing, as 

discussed in Part 3 of this paper. 

This step ultimately led to the development of the Triple Chasm Workbench, a platform 

designed to capture, interrogate, and report on products from a wide range of market spaces. 

Step 12a: Explore Chasm I in detail 

As already discussed in Part 2 of this paper, our research revealed 3 discontinuities or ‘chasms’ 

in the growth journey for any product; crossing each of these Chasms presents different 

challenges. 

The successful crossing of Chasm I depends on tackling a relatively small number of key vectors 

(which has some resonance with lean methods), as discussed in Part 3. In this step we explore 

how to address this crossing in a structured way. 
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Step 12b: Explore Chasm II in detail 

Our research looked at the challenges of crossing Chasm II, where we observe the highest 

failure rates. Successful crossing of this chasm depends on tackling all the 12 vectors; we also 

looked at the need for multiple iterations of the business model vector before Chasm II can be 

crossed. 

Step 12c: Explore Chasm III in detail 

Our research looked in detail at Chasm III: as noted earlier this Chasm was first studied by 

Moore9. 

This step provides greater insight into the challenges of ‘go-to-market’ associated with this 

Chasm. 

Step 13: Extend Product Level Analysis to look at Multi-product Companies 

The goal here is to extend the unit of analysis from product to company, so we can understand 

the impact of the different vectors at an aggregate level; for example, this allows us to 

understand the aggregate impact of multiple products on funding and investment and human 

capital at the level of the whole company, not just one of the products – this is particularly 

important where growth companies are working on multiple products early in their 

commercialisation journeys. 

Step 14: Develop detailed approach to assessing Product Commercialisation Potential 

An approach to assessing the Commercialisation Potential of a product was developed. The 

Potential Profiler provides a tool that allows users to assess the different attributes for each 

Meso-economic Vector.  

The Meso-economic Vector Potentials are aggregated to form the three components of 

Commercialisation Potential: 

• Market Potential comprises of the aggregate of the external vector potentials (E1-4) 

• Execution Potential comprises of the aggregate of all the internal vector potentials except 

I6 Funding & Investment (I1-5)  

• Financial Potential comprises of the aggregate of I6 Funding & Investment and the 

composite vectors (I6 & C1-2) 

Step 15: Develop approach to Multi-Product Portfolio Mapping 

The approach to assessing single product Commercialisation Potential was extended to assess 

and compare multiple products, providing the capacity to model portfolios: this approach was 

applied to three different scenarios: 

• Different products aimed at the same types of customers and in the same market spaces 

• Different products aimed at different customer types but still in the same market space 

• Different products aimed at different customer types in different market spaces 

The product portfolio tool provides a useful way to assess and compare opportunities and risks 

across different products, different customer types, and different market spaces. 

Step 16: Develop approach to Multi-Company Portfolio Mapping 
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This approach was extended to map and compare multiple companies (both single product and 

multi-product companies), providing the capacity to model company portfolios managed by 

intervention agencies, investors, and large corporates. 

5. The Commercialisation Journey 

5.1. Profiling the Overall Product Commercialisation Journey 

Figure 2 below shows how commercialisation intensity varied with maturity for the 3000 

companies in our main research sample data set. The results shown represent the average 

values across all these companies, allowing us to examine the broad pattern for 

commercialisation. 

 

 

Figure 2: Average variation in Commercialisation Intensity with Maturity 

We can aggregate this vector-level analysis in order to understand how the overall 

commercialisation intensity changes with maturity for typical products. Figure 3 below 

illustrates this variation for all 3000 companies and then compares the results versus those 

companies which achieved ultimate commercial success; this sub-set of 304 successful 

companies showed higher levels of commercialisation intensity, especially around Chasm II, 

where, as we discussed previously, commercially viable business models hold the key to 

chasm-crossing.  

This high-level view of the commercialisation journey provides very useful insights into the 

overall process, but the more powerful application of this approach is when it is used to 

understand how the patterns of commercialisation intensity vary across the different chasms at 

the sub-vector level. 

Figure 4 below shows how the 12 main vectors change with maturity for a typical growth 

company. This pattern is consistent with the overall results which show that commercialisation 

intensity peaks at Chasm II. 
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Figure 3: Variation in total commercialisation intensity for all companies compared versus 

successful companies 

 

 

Figure 4: Variation in the 12 Commercialisation Vectors across the Chasms - example product 

5.2. Variation in Vector E1 - Market Space 

In part 3 of this paper, we discussed the critical role of Vector E1, in particular market space-

centric value chains, which provide a structured framework for understanding how innovations 

are commercialised. Our research revealed that companies which had a clear view of the target 

market space as early as Chasm I, including understanding the key players and the relationships 

between them, had a much higher chance of taking a product to market successfully. This 

initial insight could be enhanced at Chasm II - but leaving market-space insights until this later 

point had a negative impact on growth prospects: once a stable market-space-centric value 

chain was constructed around Chasm I, then this formed a solid basis for commercialisation, 

with few changes required at Chasms II and III. 
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5.3. Variation in Vector E2 - Proposition Framing, Competition & Regulation 

Mapping the proposed offering versus the market-space-centric value chain provided a strong 

platform for understanding proposition framing, the competition, and opportunities for 

identifying partners and suppliers. Once a clear proposition was established around Chasm I, 

then this could be refined at Chasms II and III if required but usually the framing remained 

quite stable, except for one critical exception: in some cases, better understanding of the 

market space resulted in major changes at Chasm II which involved significant re-configuration 

of the proposition.  

More generally, however, our research revealed that, once formulated in the context of the 

target market space, changes in Vectors E1 and E2 were relatively small, unless a ‘strategic 

pivot’ was necessary. 

5.4. Variation in Vector E3 - Customer Definition 

Our research revealed the same kind of ‘stability’ in Vector E3, provided there was initial clarity 

in defining the target customer. However, we observed more changes with maturity in the 

identification of target customers, suggesting that many innovators do not focus enough on 

precisely defining the customers for their products early in the commercialisation journey. In 

some extreme cases our data showed the need for significant pivots to a new target customer 

as the company developed a better view of the commercial impact of an innovation. 

5.5. Variation in Vector E4 - Distribution, Marketing & Sales 

The pattern of small changes with maturity is evidently not the case for vector E4, which covers 

go-to-market variables: the quantitative treatment for E4 based on commercialisation intensity 

provided more explicit insights about the typical changes in go-to-market sub-vectors (E4A) 

across the 3 Chasms, as the example in Figure 5 below shows. This shows how the intensity of 

the sub-vectors increased with maturity, with the highest levels around Chasm III, consistent 

with significant growth in the volume of customers. 

We can also apply this same approach to compare how the strength of the m7Ps sub-vector 

(E4B) varies across the Chasms for the same product on its commercialisation journey. This 

highlights how the early emphasis at Chasm I on product packaging changes to an emphasis on 

promotion and sales at Chasm III; but crucially around Chasm II the emphasis is on business 

model development (with a focus on revenues and costs). Figure 6 below shows an example of 

these differences. 
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Figure 5: Variation in Vector E4A (Go-to-market) across the 3 Chasms- an example 

 

 

Figure 6: Variation in Vector E4B (m7Ps) profiles across the 3 Chasms for an example product 

5.6. Variation in Vector I1 - Contingent Technology Deployment 

As discussed in Part 3, strategic decisions about how any technology is deployed can have a 

significant impact on commercialisation success. Our research revealed both the potential and 

the perils of getting this wrong. This conditionality is important at Chasm I, as Figure 7 below 

illustrates, with the overall intensity increasing significantly at Chasm II where the commercial 

viability of a product is established. By the time Chasm III is being crossed it is too late to make 

any changes to conditional technology deployment, as Figure 7 shows very clearly. 
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Figure 7: Variation in Vector I1 (Technology Deployment) profiles across the 3 Chasms for an 

example product 

5.7. Variation in Vector I2 - IP Management 

 

 

Figure 8: Variation in Vector I2 (IP Management) profiles across the 3 Chasms for an example 

product 

The changes in the commercialisation intensity for the sub-vectors concerned with IP 

Management, are similar, in broad terms, to the sub-vectors governing technology 

deployment. Figure 8 above shows the importance of patents and knowhow around Chasm I; 

the intensity of these increases at Chasm II, where more commercially oriented intellectual 

property such as design rights, copyright and open-source material become more important. 
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Once Chasm II has been crossed, the commercialisation intensity of IP drops off, with the 

emphasis shifting to implementation and compliance management. 

5.8. Variation in Vector I3 - Product Definition & Synthesis 

The sub-vectors associated with Product Definition & Synthesis show a strong focus on form 

and functionality around Chasm I, where the focus is on developing the first prototype. This 

increases dramatically at Chasm II, with a much stronger focus on the customer, consistent 

with the need to demonstrate commercial sustainability. What the example in Figure 9 

illustrates is the crucial importance of ‘shaping’ the product in a broader sense, in contrast to 

some of the more simplistic notions around ‘minimum viable product’ which eschew some of 

the critical factors in developing a commercially successful product. Our research suggests that 

the concept of MVP is only relevant at Chasm I, and even in that context only relevant to 

‘technical’ viability. 

At Chasm III, the product focus in this example shifted to a narrower focus on the influence of 

customers, and in the example shown in Figure 9 below, the importance of data and 

applications. 

 

 

Figure 9: Variation in Vector I3 (Product Definition) profiles across the 3 Chasms for an example 

product 

5.9. Variation in Vector I4 - Manufacturing & Deployment 

Figure 10 below shows how the sub-vectors associated with manufacturing and deployment 

change with maturity. Not surprisingly, the intensities are quite low at Chasm I, increasing 

around Chasm II where considerations around commercial sustainability become very 

important. The intensity is highest around Chasm III, where considerations around the cost and 

complexity of manufacturing and deployment become very important. This pattern has some 

similarities with Vector E4, which tackles go-to-market considerations. 
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Figure 10: Variation in Vector I4 (Manufacturing & Deployment) profiles across the 3 Chasms 

for an example product 

5.10. Variation in Vector I5 - Human Capital 

The example in Figure 11 below illustrates how the variables associated with human capital 

show significantly different patterns along the commercialisation journey: this provides a 

powerful graphic illustration of how the treatment of talent, leadership and culture needs to 

change with growth, consistent with the experience of all management teams. 

 

 

Figure 11: Overall human capital priorities change with maturity 
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Around Chasm I, core competences, entrepreneurial orientation and ‘flat’ leadership styles are 

more important; approaching Chasm II, priorities change so that teams, the overall narrative 

and remunerations and rewards become critical and hybrid leadership styles are more 

prevalent; at Chasm III, the sub-vectors reflect the priorities typically associated with more 

mature companies, with power structures, team performance and control systems showing the 

highest intensities. 

Our research also showed how the organisational imperatives change with maturity as a 

consequence of these changing priorities. Figure 12 highlights the differences in focus as 

companies evolve, starting with small groups of entrepreneurial founders, leading to 

structured teams and more complex company structures. This kind of insight can provide the 

basis for better decision-making in high-growth companies. 

 

 

Figure 12: How organisational imperatives change with maturity 

5.11. Variation in Vector I6 - Funding & Investment 

In Part 3 of this paper, we discussed the different potential sources of funding and investment 

for innovation-led companies. The pattern of funding sources changes significantly with 

maturity, as Figure 13 below illustrates. The key insights from this data are: 

• The critical role played by grant funding from state agencies in the pre-Chasm I phase 

• The continuing importance of this kind of support leading up to Chasm II 

• The increasing importance of funding from Customers as companies grow 

• The relatively small role played by Venture Capital in the overall commercialisation journey, 

at variance with ‘popular perception’ – this gap between the rhetoric and the reality was 

one of the more surprising revelations from our research. 
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The results shown in Figure 13 below have important implications for those designing new 

local, regional, and national intervention support measures. 

 

 

Figure 13: Funding sources depend on maturity 

Given the importance of equity funding for many of these investment sources, our research 

also explored the factors which can influence the valuation of companies, and hence the level 

of ‘dilution’ companies can experience along the commercialisation journey. Figure 14 below 

shows how the relative impact of different factors on valuation changes with company 

maturity, relative to the 3 Chasms. 

This confirms that there is little precision in evaluating company valuations, particularly around 

Chasm I and Chasm II – the only company conclusion which can be drawn from the data is that 

valuation, like beauty, lies in ‘the eye of the beholder’, and depends on whether you are buying 

or selling!  
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Figure 14: How valuation parameters can change with maturity 

5.12. Variation in Vector C1 - Strategic Positioning 

Strategic positioning, one of the two composite vectors, also depends on the maturity: the 

relative importance of the 10 constituent vectors reflects where companies are relative to the 

three chasms. 

Figure 15 below shows an example of a company where the early positioning is strongly 

focused on the technology. This changes significantly around Chasm II with the product or 

service strongly affecting positioning. This changes again so that customers, distribution and 

deployment are the key drivers behind the positioning of the company at Chasm III. 

 

 

Figure 15: How strategic positioning can change with maturity-an example 

5.13. Variation in Vector C2 - Business Model Development 

The composite Vector C2 which describes the business model is critical to commercial success. 

We discussed the typical components of any business model in Part 3 of this paper.  
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Our research revealed the following key insights: 

• The commercial success of any product depends heavily on successfully crossing Chasm II 

• Crossing Chasm II is a major challenge for most companies 

• Success rarely depends on the first conception of the business model 

• On average, successful companies probably executed 5-6 iterations of the business model, 

before alighting on a model that works! 

6. The Commercialisation Tools 

6.1. The Navigator Tool 

The research insights discussed above enabled us to create a simple tool which could be used 

to profile any product relatively quickly and succinctly. Our approach to building the Navigator 

consisted of the following steps: 

• Define the Product 

• Define the maturity at which the assessment is applied i.e., CRL value (using the scale 0-10 

described in Part 2 of this paper) 

• Create 3 questions relevant to each of the 12 Vectors, but using natural language queries 

without any explicit reference to the Vectors 

• Each of the 3 questions can be answered by selecting one of five available options 

indicating the strength of the response 

• Aggregate these responses to create a single value of the commercialisation intensity, CI, 

for that Vector, based on an algorithm reflecting the learnings from the research data and 

insights 

• Extend this approach to tackle all 12 Vectors, which equates to a total of 36 natural 

language questions 

• Create a polar representation showing the relative strength of the 12 vectors based on the 

algorithm outputs 

• Plot the equivalent data for the average value of each vector based on sampling 304 

successful companies selected from Sample S2 discussed previously. 

• Compare the differences between the results for the product being assessed versus the 

equivalent average data for the successful companies 

• Provide simple ‘automated’ commentary about the divergence between the current data 

set and the average success data set 

Figure 16 below shows the typical output from the Navigator tool 
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Figure 16: The Triple Chasm Navigator 

6.2. The Comprehensive Analytical Framework 

The Navigator provides a simplified way of assessing the behaviour of any product at a specific 

maturity level but our research provided the basis for building a comprehensive analytical 

framework which enables ‘continuous’ monitoring of the growth of a company as it makes its 

commercialisation journey across Chasms I, II and III. 

6.2.1. Methodology for analysing single-product companies  

This approach consists of assessing all the vectors, sub-vectors, and attributes at increasing 

values of maturity defined by the Commercialisation Readiness Level, drawing on the insights 

provided by the research data as discussed above in Section 4.  

The methodology for single product companies consists of the following steps: 

• Articulate the vision 

• Understand the target market space 

• Frame the proposition vs the market space 

• Define the target customer 

• Define the product or service 

• Articulate the difference that the proposition will make 

• Understand the shape and timing of the company’s overall commercialisation journey 

• Estimate how long the journey will take 

• Estimate the size of the opportunity 

• Assess the current maturity of the proposition (Diagnosis) and the next 

‘destination’(Target), based on the commercialisation intensity of the 12 vectors (and 

associated sub-vectors and attributes where appropriate) 

• Assess the Gap between the ‘Target’ and the ‘Diagnosis’ 
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• Build an execution plan to tackle this Gap 

Our research showed that the biggest growth challenges occur at each of the 3 Chasms; we 

discuss the key factors at each of these Chasms below. 

Crossing Chasm I 

Figure 17a below illustrates these typical challenges 

 

 

Figure 17a: Crossing Chasm I 

The ‘starting point’ diagnosis can be characterised by the following:  

• Strong academic and/or research lab focus, with CRL=0,1 

• Potential for deployment in wide range of market spaces 

• Product or service concept may not be clear 

• Poor understanding of target customers 

• Early insights into contingent technology deployment 

• Initial observations on potential strategic positioning 

The ‘end-point’ target can be characterised by the following: 

• Initial view on potential market space(s) 

• Initial view on proposition framing, competition, and regulation 

• Some understanding of the first ‘charter’ customer  

• Initial definition of product or service concept 

• Target maturity of CRL=4 

• First formulation of potential strategic positioning  
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• Initial views on potential business models 

The Execution Plan for crossing Chasm I focuses on: 

• Technology development and contingent technology deployment 

• Early views on the market space and initial proposition framing 

• Understanding and starting the process of managing key intellectual property 

• Anticipating the mix of human talent critical for future success 

• Ensuring there is adequate funding to create a prototype proposition 

Crossing Chasm II 

Figure 17b below illustrates these typical challenges. 

 

 

Figure 17b: Crossing Chasm II 

The ‘starting point’ diagnosis can be characterised as follows: 

• Maturity around CRL≈ 4/5 

• But contingent technology deployment not well-developed 

• Clear proposition but product still at early stage 

• Strategic positioning well-developed but business model is probably still vague 

• Sharper customer focus needed to refine product or service functionality 

The ‘end-point’ target can be characterised by the following: 

• Clear product or service definition underpinned by commercially viable business model 

• Maturity of CRL≈ 7/8 
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• Clarity on market space and proposition differentiation 

• Early customers well-established 

• Leadership and teams to drive future go-to-market in place 

• Initial plans for distribution, marketing, and sales in place 

• Execution of IP management plans in place 

All 12 vectors are critical when crossing Chasm II, so the execution priorities are: 

• Funding & Investment are critical at this point, which can be a challenge, given that the 

design of a commercially viable business model is the output of this activity 

• Confirm market space focus and competitive proposition framing 

• Refine customer definition and messaging 

• Understand manufacturing, deployment, and distribution priorities 

• Develop, test, and refine business model narrative, architecture, numbers, and metrics 

• Build the team, culture, and leadership 

• Confirm the overall strategic positioning 

Crossing Chasm III 

Figure 17c below illustrates these typical challenges. 

 

 

Figure 17c: Crossing Chasm III 

The ‘starting point’ diagnosis can be characterised as follows: 

• Well-developed product and service proposition with a commercially viable business 

model 
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• Clear strategic positioning 

• Charter customers in place 

• Conventional debt and equity funding now more easily accessible – low commercial risk 

• Distribution, marketing & sales activity still relatively unstructured 

The ‘end-point’ target can be characterised by the following: 

• Clarity on Customers and Channels 

• Coherent plans for Distribution, Marketing & Sales 

• Clarity on manufacturing and delivery strategy 

• Clear strategic positioning 

• Leadership team and structure in place 

• Understanding new and cross-border market spaces 

The number of critical vectors at Chasm III is smaller than for Chasm II (4 or 5 not 12), so the 

key execution priorities are: 

• Establishing the capacity of the company to scale customer numbers and revenues 

• Marketing, Sales & Distribution, in particular clarity on the m7Ps 

• Managing manufacturing and product or service deployment 

• Building out the team, culture, organisational structure, and leadership 

• Refining the Strategic positioning 

• Reviewing and refining business models as required 

6.2.2. Methodology for multi-product companies 

 

 

Figure 18: Overall Approach for Multi-product Companies 
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Figure 18 above shows how this approach can be applied to multi-product companies. The 

approach to tackling multi-product companies consists of the following steps: 

• Articulate the vision for the whole company 

• Define or refine the overall proposition for the whole company 

• Define the different products or services 

• Define your market space and customer focus for your product portfolio 

• Who are the products in your portfolio aimed at? 

o The same market space and same customers? 

o The same market space but different customers? 

o Different market spaces and different customers? 

• Define the target customers 

• Define how the products and services fit into the overall market space(s) 

• Address each product or service using the approach described above for single product 

companies 

• Understand the shape and timing for each product or service 

• Estimate how long each product journey will take 

• Create an aggregate Execution Plan for the company 

6.2.3. The Strategic Intervention Tool: The Workbench 

The comprehensive analytical framework described in Sections 6.1 and 6.2 was incorporated 

into an integrated platform which can be used by companies to manage the strategic 

development of individual products and their product portfolios. 

This platform is also used in partnership with a range of innovation agencies to design and 

deliver new growth intervention programmes targeted at different stages of maturity. 
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Figure 19: The Workbench Dashboard 

Figure 19 above shows the overall dashboard for this Workbench, which highlights the key 

components of how it operates: 

• The basic unit of analysis as discussed above is the product 

• The diagnosis or starting point for the analysis is defined based on the existing maturity 

CRL of the product 

• The end point for the analysis is defined based on the target maturity CRL for the product 

• Each Vector and sub-vector is assessed systematically, based on values of 

commercialisation intensity at the existing and target states 

• The Gap between Target and Existing states is then deduced from the values of 

commercialisation intensity 

• Actions required to address the Gap constitute the Execution Plan. 

Progress in using the tool can be assessed by looking at the status lights on the Dashboard; 

these show which vectors have already been assessed and serve as check list. The dashboard 

has built-in dynamic links to each vector and sub-vector which means the analysis does not 

need to be conducted in a sequential manner once the starting points and endpoints are 

explicitly defined. 
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This demonstrates the power of the vector-driven approach, which allows each vector to be 

treated separately.  

6.3. Commercialisation Potential Profiler 

Figure 20 below shows the dashboard of the Potential Profiler which provides a tool that 

allows users to assess the three components of Commercialisation Potential of a product 

including Market Potential, Execution Potential and Financial Potential. 

 

 

Figure 20: The Commercialisation Potential Profiler 

6.4. Multi-Product Portfolio Mapping Tool 

The Multi-Product Portfolio Tool provides a way for companies to understand the relative 

contribution of different products to the overall performance of the Company. It is based on 

applying the product Commercialisation Potential analysis tool to each product at its current 

maturity level.  

The product portfolio tool is mainly of importance for multi-product companies who need to 

understand the impact of supporting multiple products. More mature companies may have a 

wide portfolio of products at different levels of maturity (and hence commercial impact): for 

example, Figure 21 below shows a company which has 5 different products at different levels 

of maturity (and hence status relative to the 3 Chasms) 

Figure 22 illustrates a typical dashboard from the Product Portfolio Mapping Tool. 
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Figure 21: Company Portfolio showing maturity of different products 

 

 

Figure 22: Multi-Product Portfolio Dashboard 
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6.5. Multi-Company Portfolio Mapping Tool 

The Company Portfolio Mapping Tool provides a more precise way of mapping and comparing 

different growth companies than some of the conventional portfolio management tools used 

by investors, which sometimes focus exclusively on financial criteria.  

In particular, this enables a comparison of the commercial potential of different companies. For 

listed companies, the conventional approach is very useful, but the financial parameters 

associated with private or unlisted companies can be easily manipulated. In these situations, 

the Company Portfolio Mapping Tool based on the Triple Chasm approach can provide more 

robust insights of the potential of each company, not just a current snapshot of performance. 

This is illustrated in Figure 23 by a view from the dashboard of this tool. 

 

 

Figure 23: Multi-Company Portfolio Dashboard 
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7. Conclusions 

In Part 4 of the 5-part paper which re-assesses how science and technology enabled innovation 

is actually commercialised, we integrate product maturity with the meso-economic vectors to 

model the commercialisation journey in detail.  

The results show how the importance of the growth drivers (defined in terms of vectors, sub-

vectors, and their attributes) varies with maturity. Specifically, we look at the challenges 

involved in crossing the three key chasms on this journey and illustrate how the biggest hurdle 

to growth is encountered at Chasm II. We also show how product level insights can be 

translated to understand the behaviour of both single and multi-product companies. 

Finally, we discuss five specific tools based on these insights which can be used by those 

managing the growth journey to understand and respond to their key challenges: the 

Navigator, the comprehensive Workbench, the Commercialisation Potential Tool, the Product 

Portfolio mapping tool, and the Company Portfolio tool. 

In the final part of this paper, Part 5, we discuss how these results can be extended to look at a 

more robust and precise approach to tackling sustainability.  
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