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How to overcome 
innovation indecision 
& protect your budget 
at the same time
The Product Strategy Decision Framework
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When to kill 
your idea?
Do you have a great idea for a new digital product or 

application, but you’re not sure if it’s the right moment 

to build it? Or maybe someone on your team has 

suggested a new addition to your product offering, 

but you’re not sure if it’s worth the investment? We’ve 

all been there, and that’s why over the past 10+ years 

we’ve created our own tool for answering these 

questions: the Product Strategy Decision Framework.

This framework has helped us and our clients to 

decide whether to start a project or make changes 

to an existing one. We’re passionate about creating 

digital brands & products that stand the test of time, 

and putting big ideas to the test is a critical step in our 

project approach. 

So if you’re wondering what you need to know before 

building a new digital product or making a big addition, 

this is it. Here are some common questions:

• Should I build an app?

• Should I invest in mixed reality like AR or VR?

• Should I invest in Artificial Intelligence?

• Should I transform our service into a platform?

• Should I offer a subscription service for our 

product?

To answer these kinds of questions, let’s take a look 

at the decision framework. But first, let us introduce 

ourselves.
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About 
Soda Studio
Soda is a digital product design agency that specialises 

in the design of tailor-made, highly engaging products 

and services. With our team of 25+ creatives, we 

transform abstract ideas and intricate concepts into 

purposeful and human experiences, as beautiful as they 

are functional. We help our clients with Digital Strategy, 

Digital Product Design, Design Systems, Low-Code 

Design, and UX Research. We’re based in Amsterdam, 

working across Europe and beyond.

Our leadership team

Left to right: Flin Nortier - Managing Partner, Mirjam Logister - Head of Design, Jany Jacott - Head of Operations, 

Jeroen van de Ruit - Managing Partner

Flin Nortier 

Managing Partner Soda Studio

+31 6 47588416 

flin@sodastudio.nl

Jeroen van de Ruit 

Managing Partner Soda Studio

+31 6 31644546 

jeroen@sodastudio.nl
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The framework consists of five factors that are 

evaluated and scored on a scale of 0-10: brand, strategy, 

audience, technology, and return on investment. A 

score of 0 indicates a strong mismatch between the 

idea and the factor, and a score of 10 indicates a very 

high match between the score and the factor. 

After you’ve scored each factor, calculate the average 

score. If the average score is 6 or higher, your idea is 

probably sustainable for your business. But, if any of the 

factors score 1 or less, you should abandon the idea 

or follow the alternative path down “if the score is too 

low”.

It’s a qualitative model, so it won’t produce a 

mathematical outcome. However, it will help you make 

up your mind whether your idea is worth pursuing. 

Let’s take a look at each of the five factors and how to 

evaluate them.

The Product 
Strategy Decision 
Framework
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Your brand is the image you create in the minds of your audience. It’s hard-won and easily lost, so you must be 

consistent in your behaviour and expressions to keep it intact. An important part of a brand definition are the brand 

values. They summarise what your brand is all about. If you align your initiatives with these values, you’re going in 

the right direction.

Factor 1

Brand

To score this factor from 0-10, ask yourself the following questions:

• To what extent does this fit our brand?

• How does this align with our brand values?

• Does this fit within our vision?

If the score is 1 or less: consider building a separate brand specifically around this new idea.
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Your strategy is how you’ve set out to reach your goals. You’ll want your initiatives to strengthen each other, and 

your strategy is what gives them focus. Going off-path will water down your efforts and lower your return on 

investment. So let’s make sure that our initiatives are in line with our strategy.

Factor 2

Strategy

Here are some key questions to consider when evaluating a good strategic fit:

• To what extent does this align with our strategy?

• How does this help us reach the goals we’ve set?

• To what extent is this a distraction?

If the score is 1 or less: abandon your idea or put it on your wish list for a later time.
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In order to determine the sustainability of your idea, it is important to understand what we call “critical mass.” 

This refers to the required number of customers needed to generate a sustainable amount of revenue. However, 

it is not just about getting clicks, but rather, actual use by people who find value in your product or service. To 

accurately estimate this number, it is crucial to understand why your customers would be interested in your 

offering.

Factor 3

Audience

Here are some key questions to consider when evaluating your target audience:

• How does your product or service fit into the lifestyle, tech setup, and mental models of your 

target audience?

• How many potential customers are willing to adopt your product or service?

• What is the estimated reach of your product or service?

If the score is 1 or less: consider a different target audience or use a revenue model that allows for a larger 

audience. Ultimately, abandoning the idea may be the best course of action.
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The sustainability of your idea also depends on the technology required to make it work. There are 4 levels to 

consider: 1. technology you currently have in use, 2. technology that your customers currently have in use, but you 

don’t, 3. technology that exists out in the world, but that neither you nor your customers are using now, and 4. 

technology that doesn’t exist yet. Each level brings along a new set of challenges.

Factor 4

Technology

Here are some key questions to consider when evaluating the feasibility:

• Does the required technology already exist, or do you need to create something new?

• Will the technology work seamlessly with your current technology stack?

• How feasible is it to implement the technology?

• How available is the technology to your target audience?

If the score is 1 or less: don’t give up hope. There may be lower-cost alternatives with which you can achieve the 

same results. Sometimes, smoke and mirrors can go a long way in creating a successful product or service.
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Finally, you must evaluate the return on investment (ROI) of your idea. This requires taking into account all the 

factors mentioned above and assessing how they come together to make a viable business case.

Factor 5

ROI

Here are some key questions to consider when evaluating your return on investment:

• How will this new product or service impact your ‘one metric that matters’ (the KPI with 

highest importance)? For example market share, revenue, or scale.

• Will it contribute to any of your other KPI’s besides revenue?

• Does the return outweigh the cost?

If the score is 1 or less: it’s time to abandon your idea or rethink your business case. Consider finding a new 

approach that can generate the return on investment you need.
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Examples of the 
framework applied 
to real-word ideas
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Maersk, one of the largest container shipping 

companies in the world, saw an opportunity in offering 

self-service container shipping to small and medium-

sized enterprises (SMEs) worldwide, by cutting out the 

middle player.

Let’s test this idea by using the Product Strategy 

Decision Framework:

• Brand: This proposition wouldn’t fit the Maersk 

brand well, as the market saw them as a shipping 

partner for very large companies. This is why 

Maersk chose to create a separate brand ‘Twill’ for 

offering this SME proposition. The challenge was to 

now build this brand from scratch.  

Score, after creating a separate brand: 6/10.

• Strategy: The SME target group was certainly 

new and required some effort to got to know, but 

digitisation and finding new revenue streams did fit 

their strategy very well.  

Score: 8/10.

• Audience: There was a very large opportunity 

for the SME target group. Twill could offer high 

priority shipping of containers, that you could book 

completely digitally, as easily as buying an airplane 

ticket. Whereas before, you needed to go through 

an intermediary who could only offer low priority 

shipping, or employ an entire department to handle 

the customs and logistics, often using paper.  

Score: 8/10.

• Technology: This was tricky. Most processes in 

container shipping were dependent on using paper, 

for example for customs forms. Twill would need 

to digitise the legal processes of many different 

countries and keep them up to date.  

Score: 3/10.

• ROI: This was a big bet. Reaching the SME audience 

directly offered new revenue streams, but the 

investments needed to be significant. This is why 

they chose to go to market step by step, filling out 

lots of forms manually behind the scenes, Wizard of 

Oz-style, at the start.  

Score, including smoke and mirror-start: 7/10.

Average score: 6.4. This looks like a sustainable idea for 

their business.

How did it turn out? Twill grew fast and is still going 

strong. We were happy to design their award-winning 

digital product offering. Take a look at twill.net.

Twill: worldwide SME offering 
for shipping cargo

http://twill.net/
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What if we could offer AR wayfinding for getting to 

ATM machines, directly from the banking app? 

Let’s test this idea by using the Product Strategy 

Decision Framework:

• Brand: it’s a bit gimmicky, but it falls within the 

bandwidth of a brand of a large bank. If done right 

and positioned correctly, the brand might benefit a 

bit from the forward thinking association. 

Score: 6/10.

• Strategy: if used, this idea might elevate the 

experience of their customer service for a moment. 

But it wouldn’t contribute strongly to their strategy. 

Score: 3/10.

• Audience: this is a clear weak point of this idea. 

Who would open the banking app when looking 

for an ATM? And how often is an ATM impossible to 

find by looking at a regular maps app? 

Score: 1/10.

• Technology: another difficult point. Widespread 

use of AR glasses is still a way off, and way finding 

by holding your smartphone in front of your face is 

possible, but inconvenient. Also, you would need 

to build a lot of this functionality by yourself to offer 

anything more than a regular maps app can already 

offer. 

Score: 2/10.

• ROI: using an ATM is not really a future proof 

revenue model for banks, so at best, customer 

experience might benefit minimally, in that one 

moment for that one person. 

Score: 0/10.

Average score: 2.4. That’s a no. This doesn’t look like a 

sustainable idea for their business.

How did it turn out? They haven’t pursued this idea any 

further.

A large banking corporation: AR 
wayfinding to ATM machines
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Atida had the idea to launch an online pharmacy at 

European scale.

Let’s take a look through the Product Strategy Decision 

Framework:

• Brand: The brand was to be newly created, so 

this allowed for a perfectly aligned brand. The 

challenge, again, was to now build this brand from 

scratch. 

Score: 6/10.

• Strategy: Their strategy was to grow fast in a 

buy & build manner, and become a significant 

player on the European pharmacy market. Using 

digital channels would allow for strong growth 

while keeping costs down, to offer a competitive 

proposition.  

Score: 8/10.

• Audience: This was a big question. Offering 

an online-only proposition hadn’t been tried at 

European scale. Would Atida be able to connect 

with customers from such a wide variety of cultures, 

attitudes toward medicine, health systems, and legal 

differences?  

Score: 5/10.

• Technology: E-commerce at this scale had often 

been done before, so it was mainly a question of 

applying it right. Still, finding the right setup for this 

proposition to allow for differences per country 

would take some figuring out. 

Score: 8/10.

• ROI: As said earlier, Atida wanted to find a scalable 

proposition and aim for growth. The digital setup 

perfectly aligned them with this. There were very 

large investments and quite some risk involved with 

reaching their audience. 

Score: 6/10.

Average score: 6.6 This looks like a sustainable idea for 

their business. 

How did it turn out? Atida is nov live in Spain and 

Portugal, with more countries to follow. Take a look at 

the design we did for them.

Atida: online pharmacies at 
European scale

https://www.sodastudio.nl/portfolio/atida
https://www.sodastudio.nl/portfolio/atida
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The Product Strategy Decision Framework can help 

you and your team make informed decisions about 

which ideas to pursue and which to leave behind. 

By evaluating each idea based on the 5 factors in the 

framework, you can gain a clear understanding of 

whether an idea is worth pursuing and what factors you 

may need to reconsider in order to increase its chances 

of success.

While the framework is not a definitive answer, it can 

provide a starting point for discussion and evaluating 

ideas in a consistent and structured way. So next time 

you’re faced with the question of whether to pursue 

a new digital product or feature, turn to the Product 

Strategy Decision Framework to guide your decision-

making process.

Making the cut together

Want to know more? Or need help applying the 

framework to your next idea? At our digital product 

design agency we help our clients with these sorts of 

questions all the time. Get in contact with Flin Nortier or 

Jeroen van de Ruit to learn more.

So, does your idea 
make the cut?

Flin Nortier 

Managing Partner Soda Studio

+31 6 47588416 

flin@sodastudio.nl

Jeroen van de Ruit 

Managing Partner Soda Studio

+31 6 31644546 

jeroen@sodastudio.nl

More information at sodastudio.nl


