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Market-Entry Analysis

Methodology Kit
A tiered, doctoral-grade framework for international go-to-market and 
country-entry engagements

What this is.  A reusable operating system for producing rigorous, defensible market-entry analyses. It 
defines two engagement tiers (Basic and Premium), the full analytical stack, a research methodology with a 
source hierarchy, and ready-to-run templates and prompts for each framework.

Why it is built this way.  PESTLE and SWOT alone are descriptive and easily dismissed as undergraduate 
work. This kit adds the synthesis and decision layers — Five Forces, TOWS, an intercultural-to-operational 
bridge, entry-mode logic, a risk register, and a disconfirmation step — that turn a list of factors into a 
recommendation a CFO can act on.

Engagement tier Scope Typical use

Basic brief Research method + PESTLE + SWOT + top-5 risk 
snapshot + directional recommendation

Fast opportunity scan; early-
stage validation; lower price 
point

Premium engagement Full stack: + Five Forces + TOWS + intercultural-
operational layer + entry-mode + scored risk register + 
kill-criteria + prioritized roadmap

Board-ready entry decision; 
investment-grade analysis; 
flagship price point
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1.  The analytical stack

Run the layers in sequence. Each layer feeds the next; the discipline is in the hand-offs, not the individual 
templates.

# Layer What it answers Tier

1 Research methodology & source 
hierarchy

Can we trust the inputs? How current, how 
triangulated?

Both

2 PESTLE What macro forces shape the environment? Both

3 Porter's Five Forces Is the industry structurally attractive to enter? Premium

4 SWOT How does the entrant map onto this market? Both

5 TOWS What strategies follow from the SWOT? Premium

6 Intercultural → operational How does culture change what we do on the ground? Premium (light in 
Basic)

7 Entry-mode analysis Export, distributor, JV, or subsidiary — and why? Premium

8 Risk register (scored) What can go wrong, how likely, how do we mitigate? Both (snapshot in 
Basic)

9 Disconfirmation / kill-criteria What would make us NOT enter? Premium

10 Prioritized recommendation & 
roadmap

What do we do, in what order? Both

Design note: the same stack scales. A Basic brief runs layers 1, 2, 4, 8, 10 in compressed form. A Premium 
engagement runs all ten in depth. Never sell the full stack at the Basic price — protect both rigor and margin.

2.  Research methodology & source hierarchy

State this explicitly in every deliverable. It is what separates analysis from opinion, and it is your liability 
shield.

2.1  Source hierarchy (cite the highest tier available)

Tier Sources Use for

1 — Multilateral World Bank, IMF, OECD, WEF, UNCTAD, WTO GDP, inflation, FDI, competitiveness, 
governance indices

2 — National 
official

Central bank, national statistics office, 
trade/customs ministry

Local data, regulation, tariffs, sector statistics

3 — Industry / 
analyst

Reputable market-research firms, sector 
associations, bank research

Market size, growth, segment detail 
(triangulate — these vary widely)

4 — News / press Established business press Recent events, sentiment, deal flow

5 — Primary Expert interviews, local partners, on-the-ground 
observation

The differentiator; nuance no desk source 
captures
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2.2  Rules of evidence
• Triangulate. When Tier-3 sources conflict (market-size estimates routinely differ 2–3x), report the 

range and name the sources rather than picking one silently.

• Date everything. Note the vintage of each figure. A 2019 cultural study and a 2025 GDP print do not 
carry equal weight on currency.

• State confidence. Label each major claim High / Medium / Low confidence based on source tier and 
corroboration.

• Separate fact from inference. Keep ‘the data says’ visually distinct from ‘we therefore believe’.

• Disclose gaps. Name what you could not verify. Omitting a statistic is more credible than inventing an 
attribution.

2.3  Standing disclaimer (include verbatim)
This analysis synthesizes publicly available data and professional judgment as of the stated date. It is strategic 
guidance, not legal, tax, or financial advice. Market-size figures are third-party estimates and vary by source. 
Recommendations should be validated with qualified local counsel and primary due diligence before capital 
commitment.

3.  PESTLE — macro-environment template

For each dimension, capture the factor, the directional impact (opportunity / threat / neutral), and a 
confidence level. Do not just list — score and prioritize.

Dimension Probe questions Common data sources

Political Stability, trade policy, treaties (e.g., USMCA), gov't 
priorities, expropriation/FX risk

WEF, World Bank Governance, OECD, gov't 
sites

Economic GDP growth, inflation, FX, interest rates, FDI, 
income/middle-class trends

IMF, World Bank, central bank, OECD

Social Demographics, urbanization, consumption habits, digital 
behavior, language

National statistics, consumer reports, 
Statista

Technological Internet/smartphone penetration, payments 
infrastructure, logistics, e-commerce maturity

ITU, sector reports, fintech/e-comm 
studies

Legal Company formation, labeling, import/customs, IP, labor, 
data/privacy

Trade ministry, customs, legal databases, 
local counsel

Environmental Climate/logistics exposure, ESG expectations, 
packaging/sustainability rules

Gov't, ESG frameworks, industry bodies

Scoring overlay (lifts PESTLE above a list)
Rate each material factor: Impact (1–5) × Probability (1–5) = Salience (1–25). Carry only salience ≥ 12 into the 
SWOT and risk register. This forces prioritization and answers the examiner's ‘so what?’

4.  Porter's Five Forces — industry structure 
(Premium)

PESTLE describes the weather; Five Forces describes the arena. A macro-friendly country can still be 
unenterable on industry structure. Rate each force Low / Medium / High and state the net attractiveness.
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Force Key questions Rating

Competitive rivalry How many incumbents? Concentrated or fragmented? Price 
competition?

L / M / H

Threat of new entrants Capital, regulation, brand, scale barriers? How defensible once in? L / M / H

Supplier power Concentrated suppliers? Switching costs? Input scarcity (e.g., 
logistics)?

L / M / H

Buyer power Concentrated buyers/retailers? Price sensitivity? Switching ease? L / M / H

Threat of substitutes Alternative solutions/categories? Local informal options? L / M / H

Net read: summarize whether industry structure is attractive, neutral, or hostile — and which one or two 
forces dominate the entry decision.

5.  SWOT → TOWS — from inventory to strategy

SWOT alone is the step everyone stops at and the reason it gets dismissed. The value is the TOWS 
conversion, which pairs internal and external factors into named strategies.

5.1  SWOT capture

Internal External

Strengths — what the entrant does better (brand, capital, 
product, local-language capability, partnerships)

Opportunities — favorable external factors (from PESTLE 
salience ≥ 12, growth segments, white space)

Weaknesses — gaps vs. local incumbents (no local presence, 
brand unknown, cost-to-serve, regulatory naivety)

Threats — adverse external factors (incumbent strength, 
regulation, FX, cultural mismatch)

5.2  TOWS matrix — the synthesis

Opportunities (O) Threats (T)

Strengths (S) SO — use strengths to seize opportunities (the 
lead strategy)

ST — use strengths to defend against threats

Weaknesses (W) WO — fix/partner around weaknesses to capture 
opportunities

WT — minimize exposure; the ‘avoid/defer’ 
quadrant

Each cell should yield 1–2 concrete, named strategies — not adjectives. ‘SO-1: lead with native-language 
brand localization to win the under-served premium segment’ beats ‘leverage strengths’.

6.  Intercultural → operational layer (the moat)

This is the layer a generalist cannot fake and the reason a native operator commands a premium. The 
discipline: never stop at ‘the culture is X’. Always translate each cultural reading into a specific operational 
choice.

6.1  Two lenses, used together
• Hofstede's six dimensions (power distance, individualism, masculinity, uncertainty avoidance, long-

term orientation, indulgence) — a structured macro comparison between home and target country.
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• Meyer's Culture Map (communicating, evaluating, persuading, leading, deciding, trusting, disagreeing, 
scheduling) — more practical for day-to-day business behavior.

6.2  Mandatory caveat (state it before the examiner does)
Hofstede data is national-level and decades old; it hides large intra-country variation (a capital city ≠ a rural 
region) and is prone to the ecological fallacy (national averages do not predict individuals). Use it as one 
directional lens, triangulated with Meyer and primary observation — never as deterministic fact.

6.3  The bridge table (culture → action)

Cultural reading Operational implication

High power distance Sell top-down; secure senior sponsor; formal titles; hierarchy in org 
design

Relationship-based trust (vs. task-based) Invest in in-person relationship-building before deals; longer courtship; 
local partner as trust proxy

High-context communication Read between the lines; avoid blunt written ultimatums; nuance in 
marketing copy

High uncertainty avoidance Provide guarantees, certifications, proof; reduce perceived risk in 
pricing/contract

Polychronic / flexible scheduling Build buffer into timelines; relationships over rigid deadlines

Language & localization Localize, don't translate — idiom, humor, dialect (e.g., MX vs. AR vs. BR 
Portuguese)

7.  Entry-mode analysis (Premium)

Make the control-vs-risk trade-off explicit. Recommend a sequence, not a single mode — most successful 
entries escalate commitment as the market proves out.

Mode Control / margin Risk / capital Best when

Export / direct online Low Low Testing demand; digital-first product; 
minimal local footprint needed

Distributor / partner Low–Med Low Need local logistics & shelf fast; validating 
before deeper commitment

Joint venture Medium Medium Local knowledge/relationships essential; 
shared risk; regulated sector

Wholly-owned subsidiary High High Proven volume; control & margin justify 
cost; long-term commitment

Recommended default for first entry: distributor-led to validate, with a contractual path to JV or subsidiary 
once unit economics and volume justify control.

8.  Risk register (scored)

Not ‘risks exist’ but a scored, owned, mitigated table. Likelihood × Impact (1–5 each) gives a 1–25 score; sort 
descending and mitigate the top of the list.
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Risk Likelihood Impact Score Mitigation Owner

[e.g., wrong distributor] 1–5 1–5 L×I Vet on reach+fit; exit clauses [role]

[regulatory delay] 1–5 1–5 L×I Map customs/labeling pre-
inventory

[role]

[FX volatility] 1–5 1–5 L×I Local-currency pricing; hedging [role]

[cultural mismatch] 1–5 1–5 L×I Localize; test with local 
audience

[role]

9.  Disconfirmation & kill-criteria (Premium)

The methodological coup de grâce — and the commercial trust-builder. State, in advance, the conditions 
under which you would advise NOT to enter. Including the case against your own recommendation signals 
doctoral-level objectivity and disarms the ‘you're biased’ critique.

Template kill-criteria (set thresholds before research, not after)
• Regulatory path exceeds [X] months or [Y] cost to first sale.

• No viable distributor scoring above [threshold] on reach + fit.

• Industry structure (Five Forces) rated hostile on ≥ 2 dominant forces.

• Beachhead unit economics fail to reach contribution-positive within [Z] months in the base case.

• Cultural/operational adaptation cost exceeds the margin advantage of entry.

Bias disclosure: name any analyst bias explicitly (e.g., regional affinity, prior client relationship) and how the 
disconfirmation step controls for it.

10.  Prioritized recommendation & roadmap

Close with a decision, not a summary. Lead with go / conditional-go / no-go, then the beachhead, entry 
mode, sequence, and the first 90–day actions.

1. Verdict: Go / Conditional-Go (state conditions) / No-Go.

2. Beachhead: where to land first and the scored reason.

3. Entry mode: recommended mode and escalation path.

4. Sequence: phased roadmap with milestones and decision gates.

5. First 90 days: concrete, owned actions.

6. Success metrics & review cadence.

Appendix A.  Research prompts (run per engagement)

Use these to drive the desk research for each layer. Always finish with primary/local validation — that is the 
part competitors skip.
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PESTLE
• ‘[Country] political stability, trade policy, and treaty status [current year], with World Bank/OECD 

governance indicators.’

• ‘[Country] GDP growth, inflation, FX, interest rate, and FDI trend latest data from IMF/central bank.’

• ‘[Country] consumer behavior, middle-class growth, e-commerce and digital-payment penetration 
[current year].’

Five Forces
• ‘[Industry] in [country]: market concentration, leading incumbents, margins, and barriers to entry.’

Intercultural
• ‘Hofstede dimension scores for [home country] vs [target country] and what they imply for negotiation 

and management.’

• ‘Meyer Culture Map positioning for [target country] on trust, communication, and decision-making.’

Entry & regulation
• ‘[Country] import/customs, product labeling, company registration, and tax requirements for [product 

category].’

End of methodology kit. Pair this with a worked country sample to demonstrate the method in action.
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