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WHAT
WE
KNOW

AUDITABLE INPUTS
(PUBLIC MATERIALS REVIEWED)

Scope boundary (important)

This is a structure diagnosis.

COMPANY WEBSITE & POSITIONING NARRATIVE
(CLAIMS, PROOF, DIFFERENTIATION)|

PUBLIC BUSINESS UPDATES INDICATING REVENUE PRESSURE
DURING TRANSITION

MARGIN COMMENTARY POINTING TO MIX SHIFT + CROSS-
BORDER COST MECHANICS (DUTIES/FEES, FX, LOGISTICS)

SIGNALS OF CHANNEL RESTRUCTURING
(STORE FOOTPRINT CHANGES, PARTNER EXPANSION)
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It does not assume internal unit economics, confidential contracts, or non-public data.
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THE SURFACE SYMPTOMS
(EVENTS)

THESE SYMPTOMS CAN BE EXPLAINED INDIVIDUALLY.
THE RISK IS THEY ARE STRUCTURALLY CONNECTED —FIXING THEM ONE-BY-ONE WON'T STOP RECURRENCE.
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SURFACE
SIGNALS

Leann flows

Revenue pressure, margin volatility, footprint changes,
partner transitions.

RECURRING
DECISION

PATTERNS I

STRUCTURAL
TENSIONS

e Channel role tension: owned channel wants control + data + margin; partners
want speed + reach but reduce control and change economics.
e Experience vs efficiency trade-off: fewer physical touchpoints reduce cost but
TO TEST also reduce “context density” where meaning is learned.
‘ o Cross-border exposure: duties/fees, FX, logistics create uneven profitability by

region and channel.

1

e Channel shifts create recurring revenue dips.
« Margin becomes sensitive to mix + cross-border forces.
e Decision cycles reopen (no closure / no traceability).

GOVERNING
ASSUMPTIONS

o “Differentiation will carry the brand through channel transition.”
e “We can reduce physical footprint without reducing premium perception.”

Co)

e “International expansion can be simplified via partners without meaning loss.” —_



FRACTURE POINTS

(4 STRUCTURAL CRACKS)

) o )

CHANNEL IDENTITY DRIFT MARGIN VOLATILITY MAY SIGNAL STRUCTURAL
EXPOSURE

WHEN PARTNER REACH GROWS WHILE PHYSICAL CONTEXT SHRINKS, THE

BRAND RISKS BECOMING “AVAILABLE” FASTER THAN IT BECOMES
“UNDERSTOOD . ” MIX SHIFTS + DUTIES/FEES + FX/LOGISTICS

ARE STRUCTURAL EXPOSURE SIGNALS.
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g:égLNp?_EBASED g o i el g 1 EXPERIENCE REDUCTION REMOVES FEEDBACK
FROM PURCHASE CONVENIENCE SENSORS

PHYSICAL TOUCHPOINTS AREN'T ONLY SALES

TRANSITION OPTIMIZES FOR REACH AND EASE WHILE THEY ARE HIGH-RESOLUTION LEARNING LOOPS.

DIFFERENTIATION DEPENDS ON CONTEXT AND PROOF
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OPTIONS MATRIX

(DECISION-GRADE TRADE-OFFS)

p Option A » Option B
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OWNED-CHANNEL CLARITY, PARTNERS AS
CONTROLLED EXTENSION

PARTNER-LED REACH, OWNED CHANNEL AS
BRAND PROOF

MEANING, PRICING DISCIPLINE, AND LEARNING STAY STRONGEST
IN OWNED CHANNELS; PARTNERS ARE USED SELECTIVELY WITH GUARDRAILS.

PRIORITIZE REACH AND SELL-THROUGH VIA PARTNERS;
KEEP A MINIMAL SET OF HIGH-CONTROL TOUCHPOINTS
(FLAGSHIP / POP-UP / OWNED) TO PROTECT PREMIUM MEANING.
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PORTFOLIO REDESIGN: SEPARATE CHANNELS BY
FUNCTION

OWNED = MEANING + RETENTION + SIGNAL CAPTURE
PARTNERS = ACQUISITION + REACH
SELECTIVE PHYSICAL = EXPERIENCE + PROOF + FEEDBACK
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DECISION GATE

3 DECISIONS THAT REDUCE RECURRENCE

WHERE DO WE ACCEPT LOWER CONTROL FOR SCALE
AND WHAT ARE THE GUARDRAILS?

DEFINE NON-NEGOTIABLES: PRICING DISCIPLINE, NARRATIVE,
ASSORTMENT RULES, EXPERIENCE STANDARDS.

J

WHERE IS THE PRIMARY “CHANNEL OF MEANING”?

WHERE THE BRAND IS UNDERSTOOD
NOT JUST BOUGHT.

J

WHAT IS OUR RULE FOR PRICING CONSISTENCY UNDER
CROSS-BORDER PRESSURE?

WHO ABSORBS, WHO ADJUSTS, AND WHAT TRIGGERS ACTION
SO PRICING DOESN'T BECOME REACTIVE CHAOS.
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METHOD & SOURCE NOTE

(SCOPE AND EVIDENCE BASIS)

e This brief demonstrates a structure diagnosis method using public materials.
o It is not evidence of client work, access, or internal data.

 All brand identifiers have been deliberately removed.
 The purpose is to demonstrate the depth and structure of a 7-14 business-day Structural Clarity Brief.

« Company website, product narrative, public announcements
o Public financial/operational commentary
o Public interviews / media coverage (if relevant)
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THANK YOU

PREPARED EXCLUSIVELY FOR
[PUBLIC SHOWCASE SAMPLE]
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[SEPTEMBER 2026]
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