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A MISSION-LED CONSUMER BRAND NAVIGATING CHANNEL TRANSITION
(OWNED E-COMMERCE, RETAIL FOOTPRINT REDUCTION, PARTNER/DISTRIBUTOR RESTRUCTURING)
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i Company website & positioning narrative

Leann flows
U 1 (claims, proof, differentiation)
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Auditable inputs U 3

Margin commentary pointing to mix shift + cross-border cost
mechanics (duties/fees, FX, logistics)

(public materials reviewed)

04 Signals of channel restructuring
(store footprint changes, partner expansion)

Scope boundary
(important)

This is a structure diagnosis.
It does not assume internal unit economics, confidential contracts, or non-public data.



THE SURFACE SYMPTOMS

(EVENTS)
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These symptoms can be explained individually.
The risk is they are structurally connected—fixing them one-by-one won’t stop recurrence.

CHANNEL STRATEGY APPEARS “IN MOTION"
THE OPERATING MODEL IS SHIFTING FASTER
THAN DECISION RULES CAN STABILIZE.

REVENUE CONTRACTION DURING
TRANSITION
CHANNEL CHANGES INTRODUCE " 000000000
SHORT-TERM DEMAND DISCONTINUITY.

MARGIN FRICTION FROM CROSS-BORDER
MECHANICS MIX SHIFTS + DUTIES/FEES +
FX/LOGISTICS AMPLIFY VOLATILITY.



ICEBERG MAP

(Events - Patterns - Structure - Assumptions)

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

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

e Channel role tension: owned channel wants control + data + margin; partners
- want speed + reach but reduce control and change economics.
STRUCTURE 3 o Experience vs efficiency trade-off: fewer physical touchpoints reduce cost but

FSE"E'}'ESLQ) also reduce “context density” where meaning is learned.
e Cross-border exposure: duties/fees, FX, logistics create uneven profitability by
region and channel.

o “Differentiation will carry the brand through channel transition.”
e “We can reduce physical footprint without reducing premium perception.”
e “International expansion can be simplified via partners without meaning loss.”

ASSUMPTIONS
(DEEPEST)




Loann flows FRACTURE POINTS
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(4 structural cracks)

@
Channel identity drift

Margin volatility is a structure issue (nhot just finance)

When partner reach grows while physical context shrinks, the
brand risks becoming
“available” faster than it becomes “understood.”
Why it persists: efficiency decisions move faster than perception
design. Without explicit channel roles, identity drifts by default.

Mix shifts + duties/fees + FX/logistics
are structural exposure signals.
Why it persists: without rules
(pricing, assortment, responsibility),
cross-border forces reappear as “unexpected” margin drag.
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Meaning-based differentiation can decouple Experience reduction removes feedback sensors

from purchase convenience
Physical touchpoints aren’t only sales

they are high-resolution learning loops.
Why it persists: cost incentives override learning infrastructure
until signal quality drops and clarity weakens.

Transition optimizes for reach and ease while differentiation
depends on context and proof
Why it persists: partners optimize for sell-through; meaning
consistency becomes optional unless operationalized.




)
Vam Leann flows

Op'“on A Owned-channel clarity, partners as

controlled extension

Meaning, pricing discipline, and learning stay strongest
in owned channels; partners are used selectively with guardrails.

Trade-offs: slower scale in some regions; requires stronger
retention + governance.

1 Portfolio redesign: separate channels
Option C I sep

by function

Owned = meaning + retention + signal capture
Partners = acquisition + reach
Selective physical = experience + proof + feedback

Trade-offs: organizational complexity; requires decision rules and
internal alignment.

OPTIONS MATRIX

(DECISION-GRADE TRADE-OFFS)

Optlon B Partner-led reach, owned channel

as brand proof

Prioritize reach and sell-through via partners;
keep a minimal set of high-control touchpoints
(flagship / pop-up / owned) to protect premium meaning.

Trade-offs: lower control; higher discount risk; dilution unless
guardrails are enforced.

What's missing
(so leadership can decide)

e Directional channel contribution (relative is enough)
e Cross-border exposure summary

(where duties/FX/logistics hit hardest)
e Perception drift signals by channel

(qualitative evidence acceptable)
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Leann flows D E c I S I O N
GATE

3 DECISIONS THAT REDUCE
Where do we accept lower control for scale RECURRENCE
and what are the guardrails?

Define non-negotiables: pricing discipline, narrative,
assortment rules, experience standards.

Where is the primary What is our rule for pricing consistency
“channel of meaning”? under cross-border pressure?

Who absorbs, who adjusts, and what triggers action

Where the brand is understood k- .
so pricing doesn’t become reactive chaos.

not just bought.



METHOD & SOURCE
NOTE (READ THIS FIRST)
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This brief demonstrates a structure diagnosis method using public materials.

It is not evidence of client work, access, or internal data.

All brand identifiers have been deliberately removed.

The purpose is to show what a leadership team would receive in a 14-day written-first sprint.

1/

e Company website, product narrative, public announcements
e Public financial/operational commentary

e Public interviews / media coverage (if relevant)
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THANK YOU

PEI CHIEN LEE
(LEANN)

Strategy Architect
(Structural Diagnosis)



