MARKET REALITY DASHBOARD

Market Reality Dashboard — Continuous Positioning
Intelligence

Strategic position tracking for international markets — Not monitoring, but ongoing decision-making foundations

Why One-Time Market Checks Are Not Enough

Markets are not static. Regulations change, competitors shift positions, Al systems reinterpret brands, cultural
discourses emerge and disappear. A one-time Market Reality Check provides a snapshot — but no answer to the

guestion: How is my position in the market evolving?

Dashboard refers here not to a software tool, but to a strategic position tracking system. The Market Reality
Dashboard is a structured decision-making and analysis framework. It doesn't answer "What's happening?" but

rather: Where do | stand? How am | shifting? What must | do?

The 5 Reality Dimensions

Continuous validation across five strategic levels:

1. Competitive Position Tracking

Core question: Where do | stand vs. competitors — digitally, in Al perception, in local visibility?

What is tracked:

Digital visibility (rankings, search share of voice)

Al recommendation rate (ChatGPT, Perplexity, Gemini)

Local market presence vs. global perception

New players emerging under the radar

Who is catching up? Who is falling behind?

2. AI-Mediated Brand Interpretation Shift Analysis

Core question: How has Al and search systems' interpretation of my brand shifted?

What is tracked:

Al interpretation of the brand (context, associations, categorization)

Search behavior shifts (intent changes, new search terms)

Media narratives (Which topics are linked to the brand?)

Semantic stability (Is the brand consistently understood?)

Am | still visible in the right contexts?

3. Gap Closure Validation

Core question: Which strategic gaps have been closed? Which remain open or have newly emerged?
What is tracked:

Before/after structural weaknesses

Implementation of measures vs. actual impact

New gaps through market changes

Prioritization of open gaps by impact

4. Regulatory & Narrative Risk Radar

Core question: Which current narratives and regulatory decisions influence my market?

What is tracked:

Dominant market narratives (e.g., 15-minute city, green transition, nearshoring)

Regulatory decisions with direct impact (regulation, trade agreements, subsidies)

Opportunities vs. risks from current discourses

Timing: When does a narrative become relevant? When does it fade?

5. Emerging Opportunity Signals

Core question: Which new opportunities arise through structural changes?

What is tracked:

New demand patterns (search intent shifts)

Undervalued market segments

Structural changes creating leverage

Competitive gaps opening up

Case: Trolli 2024-2025 (Hypothetical Tracking Scenario)

How continuous reality tracking works — using the Trolli Paradox analysis as example:

Q1 2024: Starting Position

e Competitive Position: #7 in Spanish Al recommendations for gummy bears
e Brand Perception: "Global brand, no local anchoring”

e Gaps: Semantic localization, content depth, local entity missing

¢ Narrative: "Candy = unhealthy" dominates discourse

e Opportunities: Organic segment growing 15% YoY

Q3 2024: After Intervention

Gap Closure: Local entity "Trolli Espafia” established, content depth built (400+ words)

Competitive Position: #4 in Al recommendations (+3 positions)

Brand Perception: "Local player with international backing" (semantic stability achieved)

New Gaps: No positioning yet in sustainability

Q4 2024: New Market Developments

Narrative Shift: "Sustainable confectionery” becomes dominant theme (40% more searches)

Regulatory Risk: EU regulation on sugar taxes announced

Emerging Opportunity: Organic gummy bear segment grows 40% (doubling)

Competitive Risk: Competitors Fini and Vidal aggressively occupy organic segment

Q1 2025: Strategic Adjustment Required

¢ New Gap: No positioning in sustainability — critical

Competitive Position: Risk of losing #4 position to organic competitors

Action Required: Re-positioning + content shift to sustainable portfolio

Timeline: 6-9 months for semantic re-anchoring

Without continuous tracking, the narrative shift to sustainability would have only become visible through revenue

losses — too late for timely positioning.

The Market Reality Dashboard — 6 Core Metrics

Tracked quarterly or semi-annually, depending on market volatility:

1. Competitive Visibility Index 2. Semantic Brand Interpretation Score

Digital + Al: Where do | stand vs. top 5 competitors? Semantic stability: Is my brand consistently understood

in Al & search systems?

3. Gap Status Matrix 4. Narrative Impact Rating

Closed / Open / Newly emerged — prioritized by impact Opportunities/risks from current market discourses
5. Regulatory Risk Score 6. Emerging Opportunity Pipeline

Regulatory changes with direct market impact New structural levers opening up

Who Needs the Market Reality Dashboard

e Companies with volatile international markets: Regulation, competition, and demand change rapidly (e.g.,
Fintech, FMCG in LATAM, Mobility)

e Brands in narrative-driven sectors: Where public discourses directly affect demand (Urban Tech, Sustainability,

Food & Beverage)

 M&AIPE-led companies: Post-merger integration, portfolio management, continuous validation of investment

theses

e Scale-ups with international expansion: Markets evolve faster than internal validation capacities

Strategic Advisory Retainer — Formats

Continuous positioning intelligence as structured collaboration:

Quarterly Reality Checks (Volatile Markets)

For: Markets with rapid changes (regulation, political instability, high competitive dynamics)
Deliverable: Position update with 6 core metrics, gap status, action plan

Time commitment: 2-3 weeks analysis per quarter

Semi-Annual Reviews (More Stable Markets)

For: Markets with moderate volatility, established market positions
Deliverable: Half-year review with trend analysis, strategic recommendations

Time commitment: 3-4 weeks analysis every 6 months

Ad-hoc Deep-Dives for Critical Events

For: Sudden market changes (regulatory changes, M&A moves, political shifts)
Deliverable: Event-based analysis + impact assessment + action recommendations

Time commitment: 1-2 weeks

Continuous Positioning Intelligence

Not monitoring, but strategic decision-making foundations — where do | stand, how am | shifting, what must | do?

Format: Strategic Advisory Retainer with Quarterly or Semi-Annual Reality Checks
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Strategic position tracking for international markets

Purpose: Continuous validation of competitive position, Al-mediated brand interpretation, and strategic opportunities in volatile markets.
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