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International market-entry strategy

Built a city-level prioritization framework for a leading lifestyle and
wellness company, turning a long list of candidate markets into a
focused, defensible expansion sequence.




NitreLens Al

COMPANY OVERVIENW

A leading lifestyle and wellness company
preparing for international growth.

A leading lifestyle and wellness company had built a strong position in its home region by
giving members unique, unforgettable lifestyle experiences.

As the business prepared for international growth, leadership needed a clear expansion
strategy. The challenge was no longer whether the model worked.

The challenge was how to choose the right markets, sequence expansion in the right
order, and invest limited capital and operating capacity with more confidence.
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THE CHALLENGE

The company was ready to expand, but it did not
yet have a structured market-selection framework.

No Market Intelligence Framework

Country-level analysis was too broad, while city-level differences in customer demand,
competition, and operating complexity were highly material.

@ Decisions Under Real Constraints

Launch budgets were limited, only a small number of markets could be entered at the same time,
and each market required enough vendor and partnership supply to support a strong member
proposition at launch.

Attractiveness Was Not Enough

Leadership also needed to know whether a market was actually feasible to enter, given local

operating rules, partner onboarding difficulty, competitive intensity, and the amount of effort
needed to build a viable launch.

The result was a high-stakes decision problem: the company needed a defensible way to narrow a long list of
potential markets into a clear priority sequence for expansion.
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OUR APPROACH

NitroLens Al agents structured the engagement as a
market prioritization project, built on a multi-layer
scoring methodology.

Built a city-level evaluation framework

Assessed markets at the city level rather than the country level, allowing for more accurate
comparison of customer demand, vendor and partnership supply, model fit, ease of doing
business, and competitive positioning.

@ Applied progressive longlist-to-shortlist filtering

Started with a broad set of candidate cities, included benchmarks for calibration, and narrowed
the list through staged demand, supply, and feasibility screens.

Used weighted scoring + sensitivity testing

Ranked cities through a weighted scoring model and stress-tested results under different
weighting scenarios to find markets that held up across decision lenses.
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DELIVERABLES

NitroLens Al agents delivered a strategy package
designed for both board-level decision-making and
execution planning.

@ Ranked shortlist of 10+ markets [ 20+ FnaL marker | [ 10+ cT1es out |

Progressive filtering eliminated cities for insufficient affluent demand and below the composite
threshold, producing a ranked shortlist plus one Year-4 strategic override with explicit supply-
trigger conditions.

@ 3-year entry sequence | ¢ MARKETs | [ 3 vEARs |

"Prove > Scale > Deepen" sequencing — Year 1 introduces the full model in two regions, Year 2
tests an adapted model and stands up a second legal entity, Year 3 deploys the proven playbook
into the largest remaining markets.

@ Implementation roadmap + risk register [ 12-no Lavncn pran |

(3 DECISION GATES ] [6 RISKS TRACKED ]

A month-by-month execution plan with legal/entity setup, venue onboarding (10-20 partners per
city), 3 stage-gate reviews, and a risk register sequencing medium-severity risks into deliberate
\CEIWAGCH R
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OUTCOMES

A clear and defensible basis for international
expansion.

()1 A ranked expansion shortlist

NitroLens identified a prioritized set of city markets
and turned a broad opportunity set into a focused
expansion sequence. The final ranking gave
leadership a clearer view of which markets were
strongest, which should be deferred, and which
should be treated as conditional future
opportunities.

()3 Data-backed strategic clarity

The work showed that strong demand alone did not
separate markets. The analysis highlighted that
vendor and partnership supply, model adaptability,
and ease of execution were stronger decision
drivers, helping leadership focus on markets with a
better balance of upside and attainability.

02 A more rigorous decision
framework

The client gained a repeatable way to compare
markets using both attractiveness and feasibility,
rather than relying on intuition or isolated indicators.
This improved confidence in capital allocation and
launch sequencing.

()4 A practical expansion path

Instead of a static strategy document, the client
received a quantified expansion plan with phased
entry logic, measurable launch targets, and a clear
basis for future market decisions. The result was a
more structured and execution-ready path for global
growth.
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CUSTOMER TESTIMONTIAL

66

What stood out most was the speed. Honestly, it surprised me
that NitroLens made such high-quality, data-driven analysis in
such a short amount of time. And the process felt much closer to
working with a strategy team than using a standard chatbot.

Overall, NitroLens followed feedback well, kept context
throughout, and gave us a structured and actionable way to think
about our global expansion plan. 99

CHIEF FINANCIAL OFFICER (CFO)
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