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Foreword

What Built Thai SMEs May Not Be
What Scales Them

Founder instinct helps businesses
reach meaningful scale, but a
repeatable decision system is what
enables the next stage of growth.

Most scaling Thai SMEs do not reach meaningful scale by
accident. They get there through founder instinct, speed,
customer closeness, and relentless execution. They create
content, improve products, use data, adopt Al, and keep pushing
harder. Yet after years of effort, growth can still feel inconsistent.
Results depend too much on timing, market cycles, key people,
and the founder’s personal energy.

The issue is not a lack of activity. It is that too many activities are
not guided by the same decision logic, and not all of them are
tied to what the market needs, values, and chooses today.

The result is more execution, but not more selection; no greater
precision in resource allocation, and zero repeatable momentum.

This is not the problem of one business.
Thai SMEs form the backbone of the economy. But that

backbone is now carrying more weight than the old operating
model was designed to bear..

Brand is not image. Brand is a growth decision system
built for today, designed for what's next.

Narathip Wungdeelert — P

Founder of BrandMadeFuture™ and Creator of
the Future Brand System™
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Executive Summary

Figure 0.1 : The Strategic Paradigm Shift of Future Brand System
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Why Capable Businesses Hit a Growth Ceiling.
And Why the Next Phase of Scale Requires a Repeatable Growth Decision System.

Thai SMEs account for more than 3.25 million enterprises,
represent 99.5% of all businesses, and contribute

The 3 Strategic Moves

approximately 35.2% of GDP.' Yet many scaling SMEs still Three strategic moves helping businesses shift from fragmented
grow under pressure, driven more by founder instinct, market growth to a clearer decision system, stronger value
timing, key people, and short-term execution than by a communication, and scalable execution.

repeatable way to chooss, reject, align, and focus. Move 1: Decision Anchor Governs choices, rejections, and
This white paper explains why traditional branding is no longer priorities.

enough, and why Thai SMEs must move from Brand as Market Move 2: Category Authority strengthens the reason to
Expression to Brand as Growth Decision System. choose.

Rather than treating branding as a search for identity or Move 3: Strategic Ecosystem translates strategy into
superficial differentiation, this framework helps the business actual operation.

choose sharper markets, avoid wrong-fit work, defend value
beyond price, give customers a stronger reason to choose, and
make teams move in the same direction.

Thai SMEs Are Not Lacking Effort

Many businesses are already working harder. They produce
more content, spend more on advertising, open new channels,
test digital tools, use Al, and keep adjusting to market pressure.

Yet results remain unstable. Growth still depends too much on
timing, referrals, price promotions, founder energy, or the ability
of a few key people to hold everything together. The problem is
not the volume of activity. The problem is that too much activity
is leaking value.

These leaks are rarely visible in short-term sales metrics.
Instead, they remain hidden within how a business selects its
markets, articulates its value, aligns its team, delivers
experiences, and adapts to shifting customer dynamics.

Figure 0.2 : Core Strategic Shift Matrix

Old Logic New Logic Business Meaning
Brand as Image Brand as Decision Infrastructure Better Choices, Sharper Trade-Offs, Stronger Focus
Positioning as Differentiation Positioning + Category Authority A Stronger Reason To Choose Beyond Price

Framework as Template Framework as Strategic Discipline Shared Principles To Decide, Test, Learn, and Improve
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The Scaling SME Growth Ceiling

Structural Leaks Holding Thai SMEs Back From Scalable Growth

Figure 1.1 : Macroeconomic Landscape of Thai SMEs

3.25 milion 99.5 %

Thai SMEs of all enterprises
35.2 % 8.3 %
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Why Scaling SMEs Need More Than Effort

e In 2024, Thailand had approximately 3,255,957 SMEs,
representing 99.5% of all enterprises.® SMEs contributed
approximately 35.2% of Thailand’s total GDP in Q4/2024.

e By 2025, the number of Thai SMEs had reached
approximately 3.31 million, employing around 13.65 million
people, or 69.12% of total employment.2 World Bank
research also found that, across developing economies,
small businesses experience an average annual exit rate of
approximately 8.3% over a five-year period.*

These Numbers Point to a Simple Truth

Thai SMEs are not a small side of the economy. They are one of
its foundations. But that foundation is under pressure.

Many scaling SMEs are expected to compete, digitize, adapt,
hire, retain customers, improve margins, and grow, often while
still relying on founder instinct, scattered execution, and short-
term fixes.

Most do not struggle because they lack effort. They struggle
because the way they choose markets, explain value, align
teams, and respond to change is not strong enough to carry the
next stage of growth.

Early Signals of Growth Leaks

Many Thai SMEs are not standing still. They work harder, add
more channels, invest in marketing, use more digital tools, and
begin applying Al to daily operations.

These are growth leaks masked by short-term revenue,
compounding into long-term costs and risks.

6 Critical Leaks Dragging Down Growth

Figure 1.2 : The 6 Growth Leaks That Hold SMEs Back

O ——

6 Growth Leaks

1. Scalability Leak
Dependence on individual effort over repeatable systems,
creating inconsistent growth across teams and channels.

2. Direction Leak
Absence of a strategic anchor, causing scattered resources and
reactive choices driven by immediate pressure.

3. Worth Leak
Failure to translate intrinsic value into pricing power, leaving real
margin and profit uncaptured.

4. Differentiation Leak
Lack of a distinct point of view, reducing the brand to a generic
alternative judged solely on price.

5. Trust Leak
Misalignment between outward marketing claims and internal
execution, fragmenting the customer experience.

6. Adaptability Leak
Slow response to market signals, anchoring the business to
outdated criteria while customer behavior shifts.
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Branding Alone Cannot Solve a

Scaling Problem

Why Better Image, More Content, and Faster Al Output Cannot Fix Growth Leaks

Traditional Branding Still Matters, but It
Cannot Close Growth Leaks

Many scaling SMEs reach a point where the brand looks more
professional, the website is more polished, the content is more
active, and the campaigns are more creative. On the surface,
the business appears stronger. But underneath, growth can still
feel difficult to repeat.

Sales still depend on how well certain people explain the value.
Customers are still compared mainly on price. Teams still
interpret direction differently. New campaigns create activity, but
not always stronger learning. Al helps produce more output, but
without strategic context, it can also make the brand speak in
more directions at once.

This is the real limit of traditional branding. The issue is not
branding itself. The issue is using brand only at the level of
appearance, while the real growth problem sits inside decisions,
value, alignment, customer experience, and execution.

The Critical Turning Point

The problem is not insufficient marketing performance. The
problem is an insufficient basis for decision-making.

A new website cannot fix unclear positioning.

A content plan cannot fix a weak reason to choose.

A campaign cannot fix an inconsistent customer experience.

A brand guideline cannot replace shared decision principles.

An Al prompt cannot help a business that lacks strategic context.

The defining question for a brand is no longer how it should
appear in the market, but how it must function as a decision
infrastructure for the business.

From Traditional Branding to Growth
Decision Logic

Traditional branding remains necessary, but it is no longer
sufficient if it stops at aesthetics, differentiation, communication,
and visual consistency.

Businesses do not merely need a brand that looks better. They
need a brand that functions as a system helping them target
sharper markets, filter out wrong-fit opportunities, articulate
premium value, align sales conversations with the brand
promise, and anchor Al output strictly to strategy.

They need brand to become a shared decision logic that helps
the business scale with more clarity, consistency, and discipline.

Figure 2.1 : From Traditional Branding to Growth Decision Logic

Traditional Branding Growth Now Requires

Better visual Identity —  Better Business Decisions

Stronger Brand Story —  Sharper Choices & Rejections

Message Consistency  —  Aligned Business Behavior

More Campaign Activity —  Faster Market Learning

Higher Awareness —  Stronger Reason to Choose

More Content Output —  Clearer Category Authority

Branding, content, and creative work still matter.
But without clear decision logic, they create more activity, not
more scalable growth.

Today’s market does not lack brands that communicate
better; it lacks brands that make the reason to choose
clearer.
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The Future Brand System

Brand as the Growth Decision Infrastructure for Scaling SMEs

Figure 3.1 : The Proprietary Growth Architecture of Future Brand System Future Brand System
Works Through 3 Strategic Moves

The 3 Moves work as a sequence.

Decision Anchor turns founder instinct into shared decision
logic. Category Authority makes the chosen territory more
meaningful to the market now and in the future. Strategic
Ecosystem turns strategy into the way the business sells,
delivers, measures, learns, and improves.

. Move 1: Decision Anchor
Decision Decision Anchor gives the business a clear basis for choosing,
Anchor rejecting, and prioritizing.

Move 2: Category Authority
Category Authority makes the chosen territory more meaningful
to the market.

Category Authority

Move 3: Strategic Ecosystem
Strategic Ecosystem turns strategy into the way the business

. actually works.
Strategic Ecosystem

The Future Brand System serves as the core growth operating
system for expanding SMEs. The system transforms vision,
market insights, value propositions, organizational alignment,
and Al workflows into a collective intelligence engine used to
select opportunities, reject distractions, deliver value, and drive
continuous optimization.

Figure 3.2 : The Synchronization Loop of the 3 Strategic Moves

Future Brand System Strategic Role Core Question

Move 1:

Decision Anchor Turn founder instinct into shared decision logic What should guide our choices and trade-offs?
Move 2:

Category Authority Make the chosen territory matter to the market Why should customers choose this now?

Move 3:

Strategic Ecosystem Turn strategy into repeatable growth behavior How do we make this work across the business?
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Decision Anchor

Turning Founder Instinct Into Shared Decision Logic

Figure 3.2 : The 9-Dimensional Strategic Decision Filter
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What Decision Anchor Means

A Decision Anchor is not a polished purpose statement or a
beautiful brand statement. It is the shared decision logic that
turns founder judgment into a practical standard for leadership,
sales, marketing, service, operations, and Al-assisted
workflows.

It defines the principles the business uses to focus resources,
protect strategic priorities, and maintain consistency when new
opportunities, customer pressure, or short-term revenue tempt
the business off course.

Business Impact

e Reduces reactive decision-making

¢ Reduces wrong-fit work and wrong-fit customers

¢ Reduces scattered use of resources

e Aligns leaders and teams around the same direction

Decision Anchor : 3 Core Elements

PURPOSE
Belief = Boundary — Bet

Purpose defines what the business stands for. Belief makes that
purpose sharper by clarifying the core conviction the business
holds about the market, customers, and the future it wants to
create. Boundary defines what the business will not
compromise, even under short-term pressure. Bet turns that
belief into real resource allocation toward the areas the business
believes can create long-term advantage. When these three
work together, Purpose is no longer a statement. It becomes a
decision logic that helps the team choose, reject, and prioritize
with discipline.

POSITIONING
Competitive Logic = White Space — Ownership Claim

Positioning defines where the business should win. Competitive
Logic explains why the business can win without competing
primarily on price. White Space reveals the unmet problem,
need, or meaning that competitors have not clearly owned.
Ownership Claim then defines the space the business chooses
to occupy in the customer’s perception and decision-making.
Together, Positioning becomes more than differentiation. It
becomes a reason the market can use to choose.

PERSONALITY
Standard — Signal — Structure

Personality does not end with tone of voice or visual expression.
[t must become visible business behavior. Standard defines
what the business refuses to lower. Signal turns that standard
into proof through actions, customer experience, and delivery.
Structure creates the operating discipline that allows the
standard to be repeated consistently. Together, Personality
becomes not just how the brand sounds, but how the business
behaves under pressure.

Strong businesses do not scale by accepting every
opportunity. They scale by knowing what to choose,
what to reject, where to focus, and what should never
be traded for short-term revenue.
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Category Authority

The Move That Changes How the Market Decides

Figure 3.3 : The 9-Dimensional Category Authority & Influence Model
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What Category Authority Means

Category Authority makes a business’s chosen territory matter
to the market. It is not just about proving you are different; it is
about helping customers understand why that difference
matters now and next.

For scaling SMEs, growth cannot depend on being "better" only
in the founder’s mind. The business must create a reason to
choose that the market can recognize and use.

The question is no longer "How are we different?" but "What
new value is starting to matter, and what meaning should we
own before competitors see the shift?" Category Authority
reframes how customers judge value, moving your business
beyond the same old conversation.

Business Impact

¢ Reduces price-based comparison

e Creates a stronger reason for customers to choose

e Reframes how the market understands value in the category
e Anticipates emerging demand before the mass market.

* Shifts the business from chasing demand to shaping it.

Category Authority : 3 Core Elements

FUTURE
Sensing — Shift = Timing

Future helps the business avoid merely following the market.
Sensing allows the business to read early signals of change
before they become obvious to the wider market. Shift helps
interpret how customer value, expectations, and buying criteria
are changing. Timing guides when the business should enter,
move, test, or step back before the space becomes crowded.
Together, these elements help the business act before market
change becomes obvious.

CULTURE
Tension = Meaning = Movement

Culture helps the business understand the pressure, meaning,
and movement behind customer decisions. Tension reveals new
conflicts or expectations emerging in customers’ lives. Meaning
translates what people are beginning to value differently.
Movement shows how cultural change is opening space for a
new brand position before competitors move in. Together,
Culture helps the business connect with what customers are
starting to care about, not only what they already buy.

BEHAVIOR
Friction = Motivation = Adoption

Behavior helps the business understand how customers
change. Friction reveals what prevents customers from acting.
Motivation shows what drives them to reconsider, switch, or
pay. Adoption helps identify when an emerging need begins to
become a repeatable market behavior. Together, these elements
help the business move beyond being different and start
influencing the criteria customers use to choose.

Winning businesses do not only
communicate more clearly.
They change the criteria customers use to decide.
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Strategic Ecosystem

Turning Brand Strategy Into Repeatable Operating Rhythm

Figure 3.4 : The 9-Dimensional Strategic Ecosystem & Operating Logic
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What Strategic Ecosystem Means

Strategic Ecosystem turns brand strategy into the way the
business actually works. It helps the organization align sales
conversations, delivery standards, workflows, learning loops,
and Al-assisted execution, so growth no longer depends on
scattered decisions, founder intervention, or one-off campaigns.

When Strategic Ecosystem is strong, the business does not
need to restart every time a new campaign, channel, team
member, or Al tool enters the picture.” Strategy becomes easier
to use, repeat, and scale.

Business Impact

¢ Delivers value customers can understand and experience
¢ Aligns sales, communication, and customer experience

e Turns strategy into workflows the team can use

¢ Reduces founder dependency in daily decisions

¢ Helps the business learn, adapt, and improve faster

Strategic Ecosystem : 3 Core Elements

VALUE
Promise — Proof = Premium

Value ensures that the business’s promise does not remain a
claim. Promise defines the outcome customers should expect.
Proof makes that promise credible through evidence,
experience, and delivery quality. Premium turns that value into a
reason customers are willing to pay more and choose beyond
price alone. Together, Value helps the business protect margin
by making its worth easier to understand and believe.

ALIGNMENT
Architecture — Action — Experience

Alignment connects strategy to execution. Architecture defines
the principles, priorities, and decision standards that guide the
business. Action turns those principles into team behavior,
workflow, and communication. Experience ensures that
customers receive what the brand promises across every
touchpoint. Together, Alignment reduces the gap between what
the business says, what the team does, and what customers
actually experience.

SYSTEM
Strategy — Sync — Scale

System turns strategy into a repeatable operating rhythm.
Strategy defines the market space, target customers, and long-
term advantage the business will build around. Sync connects
information, decisions, and learning across the team. Scale
allows the business to expand its team, channels, and Al use
without fragmenting direction or decision quality. Together,
System makes growth less dependent on individual judgment
and more dependent on repeatable operating logic.

Growth does not come from image

or communication alone.

It comes from aligning value, decisions, teams,
customer experience, and Al until strategy becomes
repeatable.
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The Al Co-Logic

for Decision Quality at Scale

Al does not make a business clearer by
default. It amplifies what the business
already has.’

Its role is not to produce more content. Its role is to improve the
quality of questions, decisions, and strategy translation, so the
business can turn strategy into repeatable work.

What Al Co Logic Means

Al Co-Logic is the Al-enhanced reasoning layer inside Future
Brand System. It helps the business ask sharper questions, test
assumptions, separate symptoms from root causes, compare
strategic options, translate decisions into workflows, and learn
from market response.

Al Co-Logic is not designed to create more output. It is
designed to improve decision quality.

Al Co-Logic Operating Cycle

Figure 4.1 : The 6-Stage Closed-Loop Strategic Reasoning Cycle
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Diagnose — Detect — Identify = Test — Translate = Learn

How Al Co Logic Elevates Business

1. Decision Quality
Decisions become less dependent on instinct alone, with
stronger reasoning, clearer trade-offs, and better evidence.

2. Strategic Coherence
Purpose, positioning, value, message, behavior, and
workflow move in the same direction.

3. Organizational Alignment
Leadership, sales, marketing, operations, and Al workflows
work from the same decision principles.

4. Adaptive Strategic Intelligence
The business learns from feedback, results, and market
signals, then improves the way it decides and acts.

In the Al era, advantage belongs less to the business
that produces more, and more to the business with a
thinking system that sets direction, reads the market,
and executes with precision.
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From Founder-Led Effort to
System-Led Growth

How Future Brand System and How Future Brand System and
Al Co-Logic Turn Scattered Effort into Al Co-Logic Multiply Growth Capacity
Repeatable Growth

The result is practical: the business chooses markets with more
discipline, wastes less effort on wrong-fit priorities, aligns sales
and customer experience more clearly, and reduces
dependency on founder energy. Growth becomes less about
holding everything together manually, and more about a way of
working the team can repeat.®

Decision Anchor

Defines the boundaries of victory, what to reject, and the
team's shared principles. Powered by Al Co-Logic as a
validator for priorities and trade-offs, it intercepts strategic
errors before the business misallocates resources in the
wrong direction.

The multiplier effect begins when growth no longer Category Authority

depends only on founder effort, scattgred execution, or Establish your domain of victory as the new benchmark for
more output, but on a system the business can repeat, market selection. Powered by Al Co-Logic to scan market
learn from, and scale.® shifts and latent demand in advance, it allows the business

to calibrate its brand criteria and preempt market changes
ahead of the curve.

Strategic Ecosystem

Architect the brand infrastructure, linking customer
experience directly to internal operational rhythms. Powered
by Al Co-Logic to translate strategy into workflows and
actionable review criteria, it transforms an abstract brand
into an automated organizational operating system.

Systemic Results

e Strategic direction and priorities become sharper

e The reason to choose becomes stronger

e Hidden costs and wasted resources begin to fall

e Teams work in closer alignment

¢ Founder dependency and decision bottlenecks decrease
¢ The business learns and adapts faster

Figure 5.1 : Growth Leakage vs. System-Led Growth

Growth Leakage System-Led Growth

Without a Growth Decision System With Future Brand System + Al Co-Logic

Brand: limited to image and communication alone —_— Brand: becomes the foundation for business decisions
Execution: fragmented by inconsistent decisions - > Execution: guided by shared decision criteria
Adaptation: slow to respond to market change — Adaptation: faster to read and respond to market shifts

Growth: dependent on founder effort and individual skill ~—— Growth: built into a repeatable way of working

Al Output: focused on volume and speed e Al Output: used to support better thinking and decisions
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Evidence from the Field

How Growth Leaks Appear Inside Scaling Thai SMEs

This chapter highlights patterns from anonymized diagnostics to
expose how Growth Leaks operate in reality, establishing the
exact strategic upgrades a business must validate before
investing further. The evidence points to one practical
conclusion:

Scaling SMEs do not need more activity
before they understand where growth is leaking.

They need a clearer system for choosing, rejecting,
aligning, proving value, and learning from the market.

Methodology Note : How This Evidence
Base Was Developed
The evidence in this chapter is based on three layers of analysis.

First, BrandMadeFuture reviewed anonymized Growth
Diagnostic cases across scaling Thai SMEs in service, product,
real estate, technology, healthcare, food, franchise, and apparel
categories. These cases were assessed through the Future
Brand Score lens, focusing on six recurring Growth Leaks:
Scalability, Direction, Worth, Differentiation, Trust, and
Adaptability.

Second, the diagnostic patterns were compared with available
Thai and international proxy indicators, including SME digital
maturity, Al readiness, innovation capability, governance,
process integration, financing constraints, and SME
competitiveness. Because no public Thai dataset currently
measures the six Growth Leaks directly, the quantitative
estimates in this chapter are presented as a evidence-informed
baseline, not official national benchmark rates.

Third, BrandMadeFuture translated these findings into a notional
cohort of 200 scaling Thai SMEs to make the scale of the
problem easier to interpret. The purpose is not to claim precise
incidence across the entire SME population, but to create an
evidence-informed starting point for understanding where
scaling SMEs are most likely to leak growth.

This methodology is intentionally transparent; the current
evidence base should be interpreted as diagnostic and
directional only.

BrandMadeFuture is continuing to expand this evidence base
through Future Brand Score diagnostic responses, additional
anonymized Growth Diagnostic cases, and structured survey
work with scaling Thai SMEs. Future editions of this white paper
will incorporate verified survey findings as the dataset grows.
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Diagnostic Patterns from Scaling Thai SMEs

3 Recurring Growth Leak Patterns

Across anonymized Growth Diagnostic cases, Growth Leaks rarely appear as isolated problems. They usually appear as connected
patterns. A business may start with a sales issue, a pricing issue, a content issue, or a founder bottleneck. But beneath the visible
symptom, the deeper constraint is often structural.

The following three patterns summarize how Growth Leaks commonly appear inside scaling Thai SMEs.

Pattern 1

Capability Exists, but the Reason to Choose Is Not Yet Strong Enough

Many scaling SMEs have real capability. They  Primary Growth Leaks

deliver quality, solve customer problems, meet  \Worth Leak - Differentiation Leak - Scalability Leak

deadlines, and earn trust after customers . .

experience the work. But the market does not ~ What the diagnosis reveals

always understand that value before the buying ~ The problem is not weak quality. The problem is that real value has not been

decision begins. translated into a clear buying reason, proof system, and sales narrative that the
market can understand quickly and the team can repeat consistently.

Strategic upgrade required
Decision Anchor - Value Logic - Category Authority

Metrics to track next

Sales cycle length - proposal conversion rate - discount dependency - founder
involvement in closing deals - customer reason-to-buy themes - wrong-fit inquiry
rejection rate

Pattern 2
High brand appeal, but growth is bound to specific products, projects, or people.

Several businesses already have visible appeal.  Primary Growth Leaks

Customers may remember a signature product, @  Trust Leak - Direction Leak - Scalability Leak
successful project, a strong location, a popular
service, or a compelling offer. The brand has
market energy, but the energy does not yet The business has appeal, but the appeal has not yet been organized into a strategic
compound into a stronger master brand or a  ecosystem. The brand promise, sales message, customer experience, product
repeatable growth system. architecture, and operating standards need to reinforce the same value across

touchpoints.

What the diagnosis reveals

Strategic upgrade required
Strategic Ecosystem - Experience Alignment - Proof System

Metrics to track next

Repeat purchase or repeat inquiry rate - customer experience consistency - sales
and service message consistency - master brand recall versus product or project
recall - founder or senior team escalation frequency - trust signals used before
purchase

Pattern 3

The Market Is Moving, but the business cannot filter opportunities.

Some businesses do not lose because demand  Primary Growth Leaks

disappears. They lose because the market  Adaptability Leak - Differentiation Leak - Worth Leak

changes before they can respond with the right . .

offer, message, channel, or operating model. What the diagnosis reveals

Customer expectations shift, new technologies  The problem is not that the business lacks effort or awareness. The problem is that
reset the standard, and competitors move faster ~ market change is not being converted into timely strategic action. The business
before the change becomes obvious. By the time  sees signals, but does not turn them into sharper offers, stronger positioning, better
the business notices, the opportunity may already ~ customer relevance, or faster decisions before competitors capture the opportunity.
be crowded and customers may already be

) : } Strategic upgrade required
comparing the brand against newer alternatives.

Market Sensing Rhythm - Opportunity Prioritization - Customer Behavior Analysis -
Strategic Response System

Metrics to track next

Speed from market signal to decision - percentage of new initiatives linked to
customer behavior shifts - margin pressure from newer competitors - customer
reason-to-choose changes - lost opportunities from delayed response - relevance of
current offers against emerging demand
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Estimated Growth Leaks Patterns

Directional Estimates of Growth Leak Patterns Observed in Scaling Thai SMEs

To provide a structural view of where growth tends to leak, BrandMadeFuture developed a directional estimate by synthesizing relevant
public indicators and recurring patterns observed from diagnostic cases of scaling businesses. These figures are intended to help interpret
Growth Leak trends. They should not be read as a national benchmark or as a completed field survey representing all Thai SMEs. Details
of the analytical method are provided in the Methodology Note.

Figure 6.2.1 : Future Brand System Directional Estimate of Growth Leak Patterns*

Growth Leak Directional lllustrative Count  Strategic

ro ca Estimate Per 200 Firms Interpretation

Scalability Leak 60-70% 132 Growth still depends too heavily on founder effort, key people,
fragmented processes, or informal decision-making rather than
repeatable systems.

Adaptability Leak 55-70% 128 Businesses are adopting tools, but many still struggle to read
market signals, use data, and adapt before customer behavior
shifts.

Differentiation Leak 55-65% 118 Many businesses still struggle to create a distinct reason to be
chosen beyond price, convenience, promotion, or familiarity.

Direction Leak 50-60% 112 Teams often lack a clear decision core, causing scattered
priorities and inconsistent interpretation of business direction.

Trust Leak 45-60% 108 Brand promises, sales messages, customer experience, and
internal execution are not always reinforced by consistent proof
systems.

Worth Leak 45-60% 104 Real capability does not always convert into pricing power,

margin quality, or a clear buying reason customers are willing
to pay for.

What the Estimate Reflects

The key signal from this estimate is not that scaling Thai SMEs
lack effort or are unaware of new tools. Many businesses are
already investing more in sales, marketing, channels, content,
back-office systems, and Al.

The deeper issue is that growth effort often expands faster than
the business’s decision system is ready to support.

This distinction matters. Having more tools does not
automatically create a sustainable advantage. If the business is
still unclear about where it should win, who it should serve,
what value it must protect, and what principles teams should
use when making decisions under pressure, increased effort
may become a higher cost rather than scalable growth.

Al Without Strategic Context

Evidence-informed estimates also suggest that Al adoption
among scaling Thai SMEs remains early, uneven, and often
more tactical than strategic.?

Based on available Al readiness indicators, BrandMadeFuture
estimates that approximately 20-25% of scaling Thai SMEs
have started using Al in some form. However, part of this usage
is not yet clearly connected to strategic context.

Among businesses already using Al, directional estimates
suggest that a significant share may still be using Al without a
strong strategic context. In a notional cohort of 200 businesses,
this would represent a meaningful number of firms using Al to
increase speed or output volume, but not yet using Al to
improve the quality of business decisions.'® This does not mean
Al is the problem. The issue is whether Al is being used inside a
clear decision system.

When a business has strategic clarity, Al can help leaders and
teams ask better questions, compare options more effectively,
stress-test assumptions, read market signals, and translate
strategy into workflows. When strategic clarity is weak, Al can
amplify inconsistency faster through more content, more
messages, more options, and more activity, without improving
the quality of decisions.

* Figures in this table are Future Brand System directional estimates, not national prevalence rates or completed field survey results. Ranges reflect uncertainty across two layers: variability in available public proxy
indicators, and the limited scale of current BrandMadeFuture diagnostic cases. Narrower ranges indicate stronger proxy evidence; wider ranges indicate greater dependence on diagnostic inference. Estimates were
developed by interpreting recurring patterns from BrandMadeFuture diagnostic work alongside relevant public indicators drawn from OSMEP, Bank of Thailand, ETDA/NSTDA, World Bank, OECD, and Bloom, Sadun &
Van Reenen's management research (see Endnotes 1-13). The "per 200 firms" column is an illustrative equivalent designed to make the pattern easier to read, not a claim of 200 surveyed firms. Future versions will

refine these estimates as more Future Brand Score and Growth Diagnostic data become available.
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The 90-Day

Scaling Decision Foundation

Diagnose — Design — Align — Activate

Understanding Growth Leaks and the Future Brand System™ is
merely the starting point; what truly transforms a business is
converting that insight into concrete execution within the first 90
days. This framework does not begin with rebranding, deploying
Al, or expanding teams; it begins by cementing a unified
decision-making foundation before anything is scaled.

Phase 3 : Align

Phase 1: Diagnose

Days 1 to 15
Growth Leak Diagnostic + Future Brand Score Baseline

Objective

¢ Analyze the 6 Growth Leaks

e Detect ambiguity, inconsistency, and strategic bottlenecks
e Separate symptoms from root causes

e Assess readiness across Decision Anchor, Category
Authority, and Strategic Ecosystem

Outputs

e Growth Leak Map : Identifies exactly where and how much
your business is leaking.

e Future Brand Score Baseline : Prioritizes critical strategic
core before deploy further capital.

¢ Reflection Signal Brief : Isolates the root problem, not just
the visible symptoms.

Days 46 to 70
Strategic Ecosystem Alignment

Objective

Translate positioning into messaging

Translate Category Authority into sales narrative
Translate value logic into customer experience
Translate brand principles into team behavior

Align workflow, decision standards, and execution rhythm
with strategy

Outputs

Strategic Messaging Framework : Enforces a unified brand
narrative across all internal and external teams.

Experience Alignment Map : Guarantees a frictionless,
consistent customer experience across every touchpoint.

Strategic Alignment Blueprint : Architects the strategy-to-
execution pipeline, synchronizing all organizational decisions
and operations.

Phase 4 : Activate

Phase 2 : Design

Days 16 to 45
Decision Anchor + Category Authority Design

Objective

¢ Build the Decision Anchor

* Define strategic trade offs

e |dentify the Winning Territory

e Analyze future signals, customer behavior, and unmet
demand

e Design value proposition and offer logic

Outputs

¢ Decision Anchor Card : Establishes shared principles for
autonomous team alignment, eliminating founder
dependency.

e Category Authority Map : Defines the exact market domain
your business must own.

e Value Proposition Architecture : Engineers value propositions
that command selection without price comparison.

Days 71 to 90
Al Co-Logic Operating Layer

Objective

Build Al-enhanced decision workflows
Create a strategic dashboard

Design review cadence

Set up feedback loops

Bring market signals, customer feedback, and internal
learning back into the next round of decisions

Outputs

Al Co-Logic Workflow : Leverages Al to elevate decision
precision rather than inflating operational volume.

Future Brand OS Blueprint : Unlocks scalable business
growth by eliminating founder dependency in everyday
decision-making.

Strategic Feedback Intelligence : Deploys market-learning
loops that accelerate organizational adaptation.

The Future Brand System is not about creating more
work; it is about organizing your existing structure to
enhance decision precision, eliminate fragmentation,
and deploy resources with absolute discipline.
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The Future Brand Score

A 5-Minute Growth Leak Check for Scaling SMEs

What Future Brand Score Means

Future Brand Score is a strategic signal check within Future
Brand System. It helps scaling SMEs assess whether their
growth constraints come from weak decision logic, unclear
value, limited category authority, fragmented execution, or an
operating system that still depends too heavily on the founder.

It is not a branding quiz. It assesses whether the business is
ready to use brand as a Growth Decision System, not only as a
layer of image, messaging, or communication.

The result becomes the starting point for Al Co-Logic by giving
the business clearer strategic context for sharper questions,
deeper analysis, stronger stress-testing, and the next way of
working.

Future Brand Score Assesses 3 Areas

1. Decision Anchor Readiness
Does the business have a clear anchor for choosing,
rejecting, prioritizing, and making decisions under pressure?

2. Category Authority Readiness
Does the business deeply understand market shifts,
customer behavior, emerging demand, and the reason it
should be chosen?

3. Strategic Ecosystem Readiness
Can the business translate strategy into value, sales,
customer experience, workflow, measurement, and a way of
working the team can use in practice?

Growth Leak Diagnostic Output

Future Brand Score Baseline

The starting score that reflects the business’s readiness to
use brand as a decision system for growth.

Future Brand Readiness Level
The business’s current growth readiness status.

Strategic Growth Pattern

The core pattern that may be limiting growth. For example,
the business may have real capability, but has not yet turned
that capability into a strong enough reason for the market to
choose.

Key Growth Constraints
The key constraints identified through the assessment.

Business Risks in the Next 12 Months
The risks that may emerge if the same growth leaks
continue.

Recommended Next Step
A recommendation on where the business should go next.

Future Brand Readiness Level

1.

Future-Made
The business has a strong brand foundation and is ready for
growth, adaptation, and more disciplined scaling.

. Future-Ready

The business has a strong foundation, with some areas that
should be made more systematic so the team can repeat
them in practice.

. Future-Aware

The business recognizes the importance of stronger brand
foundations, but its decision anchor, value, and ways of
working are not yet fully connected.

. Present-Locked

The business still relies too heavily on founder effort,
short-term problem-solving, and fragmented execution.

. At-Risk

The business has important leaks that may weaken
long-term competitiveness if left unresolved.

Test Your Future Brand Score

Use 5 minutes to explore where your business may be
leaking growth before investing in marketing, rebranding,
Al, sales expansion, or team growth.

Start here:

brandmadefuture.com/future-brand-score
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Turn Business Education Into
Business Readiness

For Universities & Business Schools

Equip entrepreneurs and business students with a future-ready brand
strategy system.

Business curriculum today has no shortage of theories. What academic leaders and industry partners
increasingly want is operational depth: insight that helps future strategists execute business decisions, not just
analyze past cases.

BrandMadeFuture partners with universities, incubators, entrepreneurship centers, and business schools to
deliver practical brand strategy education built around the Future Brand System.

Through Future Brand System + Strategic Al Co-Logic, participants can translate strategic thinking into
practical outputs such as positioning drafts, growth leak reflections, customer insight summaries, content logic,
and next-move recommendations.

Potential collaboration formats
e Founder bootcamp module

* Executive education workshop

e SME diagnostic clinic

e Entrepreneurship program add-on

» Student business case lab

e Future Brand Score assessment for participants
e Certification or co-branded learning pathway

e Strategic Al Co-Logic for guided learning, reflection, and strategy practice

Start a Partnership Opportunity
Contact: partnership@brandmadefuture.com | www.brandmadefuture.com/partnership

Explore Future Brand System : www.brandmadefuture.com/future-brand-system

BrandMadeFuture™

Future Brand System™
Al Co-Logic™

Future Brand Architecture™
Future Brand Academy™

Future Brand OS™

www.brandmadefuture.com
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of 35.2% and MSME economic context, https://
www.sme.go.th/

. Bank of Thailand, “Summary of Thai SME Situation as of Q4
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Death in Developing Countries,” World Bank / The Review of
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in developing countries, https://
openknowledge.worldbank.org/

. Stanford Institute for Human-Centered Artificial Intelligence,

“Al Index Report 2025,” used to support the claim that Al
inference costs have fallen sharply and Al capabilities have
become more accessible, https://hai.stanford. i-in
2025-ai-index-report

. Nicholas Bloom, Raffaella Sadun, and John Van Reenen,

“Management Practices Across Firms and Countries,”
National Bureau of Economic Research (NBER), used for
evidence linking management practices with firm
performance and productivity, https://www.nber.or I
w17850

. Nicholas Bloom and John Van Reenen, “Measuring and

Explaining Management Practices Across Firms and
Countries,” Quarterly Journal of Economics, used for cross-
country evidence that management practices are associated
with productivity, profitability, and firm survival, https://
mic.oup.com/qje/article/122/4/1351/18504

. Nicholas Bloom, Benn Eifert, Aprajit Mahajan, David

McKenzie, and John Roberts, “Does Management Matter?
Evidence from India,” Quarterly Journal of Economics, used
for experimental evidence that improved management
practices can increase productivity, efficiency, and quality,
https: mic.oup.com/qje/article/128/1/1/1

. Organisation for Economic Co-operation and Development

(OECD), “The Digital Transformation of SMEs,” used for risks,
barriers, and policy considerations in SME digitalisation,
https://www.oecd.org/en/publications/the-digital-
transformation-of-smes_bdb9256a-en.html

10.0rganisation for Economic Co-operation and Development

(OECD), “Al Adoption by Small and Medium-sized
Enterprises,” used for Al diffusion gaps, adoption barriers,
and prerequisites for SME Al adoption, https://

www.oecd.org/en/publications/2025/12/ai-adoption-by-
small-and-medium-sized-enterprises_9c48eae6.html

11.

12.

13.

McKinsey Global Institute, “Getting Tangible About
Intangibles: The Future of Growth and Productivity,” used
for the importance of intangible assets such as technology,
software, human capital, organizational capabilities, and
knowledge-based growth, https://www.mckinsey.com/

iliti rowth-marketing-and-sal r-insight
getting-tangible-about-intangibles-the-future-of-growth-
and-productivity

ETDA / NSTDA, “Thailand Al Readiness Study 2024” and
National Al Strategy reporting, used for organization-level Al
implementation rate, Al readiness level, and governance /
capability gaps among Thai organizations, https://
www.ai.in.th/

PwC Thailand, Al governance and workforce readiness
commentary, used for the observation that Al adoption
often runs ahead of governance, data quality, workforce
upskilling, and strategic operating discipline, https://
www.pwc.com/th/
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