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» ABOUT THE AUTHOR

Jason Anderson developed an early passion for philosophy, which led
to academic work in symbolic logic and philosophy of language. That
training drives how he approaches these briefings. He defines terms
precisely and builds every case one step at a time.

He then joined Gartner, where he worked in technology research and
venture capital, assessing which emerging technologies could
become durable businesses. From there he spent a decade in media
Investment banking at UBS and RBC, advising media companies on
struategic debt, equity, and M&A transactions. In banking, every idea
has to survive a financial model and a counterparty across the table.
That experience added financial discipline to his logical training.

He later co-founded Pursuit Advisory, a boutique investment bank,
and spun Quire out of it. His view was that strategy and banking are
usually sold separately, when the best transactions begin with a
stronger strategic case. Over his career, he has advised on more than
$120 billion in closed transactions.

Jason writes these briefings for the operators and investors who have
to make the decision, not just discuss it.

Jason Is dyslexic. He learned to reason through Ilogic and
mathematics long before writing came easily. Structure is still how he
thinks most clearly. That is why his work favors precise definitions
over narrative. He uses Al tools to support research, organize ideas,
and proofread his work.
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< NOTE FROM QUIRE

SPACE IS NOT A CHANNEL.
ITIS INFRASTRUCTURE.

As strategic advisors and investment bankers, we have withessed the
migration of fandom architectures from our core domain of IP directly
Into the consumer and retail realm. The implications for retail parallel
what media companies already know. Value is migrating from isolated
transactions to repeatable systems that make relationships,
community, and identity durable.

In our previous briefing, we formalized that pattern as a demand model.
Demand strength is a function of attachment, utility, switching
cost, and community gravity, and it persists only when structural
reinforcement outruns consumer drift and brand entropy.

This briefing applies that model to the physical world. The return of
retail, hospitality, clubs, flagships, and branded venues is often
described as a resurgence of experience. That description Is
directionally correct and strategically incomplete. Experience is not
the asset. Reinforcement is.

We posit that a physical environment matters most when it does
work a digital channel cannot do alone. It makes abstract claims
tangible. It converts identity into ritual. It turns affinity into visible
participation. It raises switching cost by embedding recognition,
routine, and access into a place the consumer can inhabit. At its best,
the store is no longer a point of sale. It is structural reinforcement
given an address.

This applies as much to the franchise owner building a theme park,
pop-up, or flagship as to the retailer rethinking its sales model.

We Track Three Major Shifts:

< From Experiential Retail To Reinforcement Environments

Why novelty, immersion, and foot traffic are insufficient
unless the space renews behavior faster than it decays.

»< From Omnichannel Access To Embodied Demand

Why physical space creates value when it gives material
form to trust, identity, recognition, scarcity, and belonging.

< From Four-Wall Economics To Ecosystem Valuation

Why investors and operators should evaluate a space by
the demand it creates across the business, not only by the
sales it generates inside its walls.

The question is no longer whether a physical environment is
memorable. It is whether demand is more durable because it exists.

Let's Build What's Next.
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» THE REVALUATION OF PHYSICAL SPACE

The Illusion Of Experiential Retalil.

The market’s view of physical retail is reversing. It has moved from
predicting the death of the store to celebrating its resurgence. Luxury
houses, consumer brands, hospitality operators, and entertainment
franchises are investing again in flagships, clubs, sanctuaries, parks,
and highly programmed environments. Experiential retail is the term
widely used to define these points of strategic focus.

That view is partly right, but it misses what creates value. A memorable
experience is not the end state. Novelty can produce attention and
participation without producing durable loyalty. Foot traffic can rise
while demand quality remains unchanged. A spectacular space can
become culturally visible without becoming economically necessary or
an anchor of structural reinforcement.

The real revaluation of physical space is more structural. Digital
distribution has become infinite, inexpensive, and atomized. Brands
can reach consumers everywhere, but find it progressively harder to
hold them anywhere. With this simple point as context, the physical
footprint regains importance because it provides a high-density
anchor against fragmentation.

In the language of our demand model outlined in Executive Briefing 14,
a space is valuable when it raises P (Attachment), S (Switching
Costs), and C (Community Gravity) at once, and does so repeatedly.
Physical space is not returning because transactions require more
theater. It is returning because demand requires somewhere to live.

NO.15

QUIRE



EXECUTIVE BRIEFING

04

BEYOND EXPERIENTIAL RETAIL

% REINFORCEMENT ENVIRONMENTS

From Desirability To Behavioral
Continuity.

The retail sector frequently mistakes form for function. Immersive
design, café integrations, events, and community programming are
treated as evidence that a brand understands the new consumer. Each
Is merely expensive decoration if people do not have a real reason to
belong and return.

A reinforcement environment is different. It is desighed not merely
to generate a visit, but to increase the probability of return. It gives
the consumer a reason to re-enter the brand world through ritual,
recognition, service, access, programming, or peer density. The
objective is not simply traffic. It is repeat behavior.

In the durability equation we introduced in Executive Briefing 14, the
space is a source of @ (Structural Reinforcement). Physical space
matters because it can refresh every component of demand
simultaneously. A good space can deepen attachment, make the brand
more useful, create routines that are hard to replace, and make its
community visible.

This yields a simple condition for any spatial asset:

nNx®P>0+¢

Here n is the frequency of meaningful contact and ® is the structural
reinforcement delivered per visit. A space visited once, however
spectacular, rarely satisfies it. A space woven into routine does.

Said in plain English: People need to visit often enough, and those
visits need to matter enough, to overcome normal consumer drift (5)
and disappointment € (Brand Entropy) that erodes every brand, IP,
etc. relationship over time.

When a space satisfies that condition repeatedly, it stops behaving like
a decorated point of sale. It begins operating as infrastructure for
durable demand.
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% IP & BRAND LED PHYSICAL SPACE

The Franchise You Can Walk Into.

Some of the most ambitious builders of physical space are no longer
retailers. Studios, game publishers, toy companies, and creators are
opening theme parks, immersive venues, pop-ups, and flagship stores
at a pace that would have seemed irrational a decade ago.

The demand model explains why. An IP or brand owner arrives with P
(Attachment) already high. The audience knows the world, the
characters, and the rules. What the IP typically lacks is high S
(Switching Costs) and C (Community Gravity). This is the definition
of a routine that makes leaving costly, and indicates a place where
fans see and validate each other.

Physical space supplies both. It is where an IP or brand stops being
watched and starts being inhabited.

This is a critical point of orientation: The rise of social media and
social video means that your customer likely experienced your IP or
brand via social or brand based video campaigns prior to ever
experiencing your retail space. The customer arrives with an
expectation shaped first in that domain.

This solves the licensing problem identified in our previous briefing. A
licensed product rents attachment to a third party. An owned venue,
exclusive drop, or store extends the relationship under your control,
capturing the margin, the data, and the reinforcement.

The risk is equal and opposite. A venue that merely reproduces what
fans have already seen adds novelty, not @& (Structural
Reinforcement). A pop-up engineered for a single visit spends the
attachment it was meant to deepen. A poorly operated retail space
becomes € (Brand Entropy) with a lease, breaking the fantasy, in
person.

For IP owners, the question is not whether fans will come. It is
whether they will come back, and whether the relationship is
stronger because they did.
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* SIGNAL DENSITY

The Flagship As A Media Asset.

A modern flagship can work like a media asset. It brings the brand’s
story together In one place, gives people something worth
photographing and sharing, and extends the impact of each visit
far beyond the store.

The strongest flagships are built to be photographed, shared,
and returned to. The weakest are catalogues with walls.

» THE LANDMARK

Louis Vuitton, The Louis

A 30-metre ship in central Shanghai spanning retail, exhibition, and
café. The building is the broadcast by delivering heritage made
physical and an experience impossible to scroll past.

» THE CONTENT GENERATOR

Jellycat Diner

Plush toys "cooked"” and served by staff. Visits become content, and
content becomes demand: revenue rose 66% to £333 million in
2024.

» THE CULTURAL STAGE

Erewhon

A grocery store turned stage. Celebrity smoothie collaborations
carried a nine-month waiting list. The $20 smoothie functions as a
social status signal as much as a drink.

» THE EMPTY SIGNAL

Amazon Style

A store designed as a website with walls: efficient, frictionless, and
forgettable. It offered convenience, but little reason to visit beyond
shopping. The concept ultimately closed.

06

» EXAMPLES OF THE FLAGSHIP AS MEDIA ASSET
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< TRUST ARCHITECTURE

Making Value Tangible.

Digital environments are extraordinarily effective at manufacturing
Impressions. Any brand can publish images of craftsmanship, scarcity,
wellness, or cultural fluency. When every brand can look premium,
looking premium is no longer enough. Digital abundance weakens
the evidentiary value of every claim.

Physical space carries the burden of proof. Materials, acoustics,
service, restraint, maintenance, pacing, and the behavior of other
participants reveal whether the enterprise possesses the operational
depth its narrative implies. The environment is where the consumer
audits the brand.

Quire defines this function as trust architecture. The space does not
merely express the brand. It operationalizes credibility, converting
heritage, craftsmanship, exclusivity, or hospitality from a marketing
claim into an inhabited experience with real-world permanence.

In the demand model we presented in Executive Briefing 14, this is how
space raises P (Attachment). Because trust is commercial collateral,
the effect does not stay inside the walls. Once the consumer trusts the
environment, that trust carries over to the product.

This means that a physical space can improve the quality of
demand even when the transaction occurs elsewhere.
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% STRUCTURED RECOGNITION

The Architecture Of Being Known.

The highest-value consumers do not merely purchase more. They seek
evidence that their participation is recognized, remembered, and
rewarded. The industry response is typically framed as clienteling. This
IS the process of using better data, more personalized outreach, and
Improved service protocols to make the experience feel more
personalized.

That framing is too narrow. The more powerful objective is structured
recognition.

The environment should make customers feel that the brand knows
who they are and recognizes their specific relationship with it. This can
take the form of private access, continuity of service, member rituals,
remembered preferences, invitation-only spaces, or clearly defined
levels of access or status. The goal is to use the physical space as a
tool to turn nascent loyalty from a field in a CRM system into
something the customer can experience and feel.

In the demand model we outlined in Executive Briefing 14, this is
switching cost made visible. S (Switching Costs) rises not because
leaving 1s contractually difficult, but because leaving means
surrendering access, routine, recognition, and a known identity
position that would take years to rebuild elsewhere.

The consumer is not locked in. They are known, and being known is
expensive and time consuming to replace.

This expands the moat beyond mere personalization alone. Instead, it

Is building a dynamic architecture that allows the consumer to feel
“seen” and known.
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» OPERATIONALIZING IDENTITY

The Ritual Environment.

The ritual environment is valuable when it does more than sell an
activity. Instead, it teaches the consumer how to belong through
recurring rituals, visible participation, and a local community
loop.

When the ritual renews, n x d outruns & + €& When it stops
renewing, the room empties.

» THE COMMITMENT LAYER

Solidcore

A demanding format, a recognizable member identity, and no
franchising. About 130 studios and a valuation of up to $700
million, built on routine.

< THE SOCIAL RITUAL
Othership

Sauna and ice bath as a sober social ritual. Private recovery
becomes public behavior, and the room itself becomes community
gravity.

» THE PARTICIPATION ANCHOR

Strava Run Clubs

New clubs on Strava nearly quadrupled in 2025 to one million total;
running clubs grew 3.5x, and club-organized events rose 1.5x. The
activity becomes a recurring social appointment, turning exercise
Into visible identity and community.

< THE FADING RITUAL
SoulCycle

A defining ritual of the 2010s that stopped renewing. It closed about
20 of 83 studios in 2022, with further closures since.
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» EXAMPLES OF THE RITUAL ENVIRONMENT
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» THE PRIVATE CLUB FALLACY

The Economics Of Social Density.

The proliferation of private clubs, member lounges, and curated brand
environments reflects a correct intuition. Physical community creates
economic value. However, the form is easy to imitate. A velvet rope, a
café, or an event calendar does not produce loyalty.

The private club fallacy is the belief that exclusivity is self-executing.
It is not. Exclusivity without reinforcement becomes veneer. The
consumer will always eventually detect the absence of substance.

A member environment creates value only when it produces social
density. This is the visible concentration of people, rituals, norms, and
recognition that validates the consumer's participation. In the demand
model, this is C (Community Gravity) made operational. Other
members become part of the infrastructure because they reinforce
the identity choice in real time, converting an isolated buyer into a
synchronized participant.

Social density is also a constraint. Admit too few and C (Community
Gravity) never forms. Admit too many and the signal dilutes,
introducing € (Brand Entropy). The operator must govern density the
way a collectible or luxury brand governs supply.

Being part of the club succeeds only when belonging is reinforced
through real interactions, not just branding. Its purpose is not to
stage belonging. It is to make belonging durable.
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< COGNITIVE RESISTANCE

The Psychology Of Retalil
Hospitality.

Retail and hospitality are converging. Brands are integrating cafés,
restaurants, lounges, service rituals, and immersive installations into
spaces once optimized for transactions. The conventional explanation
IS that hospitality increases dwell time and average spend per visit.

That is true, but incomplete. Hospitality can function to lower
cognitive resistance.

A purely transactional environment asks the customer to start by
comparing the product: Is it worth the price? Is there a better option? In
the demand model, it forces the decision onto U (Utility). A hospitality
environment changes the sequence. It invites the consumer to
inhabit the brand world before asking for a decision. P (Attachment)
and C (Community Gravity) are experienced before price is a
consideration.

Critical here is that the experience of P (Attachment) and C
(Community Gravity) can be lived vicariously. Watching and listening
to others express their attachment live and experiencing the density of
community gravity In the retail space can be intoxicating for
consumers being introduced to a new brand.

This matters most in premium categories, where value cannot be fully
explained by utility and margin capture is about perception of intrinsic
value. Hospitality makes it easier to understand why the brand feels
worth more. It converts the premium claim into a lived experience.
When the transaction occurs, it depends less on persuasion because
conviction has already been constructed spatially.

The discipline is sequencing, and the order matters. Hospitality works
when it helps build the relationship before the sale. Added only as
decoration around a transaction, it becomes overhead.
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< MONETIZING ACCESS

The Architecture Of Proximity.

Physical access can become a high-margin product in its own right.
The best operators do not simply sell admission. They sell access,
and the chance to get closer to the brand, event, people, or
community customers care about.

Proximity is priced correctly when it deepens conviction. Priced
above M (Meaning Premium) or additional, intangible value
assigned by the customer, it becomes the story. Executive
Briefing 16 covers M in depth.

»>< THE GUARDED THRESHOLD
The Masters

Access Is nearly impossible to obtain, while concessions stay
famously cheap. Scarcity is enforced at the gate, never extracted
inside it.

» THE VALIDATED CONVICTION

Carbone

The reservation is the status. Major Food Group turned a table into a
signal of belonging, where getting in matters as much as the meal.

< THE LOCALIZED YIELD
Sphere

A borrowed classic made local and immersive. The Wizard of Oz has
sold almost 3 million tickets and grossed about $370 million in Las
Vegas.

< THE OVERPRICED THRESHOLD
Oasis Reunion
Dynamic pricing made ticket prices part of the story and triggered

packlash from fans. The backlash, not the reunion, became the
neadline.
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» EXAMPLES OF THE ARCHITECTURE OF PROXIMITY
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» ECOSYSTEM VALUATION

Beyond Four-Wall Economics.

The market increasingly acknowledges that physical stores cannot be
judged solely by direct sales. However, measurement continues to lag
behind strategy. Operators speak of halo effects, brand relevance, and
engagement without translating those claims into an underwriting
framework.

The financial implication is that evaluating a spatial asset solely on
four-wall economics is analytically limiting. A space can create value
across the brand ecosystem even when the final transaction occurs
elsewhere. It may Improve acquisition quality, deepen retention,
strengthen price integrity, generate digital amplification, or raise
switching cost.

Put simply, the value of the space is the difference between
customer behavior when the space exists and customer behavior
when it does not. The demand model makes that contribution
measurable.

The value of S (Physical Space) is the DS (Demand Strength) it adds
between each customer 1 and the brand j, summed across all
customers:

Contribution(s) = Zi [ DS(i,j | s) - DS(i,j| nos) ]

For each customer i, the model compares DS (Demand Strength)
toward brand j in two states: DS(i,j | s) with the space, and DS(i,j | no
s) without it. The bar reads as “given.” Zi (the sum across customers)
adds those differences together.

The result, Contribution(s), is the demand the space creates that
would not exist otherwise. In practice, both states are estimated by
comparing exposed and unexposed cohorts on retention, spend,
price realization, and cross-channel behavior.

The correct comparison is not a legacy store. It is a modern media
asset. A major franchise is not judged only by opening weekend. Its
value also comes from the spending and engagement it creates
afterward. Physical space should be judged the same way.

Therefore, the question is not whether the asset sells. It is whether the
broader system performs better because the asset exists. In the end,
durability is more critical than hype to both the brand and the
consumer.
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< PREMIUM DEFENSE

Defending The Margin Through
Visibility.

The terminal financial question is margin defense. Premium
categories are defined by their ability to maintain premium pricing
when cheaper alternatives and discounting put pressure on the
category. Physical space is one of the most powerful mechanisms
available to defend that position.

Products lose pricing power when they are evaluated only through
utility. The consumer compares features, price, convenience, and
availability, and the premium must justify itself on terms a competitor
can replicate.

A well-constructed environment changes the comparison set. It
makes craft, scarcity, service, identity, and hierarchy visible. In the
demand model, it shifts the weight of the decision from U (Utility)
toward P (Attachment), S (Switching Costs), and C (Community
Gravity), the variables a competitor cannot copy. The consumer is no
longer evaluating a standalone product. They are evaluating access
to a world.

This I1s how space protects margin. It does not merely increase
conversion. It preserves the conditions under which a premium
remains believable.

Looking ahead, whether that premium holds when a cheaper substitute
appears is the subject of the final briefing in this series.
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» THE INFRASTRUCTURE TEST

Separating Theater From
Continuity.

The key distinction we are trying to make is focused on durability. A
reinforcement environment must renew the relationship faster than
drift and entropy erode it. Drift (8) is ordinary because routines change,
geographies shift, budgets tighten, identities evolve. Entropy (€) is
self-inflicted by service-level declines, programming becomes stale,
access feels arbitrary, operations become Iinconsistent, and the
environment reveals itself as theater.

Physical space carries a specific entropy risk. Digital content can be
refreshed overnight. A space ages in public. Every inconsistency is
experienced firsthand, and a disappointing visit damages the
relationship more than an ignored post.

The infrastructure test is therefore exacting:

. Does the space create repeat behavior? (n x ¢ = & + €)

- Does it deepen switching costs? (S)

. Does it strengthen community gravity? (C)

- Does it make the brand more credible and increase attachment? (P)
- Does it protect price? (U no longer decisive)

» Does it remain valuable after novelty decays? (DS)

If the answer is no, the asset may still generate traffic and sales, but it
IS not sustainable infrastructure. It Is an expensive, transiotry
campaign with a lease.
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* THE QUIRE FRAMEWORK

Underwriting The Spatial Asset.

Quire evaluates spatial assets as a progression that spans from
access, to conviction, to ritual, to durable economic output. The
highest-value spaces are not merely impressive. They make the
customer relationship stronger over time.

Each example demonstrates one stage. The last shows what
happens when the progression breaks, and what it takes to rebuild
It.

% ACCESS AND EMBODIMENT (U, S, & P)

Buc-ee's

A highway stop turned destination. Scale, cleanliness, and
abundance make utility itself an experience worth the detour.

% TRUST AND IDENTITY (P)
Trader Joe's
No e-commerce and a store that is the brand. The store experience

itself builds trust and identity. The brand does not depend on a
digital storefront for customers to be show consistent loyalty.

% RITUAL AND COMMUNITY (S + C)
Barnes & Noble
Local curation and BookTok revived a legacy chain. It opened 67

stores 1n 2025, and in 2024 alone more than in the entire 2009-
2019 decade.

Y% CONTINUITY (D > 6 + €)
Starbucks

The third place decayed and traffic fell. Rebuilding the ritual
restored it: U.S. comparable sales rose 7.9% in Q3 FY26, led by
transaction volume.
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» EXAMPLES OF THE SPATIAL ASSET PROGRESSION
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» THE GRAND UNIFICATION

From Footprint To Infrastructure.

The market has moved past the idea that physical retail is dead. The
more useful question now is what physical space is for. Better
aesthetics, richer experiences, and higher-touch service describe
symptoms of the shift. They do not explain the economics.

The most valuable consumer businesses and I[P owners are
Increasingly turning physical locations into spaces designed to
strengthen demand, not simply house transactions. We call this
spatial demand infrastructure.

The simple implications of what we have laid out are the following:

- The store is where trust becomes tangible.

- The club is where identity becomes social.

- The sanctuary is where ritual becomes repeat behavior.

- The flagship is where the brand story becomes something people
can step into.

- The venue is where a franchise stops being watched and starts
being lived.

- The hospitality layer is where proximity becomes scarce and
monetizable.

Each is valuable only when it satisfies the same set of conditions.

Reinforcement must outruns drift and entropy, measured by the
demand it adds to the system as a whole.

Physical space is no longer a distribution point upgraded with
experiential design. It can become infrastructure that protects and
strengthens the customer relationship.
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% A PLAYBOOK FOR UNDERWRITING SPATIAL DEMAND SYSTEMS

Mapping The Future With Quire

This report is part of an ongoing series exploring the shifting value in media,
technology, and consumer behavior. Our goal is to surface emerging patterns
before they calcify into consensus, and help founders, operators, and investors
act on those signals ahead of the curve.

< QUIRE IN PRACTICE

We help companies, funds, and platforms decode what's next, enabling them to
act on it. From investment strategies to fan economies, we have worked across
the ecosystem of content, capital, and culture.

Here are a few examples from our case library:

PROJECT KOBO (Al STRATEGY & CREATIVE TECHNOLOGY)

For a $100BN+ global entertainment and technology company, one of the most
sophisticated in the world, Quire led a 10-expert, six-week assessment of the
most advanced Al shaping film, television, video games, and animation. We
separated enterprise-ready Al from hype, mapped where orchestration and
human-in-the-loop workflows create real operating leverage, and gave
leadership a decision architecture for pilots, partnerships, strategic
Investments, and build, buy, or partner choices.

RAPTIVE (SECTOR DILIGENCE & M&A STRATEGY)

For a leading creator platform backed by Zelnick Media, Quire convened a 20-
expert team to run deep research across six high-growth sectors, then profiled
large groups of companies within each to identify the most synergistic
acquisition targets. The work paired sector analysis with M&A strategy, giving
management and the Board a clear view of where to grow organically, where to
buy, and how each path builds enterprise value.

RED SEAT VENTURES (POSITIONING & M&A EXECUTION)

Quire prepared Red Seat Ventures for a sale by sharpening its platform story,
Identifying the growth opportunities to scale the business, and defining the
operating moves to eliminate losses. We then ran the M&A process, building
buyer-ready materials and a competitive field of bidders, and sold the business
to FOX Iin a premium transaction. The full engagement, from positioning
through close, took 10 weeks.

Let’s Build What’s Next
contact@thequire.com | www.thequire.com | @thequireco

Jason Anderson — jason@thequire.com
Ben Broad — ben@thequire.com
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