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From content production
to market position

A client-facing framework for defining, measuring and engineering
the narrative an organisation wants to own.

KRO W NE NARRAT IVE G AP ANAL YSIS

Content is still king. But narrative builds the kingdom.
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T H E  S H I F T

The communications paradox
Organisations have never been better equipped to produce content — and never faced more pressure to explain what all that output is actually building.

MORE CONTENT

AI lowers the cost and time needed 
to create competent material.

MORE CHANNELS

Articles, podcasts, social, events, 
newsletters and video all demand a 
constant flow.

MORE MEASUREMENT

Reach, clicks, downloads and 
engagement make individual assets 
highly measurable.

LESS DIFFERENTIATION

When everyone uses similar tools, 
formats and source material, 
corporate voices begin to converge.

The new strategic question: Are all these individual pieces building towards something?
A high-performing content machine can still produce a weak or fragmented market position.
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M E A S U R E M E N T

Traditional KPIs answer the immediate question — not the final one
The classic dashboard remains valuable. It simply does not show the cumulative market position being created over time.

WHAT WE MEASURE NOW

Reach & impressions

Traffic & search visibility

Clicks & engagement

Downloads & conversions

Listeners, views & followers

WHAT LEADERSHIP ALSO NEEDS TO KNOW

What are we
becoming known for?

Is the accumulated effect of our communications 
strengthening the position we intend to own?

ACTIVITY ≠ POSITION
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T H E  A I  E F F E C T

AI now operates on both sides of communications
The same technology that accelerates content production is increasingly involved in retrieving, interpreting and representing that content.

FACILITATOR

Creates and scales
the information environment

More articles. More variants. More channels. More 
output.

JUDGE

Retrieves, interprets
and represents

Which sources matter? What are you associated with? 
How are you described?

The result: narrative coherence becomes a strategic asset.
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T H E  C O R E  I D E A

Every organisation already has a narrative
The question is whether the narrative being created by your total information environment is the one you intended to create.

INTENDED POSITION

What do you want
to be known for?

Prime Narrative + narrative anchors

INFERRED POSITION

What are you actually
known for today?

Content • authority • discovery • AI 
representation

Narrative Gap Analysis makes that distance visible and measurable.
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S T R A T E G Y

Strategic Narrative Engineering changes the starting point
It does not ask communications teams to publish more. It gives direction to the work they are already doing.

TRADITIONAL CONTENT PLANNING

“What should we publish next?”

Product launch Event coverage

CEO LinkedIn Customer story

Podcast guest Regulatory deadline

STRATEGIC NARRATIVE ENGINEERING

“What are we trying to build?”

Then:
How does what we publish next reinforce 
that position?

DIRECTION BEFORE PRODUCTION

The individual strands remain. They begin forming a rope.
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A R C H I T E C T U R E

Build associations, not slogans
A narrative becomes credible when different pieces of evidence reinforce the same position without mechanically repeating the same message.

ANCHOR 1

Recurring subject / authority

ANCHOR 2

Capability / evidence

ANCHOR 3

Market association

Technical article Customer proof Expert interview Research Podcast External citation

R E I N F O R C E M E N T Each piece adds another credible signal to the same strategic position.

Repetition says the same thing again. Reinforcement adds another piece of evidence.
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PRIME NARRATIVE
The market position you want to own
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T H E  D I S C O V E R Y – A U T H O R I T Y – R E P R E S E N T A T I O N  S T A C K

SNE sits above SEO, AEO and GEO
The optimisation disciplines are not competitors. They solve different stages of the same strategic problem.

STRATEGIC NARRATIVE ENGINEERING Defines what the organisation wants all optimisation activity to achieve

SEO DISCOVERY

Can the organisation and its content be found 
around the subjects it wants to own?

AEO ANSWER AUTHORITY

Is the information authoritative and structured 
enough to be selected when machines answer 
relevant questions?

GEO REPRESENTATION

When generative systems describe the 
organisation, do they associate it with the 
intended position?

Optimising visibility without defining the intended narrative can make an organisation easier to find — without making it 
any clearer what it wants to be known for.
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T H E  D I A G N O S T I C

The Krowne Narrative Gap Analysis measures the 
position being created
It compares the intended Prime Narrative with the narrative inferred from the organisation’s content, authority signals, discoverability and AI representation.

SEMANTIC ALIGNMENT

Are priority concepts strongly connected?

TOPIC DEPTH

Has enough evidence accumulated around the 
anchors?

AUTHORITY SIGNALS

Is expertise validated beyond self-published 
claims?

DIFFERENTIATION

Does the narrative stand apart from competitors?

DISCOVERY & ANSWER

Can content be found, retrieved and selected?

AI REPRESENTATION

Do generative systems describe the intended 
position?

Supporting layers: enhanced metadata • content architecture • expert attribution • internal linking • retrieval testing
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NARRATIVE GAP
Intended vs inferred position
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T H E  I N T E R V E N T I O N

From diagnosis to engineered movement
The immediate response is not automatically to produce more content. The first task is to strengthen the relationships, evidence and architecture that are 
currently weak.

BEFORE

Strong individual assets. Weak connections. Competing 
centres of gravity.

SNE

AFTER

Connected subjects. Reinforced evidence. Clearer strategic centre.

Connect underdeveloped subjects Strengthen authority & proof Elevate experts and external signals Align metadata & content architecture Commission content where evidence 
is missing
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T H E  O P E R A T I N G  M O D E L

Define. Measure. Engineer. Measure again.
Narrative management is iterative. The baseline matters because the intervention must be capable of proving that the narrative moved.

01

DEFINE

What do you want to be 
known for?

Prime Narrative + narrative anchors

02

MEASURE

What are you actually 
known for?

Narrative Gap baseline

03

ENGINEER

What needs to change?

Strategic interventions

04

MEASURE AGAIN

Did the narrative move?

Re-test and adjust

The Narrative Gap Analysis diagnoses. Strategic Narrative Engineering intervenes.
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C L I E N T  P R O P O S I T I O N

What a Narrative Gap engagement delivers
A practical, transparent framework that turns positioning from a messaging exercise into a measurable communications discipline.

01 PRIME NARRATIVE

A clear statement of the position the organisation genuinely has the 
credibility and ambition to own.

02 GAP SCORECARD & MAP

A baseline showing where the intended narrative is strong, weak, 
absent or contradicted across the information environment.

03 INTERVENTION PLAN

Prioritised actions across content, authority, architecture, 
SEO/AEO/GEO and external evidence.

04 RE-MEASUREMENT

Repeatable testing to determine whether semantic strength, 
authority, discovery and representation have moved.

PRACTICAL TRANSPARENT REPEATABLE MEASURABLE Built to work with the communications infrastructure the client already has.
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O U T C O M E

What success looks like
The goal is not a prettier content calendar. It is a clearer, more credible and more defensible market position.

HUMAN AUDIENCES

1

A recognisable point of view and 
a position that feels distinctive 

rather than generic.

SEARCH & ANSWER

2

Greater discoverability, stronger 
answer authority and clearer 

contextual relevance.

GENERATIVE SYSTEMS

3

A representation that 
increasingly reflects the position 
the organisation intends to own.

THE BUSINESS

4

More accumulated value from 
existing communications, 

stronger strategic alignment and 
clearer market ownership.

The metric that matters: is the organisation becoming more strongly associated with the position it 
intends to own?
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T H E  S T R A T E G I C  Q U E S T I O N

Your organisation already has a narrative.
The question is whether it is the narrative you intended to 
create.

DEFINE IT.  MEASURE IT.  ENGINEER IT.

Krowne Narrative Gap Analysis + Strategic Narrative Engineering

Content is still king. But narrative builds the kingdom.

KROWNE COMMUNICATIONS
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