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" Executive Answer -



Nulo's next growth chapter should not be defined by adding more formats
or attaching more benefits to more products. The stronger opportunity is
to turn its existing breadth into a proof-led pet-performance ecosystem:
one architecture that tells owners what each product is, what job it
performs, when to use it, what evidence supports it and how it fits a
realistic household budget. Nulo already has the raw material—protein-led
foods, convenient raw, wet and hydration formats, functional jerky and
granola, soft-chew supplements, specialty-retail relationships and a
performance-oriented brand language. The strategic gap is orchestration.
Management should prioritize a controlled Product Truth Layer, a three-
tier functional-treat ladder, utility-per-occasion value, retailer-enabled
routine pilots, an auditable manufacturing and claims passport, and
selective international replication. This path requires disciplined refusal:
no new format should scale unless it strengthens a proven routine,
produces incremental economics and passes claim, supply and consumer-
comprehension gates.

Seven Strategic Opportunities

Mind map showing the report’s seven strategic opportunities around a proof-led pet-performance ecosystem.
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Seven mutually reinforcing opportunities translate the recommended operating model into an executable growth system.
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" Management Takeaways

The decisive issue is no longer whether Nulo can innovate. It is whether
the company can make innovation cumulative, understandable and
economically productive. These takeaways summarize the strategic
argument before the report examines the evidence and the choices in
detail.

1. Breadth is an asset only when every format has a clear job. Nulo
spans daily food, raw, wet, toppers, treats and supplements. The
portfolio can behave as an ecosystem, but overlapping benefits can
also create friction and cannibalization.

2. Functional treats should compete on useful occasions, not louder
wellness language. U.S. owners are becoming more value-conscious
while continuing to buy treats and chews. Reward plus a credible job is
stronger than premium indulgence alone.

3. The next premium cue is proof. Ingredient presence, guaranteed
amounts, serving exposure, finished-product validation and clinical
evidence are different. Making those differences legible can build trust
and reduce claim risk.

4. Product truth is operating infrastructure. A controlled record joining
role, formula, claim, site, market, label and digital copy is necessary for
search, retail, quality, international expansion and answer-engine
accuracy.

5. Nulo should build routines before it builds more SKUs. Functional
treating, cat hydration and healthy ageing are strong pilot territories,
but each should earn scale through comprehension, repeat and
incremental margin.

6. Manufacturing flexibility requires greater legibility. Nulo publicly
describes a partner network, but current geographic disclosures do
not fully align and no public product-to-site map exists. The right
response is verification, not speculation.

7. International growth should export a proven consumer routine, not
the entire U.S. catalogue. UK retail concentration and Canada's athlete



partnership show that local operating models can differ while
preserving a common brand code.

" 1. The Strategic Question in 2026 -~

Nulo has moved beyond the problem that defines many emerging premium
brands: insufficient range, limited channel relevance or a single-format
identity. Its present challenge is the opposite. The company has
accumulated enough lines, formats, benefit territories and market signals
that further growth depends on making the whole system easier to
understand and govern.

The official brand story gives Nulo a clear origin. Nulo describes founder
Michael Landa's experience with his Labrador Max, his concern about
conventional pet nutrition and the development of a philosophy centered on
animal-based protein, lower carbohydrate levels, low-glycemic ingredients
and digestive support. The website operator is identified as Nulo, Inc., with
an Austin, Texas notice address. These facts establish a stable public
identity and a recognizable nutritional point of view, even though the
founder narrative remains a company-authored account rather than an
independent biography (Nulo Terms; Nulo story).

That philosophy now appears across a wide portfolio. Nulo's current public
architecture includes kibble, wet food, freeze-dried raw, gently cooked
meals, meal enhancers, jerky, training treats, functional granola, soft-chew
supplements and hydration-oriented cat formats. Its own mixed-meal
content encourages owners to combine a kibble base with freeze-dried raw,
a meaty pouch and broth. This is more than assortment breadth. It is
evidence that the company already thinks across feeding components and
occasions (Nulo).

The strategic question is therefore not, “What adjacent category should
Nulo enter next?” It is, “How can Nulo convert existing breadth into a system
that creates higher comprehension, repeat purchase and trust without
increasing regulatory, supply or working-capital risk?”


https://nulo.com/terms-of-use
https://nulo.com/our-story
https://nulo.com/

This question has become more urgent because the consumer environment
has changed. The American Pet Products Association reported U.S. pet-
industry expenditures of $158 billion in 2025 and projected $165 billion in
2026. Yet the same research describes owners becoming more intentional
about spending. Among dog owners, average treat spending fell even as
frequent package buying increased, while chews gained because they
combine reward, entertainment, engagement and dental utility. Growth
remains available, but it is becoming more selective (APPA 2026 industry
outlook; APPA 2026 dog report release).

In this environment, Nulo does not need more abstract “premium” language.
It needs a sharper explanation of value: what job does the product do, how
often is it used, what does a serving deliver, and why is this format worth
choosing over another Nulo product or a simpler specialist alternative?

" 2, Brand Position: A Performance Idea

Seeking an Operating System —

Nulo's enduring equities are unusually compatible with a system strategy.
Its protein-led nutrition philosophy, founder-engineer narrative, active-
living partnerships and willingnhess to experiment with formats all point
toward performance. The opportunity is to define performance as
everyday capability and wellbeing—not athletic exaggeration—and make it
operational across the portfolio.

The word “performance” can become empty if it is used only in athlete
campaigns. Nulo's public communications link pets with elite athletes, and
current international activity includes a Team Canada partnership through
the 2026 and 2028 Games. In the United Kingdom, the brand uses local
athlete Ellie Kildunne and states that availability is exclusive to Pets at
Home. These signals show that Nulo can use a common cultural code while
changing the market activation model (Team Canada partnership; Nulo UK).

The strongest interpretation of performance is not “feed your pet like an
Olympian.” It is “help pets keep doing the things that make them part of
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family life.” For a puppy, that may mean development, learning and digestive
tolerance. For an adult dog, it may mean training, mobility, skin comfort or
active travel. For a cat, it may mean texture acceptance, hydration and
enrichment. For an older pet, it may mean preserving enjoyable routines
despite changing needs. This language is emotionally credible and broad
enough to connect food, treats, toppers and supplements without turning
the portfolio into a series of condition claims.

Nulo also owns a meaningful tension that can become an advantage:
scientific intent and sensory enjoyment. Its functional jerky uses meat-
forward, soft-chewy delivery. Its granola bars borrow the aroma, crunch and
ingredient familiarity of a human snack. Cat purées support interaction and
moisture. The products recognize that the purchaser may choose a benefit,
but the animal determines adherence. Palatability and routine fit are
therefore part of practical efficacy, not merely packaging decoration.

The missing element is an operating system that translates the brand code
into consistent decisions. Today, protein level, process, line name, species,
life stage, texture, health benefit and retailer architecture can all compete to
lead the shopper. Internally, those dimensions may be perfectly rational.
Externally, the shopper may see several products that appear to address the
same concern but have different nutritional roles and feeding logic.

Nulo's brand position can become more defensible if it establishes a
hierarchy:

1. Brand promise: performance for everyday pet life.

2. Nutritional foundation: animal-protein-led food with clearly stated
nutritional status.

3. Household job: daily feeding, rewarding, training, hydration,
enrichment or targeted support.

4. Benefit: digestion, mobility, skin and coat, immune support, healthy
weight or another substantiated territory.

5. Proof: ingredients, amounts, serving exposure, finished-product
controls and appropriate evidence.

This hierarchy would let Nulo remain broad without being vague. It would
also give athlete stories a direct bridge to product usefulness: not fame by



association, but an understandable philosophy of consistent preparation,
care and daily participation.

" 3. Market Forces Reshaping Pet
Nutrition and Treats -

The market is not simply premiumizing. It is splitting between owners who
still protect pet wellbeing and owners who scrutinize value more closely—
or, often, the same owner doing both. Functional formats can thrive in this
environment when they combine emotional reward, credible utility and
manageable cost.

APPA reported 71 million U.S. dog-owning households in 2025, equal to 53%
of households. Food remained a protected essential, but owners were
increasingly mixing premium and budget-friendly choices and moving some
purchases to supermarkets and discount retailers. Treat behavior became
similarly deliberate: average spending declined while the share of owners
buying many packages increased. This pattern does not imply the end of
premium treats. It implies a demand for more visible value per purchase and
per occasion.

Chews illustrate the new value equation. APPA reported that 65% of dog
owners purchased chews in 2025, up year on year, because a chew can
reward, occupy, enrich and support oral-care positioning at once. The
consumer is not necessarily seeking the cheapest unit. The consumer is
seeking a product that does several useful things or lasts long enough to
justify its place in the budget. That logic is relevant to Nulo even beyond
dental formats: functional jerky, granola and supplements must each explain
why their job is distinct.

Wellness demand remains strong. APPA's 2025 dog and cat research
reported that 53% of dog owners and 34% of cat owners gave vitamins or
supplements. Joint and mobility, multivitamin, and skin/coat/nail needs were
prominent among dog owners. Mixers and toppers also expanded
substantially from 2018 to 2024. These data support the relevance of Nulo's



benefit territories and meal-enhancement formats, but they do not prove
Nulo-specific demand, pricing power or repeat (APPA 2025 dog and cat
report release).

Convenience is part of the functional proposition. APPA notes that owners
favor formats that fit existing routines: soft chews that feel like treats,
liquids that mix with food and toppers that add flavor and function. This
reduces the psychological barrier to adoption, but it can also blur the
boundary between a reward and a measured supplement. A familiar format
is useful only when its role is unmistakable (APPA pet wellness analysis).

The competitive environment is also changing. Raw and minimally
processed specialists are adding benefit-led products. Supplement brands
use simple outcome navigation and per-chew economics. Dental brands
turn one health behavior into a memorable daily ritual. Broad natural-
nutrition brands can copy popular functional ingredients quickly. Nulo is
therefore unlikely to win through any one ingredient, process or claim
indefinitely.

The more durable advantage is reducing the cost of decision-making. A
shopper who understands why a product fits a routine is less dependent on
novelty. A retailer associate who can explain the distinction between an
everyday functional reward and a targeted supplement is more likely to
recommend appropriately. A search or answer engine that can retrieve a
consistent product role is less likely to merge claims incorrectly.

The market transition can be summarized as follows:

Previous premium logic Emerging value logic  Implication for Nulo

) ) o A useful job plus credible Lead with occasion
Better ingredients justify a o . .
proof justifies a place in and evidence, then

higher price ) . .
the routine ingredients
) ) Require every format
More formats signal Fewer, clearer choices .
. . . to strengthen a priority
innovation reduce risk .
routine
. ) ) Make claim strength
Functional language Benefit wording creates
] . . and product role
attracts attention an evidence obligation

visible
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Market Signal Map

A qualitative sequence of six market signals shaping functional pet nutrition.

THE CATEGORY IS MOVING FROM “PREMIUM” TO “PURPOSEFUL”"

The opportunity sits where nutrition, convenience, trust and daily use meet.

FUNCTION RAW, SIMPLIFIED PROOF
mobility  gut e skin meal + topper flexibility claims need hierarchy
VALUE * ROUTINE LOCALISATION ‘
intentional spend treat-like wellness retail + athlete systems

Market signals favor value that is easy to understand, easy to use and supported by an explicit proof architecture.

Source note: Current-cycle APPA, Nulo, retailer, trade-show and competitor evidence. Directional synthesis only; no scale or market-share values By David Gu / Aumeats

Market signals favor value that is easy to understand, easy to use and supported by an
explicit proof architecture.
Current-cycle APPA, Nulo, retailer, trade-show and competitor evidence. Directional synthesis only; no scale

or market-share values. By David Gu / Aumeats.

“ 4. The Consumer Problem: More Care,
More Choice, Less Certainty —

Pet owners want to care more intentionally, but the expansion of
ingredients, formats and functional language makes good choices harder.
Nulo can create value by reducing uncertainty at the moments that matter:



concern, search, selection, first use, routine formation and expansion into
adjacent products.

Consider an owner looking for digestive support. Nulo may appear with a
functional jerky, a granola bar, a probiotic soft chew, a complete food
containing digestive ingredients, a topper or a broth. The owner may not
know whether the products differ mainly by texture, by strength, by
nutritional role, by dose or by the type of evidence behind the claim. The
brand sees a portfolio. The owner sees a decision.

Four tensions shape that decision.

Care versus cognitive load. Owners may read labels and still lack a
hierarchy for the information. “High animal protein,” “BC30,” “pre-, pro- and
" “intermittent feeding,” calories, guaranteed analysis and
ingredient order cannot all be the first message. Nulo should layer
information: role and occasion first, serving and benefit second, proof and

detail third.

postbiotics,

Health intent versus animal acceptance. A technically thoughtful product
has no practical value if the pet rejects it. Format choice matters. A dog may
respond differently to jerky, crunchy granola or soft chews. A cat may
accept a purée but reject broth or shredded wet food. The strategic
question is not whether every benefit should appear in every texture. It is
which delivery system creates the best combination of acceptance,
frequency, calorie control and evidence.

Personalization versus responsibility. Owners increasingly customize
bowls, but customization is not the same as medical personalization. Nulo
can safely support preference-based choices—texture, flavor, occasion,
gradual rotation—while drawing a clear line around conditions, therapeutic
diets, adverse reactions and supplement interactions that require veterinary
advice.

Novelty versus routine. New formats drive trial; recurring occasions drive
lifetime value. A functional bar may win attention because it looks
distinctive. The business outcome depends on whether it becomes a
training reward, a daily enrichment moment or a planned support routine.
Nulo should measure routine conversion: the proportion of trial households
that adopt a defined recurring use within 60 or 90 days.



The consumer journey suggests two priority interventions. First, between
search and trial, Nulo should answer, “Which product role fits this situation?”
Second, between trial and routine, it should answer, “How do | use this
responsibly and know whether it fits my household?” Those questions are
more commercially useful than adding another layer of broad benefit copy.

Value communication should also acknowledge the owner's budget. A multi-
product ecosystem can create the unintended impression that a complete
food is incomplete without add-ons. Nulo should state plainly that a
complete-and-balanced diet is designed to stand on its own for its stated
life stage, and that treats, toppers and supplements are optional tools for
specific household jobs. Restraint can increase trust.

" 5. Portfolio and SKU Architecture -

Nulo's portfolio already contains the elements of a performance
ecosystem, but the public assortment does not provide a certified global
SKU denominator. The strategic task is to establish portfolio truth,
distinguish roles and identify where benefit duplication creates useful
choice versus avoidable complexity.

The current U.S. site organizes dog products across kibble, gently cooked
meals, wet formats, jerky, granola, supplements, freeze-dried raw and broth.
Cat products include dry and wet foods, freeze-dried raw, purées and
broth-like or moisture-rich formats. Nulo's freeze-dried raw can be fed as a
meal or mixed with kibble, while its mixed-meal content explicitly teaches
modular use. This gives the company a practical bridge between daily
nutrition and discretionary add-ons.

The dog-treat collection reported 17 results at the research cut-off. The
visible first page contained five Functional Jerky Bites and three Functional
Granola Bars, while a fourth digestion granola remained active on its own
page. Functional jerky benefit territories included skin and coat, gut health,
puppy health, mobility and healthy heart. Granola covered digestion,
omega/skin and coat, mobility and immune support (Nulo dog treats).


https://nulo.com/collections/for-dogs/treats-for-dogs

The most important portfolio issue is not the absolute count. It is the
recurrence of the same consumer need across different roles. Mobility can
appear in a jerky treat, a granola reward and a supplement-like soft chew.
Digestion can appear in food, treats, toppers and supplements. Skin and
coat can be supported by food formulation, omega-oriented rewards or
concentrated supplements. This can be valuable when formats serve
different occasions. It becomes confusing when their jobs are not
differentiated.

A controlled architecture should assign every active SKU six primary fields:

Field Question answered Example values

Complete diet; meal enhancer;
Nutritional role What is this product? functional reward; targeted

supplement
Household o Daily meal; training; bonding; travel,
) When is it used? )
occasion enrichment; planned support
Primary What is the leading Digestion; mobility; skin and coat;
benefit reason to choose it?  hydration; oral care
Delivery How is the job Jerky; granola; soft chew; purée;
format delivered? broth; freeze-dried
) . What supports the Nutritional rationale; quantified

Evidence tier ) . —_—

promise? formula; finished-product validation

How should value be  Per ounce; per piece; per serving;

Value unit :
compared? per day; per engagement occasion

The architecture should also identify a product's secondary uses without
allowing them to obscure the primary role. A freeze-dried product may work
as a meal or topper, but the page should state whether it is complete and
balanced. A purée may be a treat or meal enhancer, but it should not be
allowed to appear nutritionally equivalent to wet food. A soft chew may be
palatable like a treat, but its directions and evidence should define it as a
targeted routine.

SKU discipline should follow a clear test. Two products in the same benefit
territory may both deserve to exist if they reach different owners,
occasions, price points or textures and each produces incremental
economics. They should not remain merely because one team owns jerky



and another owns supplements. Management needs household-level data
to distinguish productive choice from duplication.

The portfolio review should therefore avoid premature cuts. Public data do
not reveal Nulo's velocity, repeat, contribution margin, promotional
dependence or cross-purchase. The recommendation is to create the
denominator and the measurement system first, then rationalize with
evidence.

Product-Function Role Matrix

Three-column matrix assigns products to the report’s Reward, Enhance and Support roles with distinct jobs and decis...

ROLE CLARITY BEFORE FORMAT EXPANSION

Primary job Primary job Primary job

Training, bonding, everyday treating Meal, moisture or enrichment routine Specific repeated functional input
Example formats Example formats Example format

Granola ¢ Functional jerky Topper * Purée ¢ Broth Measured soft-chew supplement
Decision information Decision information Decision information
Calories » pieces « frequency Compatibility « serving frequency Delivered amount e directions
Taste « texture « support language Complete or supplemental status Suitability e stability « evidence
Functional reward Routine enhancement Targeted support

The functional-treat ladder separates three roles without implying a medical-severity or quality ranking

Source note: Strategic_Report.md, Sections 6 and 15; example formats reflect current-cycle Nulo evidence. Consumer comprehension remains to be tested By David Gu / Aumeats

The functional-treat ladder separates three roles without implying a medical-severity or
quality ranking.
Strategic_Report.md, Sections 6 and 15; example formats reflect current-cycle Nulo evidence. Consumer

comprehension remains to be tested. By David Gu / Aumeats.

" 6. Functional Treats: The Most

Immediate Test of Strategic Discipline -

Functional treats are where Nulo's strengths and risks meet most clearly.
They combine sensory appeal, benefit relevance and channel novelty, but



they also expose the company to role confusion, calorie stacking, claim
drift and duplication across jerky, granola and supplements.

Nulo's functional jerky uses benefit-specific recipes and soft-chewy
delivery. The Gut Health Lamb & Turkey product, for example, is a 5-ounce
intermittent or supplemental treat built around lamb, turkey, pumpkin, fiber
sources and microbial or fermentation ingredients. The Skin & Coat Salmon
recipe discloses omega fatty acids, chelated minerals and Bacillus
coagulans. A retailer listing for Mobility Chicken describes chicken, green
mussel, glucosamine, chondroitin, turmeric and probiotic positioning. These
product pages support composition and intended positioning, not
independently verified outcomes (Gut Health Jerky; Skin & Coat Jerky).

Functional granola offers a different sensory and economic proposition. The
digestion product uses oats, fruit, pumpkin, banana, inulin and Bacillus
coagulans. Omega granola uses coconut, flaxseed, chia, biotin and zinc.
Mobility granola lists glucosamine, chondroitin, turmeric and rose hips.
Immune-support granola combines inulin, Bacillus coagulans, vitamins C and
E and fruit ingredients. The products are slow-baked, 10-ounce formats and
are labeled for intermittent or supplemental feeding. Their bakery-like
experience may suit everyday rewarding, but the serving calorie and active
exposure need to be understood within the total diet.

The functional-treat strategy should separate three lanes:

Lane 1 — Functional reward

The primary job is emotional or behavioral: training, bonding or everyday
rewarding. Functional ingredients add a credible secondary reason to
choose the product. Communication should prioritize palatability, calories,
frequency and restrained support language.

Lane 2 — Routine enhancement

The product modifies the meal or creates a repeated household behavior,
such as moisture addition, texture variety or digestive routine.
Communication should explain compatibility with the base diet, serving
frequency and whether the product is complete or supplemental.


https://nulo.com/products/functional-jerky-bites-gut-health-lamb-turkey-recipe-for-dogs
https://nulo.com/products/functional-jerky-bites-skin-and-coat-salmon-recipe-for-dogs

Lane 3 — Targeted support

The owner intends a specific repeated functional input. The product
requires clear directions, delivered amounts, stability expectations,
suitability boundaries and stronger substantiation. Treat-like palatability may
improve adherence, but it should not dilute the supplement discipline.

Nulo can win by being explicit about the ladder. A granola bar does not need
to imitate a supplement to be valuable. A soft chew does not need to be
marketed as an indulgent reward to be accepted. Each format should be
judged against its own job.

The first commercial metric should be correct role identification. Can
consumers explain the difference between a functional jerky, a granola
reward and a soft-chew supplement after seeing the package or product
page for fifteen seconds? The second should be routine adoption. The third
should be incremental value: did the product bring a new occasion or user
into the brand, or merely move an existing Nulo purchase?

Public-page inconsistencies also show why a Product Truth Layer is
necessary. Current collection counts and family copy do not always align,
and one mobility granola page contains a minor life-stage wording
inconsistency. These are not evidence of a material safety problem. They
are examples of how a broad, dynamic portfolio can create consumer and
answer-engine ambiguity if copy is not governed centrally.

" 7. Competition: Specialists Set the
Standard for Clarity —

Nulo does not face one equivalent competitor. It competes with raw
specialists, functional supplement brands, dental ritual brands, broad
natural-nutrition platforms and mass science-led businesses. The relevant
benchmark is not who has the broadest range; it is who makes a particular
job easiest to understand.



Instinct competes where convenient raw meets visible functional benefit. Its
RawBoost Skin & Coat topper and multifunctional freeze-dried treats create
direct pressure on Nulo's raw, topper and functional-reward lanes. Stella &
Chewy's competes through a deep raw identity and a simple meat-forward
treat language. Zesty Paws makes daily benefit routines and per-chew value
legible. Greenies demonstrates the power of a memorable daily dental ritual
supported by a visible authority cue. Purina DentaLife brings science-led
familiarity and large-company distribution capability. Wellness competes as
a broad natural platform.

These competitors reveal three lessons.

First, one clear job can outperform a broader story at shelf speed.
Greenies does not ask the owner to understand a nutrition ecosystem. It
asks the owner to remember a daily oral-care behavior. Nulo should learn
from the ritual clarity without copying claims or trying to turn every product
into a daily prescription.

Second, specialists make value comparison easier. A supplement brand
often displays chews per pack, directions and a visible price. Nulo's
reviewed pages frequently direct shoppers to retailers and do not display a
direct price. That may be appropriate for a retail-centered model, but the
brand site still needs a way to explain value across formats.

Third, process cues are becoming less exclusive. Freeze-dried, gently
cooked and other minimally processed formats now appear across
competitors. Nulo cannot assume the process name itself will carry the
proposition. It must explain the occasion, role, trade-off and proof.

Nulo's defensible position lies between the specialists. It can connect a
complete food foundation with treats, hydration, raw convenience and
targeted support. Few specialists can offer that continuity. Yet breadth will
not defend itself. Nulo must be more disciplined than a narrow competitor
because every ambiguous claim or overlapping product weakens the
system.

The competitive objective should therefore be “system utility”: the speed
and confidence with which a household can find a suitable role, use the
product correctly, repeat the routine and expand only when an adjacent



product genuinely helps. Market-share leadership cannot be claimed from
public evidence, and it is not necessary to make the strategic case.

Competitive Positioning Map

Qualitative competitor map comparing functional explicitness with breadth of portfolio integration.

GR
Greenies

Zesty Paws

Strategic direction

Instinct

Stella & Chewy's

FUNCTIONAL EXPLICITNESS >

BROAD PORTFOLIO INTEGRATION ->

Nulo's white space is not greater breadth alone; it is a more explicit, evidence-led function system across that breadth.

Source note: Official brand and product evidence for Nulo, Instinct, Stella & Chewy’s, Zesty Paws and Greenies; qualitative placement, not measured market data. By David Gu / Aumeats

Nulo’s white space is not greater breadth alone; it is a more explicit, evidence-led function
system across that breadth.
Official brand and product evidence for Nulo, Instinct, Stella & Chewy'’s, Zesty Paws and Greenies; qualitative

placement, not measured market data. By David Gu / Aumeats.

“ 8. Channel and Business Model —

Nulo's channel architecture combines independent pet specialty, national
chains and e-commerce, with range-specific differences. The growth
opportunity is to assign each channel a role in routine formation rather
than distributing the same complexity everywhere. Each channel should
earn scale through a distinct learning, education or replenishment
function.

Nulo states that several U.S. lines are available through independent pet
retailers, Amazon and Chewy, while MedalSeries is associated with
PetSmart and Petco. Functional treats are currently visible at Petco and



Chewy. These observations establish placement but not distribution
breadth, store-level availability, velocity, repeat or margin (Nulo Kibble
Playbook; Petco Nulo treats; Chewy Nulo treats).

Independent specialty can become Nulo's learning channel. Associates can
test short need-state conversations, observe confusion and explain role
differences. The best training tool would not begin with product lines. It
would begin with the household job: “Are you looking for training, an
everyday reward, meal enhancement or a planned supplement routine?” The
associate then uses species, life stage, texture and calorie needs to narrow
the choice.

National chains can provide scale and consistent merchandising. They are
suitable for a proven pathway with a small number of choices and clear shelf
communication. A chain pilot should not replicate the entire portfolio
architecture. It should show whether one routine—functional treating, for
example—can be understood in seconds.

E-commerce is a comparison environment. Product pages should expose
role, serving, calories, actives where appropriate, primary occasion and a
“compare with” panel that explains differences rather than simply
recommending more products. Review analysis can be useful, but public
reviews are self-selected and should not be treated as representative
consumer research.

Nulo.com can be the authoritative explanation layer without becoming a
direct-to-consumer business. The site already has indexable pages,
canonical tags, sitemaps, structured data and question-led content. Its
strategic role is to keep product truth synchronized and to provide the
answer that retailers, search engines and owners can cite.

The business model should be measured at four levels:

1. Product economics: revenue, gross margin, promotion and return.

2. Routine economics: trial-to-routine conversion and 60/90-day repeat.

3. Household economics: incremental value and cross-role participation
after cannibalization.

4. Complexity economics: forecasting, working capital, minimum runs,
content maintenance, registration and quality cost.


https://nulo.com/kibble-playbook
https://nulo.com/kibble-playbook
https://www.petco.com/brand/nulo/dog/dog-treats-and-chews
https://www.chewy.com/brands/food-toppers-treats-140838

A connected ecosystem is worthwhile only if it produces incremental
household value after the cost of complexity. That calculation may support
selective SKU reduction, but it must be based on first-party data rather than
public assortment impressions.

" 9. Supply Network and Operational
Capability —

Nulo publicly presents a partner-manufacturing model, but its current
manufacturing geography cannot be resolved confidently from the
reviewed pages. This is a transparency and governance opportunity, not a
basis for naming factories or implying noncompliance. Better internal
mapping would also improve continuity planning, registration and retailer
communication.

Nulo's FAQ says products are made through a network of U.S. facilities
except specified wet formats made in Thailand. A separate official standards
page refers to facilities across Italy, the United Kingdom and Thailand.
Another UK page refers to international manufacturing partners in Italy, the
UK and Thailand. These statements may reflect market-specific
assortments, product differences, a network transition or stale copy, but
none of those explanations is proven (Nulo FAQ; Nulo standards; Nulo UK
FAQ).

The safe conclusion is limited: Nulo states that it uses multiple
manufacturing partners and geographies; public evidence does not
establish a complete product-to-site map, ownership structure, capacity or
contract terms.

Nulo also states that finished products undergo nutrient, microbiological and
packaging checks and that partners follow internationally recognized food-
safety standards. Those statements are useful, but they do not identify a
certification scheme, certifying body, audit scope, sampling plan, laboratory
or certificate validity. The next trust step is specificity: what is tested, at
what stage, against which standard and under whose responsibility.


https://nulo.com/faq
https://nulo.com/our-standards
https://uk.nulo.com/faq
https://uk.nulo.com/faq

Functional formats add special operational demands. A jerky or granola
product with named actives requires ingredient identity, homogeneity,
delivered amount and shelf-life stability. Probiotic claims depend on survival
through process and storage. Botanicals require contaminant and legal-
status review. Freeze-dried or raw-adjacent formats require validated
microbial controls and environmental monitoring. Wet and high-moisture
formats require thermal-process and package-integrity discipline. A broad
ecosystem must not use one generic quality story for all formats.

The required capability is a Manufacturing and Claims Passport for each
SKU. Internally, it should connect:

» legal product identity and nutritional status;

e current formula and ingredient legal basis by species and market;
e manufacturing entity, site and line;

o applicable registration and certification records;

e hazard analysis, critical controls and release specifications;

e active homogeneity and stability where relevant;

e package and label version;

e approved claims and substantiation;

e change-control history;

e recall, complaint and continuity responsibilities.

The public version need not expose confidential suppliers or contracts. It
can state the production country, quality framework, relevant certifications
where authorized, testing stages and traceability principles. The strategic
benefit is not merely reassurance. A controlled passport accelerates retailer
updates, international registration, incident response and answer-engine
accuracy.

" 10. Regulation, Claims and Safety

Boundaries

Functional growth is constrained less by a shortage of attractive
ingredients than by the need to keep product identity, claims, ingredients,



manufacturing controls and promotional copy alighed. Regulatory
discipline should become a design input and trust signal, not a final-stage
legal filter.

The U.S. Food and Drug Administration explains that animal-food labeling
requirements extend beyond the package to websites and accompanying
promotional material. Express or implied claims to diagnose, cure, mitigate,
treat or prevent disease—or certain non-food structure/function claims—
can create new-animal-drug intended use. This means a restrained package
can still be undermined by a retailer description, social post, athlete script or
FAQ (FDA pet food claims).

AAFCO explains that products clearly identified as treats or snacks generally
need not meet complete-and-balanced nutritional adequacy requirements,
while jerky meat treats remain fully labeled products and state registration
can apply. AAFCO model rules are not federal law and state adoption varies,
but the central consumer principle is clear: treats must not be presented as
nutritionally equivalent to complete diets (AAFCO treats and chews).

Ingredient legality is use-specific. FDA states that an animal-food ingredient
must have an applicable lawful basis, such as approved food-additive
status, GRAS for the intended animal-food use or another permitted
pathway. Human-food familiarity does not automatically establish animal-
food legality. Novel botanicals, mushrooms, hemp-derived materials,
concentrated extracts and new microbial strains deserve formal review by
species, dose, format and market (FDA animal-food ingredients).

Manufacturing partners that are required to register generally fall within the
preventive-control framework of 21 CFR part 507, subject to defined
exemptions or modified requirements. Relevant hazards differ by format but
can include microbial contamination, mycotoxins, pesticide residues,
nutrient excess or deficiency, foreign material, water activity, post-process
contamination and active non-uniformity (FDA starting an animal-food
business).

Nulo should establish a red-amber-green claims system:

o Green: nutritional role, composition, guaranteed amount and carefully
framed support for normal physiology where substantiation is
adequate.


https://www.fda.gov/animal-veterinary/animal-foods-feeds/animal-food-labeling-and-pet-food-claims
https://www.aafco.org/consumers/understanding-pet-food/treats-and-chews/
https://www.fda.gov/animal-veterinary/animal-foods-feeds/animal-food-ingredients
https://www.fda.gov/animal-veterinary/animal-foods-feeds/how-do-i-start-an-animal-food-business
https://www.fda.gov/animal-veterinary/animal-foods-feeds/how-do-i-start-an-animal-food-business

o Amber: outcome language requiring product-specific evidence, dose
translation, legal review or professional context.

e Red: disease diagnosis, prevention, treatment or unqualified
therapeutic implication outside an approved pathway.

Safety monitoring also needs disciplined language. A bounded openFDA
enforcement query returned no Nulo match at the research cut-off. That
result cannot establish that Nulo has never had a recall because records
may be incomplete, archived or indexed under a co-manufacturer. FDA
complaint datasets include voluntary consumer reports naming Nulo
products, but FDA explicitly warns that a report does not establish defect or
causation. These records are surveillance inputs, not public allegations.

Similarly, FDA's discussion of non-hereditary canine dilated cardiomyopathy
describes unresolved category-level questions involving some diets and
pulse ingredients. It does not establish a Nulo-specific causal finding. The
correct executive response is continuing formulation, evidence and
reputation monitoring—not defensiveness and not speculation.

" 11. Digital Brand and the AI Discovery
Layer -

Nulo's website already contains much of the technical foundation required
for modern discovery: indexable pages, canonical URLs, sitemaps,
structured data, multilingual signals and question-led educational content.
The next step is to make those elements serve a controlled product-truth
system that produces consistent human and machine-readable answers.

Current technical inspection found Organization, WebSite, WebPage,
SearchAction and content-related structured data on relevant pages, along
with canonical and indexing signals. The UK site exposes hreflang
alternatives across several markets. These are positive infrastructure
observations, not proof of search ranking, localization quality or commercial
availability. No Search Console, crawl logs, backlink data, Core Web Vitals or
LLM referral analytics were available.



The strategic digital problem is entity consistency. Answer engines can
merge a complete diet with a topper, treat or supplement if pages use
similar benefit language without explicit role fields. Retailer copy may remain
outdated after a formula or direction change. An athlete article can create
awareness but fail to link the performance idea to a relevant product
education path.

Nulo should build a Pet Performance Knowledge Graph around controlled
entities:

e species and life stage;

e nutritional role;

e household occasion;

o benefit territory;

e ingredient and declared amount;

e serving exposure and calorie contribution;

e evidence tier;

e product, pack, market and retailer availability;
o manufacturing and label version;

e source and review date.

This graph should generate visible page components rather than hide inside
technical infrastructure. Each product page should begin with a direct
answer: “This is an intermittent functional reward for...” or “This is a
complete-and-balanced meal for...” It should then state what the product
does not replace. Clear negative boundaries are especially valuable in Al
summaries.

Benefit hubs can answer high-intent questions without making personalized
medical recommendations. Examples include: What is the difference
between a functional treat and a supplement? How should treat calories be
included in the daily diet? When is a topper complete and balanced? Which
textures can add moisture to a cat's routine? What does Nulo mean by
mobility support, and what is actually guaranteed in the product?

Al visibility should be measured as an accuracy problem before it is
measured as a reach problem. Nulo can maintain a repeatable set of
common questions and record whether major search and answer systems
identify the correct role, feeding status, benefit and source. Model outputs



are volatile observations, not rankings. The durable asset is the
authoritative, current answer that external systems can retrieve.

" 12. What Nulo Has Built Well—and What
It Still Needs —

A credible strategy should recognize what the company has already
achieved. Nulo has a coherent nutritional origin, meaningful dog and cat
relevance, a broad alternative-format portfolio, functional-treat
participation, specialty-retail credibility and a performance narrative that
can travel across markets. The next capabilities should amplify these
assets, not obscure them.

The company has also avoided reducing pet wellness to one sterile product
form. Jerky, granola, purées, broth, wet textures and gently cooked formats
acknowledge the realities of taste, handling and daily life. That sensory
intelligence matters because adherence is part of value.

Nulo's range gives it more strategic freedom than a narrow specialist. It can
begin with a complete food relationship and extend into training,
enrichment, hydration or targeted support. It can also enter through an
adjacent format and later earn permission for the core diet. This two-way
movement is a genuine asset.

The missing capabilities are those required to make creativity cumulative:

1. Product truth governance. One current record per active SKU across
formula, role, claim, label, site, market and digital copy.

2. Evidence translation. A consumer-readable distinction between
ingredient rationale, quantified formula, finished-product verification
and stronger product-specific evidence.

3. Routine design. Innovation briefs that describe a week in the
household, not only a product specification.

4. Platform economics. Measures of incremental household value,
cannibalization and complexity-adjusted margin.



5. Manufacturing legibility. Product-to-site mapping, controlled
certifications, stability and continuity records.

6. Retailer enablement. Simple need-state pathways with common,
approved language.

7. International translation. Market-specific claim, channel, price and
supply design around a proven consumer problem.

8. Al-era information operations. Versioned product data, source-linked
answers and continuous correction monitoring.

The central gap is not product imagination. It is an operating model that can
reject weak extensions, expose evidence limitations and align teams around
a few measurable routines.

" 13. Strategic Options A, B and C —

Nulo has three plausible paths from 2026 to 2030. The options are not
mutually exclusive in every detail, but management should choose one
primary operating model because mixing them without hierarchy would
recreate the current complexity. The choice determines how capital,
evidence and innovation attention are allocated.

Option A — Continue assortment-led expansion

Nulo would continue identifying emerging formats, processes and
ingredients and use launches to create channel news. This path fits existing
innovation strengths and can capture short-term whitespace.

The disadvantage is cumulative complexity. Each format requires
forecasting, manufacturing capability, quality controls, claims, registration,
packaging, content and retailer education. Process terms become easier for
competitors to copy. A launch can succeed without strengthening the
brand's long-term consumer ownership.

Option A should remain a supporting motion, not the strategy. A new format
should proceed only when it solves a documented barrier in a priority
routine and demonstrates repeat without excessive promotion.



Option B — Build independent functional verticals

Nulo could organize separate growth businesses around digestion, mobility,
skin and coat, calming, hydration, oral health and healthy ageing. This would
improve benefit-led search relevance and create direct competitive
responses to supplement specialists.

The disadvantage is fragmentation. Benefits overlap biologically and
commercially. Separate verticals can duplicate ingredients, pages, teams
and claims. They can also shift Nulo's identity from protein-led nutrition
toward an assortment of problem-solution labels. The regulatory burden
would grow as every vertical seeks stronger benefit language.

Option B is useful as a consumer-navigation layer and innovation lens, but it
should not become the primary organizational structure.

Option C — Build a proof-led pet-performance
ecosystem

Under Option C, Nulo keeps its brand and core lines but governs every
product through one system joining nutritional role, occasion, benefit,
evidence, value and provenance. A small number of hero routines
concentrate innovation, retail activation and measurement.

This path preserves the protein-led foundation and turns breadth into a
service. It makes functional language more credible, strengthens mixed-
feeding guidance, supports selective rationalization and creates
infrastructure for international growth.

The trade-off is that much of the work is invisible at first. Data clean-up,
claim governance, product-to-site mapping and comprehension testing do
not create the immediate excitement of a launch. They require executive
protection from short-term calendar pressure.

Recommendation: Choose Option C as the operating model. Use Option B
to organize benefit discovery. Use Option A only when a format materially
strengthens a validated routine.

The decision rule should be explicit: no new SKU scales unless it passes five
gates—consumer problem, role clarity, proof and compliance, operational



readiness, and incremental economics.

" 14. Strategic Opportunity 1 — Build the
Product Truth Layer

The highest-leverage initiative is a controlled product-information
backbone. It would give every team, retailer, search system and market the
same answer about what a product is, what it contains, what can be
claimed, where it is made and which version is current.

The Product Truth Layer is not a better spreadsheet or a website redesign. It
is a governed object model with an accountable owner and audit trail. Each
active SKU should have a record connecting commercial identity, nutritional
status, formula, actives, feeding directions, evidence, manufacturing site,
market registration, packaging and every public claim.

The current need is visible in the evidence. The public dog-treat collection
and family copy do not always show the same formula count. One product
page contains minor life-stage ambiguity. Manufacturing pages describe
different geographic footprints. Retailer pages may use manufacturer-
supplied copy that changes independently. None of these observations
proves a material failure; together they demonstrate the cost of
decentralized truth.

The Product Truth Layer should produce four outputs:

1. Consumer truth: role, occasion, feeding status, calories and benefit in
plain language.

2. Professional truth: formula, guaranteed amounts, evidence, limitations
and suitability.

3. Operational truth: site, process, quality controls, certifications, change
history and continuity.

4. Machine truth: structured fields, canonical sources, version dates and
market availability.



Implementation begins with a certified active denominator. Nulo should
reconcile product, pack, channel and market variants, then assign each
record an owner and review cycle. High-risk fields—nutritional status,
claims, ingredients, directions and manufacturing site—should require
approval before publication. A change should automatically create tasks for
packaging, Nulo.com, retailer syndication, structured data and regulatory
review.

The initial KPI is not traffic. It is truth coverage: 100% of active products with
current records and no unresolved high-impact discrepancy in pilot
pathways. Secondary KPIs include retailer-page discrepancy rate,
correction cycle time, claim-review time and answer-engine role accuracy.

The main risk is building an elaborate database that does not control real
workflows. The system must have authority. If a product page, sales deck or
retailer feed conflicts with the controlled record, the controlled record wins
and the discrepancy becomes an assigned corrective action.

" 15. Strategic Opportunity 2 — Establish
the Functional Treat Ladder

Nulo should turn its functional-treat assortment into an explicit ladder
from everyday reward to routine enhancement and targeted support. The
objective is not to rank products by quality; it is to help owners choose the
appropriate level of intensity and evidence.

At the entry level, granola and jerky can compete as purposeful rewards.
Their commercial advantage is that they fit familiar treat occasions while
adding a reason to believe. The message should remain simple: taste and
texture, primary occasion, calorie contribution and restrained support.

At the middle level, toppers, purées and broths can create repeatable meal
or enrichment routines. Their value lies in moisture, palatability, texture and
interaction. They need compatibility guidance and a clear statement of
whether they are complete or supplemental.



At the targeted level, soft-chew supplements require a more disciplined
frame: delivered amounts, directions, suitability, evidence and professional
boundaries. Their treat-like form improves adherence, but the consumer
should not treat them as interchangeable with snacks.

The ladder should be visible on packages and product pages through a role
label, not a medical-severity scale. For example:

o Reward: “Intermittent functional treat for training and bonding.”

o Enhance: “Supplemental meal or enrichment format; use with a
complete diet.”

e Support: “Measured daily supplement; follow directions and suitability
guidance.”

Nulo should test this language with owners and retail associates. The hard
gate is comprehension: if a majority cannot explain the role difference after
a brief exposure, the architecture is not ready.

The ladder also creates an innovation discipline. A new mobility product
must answer why its format and occasion are not already served by existing
jerky, granola or soft chews. The justification may be legitimate—texture
preference, price point, serving precision or senior accessibility—but it must
be demonstrated.

Business impact should be measured through 60/90-day repeat, correct-
use confidence, incremental household value and lower support or return
rates. Claim escalation should never be used to compensate for weak
format differentiation.

" 16. Strategic Opportunity 3 — Compete
on Utility per Occasion

Value-conscious owners are not necessarily abandoning premium
products. They are asking each product to justify its role. Nulo should
therefore build a value architecture around the job delivered per occasion
rather than ingredients, package price or generalized premium language.



This makes comparison more relevant without reducing value to the
lowest ticket price.

Four value units are relevant:

1. Training value: pieces, calories and handling ease per session.

2. Everyday reward value: enjoyable occasions per pack and
ingredient/benefit confidence.

3. Targeted routine value: delivered amount, directions and cost per day.

4. Engagement value: duration, enrichment or dental utility per occasion.

Current public prices illustrate the need for normalized comparison. Petco
listed functional granola near $10.99-$11.99 and functional jerky near
$13.29-%$13.99 at the research cut-off, subject to promotions and
availability. Zesty Paws exposes per-chew economics, while raw
competitors show price by ounce. These observations cannot support a
permanent price ladder because pack types, promotions and channels
differ. They do show that consumers encounter incompatible units.

Nulo should conduct a matched-channel audit that calculates price per
ounce, piece, typical serving, day and defined occasion. It should then test
which unit shoppers naturally understand. A training treat may compete on
calories and pieces. A mobility soft chew may compete on daily serving and
delivered actives. A longer-duration chew may compete on engagement and
oral-care role.

The strategy should avoid suggesting that more expensive automatically
means more effective. It should make the trade-off visible: more meat, a
different texture, greater serving precision, longer duration or a stronger
evidence package.

Utility-based value can also guide pack architecture. Smaller trial packs
reduce risk for selective pets. Multipacks may support planned routines.
Variety packs may improve discovery but increase operational complexity
and waste. Every pack should have a defined job and repeat hypothesis.

The key KPI is not price realization alone. It is repeat-adjusted contribution
margin by occasion after promotion and complexity cost. A product that
sells well on launch but never becomes a routine is not a strategic platform.



" 17, Strategic Opportunity 4 — Retailer-

Enabled Routine Commerce

Nulo can turn its specialty-retail heritage into an advantage by making
retailers the activation layer for three carefully controlled routines. The aim
is durable, appropriate use—not forced bundles or indiscriminate
attachment of add-ons. Retailers can also reveal where product
architecture remains difficult to explain.

The first pilot should be functional treating. Associates ask whether the
owner needs training, everyday rewarding or targeted support, then explain
the role ladder. The second should be cat hydration and enrichment, using
texture and occasion rather than health diagnosis. The third should be
healthy ageing, beginning with complete nutrition, body condition, texture
and daily participation before optional add-ons.

Each pilot needs a short question tree, a limited assortment, a role card and
QR-linked instructions. The digital content must use the same approved
language as the store. Retail incentives should reward correct
recommendation, repeat and low return—not merely the number of attached
products.

Independent retailers are suitable for early learning because associates can
provide qualitative feedback. A national chain can test scalability once the
pathway is simple. E-commerce should receive an equivalent comparison
module so that channel experience remains consistent.

The experiment should include matched control stores or cohorts. Metrics
include associate recommendation accuracy, pathway conversion, role
comprehension, 60/90-day repeat, returns, complaints and incremental
household value. Basket size is secondary.

Stop conditions matter. A routine should be paused if shoppers infer that a
complete diet requires supplements, if calorie stacking rises, if returns or
support contacts increase, or if repeat depends on continued discounting. A
retailer script should be withdrawn if it drifts into disease or therapeutic
claims.



The strategic benefit extends beyond sales. Retail pilots generate real
questions that can improve product pages, training, packaging and
innovation briefs. The retailer becomes a sensor for portfolio complexity.

" 18. Strategic Opportunity 5 — Build a Cat
Hydration and Enrichment Franchise

Nulo's current cat-treat collection is strongly associated with Perfect
Purées, while the broader cat portfolio includes multiple wet and moisture-
rich textures. This creates a plausible route to own practical hydration and
enrichment, but the whitespace remains a hypothesis until acceptance
and repeat are measured.

The platform should begin with texture intelligence. Cat owners often
manage acceptance rather than abstract format preference. A purée can
support bonding, enrichment or meal enhancement; a mousse, pate, shred
or broth may serve a different texture and feeding role. The brand should
help owners discover which formats fit without implying that an intermittent
treat replaces a complete wet diet.

Nulo can create a simple “texture and occasion finder” with non-medical
questions: What texture does the cat currently accept? Is the product
intended as a complete meal, topper or interactive treat? Is the owner
seeking daily feeding, variety, bonding or travel convenience? The answer
should display role and calories before benefit language.

Trial packs could reduce the cost of discovery, but they should be designed
around learning, not a random assortment. A seven-day guide could help
owners introduce one texture at a time, record acceptance and avoid
changing too many variables. Privacy-sensitive medical data are
unnecessary.

The platform can then test optional functional modules such as digestive
support, skin and coat or healthy ageing, but only after the core hydration
and texture routine proves useful. The first strategic claim should be
usability and clarity, not disease prevention.



KPls include texture acceptance, trial-to-repeat, waste, role comprehension,
incremental wet or meal-enhancer participation and support contacts. A
high trial rate with low repeat would indicate novelty rather than a franchise.

The principal risk is overextension. A successful purée does not justify every
benefit in every flavor and pack. Nulo should use consumer evidence to
identify the smallest assortment that covers meaningful texture and
occasion needs.

" 19. Strategic Opportunity 6 — Create the

Manufacturing and Claims Passport —

Nulo's multi-format, multi-market strategy requires a common internal
proof document for every SKU. The passport would make manufacturing
flexibility governable and allow the public quality story to become more
specific without disclosing confidential partner terms. It would also create
a faster, safer basis for change control and international registration.

The passport should include product identity, role, market, formula,
ingredient legal status, declared actives, manufacturing site, quality
certifications, hazard controls, release tests, stability, packaging, claims,
complaint allocation, change history and continuity plan. Records should be
date-stamped and linked to evidence.

For functional products, the passport must answer whether the active is
present at the intended level throughout shelf life and whether a normal
serving delivers the amount implied by the communication. Ingredient
reputation alone is insufficient. Probiotics, botanicals, oils, minerals and
other actives may require different assays and stability models.

For raw-adjacent and low-moisture products, the passport should record
validated safety controls and environmental-monitoring responsibilities. For
wet and shelf-stable formats, it should connect thermal process, seal
integrity and distribution conditions. For global sourcing, it should show
identity and contaminant controls by risk tier.



The public-facing summary can be simple: made in a named country, under
a named standard where permission exists, tested at defined stages and
traceable by lot. When public manufacturing geography changes, the
website and retailer feeds should update from the same controlled source.

The passport's KPI is completeness, not marketing reach. By the end of the
foundation phase, every pilot SKU should have a verified product-to-site
link, current certificates, an approved claim dossier and assigned
recall/change-control responsibility. An annual continuity exercise should
test whether an ingredient or site interruption can be managed without
uncontrolled substitution.

If management cannot resolve the current public manufacturing-description
conflict, the report should continue to use attributed, limited language.
Transparency begins by stating what is known and what remains unverified.

" 20. Strategic Opportunity 7 — Localize

One Performance Module at a Time

Nulo's international signals suggest that a repeatable brand code can
support different operating models. The UK uses an exclusive retail
partner and a local athlete. Canada uses a national Olympic partnership.
Multilingual site architecture supports localization, but none of these
signals proves profitable scale.

International strategy should therefore begin with one consumer routine,
one channel and one controlled assortment. The company should not export
the entire U.S. portfolio to make a market appear complete.

Every module must pass five gates:

1. Consumer problem: Is the routine material and culturally legible?

2. Regulatory translation: Are product identity, ingredients, claims and
directions compliant?

3. Channel capability: Can the partner explain and replenish the module?



4. Supply readiness: Are site, registration, shelf life and continuity
adequate?

5. Economics: Does landed cost support repeatable price and
contribution margin?

A cat hydration module may travel differently from a functional jerky module.
Climate, pack size, retail structure, protein preferences, claim boundaries
and price sensitivity can change the best format. The global constant should
be product truth and the performance philosophy—not identical SKUs.

Local athletes or community partners can translate the emotional code, but
they should not become substitutes for product education. A partnership
should lead to a clear routine and authoritative content. Measurement
should include awareness, pathway use, retail conversion and repeat rather
than impressions alone.

The first international pilot should have explicit stop conditions. Do not
expand if the compliant claim becomes too weak, the partner cannot
maintain product truth, repeat requires uneconomic promotion, or the supply
network cannot support traceability and continuity.

" 21. The 2026—2030 CEO Roadmap —

The roadmap should move through truth, proof, economics, selective scale
and institutionalization. Each stage must create a capability and pass a
hard gate before the next stage receives major investment. The sequence
prevents visible launch activity from outrunning evidence, operational
readiness or household economics.

2026 H2 — Establish portfolio truth

Executive objective: Create one governed view of every active product, its
role, claim, evidence, market and manufacturing site.

Actions:

e appoint an executive sponsor and Product Truth Council;



o certify the active SKU denominator by market and channel;

o classify role, occasion, primary benefit, evidence tier and value unit;

e reconcile product-page, retailer and manufacturing-copy conflicts;

e Dbuild the claims library and red-amber-green review process;

e complete passports for pilot products;

» establish baseline comprehension, repeat, discrepancy and complexity
metrics.

Hard gate: No unresolved high-impact role, claim, label or site conflict in the
pilot set.

2027 — Prove three household routines

Executive objective: Demonstrate that clearer pathways improve
appropriate use and repeat.

Actions:

e launch functional-treat, cat-hydration and healthy-ageing pilots;

o deploy role labels, retailer cards and digital comparisons;

e run matched-store and e-commerce tests;

e measure 60/90-day repeat, comprehension, returns and incremental
household value;

o test normalized value communication;

e update the Product Truth Layer from real consumer questions.

Hard gate: Scale only if comprehension and repeat improve without excess
promotion, role confusion or claim complaints.

2028 — Embed platform economics and portfolio
discipline

Executive objective: Use evidence to concentrate resources and reduce
unproductive overlap.

Actions:

 calculate contribution margin after complexity cost;
 distinguish incremental from cannibalized household value;
» rationalize low-productivity overlap where evidence supports it;



o apply the five-gate innovation rule to every major concept;
» expand the strongest routine across a second channel;
e publish clearer quality and evidence explanations.

Hard gate: Priority routines must produce positive repeat-adjusted
economics and measurable complexity productivity.

2029 — Scale selectively and test one international
module

Executive objective: Extend the proven operating system without losing
product truth.

Actions:

» scale the strongest U.S. routine across selected partners;

o complete market-specific consumer, regulatory, channel, supply and
price translation;

e launch one narrow international pilot;

e synchronize structured data and retailer feeds by market;

e monitor answer-engine accuracy for priority questions;

e conduct supply-continuity exercises.

Hard gate: International expansion requires compliant copy, reliable supply,
acceptable contribution margin and 90-day repeat.

2030 — Operate as a proof-led pet-performance
company

Executive objective: Make the ecosystem the basis of planning, innovation
and retailer relationships.

Actions:

 integrate platform metrics into annual resource allocation;

» refresh the portfolio based on four years of routine evidence;

e scale only international modules that meet repeat and margin
thresholds;

e publish a transparent product-role and functional-evidence standard;

e embed product-truth accuracy in retailer joint business planning;



o select the next growth platform from observed household behavior.

Hard gate: The system must sustain product-truth accuracy, household
retention, innovation productivity and complexity-adjusted margin.

Roadmap governance should be quarterly but stable. Management should
not reinvent the architecture after every launch. Each initiative needs a
baseline, target, evidence source, owner, budget, risk, dependency and stop
condition. Nutrition, regulatory or quality objections should be recorded and
resolved, not treated as friction to be hidden.

Cross-functional execution architecture

The roadmap requires a small permanent operating core rather than a
sequence of temporary launch committees. The executive sponsor should
resolve capital and priority conflicts. A Product Truth Council should own
role, claim, evidence and site integrity. Platform owners should be
accountable for household-routine outcomes rather than isolated SKU sales.
Retail, digital and international leads should adapt activation without
changing controlled product truth.

Decision rights should be explicit. Nutrition and regulatory leaders can stop
unsupported claims. Quality can stop a launch when site, stability or
traceability evidence is incomplete. Commercial teams can challenge
assumptions with channel economics, but cannot substitute sell-in
enthusiasm for household repeat. Finance should calculate incremental
platform value after cannibalization and complexity. Analytics should
preserve baselines and distinguish observed results from interpretation.

Every quarterly review should answer six questions: Is the controlled
product record current? Do consumers understand the role? Does the
routine repeat? Is the value incremental? Are claims and production
evidence adequate? Has any dependency changed? A failed hard gate
should pause scale even when other metrics are positive.

The operating rhythm should include an annual portfolio-truth freeze,
semiannual claim and retailer-copy reconciliation, quarterly manufacturing-
passport review for priority products, and post-pilot retrospectives that
record both successful and stopped hypotheses. This creates institutional



memory and prevents the same unsupported concept from returning under
a new format name.

2026-2030 CEO Roadmap

Five-stage CEO roadmap: establish portfolio truth, prove three household routines, embed platform economics, scale...

Prove 3 Routines Scale Selectively

treat « hydration « ageing one international module

comprehension e repeat supply « data « translation

Gate: appropriate repeat Gate: compliance + 90-day repeat
Establish Truth Embed Economics Institutionalize
SKU denominator margin after complexity resource allocation
claims « sites « baselines rationalize overlap evidence standard

Gate: no high-impact conflict Gate: positive repeat economics Gate: truth + retention + margin

Each year creates a capability and must pass a hard gate before major investment advances.
Source note: Strategic_Report.md, Section 21. This is an external strategic proposal, not an announced Nulo plan. By David Gu / Aumeats

Each year creates a capability and must pass a hard gate before major investment
advances.

Strategic_Report.md, Section 21. This is an external strategic proposal, not an announced Nulo plan. By David

Gu / Aumeats.

" 22, KPI System and Management
Dashboard -

The strategy cannot be governed by impressions, launch sell-in or website
engagement alone. Nulo needs a balanced dashboard that measures truth,
comprehension, routine, economics, trust, innovation and international
execution. Measures should retain their baselines, evidence sources,
owners and confidence levels.

Product truth



o percentage of active SKUs with current controlled records;

o product-to-site mapping completeness;

o retailer and marketplace discrepancy rate;

o time to correct a material copy or label mismatch;

e percentage of claims linked to an approved evidence dossier.

Consumer comprehension

o correct identification of complete diet, enhancer, reward and
supplement;

e understanding of serving frequency and calories;

« ability to identify the primary product job after brief exposure;

e support contacts and returns caused by role confusion.

Routine adoption

trial-to-routine conversion within 30, 60 and 90 days;

repeat by occasion and format;
adherence to intended directions where measurable;
proportion of trial packs that convert without discounting.

Household and platform economics

e incremental household value after cannibalization;

e contribution margin after promotion and complexity cost;
e cross-role participation within priority routines;

» working capital, write-offs and forecast error by platform;
o retailer productivity and return rates.

Trust and quality

« finished-product active-verification coverage;

» stability and homogeneity completion for functional SKUs;
o complaint triage and closure time;

o supplier/site change-control completeness;

e annual continuity-test results.

Innovation productivity



o percentage of concepts tied to validated routines;

o concepts stopped before scale due to failed gates;

e launch-to-repeat conversion;

» time from evidence freeze to compliant launch;

o SKU additions versus retirements and net complexity cost.

Digital and Al accuracy

e product pages generated from controlled fields;

e correct role and feeding status in monitored search/answer outputs;

o stale retailer-copy incidence;

e authoritative-source citation rate for priority questions;

o time to correct material external misrepresentation where channels
permit.

International performance

o compliant-copy accuracy by market;

e local 90-day repeat and contribution margin;

» retailer training completion and recommendation accuracy;
e supply continuity and registration readiness;

e deviation from the approved local product-truth record.

The dashboard should retain baselines and confidence levels. Public market
data can frame an opportunity, but scale decisions must rely on Nulo's first-
party evidence. A target without a verified baseline should be labeled as a
hypothesis rather than presented as precision.

" 23. Risks, Dependencies and Client

Responsibilities

The recommended strategy reduces some risks but creates new demands
on governance. Its success depends on first-party data, cross-functional
authority, partner cooperation and a willingness to stop initiatives that do



not earn scale. Management must treat unresolved evidence conflicts as
decisions, not administrative details.

Principal risks

Overengineering. A detailed taxonomy can create another layer of
complexity. The internal model may be rich, but the consumer interface
should remain simple.

False precision. Public evidence does not reveal Nulo's revenue, velocity,
repeat, margin or market share. Strategy must avoid targets that imply
unavailable certainty.

Claim escalation. Teams or partners may strengthen support language
during promotion. Central approval and monitoring are required.

Portfolio cannibalization. Similar benefits across formats may shift existing
sales rather than add households or occasions.

Affordability perception. A connected ecosystem can appear to require
multiple products. Nulo must protect the sufficiency message of complete
diets.

Manufacturing opacity. Unresolved product-to-site information can slow
registration, retailer trust or incident response.

Supply concentration. Specialized formats or ingredients may depend on
limited partners, long lead times or specific regions.

Data fragmentation. Retailer, marketplace, package and brand-site content
may drift if the Product Truth Layer lacks authority.

International copy-paste. U.S. claims, price and format architecture may
not survive local regulation or channel economics.

Medicalization. Hydration, ageing, calming or functional language may be
interpreted as diagnosis or treatment if boundaries are unclear.

Dependencies



The plan requires a certified active-SKU denominator; product-level
economics; retailer sell-through and repeat data; consumer comprehension
research; current manufacturing-site and certification records; legal and
regulatory review; stable data ownership; retailer pilot partners; and
executive support for stop decisions.

Responsibilities that remain with Nulo leadership

Nulo must decide which consumer problems it wants to own, which portfolio
overlaps are economically justified, what evidence standard is acceptable
for each claim tier, what manufacturing information can be disclosed, which
partners can maintain product truth, and how much short-term launch
activity it will defer to build the foundation.

Management also owns the ethical boundary. The strategy should never
encourage owners to stack products unnecessarily, substitute general
products for veterinary care or interpret functional ingredients as
guaranteed outcomes. A complete-and-balanced diet must remain the
nutritional foundation where applicable.

The board or executive team should receive unresolved conflicts, not a
falsely smooth narrative. If quality, regulatory, commercial and marketing
teams disagree about a claim or role, the disagreement is material
information.

" 24. Leadership Questions

The most valuable outcome of this report is not a fixed forecast. It is a
sharper set of decisions. These questions can structure executive and
board discussion before significant investment is committed. They are
intended to expose trade-offs, evidence gaps and ownership requirements
early.

1. Which three household routines could Nulo credibly own by 20307?
2. Can every executive distinguish a complete food, enhancer, functional
reward and targeted supplement using the same language?



10.

11.

12.

13.

14.
15.

16.

17

19.

20.

. Where do the same benefit terms appear across products with

different serving exposure or evidence?

. Which SKUs create new occasions and which mainly redistribute

existing Nulo demand?

. What proportion of innovation investment is tied to a validated

consumer barrier?

. Which products would management stop if complexity-adjusted

margin were visible?

. What evidence should be required before a benefit moves from

ingredient rationale to prominent promise?

. Can Nulo currently map every active pilot SKU to its manufacturing

site, label and approved claim dossier?

. What should the public quality story disclose about tests, standards

and provenance?

Which retailer environments are capable of explaining the role ladder
accurately?

Does the current website help owners choose a role, or mainly help
them browse formats?

How often do retailer and marketplace pages conflict with current
product truth?

What does “performance” mean for a puppy, adult cat or older dog
without importing human-athlete claims?

Which cat textures and occasions produce repeat rather than novelty?
Can Nulo explain value per occasion without relying on promotional
price?

Which functional products have verified active delivery through shelf
life?

. What is the stop condition for a routine pilot?
18.

Which international market offers a strong problem, compliant
proposition, capable channel and repeatable price?

What data can be collected to improve guidance without collecting
unnecessary health information?

What must be true by the end of 2027 for the ecosystem strategy to
earn scale?



" 25. Final Industry Perspective -~

Premium pet nutrition is moving into a proof-and-usability phase.
Ingredients, processes and functional language will continue to matter, but
durable differentiation will belong to brands that make those elements
understandable, governable and useful in real household routines. That
shift rewards disciplined systems more than isolated novelty.

Nulo is well placed for this transition because it has already assembled the
expensive components: a recognizable philosophy, dog and cat relevance,
multiple formats, functional products, retailer relationships and a
performance-oriented cultural code. The next advantage will not come from
owning the longest list of innovations. It will come from making each
innovation strengthen the next decision.

A proof-led pet-performance ecosystem would let a dog owner understand
why a functional jerky differs from a granola reward or soft-chew
supplement. It would let a cat owner discover a moisture-rich texture
without confusing an intermittent purée with a complete meal. It would let a
retailer recommend a routine without overstating claims. It would let
operations connect product, site, test, label and market. It would let search
and answer systems retrieve current, bounded truth.

The strategic ambition is therefore both larger and more restrained than a
conventional line extension. Larger, because it changes how the whole
company plans, communicates and learns. More restrained, because it
requires the company to refuse weak claims, unclear roles and formats
without a job.

If Nulo succeeds, it will not merely appear in more categories. It will become
easier to trust across categories. That is a meaningful competitive position
in @ market where owners continue to care deeply but increasingly demand
evidence, utility and value.



* Method -

This report uses a controlled history-led update. It reviewed the
authorized historical register and previous public article solely to establish
prior hypotheses and avoid repetition, then relied on three current
research modules covering market/product, competition/digital, and
supply/regulatory evidence. New conclusions were rebuilt from the current
evidence chain.

Current evidence prioritized official Nulo legal, brand, product, FAQ,
standards and localized pages; official APPA research releases; FDA and
AAFCO guidance; official competitor pages; current Petco and Chewy
listings; and Petfood Industry trade reporting. Evidence was classified as
fact, analysis, inference, search result or unknown. Strategic
recommendations are inferences derived from multiple evidence groups and
require Nulo's internal validation.

The product review is not a certified global SKU census. Live collections
paginate, retailer availability varies and market-specific assortments may
differ. Prices are point-in-time observations and were not used as a durable
price benchmark. No paywall, private account, confidential source or access
control was used.

" Principal Sources —

The report is grounded in source-linked evidence reviewed through 8
August 2026. The list below identifies the principal public sources; it is not
a claim that every source provides independent verification of Nulo's
statements. Brand-owned claims remain attributed and carry stated
limitations.

» Nulo official website
e Nulo Our Story


https://nulo.com/
https://nulo.com/our-story

e Nulo Terms of Use

e Nulo FAQ

e Nulo Our Standards

* Nulo dog treats collection

e Nulo functional supplements

e Nulo functional granola—digestion

» Nulo functional jerky—gut health

e Nulo functional jerky—skin and coat

» Nulo freeze-dried raw

e Nulo Kibble Playbook

e Nulo UK

e Nulo UK FAQ

e Nulo Team Canada partnership

e APPA 2026 U.S. pet-industry outlook
o APPA 2026 dog-owner report release
o APPA 2025 dog and cat report release
o APPA pet wellness analysis

o Petfood Industry: Nulo functional treats and chews
o FDA: Starting an animal-food business
o FDA: Animal-food labeling and pet-food claims
o FDA: Animal-food ingredients

o FDA: GFI #293

o FDA: Non-hereditary canine DCM Q&A
o AAFCO: Treats and Chews

e Petco Nulo treats

o Chewy Nulo treats

 Limitations —

This is an external strategic assessment, not a financial, legal, veterinary
or technical audit. Nulo is privately held, and no audited Nulo revenue, treat
revenue, market share, gross margin, manufacturing capacity, household
penetration, sell-through, repeat, channel mix or innovation budget was
available.


https://nulo.com/terms-of-use
https://nulo.com/faq
https://nulo.com/our-standards
https://nulo.com/collections/for-dogs/treats-for-dogs
https://nulo.com/supplements-for-dogs
https://nulo.com/products/functional-granola-bars-digestion-treats-for-dogs
https://nulo.com/products/functional-jerky-bites-gut-health-lamb-turkey-recipe-for-dogs
https://nulo.com/products/functional-jerky-bites-skin-and-coat-salmon-recipe-for-dogs
https://nulo.com/freeze-dried-raw
https://nulo.com/kibble-playbook
https://uk.nulo.com/
https://uk.nulo.com/faq
https://nulo.com/blogs/news/nulo-named-official-pet-nutrition-partner-of-team-canada
https://americanpetproducts.org/news/u.s.-pet-industry-reaches-158-billion-in-2025-poised-for-continued-growth-in-2026?hs_amp=true
https://americanpetproducts.org/news/americas-dog-owners-are-becoming-smarter-spenders?hs_amp=true
https://americanpetproducts.org/news/the-american-pet-products-association-appa-releases-2025-dog-cat-report?hs_amp=true
https://americanpetproducts.org/blog/the-boom-in-pet-wellness-how-supplements-are-reshaping-the-market
https://www.petfoodindustry.com/news-newsletters/pet-food-news/news/15681531/nulo-launches-functional-treat-dental-chew-line
https://www.fda.gov/animal-veterinary/animal-foods-feeds/how-do-i-start-an-animal-food-business
https://www.fda.gov/animal-veterinary/animal-foods-feeds/animal-food-labeling-and-pet-food-claims
https://www.fda.gov/animal-veterinary/animal-foods-feeds/animal-food-ingredients
https://www.fda.gov/regulatory-information/search-fda-guidance-documents/cvm-gfi-293-fda-enforcement-policy-aafco-defined-animal-feed-ingredients
https://www.fda.gov/animal-veterinary/animal-health-literacy/questions-answers-fdas-work-potential-causes-non-hereditary-dcm-dogs
https://www.aafco.org/consumers/understanding-pet-food/treats-and-chews/
https://www.petco.com/brand/nulo/dog/dog-treats-and-chews
https://www.chewy.com/brands/food-toppers-treats-140838

Official Nulo pages are primary evidence for what the brand says, but they
do not independently establish every product outcome, manufacturing
control or historical statement. Competitor pages likewise show public
positioning, not comparative superiority. Public APPA releases summarize
broader research but do not disclose every methodological detail or Nulo-
specific behavior.

No manufacturer identity or product-to-site allocation was inferred.
Conflicting public manufacturing-geography statements remain unresolved.
A negative openFDA query was not treated as proof of no recall. Voluntary
complaint reports were not treated as proof of defect or causation.
Category-level DCM uncertainty was not attributed to Nulo as a causal
finding.

Strategic opportunities are conditional. They require first-party consumer
research, retailer data, product economics, legal and regulatory review,
manufacturing records, stability and quality evidence, and management
judgment. Public information may change after the cut-off date.

" Frequently Asked Questions

The following answers summarize the report's main conclusions in direct,
source-bounded language. They are strategic analysis, not statements of
Nulo's internal plans. Each answer should be read with the methodology,

limitations and evidence boundaries presented in the preceding sections
above.

What is Nulo's strongest strategic opportunity through
20307

Nulo's strongest opportunity is to turn its broad food, treat, topper and
supplement range into a proof-led pet-performance ecosystem. The system
should identify each product's nutritional role, occasion, benefit, evidence
level, value and provenance, then concentrate growth on a few routines that
demonstrate comprehension, repeat and incremental economics.



Why are functional treats central to the strategy?

Functional treats combine emotional rewarding with practical wellness
intent, and Nulo already participates through jerky, granola, purées and soft
chews. They are also the clearest test of discipline because similar benefits
can appear across products with different calories, directions, serving
exposure and regulatory boundaries.

Should Nulo launch more functional SKUs?

Only when a new SKU solves a documented consumer barrier, has a distinct
role and occasion, passes evidence and compliance review, can be
manufactured reliably and produces incremental economics. Public
evidence is insufficient to determine which current overlaps are productive,
so measurement should precede rationalization or expansion.

How can Nulo compete while owners become more
value-conscious?

Nulo can communicate utility per occasion: pieces and calories for training,
occasions per pack for everyday rewards, delivered amount and cost per
day for targeted support, and duration or multiple jobs for chews. Value
should be tested through repeat-adjusted contribution margin rather than
package price alone.

What is the role of the Product Truth Layer?

It creates one governed source for product identity, formula, role, claim,
evidence, feeding instructions, site, market, label and digital copy. This can
reduce retailer discrepancies, improve regulatory and quality control,
support international registration and make search or answer-engine
summaries more accurate.

Is cat hydration a proven growth platform for Nulo?

It is a credible hypothesis, not a proven commercial conclusion. Nulo has
purées and broader moisture-rich cat formats, while industry data show



growth in toppers and functional routines. Nulo would need texture-
acceptance, trial-to-repeat, waste and incremental household data before
scaling the platform.

What should Nulo do about manufacturing
transparency?

Nulo should internally verify product-to-site mapping, certification records,
testing, stability, change control and continuity, then publish an appropriate
summary of production country and quality controls. Current public pages
describe different manufacturing geographies, so no specific explanation or
factory should be inferred without evidence.

How should Nulo approach international expansion?

Nulo should localize one proven consumer routine at a time. Each module
must pass consumer-problem, regulatory, channel, supply and economics
gates. A common performance philosophy can travel, but product
assortment, claims, price, partners and formats should be rebuilt for the
local market.

" Editorial Note —

This independent analysis was prepared from public information reviewed
through 8 August 2026. It was not commissioned, endorsed or approved
by Nulo Pet Food. Product pages, prices, availability, formulas, claims,
leadership information and manufacturing disclosures may change.
Strategic recommendations are external interpretations and should not be
read as Nulo's announced plans. Factual corrections supported by current
public evidence are welcome.



“” About Aumeats

Aumeats Global Pet Treat Intelligence Center studies pet-treat brands,
functional nutrition, product innovation, manufacturing systems and
international market change. It is part of Aumeats, a global pet-treat
innovation and OEM manufacturing partner supporting brands with
product development, format innovation, quality-focused production and
market-ready execution. Aumeats' publishing work is designed to
contribute independent industry analysis; commercial capabilities do not
alter the evidence standards or editorial conclusions in this report.

Website: www.aumeats.com
Contact: info@aumeats.com


https://www.aumeats.com/
mailto:info@aumeats.com

