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COMPETITIVE LANDSCAPE
& STRATEGIC POSITIONING
Working Framework v2 | Confidential Management Draft

Investor-facing analysis of the competitive field, strategic whitespace, and defensibility of PROJECT:ONE's human-first,
artist-owned, stage-first development model.

STRATEGIC POSITION

Own the artist-development layer. Partner for distribution, publishing administration, management, booking, and
touring infrastructure.
Capitalization context: $8,000,000 working equity raise | $24M pre-money | $32M post-money | 25% new investor ownership
Prepared for management and financing discussions | September 2026
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1. Executive Positioning
PROJECT:ONE does not enter an empty market. Several well-capitalized businesses already provide artist distribution, funding,
marketing, label services, rights administration, brand partnerships, or touring representation. That validates demand for
alternatives to the traditional record-label model rather than eliminating the opportunity.
The strategic opportunity is narrower: build the accountable development layer that begins with exceptional human
performance, can finance selected artists, rapidly creates commercially credible artist-owned IP, develops the live product, and
moves the artist into the external infrastructure that already exists.

CORE DISTINCTION: Most competitors optimize a part of the artist journey. PROJECT:ONE is designed to
manage the progression between the parts.

PROJECT:ONE should not try to replace the industry
• Do not build a proprietary digital distributor when world-class distribution infrastructure already exists.
• Do not become a traditional talent agency when licensed booking agencies already have global venue and promoter networks.
• Do not become a conventional manager responsible for every aspect of an artist's life and career.
• Do not build a large permanent studio network merely to signal legitimacy.
• Do become the trusted team responsible for converting talent into an artist that distributors, managers, agents, venues, festivals,

publishers, brands, and audiences want.
This creates a deliberately partnership-oriented competitive strategy: own the development relationship, partner outward for
specialist scale.

2. Competitive Market Map
Category Primary Value Typical Entry PROJECT:ONE Difference

Major labels Capital, A&R;, recording, marketing,
distribution, global scale

Artist with perceived
commercial potential

Preserves materially more artist ownership; stage
readiness is an explicit development destination.

Artist services /
distribution

Distribution, marketing, analytics,
funding, sync, brand opportunities

Artist with finished or
near-finished music

Begins earlier and treats production plus live
development as core operating functions.

Artist financing Advance capital against existing or
expected rights income

Artist with measurable
streaming/catalog data

Combines capital with hands-on creative,
commercial, and live development.

Management Career strategy, coordination,
representation

Artist with viable professional
momentum

Not a manager; can become a trusted development
and referral partner to management.

Booking / talent
agencies

Touring, private events, brand
opportunities

Artist sufficiently marketable to
book

Develops the live product before procurement
moves to licensed agency partners.

Production
companies

Recording, production, mixing,
creative execution

Artist who needs music made Connects production to rights, commercial strategy,
audience development, capital discipline, and live
monetization.
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3. What the $8M Capitalization Changes Competitively
The additional capitalization does not change PROJECT:ONE's category. It strengthens the Company's ability to execute the
category at a level that is more competitive with better-funded incumbents.
The $8M raise is intended to provide four competitive advantages:
• Talent acquisition speed. PROJECT:ONE can move decisively when exceptional artists already have meaningful audience

attention, instead of losing opportunities because capital approval or team capacity arrives too slowly.
• Acceleration capacity. More capital can be reserved for artists who generate strong evidence, allowing the Company to increase

support after traction appears rather than treating every artist as a fixed-size investment.
• Senior operating depth. Better leadership in operations, artist development, commercial growth, finance, marketing, and

production reduces Founder bottleneck risk while preserving founder-level standards.
• Runway and negotiating leverage. A longer runway reduces pressure to force premature commercial decisions, accept poor

partnership terms, or raise again before the first portfolio has generated sufficient evidence.

WORKING SCALE TARGET: 15-20 active Artist relationships across the period, including approximately 6-10
Company-Funded Artist Partnerships, while preserving a selective underwriting standard.
The strategic objective is not to spend more because more capital exists. It is to become faster, more selective, and more credible
when the right opportunity appears.

4. Closest Strategic Competitors
UnitedMasters
UnitedMasters currently presents a multi-tier independent artist platform spanning distribution, analytics, brand and sync
opportunities, artist development tools, and an invite-only PARTNER tier with dedicated artist relations, global marketing,
playlist pitching, custom distribution strategy, and financial backing. It emphasizes artist ownership and independence.
Strategic overlap: artist ownership, funding, marketing, brand/sync access, independence, and high-touch services for selected
artists.
Strategic whitespace: UnitedMasters now reaches meaningfully into artist development, so PROJECT:ONE should not rely on a
simplistic 'they only distribute' distinction. PROJECT:ONE differentiates through earlier hands-on production,
human-performance underwriting, progressive capital deployment, professional safety, and stage development as an explicit
operating destination.
Our response: do not compete on commodity distribution. Compete on depth of development and the accountability of the full
artist progression.
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AWAL
AWAL operates as a sophisticated artist-services company within Sony Music, offering global marketing, creative services, sync
and brand partnerships, radio promotion, distribution, analytics, A&R;, development, and flexible artist relationships.
Strategic overlap: funding, A&R;, creative services, marketing, distribution, artist ownership, analytics, sync, and brand
partnerships.
Strategic whitespace: AWAL is one of the closest recorded-music competitors. PROJECT:ONE must differentiate through
unusually close artist consultancy, human-performance selection, speed of production, professional safety, progressive
economics, capital discipline, and the explicit conversion of recorded work into a live product.
Our response: treat AWAL as proof that ownership-conscious artist development can scale. Compete on intimacy, speed, stage
orientation, and capital allocation rather than global distribution infrastructure.

gamma.
gamma. publicly positions itself as a modern media and technology enterprise spanning content creation, global distribution,
commerce, and artist-centered economic growth across music, visual media, technology, and consumer products.
Strategic overlap: gamma. is the closest philosophical competitor to a broad next-generation music company. It explicitly
connects creative work, distribution, commerce, technology, and artist enterprise value.
Strategic whitespace: PROJECT:ONE should not claim gamma. cannot enter its space. The differentiation is a narrower
operating doctrine: raw human performance first, earlier-career development, transparent progressive artist economics,
professional safety, staged underwriting, and stage readiness as a principal commercialization destination.
Our response: accept gamma. as evidence that significant capital can support artist-centered alternatives. Build a more focused
development culture rather than attempting to match gamma. across every media and commerce category.

5. Adjacent Models That Validate the Opportunity
beatBread
beatBread provides flexible funding to artists and rights holders while emphasizing ownership and control. Its current public
model allows artists to choose how advances are spent and generally recoups from streaming and SoundExchange rather than
touring, merchandise, sync, or publishing unless separately agreed.
What it proves: artists value capital without permanent ownership surrender.
What it does not solve: capital alone does not create production quality, live readiness, artist discipline, commercial strategy, or
an integrated development team.
PROJECT:ONE advantage: capital is combined with the operating system that determines how capital should be used.
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The Orchard
The Orchard describes a full-service global distribution and artist/label-services infrastructure including marketing, advertising,
sync and brand partnerships, rights management, video monetization, royalty accounting, publishing administration, and global
distribution.
What it proves: independent music businesses can access large-scale infrastructure without becoming conventional major-label
divisions.
PROJECT:ONE advantage: the Company's role is upstream and more intimate. Infrastructure such as The Orchard can sit
underneath the journey while PROJECT:ONE remains accountable for developing an artist into something worth scaling through
that infrastructure.

CAA and major booking agencies
CAA publicly centers its music offering around touring representation, private events, and brand partnerships across a large
roster of music clients.
What it proves: the live marketplace already has sophisticated global specialists.
PROJECT:ONE advantage: the Company does not need to become CAA. It needs to deliver artists to agencies with a credible
show, clear demand, professional materials, and increasing commercial evidence.

Traditional labels
Traditional labels remain formidable competitors because they can combine A&R;, capital, creative support, marketing, radio,
distribution, international reach, and significant commercial relationships.
The strategic position is not anti-label. PROJECT:ONE should develop artists to the point where a label becomes an optional
strategic partner rather than the only route to professional scale.

6. Strategic Capability Matrix
Model Capital Creative / Production Artist Ownership Distribution Live

Development
Booking Stage-First

Traditional label High High Variable High Variable Partner / external No

UnitedMasters Selective Services / tools Strong High Not central No No

AWAL Selective High-touch services Strong High Not central
publicly

No No

gamma. High /
selective

Broad content creation Artist-centered High Not publicly
central

Not core publicly No

beatBread High /
data-led

No Strong No No No No

The Orchard Deal
dependent

Label services Flexible /
client-owned

High Not core publicly No No

Booking agency No No N/A No No Core After
readiness

PROJECT:ONE Selective +
staged

Core Core promise Partner Core Licensed partners Core

Note: 'Not central publicly' means the capability is not presented as a central feature in the reviewed public service descriptions. It does not mean a company never participates in
that activity.
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7. The Strategic Whitespace
The whitespace is not 'artist services.' That category already exists and is crowded. The whitespace is a specific operating
sequence:

RAW HUMAN TALENT -> RAPID AUTHENTIC PRODUCTION -> ARTIST-OWNED IP -> AUDIENCE -> LIVE PRODUCT ->
PAID STAGES -> REINVESTMENT
• A&R; begins with what the artist can genuinely do, not only streaming data or finished masters.
• Production is treated as an acceleration and quality-control function, not an endless studio culture.
• Artist-owned IP is built into the investment proposition rather than negotiated as an exception after success.
• The Company accepts financial risk for selected artists but improves artist economics as capital is recovered.
• Live-show architecture and musical direction are treated as core development functions, not outsourced after release.
• Booking procurement remains with licensed specialist partners, preserving compliance and leveraging existing networks.
• Professional safety and flexible production environments are product features, not merely HR policies.
• Commercial Services create near-term revenue and can function as paid diligence for future Company-Funded Artist

Partnerships.
• The $8M capitalization allows PROJECT:ONE to compete for more advanced talent without abandoning staged underwriting.

CATEGORY DEFINITION: A human-first artist development and commercialization platform, not another
distributor with extra services.

8. Why the Model Is Defensible
PROJECT:ONE should not claim a patent-like moat on day one. Any large music company can copy individual contract terms, hire
producers, create a development program, or announce an artist-first initiative. Defensibility must be earned operationally.
The moat is expected to compound through seven assets
• 1. Curation reputation: consistent backing of artists who can genuinely perform turns the Company name into a quality signal.
• 2. Artist trust: transparent economics, meaningful ownership, professional safety, and a real exit path can become a sourcing

advantage.
• 3. Development methodology: the repeatable process connecting production decisions to live performance, audience conversion,

and capital deployment becomes institutional knowledge.
• 4. Relationship network: agencies, managers, venues, publishers, sync partners, distributors, and brands learn that

PROJECT:ONE artists arrive prepared.
• 5. Proprietary portfolio data: funded artists generate operating data on production cost, release performance, ticket conversion,

territory response, audience growth, and recoupment.
• 6. Voluntary alumni effect: artists who retain ownership and speak positively about the relationship become a talent-acquisition

channel.
• 7. Capital credibility: a larger, disciplined capital base allows PROJECT:ONE to act quickly when evidence is strong, which can

become a sourcing advantage in competitive artist situations.

DEFENSIBILITY PRINCIPLE: The moat is not the contract. The moat is what the market learns to believe about
PROJECT:ONE after the contract has been executed repeatedly.
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9. Why Larger Competitors Cannot Simply Erase the Opportunity
They can copy pieces of it. They may even become direct competitors. PROJECT:ONE should assume successful ideas will be
copied.
• Large organizations optimize for scale. PROJECT:ONE can maintain a roster selective enough for deep intervention while

building senior capacity around the Founder.
• Existing distributors are rewarded for distributing successful content. PROJECT:ONE is rewarded for deciding which talent

deserves scarce development capital before the content is fully mature.
• Booking agencies are rewarded for booking marketable talent. PROJECT:ONE is designed to make talent marketable before

agency representation becomes efficient.
• Financing companies are rewarded for underwriting predictable rights income. PROJECT:ONE can invest earlier where human

talent is evident and can also deploy follow-on capital when evidence appears.
• Traditional labels can provide more capital, but PROJECT:ONE can compete for artists who value ownership, transparency,

speed, and aligned economics.
• The $8M capitalization reduces the probability that the Company loses an artist solely because it lacks the capital or senior

execution bandwidth to move quickly.
• PROJECT:ONE can remain deliberately genre-fluid because its primary selection criterion is performance capability rather than

a label-specific aesthetic lane.

The real defense is speed plus reputation. The first 30 to 36 months must build brand equity, network density,
portfolio evidence, and institutional capability, not merely revenue.

10. Partner, Compete, or Avoid
Category Posture Reason

Distribution platforms PARTNER Use best-in-class infrastructure. Avoid rebuilding commodity delivery technology.

Publishing administrators PARTNER Preserve artist ownership while ensuring collection, registration, and exploitation expertise.

Licensed booking agencies PARTNER They own procurement expertise and relationships. PROJECT:ONE delivers more developed,
commercially credible artists.

Managers PARTNER / REFERRAL Become a trusted development resource, not a replacement for strong management.

Venues and festivals PARTNER / CUSTOMER
NETWORK

Build direct trust in Company-curated talent and create repeat placement opportunities.

Major labels COMPETE + PARTNER Compete where ownership matters. Partner selectively when major infrastructure creates
incremental value.

Artist-service platforms COMPETE + PARTNER Compete on the development relationship. Partner where distribution, analytics, marketing, or
brand systems add scale.

Artist-financing firms COMPETE + CAPITAL
OPTION

Company capital is more integrated. External financing may supplement unusually large,
evidence-backed opportunities.

Commodity studio services AVOID Price competition in isolated production services weakens the premium development position.
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11. Strategic Positioning Statement
WORKING INVESTOR LANGUAGE: PROJECT:ONE is building the development infrastructure between independent
talent and institutional scale. It identifies exceptional human performers, selectively finances their development,
rapidly creates high-quality artist-owned IP, develops the live product, and connects commercially ready artists
to best-in-class distribution, management, agency, venue, publishing, brand, and touring partners.
The $8M capitalization strengthens this position by allowing the Company to move faster, recruit stronger senior leadership,
compete for higher-attention talent, protect runway, and reserve meaningful follow-on capital for artists whose evidence justifies
acceleration.
This positioning intentionally avoids claiming that PROJECT:ONE invented every capability in the value chain. Its competitive
advantage is the integrated journey, aligned economics, selection discipline, development methodology, capital discipline, and
trust relationship connecting those capabilities.

12. Investor Conclusion
The competitive landscape validates rather than eliminates the opportunity. Major labels prove the value of integrated artist
infrastructure. AWAL and UnitedMasters prove demand for ownership-conscious artist services. beatBread proves demand for
ownership-preserving capital. gamma. demonstrates the scale of investor appetite around artist-centered enterprise models. The
Orchard shows that distribution and rights infrastructure can be partnered rather than rebuilt. CAA and other agencies
demonstrate the depth of the live marketplace.
PROJECT:ONE's opportunity is to connect what remains fragmented: human talent, capital, production, commercial discipline,
artist ownership, and stage readiness.

The strongest version of PROJECT:ONE does not become a weaker copy of each incumbent. It becomes valuable
enough that incumbents want access to the Artists it develops.
STRATEGIC OBJECTIVE: Become the place exceptional artists want to enter, and the place industry partners trust
talent to come from.

Source Notes
[1] UnitedMasters - PARTNER and artist service pages. Public materials reviewed September 2026 describe artist-owned masters, distribution, brand and sync opportunities,
dedicated artist relations, global marketing, playlist pitching, custom distribution strategy, financial backing, and artist development tools.
https://comms.unitedmasters.com/en/partner | https://unitedmasters.com/en/artists
[2] Sony Music / AWAL - Sony describes AWAL as an artist-services offering with global marketing, creative, sync and brand partnerships, radio promotion, distribution, analytics,
development, and flexible artist relationships.
https://www.sonymusic.com/sonymusic/sme-to-acquire-awal/ | https://www.sonymusic.com/sonymusic/awal-appoints-uk-executive-leadership-team/
[3] gamma. - Current public positioning describes a modern media and technology enterprise spanning content creation, distribution, commerce, and artist-centered growth across
music, visual media, technology, and consumer products.
https://www.thegamma.com/
[4] beatBread - Current public materials describe flexible artist funding, artist control over spending, retained ownership, and recoupment primarily from streaming and
SoundExchange under standard artist-funding structures.
https://www.beatbread.com/artist-funding | https://www.beatbread.com/how-it-works
[5] The Orchard - Public materials describe full-service distribution and artist/label services including marketing, advertising, sync, brand partnerships, rights management, video
monetization, royalty accounting, and publishing administration.
https://www.theorchard.com/
[6] Creative Artists Agency - CAA publicly presents touring representation, private events, and music brand partnerships as core music services.
https://www.caa.com/entertainmenttalent/touring | https://www.caa.com/music-brand-partnerships
[7] UK Competition and Markets Authority - Background source on distinctions between artist/label services and traditional record-label arrangements.
https://www.gov.uk/government/news/cma-clears-sony-s-acquisition-of-awal
Research note: This document compares publicly described business models as of September 2026. Private deal terms and artist-specific services can differ materially from public
positioning. 'Not central publicly' does not mean a service is never offered.


