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Abstract

Keywords

This paper examines Canada Goose’s functional luxury positioning through a qualitative case analysis
based on academic literature, company disclosures, and selected industry evidence. Functional

luxury is used as an operational description of a positioning that combines functional value,
symbolic value and premium pricing, rather than as an established, universally defined academic
category. Brand positioning and brand equity perspectives guide the analysis of differentiation and
premium justification, while Porter’s Five Forces framework is used separately to assess the external
competitive environment. The analysis suggests that cold-weather heritage and manufacturing
capabilities provide resources for differentiation, but that their commercial value depends on
customers’ evaluation of performance, service and price. Slower growth in fiscal 2025, followed by a
revenue recovery alongside profitability pressure in the third quarter of fiscal 2026, indicates a need
to examine the quality of growth rather than assume a permanent market ceiling. The paper proposes
four corresponding priorities: demonstrate functional value, improve service consistency, develop
products for additional seasons selectively, and align pricing and channel investment with customer
value. The conclusions are interpretive and do not establish causal effects or population-wide changes
in consumer attitudes.
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1 Introduction

1.1 Research Background

Canada Goose was founded in Toronto in 1957. Its official
history links the Expedition Parka to the needs of scien-
tists at McMurdo Station in Antarctica and describes the
company’s development into performance luxury appar-
el [1]. This history provides a basis for examining how
a practical product benefit becomes part of a premium
brand identity. The central strategic question is how far
cold-weather expertise can support differentiation when
customers can compare alternative ways of meeting their
clothing needs.

The company’s reported revenue increased from CAD
903.7 million in FY2021 to CAD 1,098.4 million in
FY2022, equivalent to approximately 21.5% growth cal-
culated from the disclosed figures [2]. In FY2025, report-
ed revenue grew by 1.1% to CAD 1,348.4 million, while
constant-currency revenue declined by 1.1% [3]. These
observations establish a slowdown between the selected
annual endpoints; they do not demonstrate that demand
fell continuously or that the high-end down-jacket market

as a whole reached a ceiling. The relevant issue is whether
the brand can maintain a convincing relationship between
its product benefits and the premium it charges.

1.2 Research Purpose and Significance

This paper aims to analyze the advantages and challeng-
es of Canada Goose’s functional luxury positioning and
propose recommendations that follow from the available
evidence. It asks how functional and symbolic benefits
contribute to differentiation, which competitive pressures
challenge the positioning, and what the company can do
to strengthen its value proposition.

The theoretical contribution is a case-based application
of established work on brand concepts, customer-based
brand equity and luxury value [4,5,6]. In this paper, func-
tional luxury describes the combination of functional val-
ue, symbolic value and premium pricing; it is not present-
ed as a settled academic classification. From a practical
perspective, the analysis considers how a brand can pre-
serve its identity while making product quality, customer
experience and the basis of its pricing easier to assess.
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1.3 Research Methods and Scope

The study uses qualitative documentary analysis. Its
principal materials are Canada Goose’s official financial
releases and FY2025 annual report, academic research on
branding and luxury value, and an industry report. A dated
media report is used only to document a specific custom-
er-service controversy. Financial analysis compares select-
ed annual observations from FY2022 to FY2025 and uses
FY2026 third-quarter disclosures as a subsequent check
[7,8]. The latter release, published on 5 February 2026, is
the endpoint of the financial evidence; subsequent fiscal
periods are outside the study. Annual and quarterly obser-
vations are identified separately, and monetary amounts
are in Canadian dollars unless otherwise stated.

Materials are assessed by matching each claim to its
source, reporting period and scope. Company disclosures
establish reported results and management descriptions,
but do not independently verify consumer perceptions.
Industry evidence supplies context rather than Canada
Goose-specific survey results. The analysis first defines
the positioning, then evaluates its benefits and limitations,
and finally derives recommendations. It uses no original
survey, interview or causal statistical test. Where direct
evidence is unavailable, an inference is stated as a possi-
bility rather than an observed outcome.

2 Conceptual Basis and Analytical Frame-
work

2.1 Functional Luxury as an Operational Concept
Park, Jaworski and Maclnnis distinguish functional, sym-
bolic and experiential brand concepts [4]. This distinc-
tion concerns the needs addressed by brand concepts; it
should not be recast as a universally accepted three-part
definition of luxury. Keller explains customer-based brand
equity through brand knowledge and favorable, strong
and distinctive associations [5]. Wiedmann, Hennigs and
Siebels examine luxury value through financial, function-
al, individual and social dimensions, showing why luxury
consumption cannot be explained by status motives alone
[6]. These perspectives provide complementary founda-
tions for the present analysis without implying that they
use identical categories.

On this basis, functional luxury is defined here as a brand
positioning in which demonstrable product usefulness
forms a central reason for purchase, symbolic meaning
contributes additional value, and premium pricing ex-
presses the intended market position. For Canada Goose,
the proposed functional component is protection and us-
ability in cold-weather settings; the symbolic component
concerns heritage and a recognizable brand identity. High
prices alone cannot establish either component. Experien-
tial value, including the shopping and after-sales experi-
ence, is considered a supporting condition for delivering
the positioning rather than evidence that consumers neces-
sarily accept the premium.
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2.2 Canada Goose’s Brand Positioning

The positioning combines a history of cold-weather use
with a premium retail proposition. Canada Goose’s Ther-
mal Experience Index (TEI) organizes products into five
warmth categories for different environments and activi-
ties [9]. This is a brand-provided communication system,
not an independent industry certification or proof that
every product outperforms competing products. Its ana-
lytical importance is that it makes the intended use of a
garment part of the brand’s value proposition.

Premium positioning also depends on consistent signals
across product design, communication and retail service.
The company describes its distribution strategy as increas-
ingly centered on direct-to-consumer (DTC) channels [7].
This may help coordinate those signals, but owning the
customer interface does not by itself establish a favorable
customer response. The distinction between intended po-
sitioning and demonstrated consumer perception remains
important throughout the case.

2.3 Distinct Roles of the Two Analytical Perspectives
Brand positioning and brand equity perspectives guide
Sections 3.1 and 3.2 by asking whether functional ben-
efits, symbolic associations and premium pricing form
a credible and coherent proposition. Porter’s framework
is used specifically to examine external competitive
pressures [10]. Its five dimensions are rivalry, entry, sub-
stitutes, supplier power and buyer power [11]. Section
3.2.3 applies them to premium branded outerwear serving
cold-weather, urban and leisure needs. This boundary sep-
arates firms already competing in outerwear from poten-
tial entrants, and separates competing brands from other
ways of satisfying the underlying need.

3 Advantages and Challenges of the Posi-
tioning

3.1 Positioning Advantages

3.1.1 Differentiated Brand Narrative and
Functional Value

Canada Goose’s cold-weather history gives its narrative
a concrete connection to product use [1]. Interpreted
through Keller’s framework, such a connection can help a
brand develop distinctive associations rather than rely on
price or visual recognition alone [5]. The potential advan-
tage is a more specific answer to the customer’s question
of what the product is for. Whether that answer justifies
the premium depends on the relevance of the claimed ben-
efit to the customer’s actual circumstances.

The same narrative can support both functional and sym-
bolic value. A customer may value a garment’s intended
protection while also identifying with exploration or
craftsmanship. This is an interpretation of how the posi-
tioning could work, not evidence that all customers share
these motives. The practical strength of the narrative
therefore rests on the consistency between its promise, the
product delivered and the subsequent service experience.
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3.1.2 Manufacturing Capabilities and Quality
Coordination

The FY2025 annual report states that nearly all down-
filled outerwear was manufactured in Canada and that
over 90% of those products were made in the company’s
own facilities; other categories also used manufacturing
partners [7]. The relevant advantage is the possibility
of closer coordination between design, production and
inspection. A manufacturer able to trace defects back to
production decisions may respond more directly than a
brand with less operational visibility. This is a potential
organizational benefit, not evidence that integration auto-
matically reduces costs or eliminates quality problems.
The supply-chain argument must also distinguish man-
ufacturing control from control over purchased inputs.
Greater involvement in production does not establish that
raw-material prices are fixed or hedged. Consequently, the
competitive barrier is better understood as accumulated
production capability and quality coordination, whose
value depends on execution, rather than an assured cost
advantage.

3.1.3 Financial Capacity and the Limits of
Margin Evidence

Canada Goose reported a gross margin of 69.9% in
FY2025, compared with 68.8% in FY2024 [3]. A gross
margin of 74.0% was reported for FY2026 Q3, a different
reporting period [8]. These figures describe the proportion
of revenue remaining after cost of sales; they cannot es-
tablish how much consumers value the brand or whether
purchase intentions have been maintained. They also
cannot isolate the contribution of functional performance
from distribution, pricing or product mix.

For the positioning, gross profit provides potential re-
sources for product development and customer service.
The relevant managerial question is whether spending
these resources strengthens customer value and supports
operating profitability. The relationship must be evaluated
rather than assumed: a high gross margin is compatible
with pressure on profit further down the income statement.

3.2 Positioning Challenges

3.2.1 Slower Annual Growth and Uneven
Recovery

FY2025’s 1.1% reported revenue growth was accompa-
nied by a 3.6% decline in DTC comparable sales and a
16.5% fall in wholesale revenue [3]. This combination
suggests that headline growth should be examined along-
side existing-channel demand. The annual report also
identifies a deliberate shift from wholesale toward DTC
distribution [7]. The wholesale decline therefore cannot be
attributed wholly to weakening brand appeal.

The subsequent FY2026 Q3 release provides an import-
ant qualification. Revenue rose by 14.2% to CAD 694.5
million, but operating income declined from CAD 204.3
million to CAD 200.2 million; the release reports higher
selling, general and administrative expenses, including a
one-time bad-debt provision [8]. Revenue recovery thus

did not translate into higher operating income in that quar-
ter. Taken together, the periods point to an issue of growth
quality and cost discipline. They do not substantiate a
permanent ceiling for functional luxury or prove that posi-
tioning alone caused the observed financial changes.

3.2.2 Greater Scrutiny of Price and Value

Bain and Altagamma’s 2025 industry study reports a
shift toward accessible alternatives and value-conscious
purchasing, including among younger luxury consumers
[12]. This supports closer examination of the pressure
on brands to justify premium prices. However, the report
concerns the wider luxury market and does not establish
that Canada Goose buyers have collectively abandoned
brand symbolism or that a particular low-price jacket has
displaced their purchases.

Luxury-value research also suggests that customers differ
in the importance they attach to functional, financial and
social benefits [6]. The resulting challenge is segmen-
tation: buyers seeking practical protection may require
different information from buyers placing more weight on
design or identity. Product specifications can help the for-
mer evaluate a purchase, but the case evidence does not
measure a population-wide transition from brand loyalty
to specification-led choice. The strategic implication is to
make the basis of value clearer and test customer respons-
es, rather than assume one motive dominates the market.
3.2.3 External Competitive Pressures

The five forces below are qualitative interpretations of
the defined premium-outerwear market. They distinguish
observed company practices from possible competitive
mechanisms. No numerical force scores are assigned be-
cause the evidence does not measure industry concentra-
tion, price elasticity or supplier bargaining outcomes.
Rivalry among existing competitors. Moncler’s 2024 an-
nual report describes collections combining functionality,
material innovation and design; its Grenoble range explic-
itly addresses performance and style [13]. This evidence
qualifies any simple division between a functional Canada
Goose and a purely decorative rival. Brands may compete
over overlapping benefits, so Canada Goose needs specific
reasons for preference. The evidence supports overlap in
positioning, but does not establish a market-share loss or a
measured migration of its customers to a named competi-
tor.

Threat of new entrants. Brand awareness, distribution
access and established capabilities can impede entry [11].
Applied to this case, an unfamiliar label would need to
build credibility and a reliable premium service proposi-
tion before it could reproduce Canada Goose’s intended
positioning. Entry remains possible, particularly for firms
with capabilities in adjacent categories, but the materials
reviewed do not quantify entry rates or the cost of estab-
lishing a comparable brand. Existing outerwear competi-
tors are therefore not reclassified as new entrants simply
because they are expanding.

Threat of substitutes. For this analysis, substitutes are
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different ways of meeting the customer’s underlying need
[11]. A combination of insulating layers and a shell, for
example, could replace a single premium parka for some
uses. A cheaper down-jacket brand remains a competing
outerwear offer within the chosen boundary. The substi-
tution risk is conditional: it is more relevant when the
customer seeks adequate protection than when a particular
brand identity is central to the purchase. No substitution
rate is established by the case.

Bargaining power of suppliers. The annual report dis-
closes reliance on a small number of direct suppliers for
certain materials and generally order-by-order purchasing
rather than long-term formal agreements [7]. This leaves
potential exposure to input availability and supplier re-
placement. The case inference is that control of sewing
and assembly does not remove upstream dependence. Ac-
tual bargaining strength cannot be rated confidently with-
out supplier concentration and contract-level evidence.
Bargaining power of buyers. Individual retail customers
normally exercise choice by switching or delaying pur-
chases rather than negotiating directly over listed pric-
es. Wholesale buyers may negotiate commercial terms,
making their position analytically different [11]. Broader
value scrutiny raises a plausible demand-side constraint,
but price sensitivity alone is not proof of strong collective
bargaining power. Canada Goose’s DTC emphasis may
reduce dependence on wholesale intermediaries while in-
creasing its own responsibility for attracting, serving and
retaining customers. These trade-offs require channel-spe-
cific assessment.

3.2.4 Seasonal Relevance and Service Credibility
Seasonality remains commercially important: 83.3% of
FY2025 DTC revenue was generated in the third and
fourth fiscal quarters [7]. A positioning strongly associat-
ed with winter protection may make expansion into other
uses harder to explain. Nevertheless, the FY2026 Q3 re-
lease reports an expanded year-round assortment [8]. The
issue is therefore how effectively that assortment broadens
relevant demand, not whether diversification has begun.
New products should have a credible connection to the
brand and should be evaluated for their own profitability.
Service consistency is another condition for credibility.
The Paper reported a Shanghai return-policy dispute and
the local consumer council’s discussions with Canada
Goose in December 2021 [14]. The event may have af-
fected perceptions among some Chinese consumers, but
the report does not measure how long any effect persisted.
The case therefore treats it as an illustration of the risk
created by unclear service promises, rather than evidence
of a continuing, quantified loss of brand trust.

4 Integrated Assessment of the Main
Risks

The central risk is a mismatch between the premium
promised and the value customers experience. Manu-
facturing capability and a distinctive history can support
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differentiation, while overlapping competitive offers,
seasonal demand and inconsistent service can weaken
its relevance. Financial performance must also be inter-
preted across channels and periods. China remains ma-
terial: Greater China represented approximately 31.6%
of FY2025 revenue, calculated from CAD 426.5 million
divided by CAD 1,348.4 million [7]. This exposure war-
rants monitoring, but does not by itself prove excessive
dependence. Overall, the case supports selective adapta-
tion and better measurement of customer value rather than
an assumption that the positioning has failed.

5 Strategic Recommendations

5.1 Demonstrate Functional Value Through Product
Evidence

The overlapping competitive claims identified in Section
3.2.3 make verifiable differentiation a priority. Canada
Goose should link innovation to a clearly specified use,
such as cold-weather commuting or lightweight protec-
tion, and explain the trade-offs between warmth, weight,
mobility and durability. Its existing TEI communication
provides a starting point [9]. Comparable product tests
should state the conditions and limitations of the results,
with third-party verification where feasible. Customer
feedback and warranty information should then guide
improvements to the relevant products. This connects in-
vestment to an identified problem without assuming that
an untested technology will create demand.

5.2 Strengthen Service Consistency and Brand
Credibility

The service risk in Section 3.2.4 calls for clearer com-
munication and reliable execution. The brand should
make return conditions, warranty coverage, repair pro-
cedures and escalation routes easy to understand at the
point of purchase, in accordance with applicable local
requirements. Store and online staff should explain these
conditions consistently. A useful evaluation would track
complaint-resolution time, repeat complaints and satisfac-
tion after repair or return handling. These measures would
allow the company to test whether service improvements
strengthen confidence rather than assume that promotional
storytelling repairs trust.

5.3 Expand Seasonal Relevance Through Selective
Product Development

The concentration of sales identified in Section 3.2.4 sup-
ports extending relevant uses beyond severe winter con-
ditions. Building on the company’s existing year-round
assortment, priority should go to products whose benefit
customers can connect to its protective-clothing expertise,
such as lighter outerwear for transitional weather. Small,
region-specific launches would allow assessment of full-
price sell-through, repeat purchasing and contribution
after inventory and marketing costs before further expan-
sion. The purpose is to broaden useful occasions while
preserving a coherent product proposition. Launching ad-
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ditional categories is not sufficient evidence that seasonal-
ity or profitability has improved.

5.4 Align Pricing and Channel Investment with Cus-
tomer Value

Sections 3.2.1 and 3.2.2 identify the need to connect
growth with profitability and a credible price—value re-
lationship. The brand should explain price differences
through distinct product uses, materials, construction and
service, then test whether customers recognize those dis-
tinctions. More accessible products should have a clear
role within the range and be assessed for margin and can-
nibalization effects before expansion. Broad discounting
should not substitute for evidence about what customers
value.

DTC investment should be assessed using comparable
sales, store contribution and customer retention, along-
side revenue growth. Research with younger and existing
customers can test the relative importance of function-
ality, design, service and price instead of inferring pref-
erences from age alone. Regional spending should also
be reviewed against demand and profitability to monitor
concentration risk. These proposed measures address the
identified evidence gaps; they are evaluation criteria, not
outcomes already demonstrated by this case.

6 Conclusion and Research Limitations

This case analysis suggests that Canada Goose’s function-
al luxury positioning remains a plausible basis for differ-
entiation when performance claims, symbolic meaning
and the customer experience reinforce one another. The
financial evidence shows both a period of slower annual
growth and a subsequent quarterly revenue recovery, with
continued pressure in translating sales into operating in-
come. The strategic task is therefore to substantiate value
and manage expansion carefully. The four recommenda-
tions follow from the case’s identified issues rather than
from an assumption that more technology, more categories
or more promotion necessarily produces growth.

The conclusions are limited by reliance on public second-
ary materials and company self-description. The study
does not contain independent comparative product tests,
customer-level purchase data or longitudinal evidence on
trust. A single case also cannot establish the performance
of all brands with similar positioning. Future research
could combine customer surveys, interviews and compa-
rable product assessments to test the relative importance
of functional and symbolic benefits and whether service
or assortment changes affect willingness to pay.
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