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PRECISION IN EVERY CHOICE

Downsizing Isn't Just a
Margin Decision.

It's a Trust Decision.

Decision Principles for Evaluating Downsizing Without Breaking
Consumer Trust

When costs rise, reducing package size while holding price often feels like the
obvious answer.

The evidence suggests the goal isn't to find the smallest reduction consumers won't
notice.

The goal is to identify the margin action that best protects both profitability and
consumer trust.

KEY QUESTION

How should organizations evaluate downsizing

decisions without creating unnecessary
consumer trust risk?
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PRECISION IN EVERY CHOICE

Three Decision Principles

The research points to three principles that should shape how organizations evaluate
downsizing decisions.

Every downsizing decision begins with a financial objective. The research suggests it should
also begin with a clear understanding of consumer value, package perception, and trust.

Never Assume Pack Geometry Don't Leave

Quantity Is the Shapes Consumer Consumers Feeling
Safest Margin Lever Perception Deceived

Consumers weigh price, Proportional changes Risk rises when consumers
quantity, and quality across package dimensions believe reduced value was
together. The least can be less noticeable than intentionally concealed, not
disruptive margin action reductions concentrated in simply when they notice a
depends on the product. one dimension. smaller package.

VALUE LEVER NOTICEABILITY TRUST

Together, these principles suggest that downsizing is not simply a packaging decision.

It is a sequence of commercial decisions that determine whether consumers
experience the change as acceptable, or deceptive.

BOTTOM LINE

The best downsize is not the least noticeable one. It is the one
that earns approval through research and validation.
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PRECISION IN EVERY CHOICE

What the Research Means for Management

Each decision principle is grounded in a research insight and translated into a practical
management application.

Never Assume Quantity Is the Safest Margin Lever

RESEARCH INSIGHT MANAGEMENT APPLICATION
Consumers evaluate price, quantity, and quality as a Compare all three value levers before defaulting to a
complete value proposition. Across tested FMCG package reduction.

products, the relative importance of each varied by
product - meaning quantity may be flexible in one case
and highly protected in another.

* Would consumers accept a price increase?
* Would they accept a quality change?
* |s quantity the least-protected part of value?

KEY There is no universally safe margin lever. Choose the value lever before
TAKEAWAY redesigning the package.

Pack Geometry Shapes Consumer Perception

]

RESEARCH INSIGHT MANAGEMENT APPLICATION

Consumers rely on visual shortcuts when estimating Evaluate perceived package change, not only actual
package size. Research found that proportional volume reduction, before approving a redesign. Would
reductions across package dimensions were less consumers accept a price increase instead?
noticeable than reductions concentrated in a single . . -

dimension 9 * How will the geometry shape noticeability?

» Will consumers understand what changed?
* Does the revised proposition still feel fair?

KEY TAKEAWAY  How you downsize influences what consumers notice.

@ Don't Leave Consumers Feeling Deceived

RESEARCH INSIGHT MANAGEMENT APPLICATION

When consumers believe reduced value was Test interpretation of the complete value proposition,
intentionally concealed, perceived deception can not simply whether the physical change is visible.

create cognitive dissonance. The research associates
that response with lower repurchase intentions, brand
switching, and negative word-of-mouth.

» Are expectations and delivered value aligned?
» Could the change be interpreted as misleading?
» Has trust risk been evaluated alongside economics?

KEY TAKEAWAY  Consumers can accept less. They are far less likely to accept feeling deceived.
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PRECISION IN EVERY CHOICE

The Downsize Decision Framework™

A practical sequence to assess downsize risk, grounded in evidence from the research.

Choose the Value Evaluate Package Assess Consumer Assess Decision
Lever Perception Trust Risk Readiness

Is quantity actually the If quantity is reduced, How will consumers Validate the proposed
most defensible margin how noticeable will the interpret the complete change. Measure
lever for this product, or package change be? value proposition? Will consumer perception,
would consumers be Assess perceived size the change feel fair and purchase intent, and
more accepting of a change, not just actual transparent, or trust before broad
price increase? size reduction. intentionally concealed? implementation.

The sequence matters. First determine whether quantity belongs in the option set. Then evaluate what consumers
notice, how they interpret the change, and whether the approach has earned the right to go to market.

Key Functions Action Guide

CONSUMER INSIGHTS REVENUE GROWTH MANAGEMENT

Own the diagnosis. Own the economics.

Determine which elements of value consumers are Compare the commercial economics of price and
most willing, and least willing, to trade before quantity rather than defaulting to downsizing.

recommending quantity reductions.

MARKETING PACKAGING

Own consumer interpretation. Own package perception.

Evaluate whether the revised value proposition will be Optimize package design while recognizing that
perceived as fair, transparent, and consistent with geometry alone cannot eliminate consumer trust risk.

brand expectations.

EXECUTIVE LEADERSHIP
Own the final trade-off.

Require both a financial case and a consumer-risk case before approving implementation.

04




/(\\/ ASTREA  ~™&
ANALYTICS

PRECISION IN EVERY CHOICE

ISSUE

RESEARCH EVIDENCE BRIEF 001

Executive Takeaway & Research Sources

The management conclusion, and the research foundation behind it.

EXECUTIVE TAKEAWAY

Successful downsizing is not about finding the smallest reduction consumers will tolerate. It is
about identifying the margin strategy that best protects both profitability and consumer trust.

The best downsize is not the least noticeable one. It is the one
that earns approval through research and validation.

Research Sources

CONSUMER TRADE-OFFS

FMCG Firms' Margin Management: Consumer
Trade-Offs Among Product Price, Quantity and
Quality (2020)

Supports the principle that the most defensible margin lever
varies by product.

DOI: 10.1080/0965254X.2020.1849362

PERCEIVED DECEPTION

Consumers'’ Behavioural Intentions After
Experiencing Deception or Cognitive Dissonance
Caused by Deceptive Packaging, Package
Downsizing or Slack Filling (2016)

Supports the link between perceived deception, dissonance,
switching, repurchase intentions, and word-of-mouth.

DOI: 10.1108/EJM-01-2014-0036

ABOUT THIS BRIEF

PACKAGE GEOMETRY

Predicting and Managing Consumers' Package Size
Impressions (2013)

Supports the principle that package geometry shapes
perceived size change and noticeability.

DOI: 10.1509/jm.12.0228

COGNITIVE DISSONANCE

Causes of Customers’ Cognitive Dissonance and
Product Return Frequency: A Malaysian Packaged
Food Context (2022)

Provides supporting evidence on cognitive dissonance and
product-return behavior in packaged food.

DOI: 10.22452/ajba.vol15n02.6

The Decision Principles, Downsize Decision Framework™, and functional applications are Astrea’s synthesis of
the cited research for commercial decision-making. The framework is a management tool, not an academically

validated predictive model.
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