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Here's How I'd Turn
Struggling GoPro From a
Fading Action-Cam Into a
Defense Powerhouse
A worked case study in Hearability — the positioning engine that doesn't make your product better, it makes the

buyer see it differently.

In April 2026, GoPro did something a lot of struggling hardware companies are

doing right now: it went looking for a war to be useful in. The company engaged a

top-tier consultancy to explore opportunities in defense and aerospace — new

markets for a brand whose old market had quietly walked away.

The timing was not subtle. By mid-2026 GoPro's quarterly revenue was down

roughly a quarter year-over-year, gross margin had collapsed to the low single

digits, and its auditor had attached the two words no company wants in a filing: 

going concern. A workforce cut was underway. Bankers had been hired to explore a

sale. This was not a confident giant extending its empire. This was a famous brand

the market had written off, trying to find one more room in the house that wasn't on

fire.

Which makes it the perfect test. If a positioning method can find a defensible

defense position for this company — no certifications, no defense pedigree, a

balance sheet on life support — it can find one for anybody.

So I ran GoPro through Hearability. Here's what it does, and what it found.

The trap almost everyone walks into
Ask any marketer to position GoPro for defense and you'll get a version of the same

sentence: "Rugged, mission-ready imaging. Industry-leading stabilization, now

engineered for defense and aerospace."

It sounds reasonable. It is also a loss disguised as a hero line.

The problem isn't the words — it's the shelf they put GoPro on. That sentence lines

GoPro up next to Teledyne FLIR, AeroVironment, and RTX and invites the buyer to

compare them on the incumbents' own terms: certified sensors, ISR payloads, mil-

spec ruggedization. On that shelf, a consumer company with a going-concern

warning is a weak variant of a category leader. The buyer files it under "cheaper,

riskier version of the real thing" and moves on.

Hearability scores that instinctive version a 33 out of 100. Not because the writing

is bad — because it's fighting the giants on the giants' ground, where GoPro cannot

win. The first rule of the method is the oldest rule in strategy: never fight the giant

on the giant's terms.

What the method does instead: find the empty seat
Hearability starts by mapping the frames, not the features. It lays the contenders side by side and asks what category, metaphor, and word each one already owns.

VENDOR CATEGORY THEY OWN THEIR METAPHOR WORD THEY OWN

Teledyne FLIR EO/IR & thermal sensing The unblinking eye Thermal

AeroVironment Unmanned systems The scout and the dagger Switchblade

RTX / Raytheon Integrated effectors The shield Missiles

Lay it out like this and the pattern jumps off the page: every defense imaging

incumbent sells the same thing in different sizes — exquisite imaging.

Expensive, certified, bespoke, low-volume, too valuable to risk. Their entire

business model is built around precision and pedigree.

Which means the opposite end of the shelf is empty. Nobody owns cheap, mass-

produced, expendable imaging — the kind a force can field by the thousand and

afford to lose. And that empty seat happens to sit right on top of the fastest-growing

demand in defense: attritable systems, dual-use commercial tech, mass over

perfection.

That's not GoPro's weakness anymore. That's the one frame GoPro is built to own

— and the one the giants structurally cannot take, because no prime can rebuild its

cost model around being disposable.

T H E  P O S I T I O N  W R I T E S  I T S E L F

Expendable, not exquisite.

From a frame to a finished page
A position is only worth as much as the page it ships on. So I took the locked angle and built it — a live defense landing page, hero to footer, in an afternoon.

The live page, hero to footer — built in an afternoon from the locked position.

The hero is the spine itself, set in type you can read across a room: 

EXPENDABLE. NOT EXQUISITE. Underneath it, the doctrine that makes a near-

bankrupt camera company sound like the only sane choice in the room:

The primes will sell you a perfect camera too expensive to risk. We'll

sell you a combat-stabilized one cheap enough to put on every drone,

every helmet, every asset you're willing to lose. When the mission is

contested, mass beats perfect.

Every section earns the claim. The proof bar runs the numbers that matter to this

buyer — 1:10,000 (one exquisite eye versus ten thousand expendable ones), 

Millions (the manufacturing scale that is the real moat), Zero (training required —

the operator grew up running one), and Artemis II (yes, GoPro has already flown

on a NASA spacecraft). A "what we say / what they sell" panel draws the line

against each incumbent by name. And the closer removes the single biggest source

of friction in defense selling — the dreaded sales call — with a reversible, two-page

ask: Read the brief. Skip the sales call.

The same page, written the obvious way, scored a 33. Written this way, it scores an 

84. Same product. Same facts. A completely different buyer reaction — because

the method changed the category the buyer files GoPro under, from "another

rugged camera" to "the only expendable eye on the shelf."

Why this generalizes to your brand
GoPro is a dramatic example, but the mechanism is the everyday one. Most

positioning fails for the same quiet reason: it describes the product accurately, on

the incumbent's shelf, in the incumbent's words — and the reader, who only ever

skims, files it as a lesser version of something they already know.

Hearability is built to interrupt that. It maps the frames to find the seat no

competitor is sitting in — the category you can own instead of the one you'd lose. It 

compresses the position into something that survives a hallway, a cold call, and a

referral without a deck (here, expendable-not-exquisite). And it scores the result

on the dimensions that actually move a reader — so "we made it better" becomes a

number you can watch climb from 33 to 84, and a page you can ship the same

week.

The product almost never has to change. The frame around it does. That's the

whole game.

Want to see your own 33 become an 84?

If your category has an incumbent you keep getting compared to — and a position you suspect you're leaving on the table — that's exactly what Hearability is for.

Send me your homepage and your three closest competitors, and I'll send back the empty seat, the line, and the score.

TRY HEARABILITY →

The GoPro example is an independent positioning demonstration built from public information; it is not affiliated with or endorsed by GoPro, Inc. Financial and program details cited (the April 2026 advisory engagement, the

going-concern disclosure, and the Artemis II flight heritage) are point-in-time as of June 2026 and were verified against public sources at the time of writing.
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