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PART I

Where You Stand

A diagnosis of the business as it is today: the executive briefing, the named
pattern, the layer-by-layer scores, the cost of misalignment, and what your
live website tells the market.
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Executive Briefing

ABOUT THIS REPORT

The Growth Al report measures your business across six interdependent layers - Strategy,
Customer, Value, Story, Engine, Growth - each containing four dimensions scored out of 15. The
total (out of 360) places you in one of five maturity bands: Fragmented, Reactive, Structured,
Integrated, or Predictive. The report identifies your strongest layer (your competitive moat), your
weakest layer (the constraint dragging the system down), and gives you a sequenced 90-day plan to
fix the gaps. Read it front to back the first time. After that, use it as a reference.

242/360 28% Engine Value

GROWTH SCORE STRATEGY TAX CONSTRAINT STRONGEST

Ecomzais realizing 67% of its digital growth potential, scoring 242 out of 360 in the
Structured maturity band.

Your strongest layer is Value (47/60) while Engine (34/60) is the critical constraint. The 13-point gap between
these two layers is the single most important number in this report. It means your strongest capabilities are
producing value that your weakest layer cannot capture, convert, or sustain.

The Strategy Tax of 28% translates to approximately 28 cents of every dollar of strategic potential lost to
cross-layer friction. Estimated annual cost of misalignment: $200K - $600K.

WHAT THE PATTERN REVEALS

The Strategy Tax. Misalignment between layers creates economic drag. A 13-point gap between
Value (47/60) and Engine (34/60) means every dollar invested in Value is taxed by Engine. The
13-point gap between Value and Engine means every dollar invested in Value delivers diminishing
returns until Engine improves.

THE BOTTOM LINE

Value is working hard, but Engine is dragging the entire operation backward. You are spending money to
acquire customers that your system is not equipped to convert, retain, or grow. The traffic shows up. The
infrastructure to compound it does not. Every dollar invested in Engine has a multiplier effect across the
entire system.

What This Report Contains

This diagnostic evaluates your business through the Growth Operating System (GOS) framework: 6
interdependent layers and 24 dimensions. Each layer feeds the next. When one breaks, everything downstream
pays the price. The following pages provide your diagnostic snapshot, strategy tax analysis, layer-by-layer
breakdown, gap-to-value priority map, and a sequenced 90-day roadmap.
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The Insight

The counterintuitive finding that explains your scores. Read it slowly. This section is the editorial spine of
the report - every other section ties back to it.

The Strategy Tax.

Misalignment between layers creates economic drag. A 13-point gap between Value (47/60) and
Engine (34/60) means every dollar invested in Value is taxed by Engine.

What this means for Ecomza.

Most operators in this shape try to push Value harder when growth slows. The diagnostic shows the
leverage is in Engine (34/60). Until that layer moves, every dollar invested upstream produces diminishing
returns. The 90-Day Roadmap (Section 08) sequences the fix in the precise order required.

A STRATEGIC CONCERN SURFACED IN DISCOVERY

Discovery surfaced a clear strategic awareness consistent with Structured, the pattern detected in
the scores. The concern centres on whether the business has crossed from a stage where the
founder is the system into one where the system runs without founder presence - with a defined
buyer, a defined offer, and a sales motion that does not depend on the founder being in the room.
This concern aligns with the diagnostic finding that Engine (34/60) is below threshold while Value
(47/60) reads strong: the classic shape of a business whose leverage has not yet been encoded
into a repeatable engine.

IN YOUR CUSTOMER'S OWN WORDS

"1 know we need more sales, but | do not know if the problem is our ads, our website, our
offer, or the way we follow up with customers.""

The choice ahead.

Two paths diverge from this diagnosis. The first is to continue refining the offer, the positioning, the
messaging - the work the business has already shown it can do well. The second is to commit to building
the commercial architecture: a defined buyer, a defined first offer, and a sales motion that operates without
founder presence in every conversation. Both are valid. Only one closes the gap measured in this report.

What proves the bet is paying off in 90 days.
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1) The score on Engine moves from 34/60 to at least 42/60 on the 90-day re-assessment. 2) At least one
repeatable customer-acquisition motion (not founder-led) produces three closed engagements in the
quarter. 3) The strategy tax compresses from 28% to under 20%. Hit two of three and the bet is working.
Hit zero and the diagnosis was correct but execution did not move.

THE STRATEGIC QUESTION

Should Ecomza fix the Engine constraint first to unlock the rest of the system, or run tactical experiments
across layers in parallel?
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Diagnostic Snapshot

Six layers. One interdependent machine. Each layer builds on the one below it. When a lower layer is
weak, every layer above it pays a tax on its performance.

STRATEGY
41/60

GROWTH CUSTOMER
35/60 42/60
242
/ 360
STRUCTURED
ENGINE VALUE
34/60 47/60
STORY
43/60
What Each Layer Measures
@ Strategy (41/60) Your compass. Where you are going and why it matters.
@ Customer (42/60) Your intelligence. Who buys, why they buy, and what makes them stay.
@ Value (47/60) Your edge. Why customers choose you and what they are willing to pay.
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@ Story (43/60) Your voice. How your message lands and whether it sticks.

@ Engine (34/60) Your machine. The digital infrastructure that converts intent into revenue.
@® Growth (35/60) Your learning system. How your business measures, experiments, and
compounds.

WHY ENGINE IS COSTING YOU MONEY
At 34/60, Engine is operating at 57% capacity. Every other layer in your system is paying a tax because of
this gap. Improving Engine is not one of many priorities - it is THE priority. Until this layer improves,
investments in other areas will deliver diminishing returns.

VALUE IS YOUR COMPETITIVE ADVANTAGE

At 47/60, Value is your strongest foundation. The danger: while you focus on fixing Engine, do not neglect
the discipline that built Value. Strengths erode silently.
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Digital Intelligence

Your website is your most important sales employee. Here is its performance review, scored against the
same tools Google uses to rank and evaluate sites.

LIVE WEBSITE SCAN NOT AVAILABLE

34/60) still reflects your self-reported answers across Content System, Channel Effectiveness, Conversion
Process, and Retention Mechanics. Re-running the diagnostic with a website URL on file will populate this
section automatically.
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Strategy Tax Analysis

The Strategy Tax measures the cost of misalignment between your six growth layers. It quantifies the gap
between what your business could produce if all layers were aligned, and what it actually produces today.

8%

13-point gap = $200K - $600K estimated annual cost of misalignment

For every $1 of strategic potential, only $0.72 reaches your customers and your bottom line. The rest is
lost to friction between layers that are not aligned. This is not a marketing problem or a technology
problem. It is a system problem.

DIAGNOSIS

Moderate drag. Key layers are pulling in different directions, creating friction. The primary driver is the
13-point gap between Value (47/60) and Engine (34/60).

Realized Potential by Layer

6pts gap
5pts gap
4pts gap
13pts gap

12pts gap

HOW TO REDUCE YOUR STRATEGY TAX

The fastest path is to improve Engine. Every point gained here has a multiplier effect across the
system. The 90-Day Roadmap (later in this report) sequences the fixes so each one builds on the
last. Re-run this diagnostic in 90 days. If you execute the roadmap, expect a 10-20 point reduction in
Strategy Tax.
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Layer-by-Layer Analysis

Inside each layer: what is working, what is breaking, and what it costs you. Each layer contains 4
dimensions scored out of 15.

STRATEGY
41/60

Market Definition

13

Competitive Position

9

Strategic Alignment

7

Focus and Trade-offs

Critical (5 or below)

CUSTOMER
42/60

8

Customer Knowledge

9

Decision Journey

11

Feedback Systems

Retention Understanding

At risk (6-7)

VALUE
47/60

9

Value Clarity

15

Differentiation

12

Pricing Alignment

11

Perception Accuracy

Developing (8-11)

STORY
43/60

11

Brand Narrative

12

Message Consistency

10

Visual Identity

10

Emotional Resonance

Strong (12 or above)

ENGINE
34/60

9

Content System

11

Channel Effectiveness

9

Conversion Process

5

Retention Mechanics

GROWTH
35/60

12

Metrics Discipline

11

Experimentation

5

Planning Cadence

Compounding Leverage

STRATEGY 41/60 | Structured

Market Definition

Competitive Position

Strategic Alignment

Focus and Trade-offs
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9/15

7/15

12/15

13/15

A mid-grade Strategy layer creates ambiguity that downstream layers absorb as wasted motion. Story and Engine teams
fill the void with their own interpretations, which look productive but quietly diverge from each other. Tightening Strategy is
the single highest-leverage move available to you.

A strong Strategy layer means downstream layers can move fast.

Weakest: Focus and Trade-offs (7/15)
The portfolio of bets is too wide for the team you have.
Every priority is partially staffed and nothing reaches escape

velocity.

Strongest: Competitive Position (13/15)

Convert the position into proof: case studies, comparison
pages, and sales enablement assets that let buyers
self-qualify against the alternatives.
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CUSTOMER 42/60 | Structured

Customer Knowledge — 8/15
Decision Journey _ 9/15
Feedback Systems — 11/15
Retention Understanding — 14/15

A mid-grade Customer layer means you have signal but not yet conviction. Value, Story, and Engine each interpret the
customer slightly differently and the misalignment costs you conversion at every step. A shared, evidence-backed
customer view will lift three layers at once.

A strong Customer layer means downstream layers can move fast.

Weakest: Customer Knowledge (8/15) Strongest: Retention Understanding (14/15)

Marketing, product, and sales are each operating on a Run a retention-led growth quarter where new acquisition is
different mental model of the customer. The cost is showing throttled in favor of expanding existing accounts. The

up as inconsistent messaging and slow product decisions. economics shift faster than most leadership teams expect.

VALUE 47/60 | Strong

Value Clarity — 9/15

Differentiation _ 15/15
Pricing Alignment — 12/15
Perception Accuracy _ 11/15

A strong Value layer is the cleanest thing to compound on. Story can be more direct, Engine can charge what the work is
worth, and Growth experiments have a reliable ceiling. The risk is leaving pricing power on the table because the team is
anchored to history.

A strong Value layer means downstream layers can move fast.

Weakest: Value Clarity (9/15) Strongest: Differentiation (15/15)
Buyers cannot quickly articulate why you are worth what Press the advantage into a category-defining narrative: own
you charge. Sales cycles lengthen and discounts deepen. a phrase, a comparison frame, or a metric that the market

starts using by default.

STORY 43/60 | Structured

Brand Narrative — 11/15
Message Consistency — 12/15
Visual Identity ] 10/15
Emotional Resonance _ 10/15

A mid-grade Story creates uneven conversion: some channels work, others quietly burn budget. Engine teams treat this as
a media problem when it is actually a message problem. Tightening Story will shift Engine economics without any new
spend.

A strong Story layer means downstream layers can move fast.
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Weakest: Visual Identity (10/15)

The brand looks different across surfaces, which quietly
erodes trust and recognition. Paid media works harder than
it should to overcome it.

ENGINE

Strongest: Message Consistency (12/15)

Lock the message into a single source of truth document
and instrument message-level conversion across channels.
You will see compounding lift within a quarter.

34/60 | Structured

Content System
Channel Effectiveness
Conversion Process

Retention Mechanics

9/15

11/15

9/15

5/15

Engine at a middle grade is the most common quiet drag. Conversion is acceptable but not deliberate, channels are
running on inertia, and retention is treated as a CS problem rather than a product one. Disciplined Engine work produces

the fastest visible ROI of any layer.

When Engine is weak, the layers above it lose efficiency. Every other layer is paying interest on this gap.

Weakest: Retention Mechanics (5/15)

Retention is a CS function rather than a product function.
The economics of every other channel are being held down
by a leaky bucket.

GROWTH

Strongest: Channel Effectiveness (11/15)

Double down on the one or two channels already working
and starve the long tail. Concentration is what unlocks the
next stage of channel mastery.

35/60 | Structured

Metrics Discipline
Experimentation
Planning Cadence

Compounding Leverage

12/15

11/15

5/15

7/15

Mid-grade Growth means you measure but do not yet learn. Experiments happen, but their outputs do not change
planning, hiring, or budget allocation in the next cycle. Closing the loop between measurement and decisions is what turns

Growth into a flywheel.

When Growth is weak, the layers above it lose efficiency. Every other layer is paying interest on this gap.

Weakest: Planning Cadence (5/15)

Planning is a quarterly event rather than a system. The plan
ages quickly and the team executes against an outdated
picture for weeks at a time.

Growth Operating System | Ecomza | Confidential

Strongest: Metrics Discipline (12/15)

Promote one or two metrics from reporting metrics to
operating metrics that drive weekly decisions. Discipline
without consequence is just measurement.
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PART Il

The Path Forward

From diagnosis to action: priority sequencing, the ninety-day execution
plan, the guided exercises tied to your weakest dimensions, and the
immediate next steps before the strategy call.
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Gap-to-Value Map

Every dimension ranked by priority. The fix order that delivers the highest return. Red scores (0-7) are
critical constraints. Amber (8-10) need attention. Green (11+) are performing.

# DIMENSION

0 Retention Mechanics

a Planning Cadence

e Focus and Trade-offs

° Compounding Leverage

Customer Knowledge

Strategic Alignment

Decision Journey

Value Clarity

Content System

Conversion Process

Visual Identity

Emotional Resonance

@ Feedback Systems
@ Perception Accuracy
@ Brand Narrative

@ Channel Effectiveness

SCORE

5/15

5/15

7115

7/15

11/15

11/15

11/15

11/15
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LAYER

Engine

Growth

Strategy

Growth

Customer

Strategy

Customer

Value

Engine

Engine

Story

Story

Customer

Value

Story

Engine

BUSINESS IMPACT

Retention is a CS function rather than a product function. The
economics of every other channel are being held down by a
leaky bucket.

Planning is a quarterly event rather than a system. The plan ages
quickly and the team executes against an outdated picture for
weeks at a time.

The portfolio of bets is too wide for the team you have. Every
priority is partially staffed and nothing reaches escape velocity.

Growth is being produced through new effort rather than from
systems already in place. Each quarter starts from a colder start
than it should.

Marketing, product, and sales are each operating on a different
mental model of the customer. The cost is showing up as
inconsistent messaging and slow product decisions.

Cross-functional decisions cost more meetings and produce more
rework than they should. Strategy exists in slides but does not show
up in the calendar.

There are silent drop-offs in the customer experience that nobody
owns. Each function defends its piece while the end-to-end journey
leaks revenue.

Buyers cannot quickly articulate why you are worth what you
charge. Sales cycles lengthen and discounts deepen.

Content is produced reactively rather than as a system that
compounds. Each campaign starts from scratch and the back
catalog does not work for you.

Visitors and leads are leaking out of the funnel in places nobody is
actively monitoring. The CAC you report is a partial answer to a
bigger question.

The brand looks different across surfaces, which quietly erodes
trust and recognition. Paid media works harder than it should to
overcome it.

You compete on rational features in a category where the buyer
decides emotionally. The cost is measurable in repeat rate and
word-of-mouth.

At 11/15, this is a solid foundation. Protect this strength.

At 11/15, this is a solid foundation. Protect this strength.

At 11/15, this is a solid foundation. Protect this strength.

At 11/15, this is a solid foundation. Protect this strength.
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Experimentation

Market Definition

Pricing Alignment

Message Consistency

Metrics Discipline

Competitive Position

Retention Understanding

Differentiation

READING THIS MAP

11/15

12/15

12/15

12/15

12/15

13/15

14/15

15/15

Growth

Strategy

Value

Story

Growth

Strategy

Customer

Value

At 11/15, this is a solid foundation. Protect this strength.

Codify the definition into CRM filters, qualification scripts, and
product prioritization criteria so the entire operating system inherits
the precision automatically.

Move from list-price discounting to value-based packaging. Same
headline price, more captured value per customer, healthier sales
conversations.

Lock the message into a single source of truth document and
instrument message-level conversion across channels. You will see
compounding lift within a quarter.

Promote one or two metrics from reporting metrics to operating
metrics that drive weekly decisions. Discipline without consequence
is just measurement.

Convert the position into proof: case studies, comparison pages,
and sales enablement assets that let buyers self-qualify against the
alternatives.

Run a retention-led growth quarter where new acquisition is
throttled in favor of expanding existing accounts. The economics
shift faster than most leadership teams expect.

Press the advantage into a category-defining narrative: own a
phrase, a comparison frame, or a metric that the market starts using
by default.

Start from the top. The dimensions at the top are your highest-leverage fixes. Each one you improve reduces
your Strategy Tax and unlocks value in the layers above it. Do not try to fix everything at once - sequence

matters more than speed.
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90-Day Roadmap

Three phases. Sequenced so each one builds on the last. The priority order comes directly from your gap

data.

Phase 1: Foundation (Days 1-30)

Fix the critical constraints. These are the dimensions dragging your entire system down.

Retention Mechanics (5/15, Engine)
Planning Cadence (5/15, Growth)
Focus and Trade-offs (7/15, Strategy)
Compounding Leverage (7/15, Growth)
Customer Knowledge (8/15, Customer)
Strategic Alignment (9/15, Strategy)
Decision Journey (9/15, Customer)
Value Clarity (9/15, Value)

Content System (9/15, Engine)

Conversion Process (9/15, Engine)

Phase 2: Acceleration (Days 31-60)

Build on the foundation. Target the dimensions that unlock compounding returns.

Visual Identity (10/15, Story)
Emotional Resonance (10/15, Story)
Feedback Systems (11/15, Customer)
Perception Accuracy (11/15, Value)
Brand Narrative (11/15, Story)
Channel Effectiveness (11/15, Engine)
Experimentation (11/15, Growth)
Market Definition (12/15, Strategy)
Pricing Alignment (12/15, Value)
Message Consistency (12/15, Story)
Metrics Discipline (12/15, Growth)

Phase 3: Optimization (Days 61-90)
Protect your strengths and optimize the system for sustained growth.

Competitive Position (13/15, Strategy)
Retention Understanding (14/15, Customer)
Differentiation (15/15, Value)
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EXECUTION PRINCIPLE
Momentum matters more than perfection. Start with Phase 1 this week. Do not wait for perfect
conditions. The businesses that transform are the ones where leadership personally commits to the
first 90 days. Re-run this diagnostic at the end to measure progress.
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Growth Actions

Eight ranked exercises, sequenced from your lowest-scoring dimension upward. Each names the why, the
first move, and the layer it lifts. Do them in order. Do not parallelise more than two at a time.

THE FIRST-WEEK RULE

Pick action one. Block ninety minutes on Friday afternoon. Do nothing else in those ninety minutes except
that action. Most plans fail not because the actions are wrong, but because the first one never starts. Get the
first action shipped before you read action two.

Retention Mechanics
Engine - 5/15

Retention is a CS function rather than a product function. The economics of every other channel are being
held down by a leaky bucket.

FIRST MOVE Calculate the dollar value of a 5% retention improvement on your existing book. That is the
budget you should put behind a structured retention program by next quarter. Identify one
moment in the post-purchase window where the customer feels uncertain and engineer a fix.

SUCCESS SIGNALN 30 days, the structured retention program has its first owner, at least one post-purchase
intervention is live, and cohort retention for the first impacted month is being measured.

Planning Cadence

Growth - 5/15
Planning is a quarterly event rather than a system. The plan ages quickly and the team executes against an
outdated picture for weeks at a time.

FIRST MOVE Audit the last quarter: how often did the plan change in response to data? If the answer is
rarely, planning is a quarterly event, not a system. Stand up a 30-minute weekly planning
ritual that reviews leading indicators and adjusts in writing.

SUCCESS SIGNALN 30 days, the weekly planning ritual has happened four times, two adjustments have been
made in writing, and the leadership team can quote the current week's priority without
checking notes.

Focus and Trade-offs
Strategy - 7/15

The portfolio of bets is too wide for the team you have. Every priority is partially staffed and nothing reaches
escape velocity.

FIRST MOVE List every initiative currently consuming team time. Mark each as Tier 1 (would defend at a
board meeting), Tier 2 (matters but optional), Tier 3 (inertia). Kill or pause every Tier 3 this
week. Re-staff the team toward Tier 1 in writing.

SUCCESS SIGNALUN 30 days, the active initiative count is down by at least one third, every survivor has a single
owner, and weekly progress on the Tier 1 set is visible to the whole leadership team.
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4

Compounding Leverage

Growth - 7/15
Growth is being produced through new effort rather than from systems already in place. Each quarter starts
from a colder start than it should.

FIRST MOVE Identify the single highest-ROI activity from the last quarter and the time invested in it. Now
identify what consumed comparable time but produced no compounding return. Stop the
second one this week. Reinvest the time into the first.

SUCCESS SIGNALUnN 30 days, the high-ROI activity has more time on it than it had a quarter ago, the displaced
low-ROI activity is documented as paused, and at least one new compounding loop has
been named and resourced.

Customer Knowledge

Customer - 8/15
Marketing, product, and sales are each operating on a different mental model of the customer. The cost is
showing up as inconsistent messaging and slow product decisions.

FIRST MOVE Pull the last 10 closed-won deals. Document for each: trigger event, alternative considered,
single most-quoted phrase from discovery. Cluster the patterns. The patterns you find are
your real ICP, not the personas slide.

SUCCESS SIGNALUN 30 days, sales scripts and qualification questions have been rewritten using the verbatim
language from the patterns. The first three uses produce noticeably faster discovery calls.

Strategic Alighment

Strategy - 9/15
Cross-functional decisions cost more meetings and produce more rework than they should. Strategy exists in
slides but does not show up in the calendar.

FIRST MOVE Print last quarter's strategy. Print last quarter's calendar. Highlight every meeting that maps
to a strategic priority. The unhighlighted percentage is your real alignment gap. Cancel the
bottom three recurring meetings that did not advance strategy.

SUCCESS SIGNALN 30 days, three meetings are gone, the strategy doc is referenced in calendar invites, and
at least one Tier 3 initiative has been formally killed in writing.

Decision Journey

Customer - 9/15
There are silent drop-offs in the customer experience that nobody owns. Each function defends its piece while
the end-to-end journey leaks revenue.

FIRST MOVE Pick three recent buyers. Reconstruct each one's buying journey hour by hour from first
touch to signature. Where did they stall? What did they search? Who else weighed in? The
map you produce is your real funnel, not the analytics dashboard.

SUCCESS SIGNALUN 30 days, the journey map is on a wall (not in a slide), one stall point has been targeted
with a specific intervention, and conversion in that stage is being measured weekly.
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Value Clarity

Value - 9/15

Buyers cannot quickly articulate why you are worth what you charge. Sales cycles lengthen and discounts
deepen.

FIRST MOVE Ask three customers: "If you had to explain in one sentence what we do for you, what would

you say?" Record the verbatim answers. The repeated noun is your real value. Rewrite your
home page hero around it this week.

SUCCESS SIGNALUN 30 days, the new hero copy is live, three customers have echoed the new framing back
unprompted, and outbound reply rates have moved measurably.
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Next Steps

Your immediate action plan. Do these in order.

How to use this report now

The diagnostic is the baseline. The work compounds when you run this loop: Ask Maven, Open the first Growth
Action, Assign it, Prove it with evidence, Re-score in 90 days.

Ask Maven, your Growth Companion.

"Why is Engine the constraint when Value is our strongest layer?" "Walk me through the three biggest contributors
to our 28% Strategy Tax." Maven reads your diagnostic, the framework, and this report; every answer is verified
against your data.

Open the first Growth Action.
Open Retention Mechanics in the Growth Actions Workspace. Each action has a seven-step plan, a recommended
owner, and a success metric. Block two hours and walk the leadership team through it.

Assign it. Send a secure shared link.

Add the assignee's email and click Notify assignee. They receive a private link that opens a focused workspace for
that one action only. No login required, nothing else from your report exposed. The link is unique and revocable.

Prove the work with evidence.

The assignee updates status, adds notes, and attaches evidence (a URL or written proof) inside the Workspace.
You receive an email when the action is marked completed. This is the operating loop: diagnose, assign, execute,
prove, reassess.

Re-run this diagnostic in 90 days.

Compare score movement, Strategy Tax compression, and completed actions. If you execute the roadmap, expect
a 10 to 20 point improvement in the overall score and a meaningful reduction in Strategy Tax.

THE COST OF INACTION
Every week you delay, the Strategy Tax compounds. Engine does not fix itself. Competitors who are building
aligned systems are pulling ahead. The diagnostic is not the work. The work starts when you close this
report and open the first exercise.

Generated by the Growth Operating System (GOS) from The Digital Growth.

This framework evaluates businesses across 6 layers and 24 dimensions.




A

Diagnostic Inputs

A summary of the diagnostic inputs that informed this report. Personal answers from the discovery
conversation and the post-diagnostic reflection are presented as third-person summaries so this appendix
can be shared with leadership teams, investors, and boards without exposing internal vulnerability. The
customer quote is reproduced verbatim because it is social proof.

Discovery conversation (synthesised)

SELF-DESCRIPTION OF THE BUSINESS

"Ecomza helps ecommerce and DTC brands in the GCC and Middle East build a clearer, more
profitable online growth system by improving their digital commerce strategy, performance
marketing, conversion, retention, and day-to-day execution.”

PRIMARY CONSTRAINT IDENTIFIED

The CEO identified the primary perceived growth blocker as: The thing keeping us up is that many
ecommerce brands are spending more on traffic and campaigns, but the growth system behind the
business is not strong enough to turn that spend into profitable, repeatable revenue. We need to prove
that Ecomza can move from service delivery and campaign execution into a clearer growth partner
position that improves conversion, retention, and overall ecommerce performance.

STATED 90-DAY INVESTMENT PRIORITY

The CEO indicated that an unrestricted $50K over 90 days would be allocated toward: | would invest
the $50,000 into proving and scaling Ecomza's growth partner model over the next 90 days. The
money would go into three areas: acquiring a focused group of serious ecommerce and DTC brands,
building strong case studies that show measurable improvement in conversion, retention, and revenue
efficiency, and strengthening the systems, reporting, and delivery process that make Ecomza feel less
like a marketing service provider and more like a long-term ecommerce growth partner.

STATED 12-MONTH DEFINITION OF WINNING

The CEO defined a 12-month success state as: Twelve months from now, Ecomza is no longer seen
as a campaign execution partner. It is known as a serious ecommerce growth partner for DTC and
online retail brands in the GCC and Middle East.

WHAT DID NOT WORK IN THE LAST 90 DAYS

The CEO identified the primary perceived growth blocker as: The honest answer is that we have tried
to grow by doing more execution, more campaigns, and more service delivery without making
Ecomza's positioning and growth partner model clear enough. We have helped brands with marketing,
ecommerce, and digital work, but we have not packaged the value strongly enough around measurable
business outcomes like conversion, retention, revenue efficiency, and repeatable growth.
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STRATEGIC CONCERN SURFACED IN DISCOVERY

Discovery surfaced a clear strategic awareness consistent with Structured, the pattern detected in the
scores. The concern centres on whether the business has crossed from a stage where the founder is
the system into one where the system runs without founder presence - with a defined buyer, a defined
offer, and a sales motion that does not depend on the founder being in the room. This concern aligns
with the diagnostic finding that Engine (34/60) is below threshold while Value (47/60) reads strong: the
classic shape of a business whose leverage has not yet been encoded into a repeatable engine.

PRE-DIAGNOSTIC SYNTHESIS - INITIAL HYPOTHESIS

Category Fog

Here is what | am hearing. This is Category Fog. You are doing the work of a growth partner but you
are being bought as a marketing vendor, which means you are underpricing the outcome and
overdelivering on the activity. The result is that prospects judge you on campaign volume and
execution speed instead of on conversion lift, retention improvement, and revenue efficiency. You are
stuck in a service delivery loop that punishes you for the very expertise that should command the
premium. Does that match what you have been feeling?

This was an initial hypothesis from the discovery conversation, generated before any scores were
calculated. Treat it as a starting frame for reading the report, not as the final diagnosis. The
score-based primary pattern is named in The Insight section of this report.

Pre-assessment reflections (synthesised)

STATED GROWTH BLOCKER

The CEO identified the primary perceived growth blocker as: The thing keeping us up is that
many ecommerce brands are spending more on traffic and campaigns, but the growth system
behind the business is not strong enough to turn that spend into profitable, repeatable
revenue. We need to prove that Ecomza can move from service delivery and campaign
execution into a clearer growth partner position that improves conversion, retention, and
overall ecommerce performance.

STATED 90-DAY INVESTMENT PRIORITY

The CEO indicated that an unrestricted $50K over 90 days would be allocated toward: | would invest
the $50,000 into proving and scaling Ecomza's growth partner model over the next 90 days. The
money would go into three areas: acquiring a focused group of serious ecommerce and DTC brands,
building strong case studies that show measurable improvement in conversion, retention, and revenue
efficiency, and strengthening the systems, reporting, and delivery process that make Ecomza feel less
like a marketing service provider and more like a long-term ecommerce growth partner.

STATED 12-MONTH DEFINITION OF WINNING

The CEO defined a 12-month success state as: Twelve months from now, Ecomza is no longer seen
as a campaign execution partner. It is known as a serious ecommerce growth partner for DTC and
online retail brands in the GCC and Middle East.

Post-diagnostic reflection (synthesised)
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CONTEXT ON THE CONSTRAINT LAYER

On the weakest layer, the CEO surfaced the following context: What has prevented us from
addressing Engine properly is that we have been focused on delivering client work and running
campaigns, instead of building Ecomza's own repeatable growth infrastructure. We know how
to execute, but our internal content system, conversion process, channel strategy, reporting
rhythm, and retention mechanics have not been packaged into one clear operating engine.

CONTEXT ON THE STRONGEST LAYER

On the strongest layer, the CEO surfaced the following context: The Value layer developed through
both deliberate work and experience with real ecommerce brands, but mostly organically over time. We
have learned where brands actually create value, where they lose margin, and how weak positioning,
pricing, conversion, and retention affect growth.

| AWARENESS OF THE LAYER GAP

On awareness of the layer gap before the diagnostic, the CEO noted: | was aware there was an
imbalance, but | did not see it as clearly as the assessment shows it. We knew Ecomza had strong
value and real experience helping ecommerce brands grow, but we underestimated how much the
Engine layer was holding the business back.

IN THE CUSTOMER'S OWN WORDS

I know we need more sales, but | do not know if the problem is our ads, our website, our

offer, or the way we follow up with customers.
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Methodology & Glossary

The Growth Operating System from The Digital Growth Playbook by Kalle Sarraj. Six interdependent
layers, twenty-four dimensions, sixteen named patterns. The diagnostic engine that produced this report.

The six layers of the Growth Operating System

Each layer feeds the next. Strategy informs Customer. Customer shapes Value. Value powers Story. Story drives

Engine. Engine feeds Growth. Fixing a downstream layer before its upstream input is set is building on a weak

foundation.

01 Strategy
Where you compete and why
Market Definition - Competitive Position - Strategic Alignment - Focus and Trade-offs

02 Customer
Who you serve and how they decide
Customer Knowledge - Decision Journey - Feedback Systems - Retention Understanding

03 Value
What you mean to the market
Value Clarity - Differentiation - Pricing Alignment - Perception Accuracy

04  Story
The narrative that carries your brand
Brand Narrative - Message Consistency - Visual Identity - Emotional Resonance

05 Engine
Content, channels, conversion, systems
Content System - Channel Effectiveness - Conversion Process - Retention Mechanics

06 Growth
Metrics, sprints, and compounding
Metrics Discipline - Experimentation - Planning Cadence - Compounding Leverage

Dimension scoring scale

Each of the twenty-four dimensions is scored on a four-band scale out of fifteen.

1-5 CRITICAL
Foundational gap. Active drag on performance.
REACTIVE

6-9

Inconsistent. Upside available with focused effort.
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STRUCTURED
Performing reliably. Optimisation opportunity.

10-12

STRONG
Genuine asset. Protect and leverage.

13-15

The sixteen named patterns

Recurring cross-layer dynamics observed across diagnostics. The Insight section of every report names one of these
patterns; the report body traces it through your specific scores.

The Strategy Tax
Misalignment between layers creates economic
drag.

The Activity Trap

High activity hides weak strategy, weak value, or weak
conversion.

The Perception Accuracy
The business creates more value than the market
understands.

The Retention Paradox
Acquisition works, but the bucket leaks.

The Measurement Blind Spot
Metrics exist, but decisions do not change.

The Founder Ceiling
Growth depends too much on founder knowledge and
relationships.

Journey Leakage
Interest exists but confidence breaks before conversion.

Message Drift
Different channels tell different versions of the business.

Trust Architecture Gap
The buyer sees value but still carries too much perceived risk.

Operating Cadence Gap
Planning cycles are too slow for market reality.

Proof Gap
Operational strength exists but is not visible to the buyer.

AQV Ceiling
The business has demand but weak order economics.

Category Fog
The market does not understand what category the company
belongs in.

Offer Sprawl
Too many offers dilute focus, proof, and execution quality.

Channel Mirage
A channel appears productive but hides poor economics.

Referral Dependency
Growth works only when relationship trust already exists.
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ABOUT THIS REPORT

Generated by Growth Al from your assessment scores, your discovery conversation, your post-diagnostic
reflections, your CFO snapshot, the website intelligence scan, and the case-study pattern library.
Confidential. For the named recipient only.
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