FRX MEDIA

Your ROAS isn‘t a
ceiling.

Why ads stop scaling, why nobody tells you, and the
account structure that breaks through.

AD SPEND -

THE FRONTIER PLAYBOOK

For founders, agencies and freelancers



@1 — SOUND FAMILIAR? FRX.MEDIA

The loop every growing brand
gets stuck in

The good month
3x ROAS. Let's double it.

v A

Repeat The push
Same spend. Same ROAS. Budget doubled

THE
A SCALING LOOP Y

6 months later,
nothing has grown.

4 )
The retreat The slide
Budget cut back 33X » 2.4x - 2.]x

\_ J

Vr . N A
The panic
"Learning phase? iOS?"
\ J
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82 — WHAT YOU'RE TOLD FRX.MEDIA

You've heard every excuse

4 4

"It's the learning

“Creative fatigue."

phase.”

5 a
"10S killed "The audience is
tracking." saturated.”

Usually, it's none of these.

It's how the account is built.
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03 — THE BIG LIE FRX.MEDIA

Think of an apple orchard

HOUR 3

Top of the tree O ¢
Few apples, high cost ‘

Need a ladder (o

Slower and pricier ‘ ‘
HOUR 1 ‘ ‘ “

Low branches ( ’

Fast and cheap

Ads work the same way. The first dollars reach the easiest
buyers. Every extra dollar has to reach further — and the
average hides it.
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©4 — THE MATH

dollar

8X
6X
4x

2X

Ox
$250 $500

FRX.MEDIA

The dashhoard vs your next

Dashboard: 3.0x

average of every dollar

Next dollar: 0.74x

what the extra $1 returns

—-— o o o o e o fen o e e o o o o o e o D O D S S M M e e O

Below 1.67x break-even,
every extra dollar loses money

$1,000 $1,500 $2,000
Daily ad spend

Illustrative account at a 60% margin. Not client data.

The Frontier Playbook
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FRX.MEDIA

The ceiling is where
your stops
paying for itself.

g !

PUSH HARDER

Same curve. Worse returns. More return at every budget.

Don't ask "how do we spend more?"
Ask
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06 — THE DIAGNOSIS FRX.MEDIA

5 hidden reasons your ads
stop scaling

Each one looks harmless. Together they build the ceiling.

'I One scoreboard for every dollar

"Prospecting ROAS was bad, so we turned it off."

Paying for sales you'd get anyway
"Retargeting is our best campaign at 8x."

2

Chasing revenue, not profit
"Our average order value keeps dropping.”

"We launch creatives every week. Nothing changes."

New customers judged on day 7
"ROAS dropped in January and never came back."

ll 50 ads that are really 3 ideas
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REASON 1 FRX.MEDIA

One scorehoard for every
dollar

Tell every campaign to hit 3x and it only buys the easy sales.

Past customer

oX today '-',g b
M
- BOUGHT
== The same easy,
.o nearby buyers
Easy buyer =
3 2y t dy g ’
.2X today o
=
<
o e R
s N : :
New customer = NEVER BOUGHT |
2x today X L Your growth :
6x over the year lives here !
I
\ Y, |
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REASON 2 FRX.MEDIA

Paying for sales you'd get
anyway

Retargeting looks like your hero. Much of it is taking credit, not
creating sales.

RETARGETING, AS REPORTED: 8.0x

~5Xx it actually caused //
7

lllustrative: 8x reported with 37.7% of credit not incremental.

of purchases credited under 7-
day click + 1-day view weren't

incremental, in one analysis of

Meta spend

of daily budget went to returning
customers in some Advantage+
accounts (audit of 38)
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REASON 3 FRX.MEDIA

The machine is chasing the
wrong prize

You tell Meta what a sale was worth. Not what you kept.

-------------------------------------------------

ORDER A ORDER B
Thin margin Fat margin
You keep $8 You keep $180

WHAT META SEES

1purchase - 1purchase

So it buys whichever is cheaper to get. Usually the $40 one.

Margins illustrative.
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REASON 4 FRX.MEDIA

Your 50 ads are really 3

Meta reads the ad itself to pick who sees it. New colours,
fonts or headlines don't make a new idea.

!

Ideal Idea 2 Idea 3

- Ssame crowd - same crowd - Ssame crowd

3 ideas reach 3 crowds — again and again, until they tire of you.
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REASON 5 FRX.MEDIA

New customers judged on day
7

Your most valuable customer often breaks even on the first
order.

Real value: +$50
2 repeat orders later

Judged here

"unprofitable" - cut

Day O Day?7 Day 30 Day 60

IlTlustrative customer: -$10 after the first order, +$50 by day 60.

Jan 12 Mar 3

/- and 28-day view windows Only link clicks count as clicks
removed

Many accounts "lost" 15-40% of reported sales overnight. Real sales
didn't change.
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87 — HOW META DECIDES FRX.MEDIA

In 2026, the machine picks
the audience

In a split second, for every person who opens Instagram:

Tens of millions of ads

Andromeda: a shortlist of a few thousand

GEM: predicts who will buy

YOU CONTROL 3 LEVERS

Your ad The value you Your limits

The creative is now send Budgets, bid goals,

your targeting It finds what you exclusions

reward
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FRX.MEDIA

Introducing

Split the account into 4 zones. Each with one job, one
audience and its own scoreboard.

25%
®
Core Frontier
Steady profit today Customers you've never
had

The trees already giving fruit
New land you're planting

Lab Harvest

The next winning idea People who already know

The nursery you

The stall regulars return to

The Frontier Playbook 14



09 — HOW IT FLOWS FRX.MEDIA

Ideas move up. Buyers move
in.

winners proven

.1 FRONTIER CORE

tests new ideas wins new customers steady profit

Budget follows
the job, not HARVEST

the funnel. every buyer becomes a regular

STARTING BUDGET SPLIT

Core 50% Frontier 25% | Lab15% [ "arvest

10%
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10 — FOUR SCOREBOARDS FRX.MEDIA

Each zone is judged on its
own clock

The #1 reason Frontier works: it's allowed to break even today.

CORE —o

Hits target ROAS this week

FRONTIER —_—e

Profit per new customer by day 60

Share of buyers who are brand new

HARVEST —o

Sales it caused — not claimed

Day O Day7 Day 30 Day 60
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FRX.MEDIA

11 — THE NEXT DOLLAR RULE

Fund the hest next dollar, not
the best average

1. Pick one zone

' 2. Add 25% budget for 7 days

1

1
: v
]
' 3. Extra revenue + extra spend

I pepeat every
= that zone's next-dollar return

1 + your margin

: 14 days

I

I

- ‘

1

I

I

I

! VES Above NO
! € break-even? —>
1

|

1

|

Move money to Stop adding budget

Back to Lab.

the zone with the best
Find new ideas.

next dollar

17
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12 — WORKED EXAMPLE FRX.MEDIA

Core looks hest. Frontier is
best.

Average return @ Next-dollar return

3.0x
3X 2.8x

Core Frontier Lab

Most accounts feed the tallest grey bar. Frontier feeds the tallest
red one. That one decision is how the ceiling forms — or breaks.

Illustrative numbers.
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13 — THE IDEA GRID FRX.MEDIA

Make ads the machine sees
as different

A new idea changes at least 3 of these 4:

FORMAT

video, static...

|dentity Gift Problem solved

"This is who | am" "For someone | love” "Finally, it fixed it"

Proof Value Discovery

"Everyone trusts this" "Better than the pricey "Didn't know this
one" existed"

Zpeople « B reasons x &formats = 2& real ideas

The one-sentence test: if two ads describe the same in one sentence, Meta
sees one idea.
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14 — THE NEW SCOREBOARD FRX.MEDIA

Stop asking "what's our
ROAS?"

Ask for these 3 numbers every week — from your store, not
the ad platform.

Total return (MER) Holds steady -

A1l store revenue = all ad spend

New-customer return Rises 1

First-time buyer revenue * all ad spend

customer Ahove zero 1

(Orders in 60 days x margin) - cost to
acquire

9 60-day profit per new

All three hold or rise while spend grows? You're scaling for real.
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15 — THE CEILING TEST FRX.MEDIA

Tick what's true. 2 minutes.

Every campaign has the — Retargeting shows our best
same ROAS target ROAS

We don't exclude past — We send revenue, not profit,
customers to Meta

Cheap and pricey products — Most ads are versions of 2-3
share a campaign ideas

New-customer campaigns
judged in 7 days

ROAS drops - we cut back
within a week

Never compared ROAS to
total store revenue

Nobody knows our next-
dollar return

0-2 3-5

6-10

Structure is fine. Look at Growth left on the table. Your account built your
offer or market. ceiling.
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16 — MYTHS FRX.MEDIA

What you've heen told vs
what's happening

Fheaudieneeissainraies- | Your ideas are saturated.

Learning takes days. A

—_——— months-long plateau is
structural.
_— : . .
| | It's best at taking credit.
———
— That's the same flat curve,
—_— slower.
: You need more different
We-Reearoreereatives: .
ideas.
—— Very high ROAS often means
—— underspending.
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17 — FOR AGENCIES & FREELANCERS FRX.MEDIA

The build sheet

v CAPIllive + deduped v Value = margin, not revenue

v Buyer list refreshed weekly v Catalogue split into price lanes

v Benchmarks reset to 2026 rules

FRX | CORE - Hero

Advantage+ Sales ROAS goal = target Exclude buyers 540d

FRX | CORE - Entry

Advantage+ Sales ROAS goal = target Exclude buyers 540d

FRX | FRONTIER 25%
Advantage+ Sales ROAS goal = break-even Exclude buyers, visitors, engagers
Manual sales 1ad set per idea Fixed daily budget

FRX | HARVEST

Manual sales Cost-per-result goal Buyers + engaged only

W

The Frontier Playbook 2



18 — RULES OF MOTION FRX.MEDIA

When to promote, kill and

refresh
~ - .

( N\ )
Promote Promote Refresh
7 days live frequency > 2.5 or
cost/sale < 1.3x Core ta2r1 Staxr/estain diversity "Low" -
70%+ buyers new 9 add 2 Lab ideas
\_ L _J
4 N\ ™
Kill
Harvest hard cap
2 target cost/sale Over 10-15% of spend, or not causing sales - cut back
with no sale
g J \_ v

THE WEEKLY RHYTHM

Read the Next Holdout test to

Kill, promote, Launch Lab
prove lift

brief 3 new ideas ideas, check
frequency

Dollar test, report
3 numbers

Budget moves: max 25% per change, 72 hours apart.
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19 — BEYOND META

FRX.MEDIA

Same idea. Every ad platform.

Wherever a machine does the bidding.

Meta
Reward profit I\C/':L?in via
Wall off new Exclusions in
customers Frontier

Capped

Cap the Harvest :
retargeting

Step tests by
zone

Next Dollar Rule

Google

Margin as
conversion value

"Only bid for new
customers”

Retention goal,
brand kept separate

Step tests by
campaign

Microsoft

Margin as
conversion value

New-customer
goal in PMax

Capped
remarketing

Step tests by
campaign

Lead gen or B2B? Swap "purchase" for qualified lead and closed

deal. Swap "60 days" for your sales cycle.

The Frontier Playbook
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FRX MEDIA

Let's break your

Free 30-minute ceiling audit. We'll map your curve, find your
next dollar and show you where Frontier fits.

frxmedia.com

linkedin.com/in/faisallrathore

Found this useful? Save it. Share it with a founder who's stuck.

The Frontier Playbook
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SOURCES FRX.MEDIA

Sources

Numbers marked illustrative are models used to explain the
idea, not client results. Platform features as of September
2026.

. Meta Andromeda — Engineering at Meta (Dec 2024)

. Meta's Generative Ads Model (GEM) — Engineering at Meta (Nov 2025)
. Meta's creative diversity metric — Search Engine Land (Aug 2026)

. 28-day view window removed Jan 12, 2026 — Seresa

. Meta Ads updates 2026 (link-click attribution) — AdManage

. Incremental attribution — WorkMagic

. Incremental attribution on $1M — Seer Interactive

. Where Advantage+ Sales budget goes — Enalitica

© 00 N O o & WO DN P

. No more existing customer budget cap — Jon Loomer

=
o

. Value rules deep dive — Jon Loomer

=
=

. Profit-based optimisation on Meta — Stape
. ROAS vs marginal ROAS — Mutt Data

. Google Ads acquisition and retention goals — Search Engine Land

(SRS S
w N

14. Performance Max updates, Jan 2026 — Microsoft Advertising

Free to share and use, with credit to FRX Media - frxmedia.com
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