
C A S E  S T U D Y   /   P A I D  M E D I A  +  E M A I L  R E B U I L D

Moral Decay Patchwork
Tested relentlessly, scaled what worked

Veteran owned, made in America  /  handcrafted leather patches, apparel and tactical gear

Established niche brand, 835+ five star reviews  /  paid media and email managed by Malik
3.00x
blen de d ROAS

$378K  t rac ked o n $126K sp en d

A  c a s e  s t u d y  b y  M a l i k



E X E C U T I V E  S U M M A R Y

Discipline, not spray and pray

3.00x
B l e n d e d  R O A S   /   $ 3 7 8 K  t r a c k e d

A veteran owned, made in America brand. I started on email only, 
earned the Facebook ads, and rebuilt both. Across 69 tested 

campaigns the account holds a steady 3x on $126K of managed 
spend, while the email program was rebuilt to top decile 

deliverability and grew attributed revenue 248%.

B L E N D E D  R O A S

3.00x

held across 69 campaigns

T R A C K E D  R E V E N U E

$378K

on $126K of managed spend

C A M P A I G N S  T E S T E D

69

to find what scales

E M A I L  A T T R I B U T E D

+248%

attributed revenue YoY
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M A N A G E D  W I N D O W   /   P A I D  +  E M A I L

Results at a glance

T R A C K E D  R E V E N U E

$378K
on $126K of Meta spend

B L E N D E D  R O A S

3.00x
held while testing

P U R C H A S E S

7,310
from Meta, US market

C A M P A I G N S  T E S T E D

69
to find what scales

E M A I L  A T T R I B U T E D

+248%
attributed revenue YoY

E M A I L  O P E N  R A T E

53.6%
75th percentile, Good

T H E  H E A D L I N E :   a steady 3x held across 69 tested campaigns, plus an email program rebuilt to top decile health and up 248% in attributed revenue.
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T H E  S T A R T I N G  P O I N T   /   E M A I L  O N L Y ,  N O  T E S T I N G

Strong brand, no system underneath

WHAT I STARTED WITH STATE IMPACT

Scope Email only A trial, not the full account

Paid testing None No structure, no winners found

Email program Low base Deliverability and LTV ignored

Creative direction None No copy or creative discipline

Retention Untouched Strong brand, weak repeat engine

T H E  B R I E F

Make every dollar 
testable, then scale 
the winners.

Build a clean paid structure, rebuild the 
email, and grow lifetime value off a loyal 
base.

Built with intent, not guesswork.
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T H E  T R A N S F O R M A T I O N   /   E M A I L  +  S T R U C T U R E

Before vs after the takeover
M E T R I C B E F O R E A F T E R M O V E M E N T

Email attributed ~$8.8K $30.8K U P  2 4 8 %

Campaign revenue ~$2.4K $15,583 U P  5 3 7 %

Email reach ~34K 229,593 U P  5 6 7 %

Flow revenue ~$6.4K $15,262 U P  1 3 8 %

Open rate 43.8% med 53.6% 7 5 T H  P C T L

Paid testing None 69 campaigns S Y S T E M I S E D

Channels managed Email only Email, SMS, FB E X P A N D E D

T H E  R E A L  P R O O F   email attributed revenue up 248% and campaign revenue up 537%, with deliverability rebuilt to the top decile  /  a 
retention engine, built from scratch.
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M E T A  A D S  M A N A G E R   /   P L A T F O R M  R E S U L T

$126K of spend, a steady 3x back

Meta Ads Manager, 69 campaigns in the US market, Jan 2025 to Jun 2026 (USD). One scaled ABO carries most of the account 
at 3.02x.

P L A T F O R M  R E S U L T

$378K
tracked sales

3.00x
blended ROAS

7,310
purchases

$126K
ad spend
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6 9  C A M P A I G N S   /   T H E  S T R U C T U R E

Tested relentlessly, scaled the winner

Workhorse ABO

Catalog ASC

CBO 60$ 20/6

CBO 60$ 25/7

LAL CBO 30$

ABO Top Coll.

0 0.5 1 1.5 2 2.5 3 3.5 4

3.02x

3.46x

3.55x

3.20x

2.83x

2.71x

Platform ROAS by scaled line, pulled from Ads Manager

T H E  W O R K H O R S E

Scaled ABO
$224.5K rev  /  3.02x  /  4,176 orders

One line carries roughly 59% of the account. The catalog 
ASC runs hotter at 3.46x.

T H E  S T R U C T U R E

69 tested
Most were small, fast tests. The winners earned the budget 
and held around 3x.
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K L A V I Y O   /   D E L I V E R A B I L I T Y  +  G R O W T H

Email rebuilt for health, then growth

I N D U S T R Y  B E N C H M A R K  P E R C E N T I L E S

Open rate 53.6% G O O D 75th

Conversion rate 0.124% G O O D 75th

Bounce rate 0.214% E X C E L L E N T 89th

Click rate 0.926% F A I R 38th

Opened and trusted. Click rate is the honest next lever and the focus now.

T H E  E M A I L  T U R N A R O U N D

+248%
attributed revenue YoY

+537%
campaign revenue YoY

$30.8K
Klaviyo attributed

229,593
emails sent, up 567%
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T H E  W O R K   /   T E S T E D ,  T H E N  S C A L E D

What I actually did

TEST  E VE RYTHING ,  SC AL E WH AT EAR NS  IT

69
CAMPAIGNS TESTED

Small, fast tests across angles and structures. The few that 
earned it got the budget and carry the account.

T H E  F O U R  M O V E S  T H A T  M A T T E R E D

Relentless paid testing

ABO and CBO, catalog, cost caps, value optimisation

Scaled the winner

One ABO carries the account at a steady 3x

Email rebuilt in Klaviyo

Flows, campaigns and SMS, deliverability to top decile

Creative briefs and CRO

Persona led briefs, statics via designer and AI, site in build
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O W N E R S H I P   /   T H E  O P E R A T O R

How I treat this account

I treat this brand as if it were my own. 
Every test, every dollar, every email is 
run like I have skin in the outcome, 
because that is how a niche brand 
compounds.

M A L I K   /   T H E  O P E R A T O R

Earned, not handed over

Started on email, earned the Facebook ads

69 campaigns tested, winners scaled

Email rebuilt to top decile deliverability

Building retention and site CRO next
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S U M M A R Y   &   O U T L O O K

A profitable base, built to compound

“Not spray and pray. Test everything, scale what 
earns it, and rebuild the email underneath.”

Moral Decay Patchwork is a veteran owned, made in America brand with a loyal base and 835+ five star 
reviews. I came in on email only, earned the Facebook ads, and rebuilt both. Across 69 tested campaigns 
the account holds a steady 3x on $126K of spend, while the email program was rebuilt to top decile 
deliverability and grew attributed revenue 248%.

The next phase is clear from the data: shift more budget toward the catalog ASC that runs at 3.46x, lift 
the email click rate from Fair, and tighten checkout conversion, so a strong brand finally compounds 
through lifetime value.

V I T A L  S T A T S

3.00x
b l e n d e d  RO A S

$378K
t ra c ke d  r e ve n u e

69
ca m p a i g n s  te st e d

+248%
e m a i l  a tt r i b u t e d  Yo Y

7,310
p u rc h a s e s

53.6%
o p e n  rat e ,  7 5 t h  p c t
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C A S E  S T U D Y  B Y  M A L I K

Thank you
Want every dollar tested and a structure that holds at scale? 
This is the system I build.

Moral Decay Patchwork

Paid + Email Rebuild Case Study  /  2025 to 2026

malik.ahmad738@gmail.com

Malik  /  E-commerce Performance Marketing
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