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Ourrecommended position, ethos, message, and content strategy. The thinking
behind each call, and what it sets up.
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The spine of the strategy
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Foundation

Audience

Positioning & Ethos

Expression

Content & Activation

The tension, what we heard, the DNA, the arc, the pattern, the goals, and the open ground.

The three readers, on one slide

One position on two tracks. the archetype, the beliefs, and the ownable idea.

How the strategy sounds, and what it never sounds like.

Fillars, channels, the newsletter, the ecosystern, and Aaron’s Roadmap: Trovia & Beyond.
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B 1

The demo works. Productionis where it breaks.

Every operatorhas run the pilot that dazzled in the room and stalled on the way to production. The reasonis
trust. And trust needs visibility: when no one can explain how a decision was made, why the agents acted, or
what information they used, the pilot dies.

Roughly 85% of companies are running Al pilots. Only about 5% reach production, and a confident wrong
answer is worse than no answer at all.

The brand names that gap first, then stands in it as the operator who has closediit.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL

Opening on the pain the operator already feels earns attention before the brand asks for It frames Aaron as the answer to a problem the buyer already owns, so every claim afterit
it. It lands as relief, not a pitch. reads as proof.

a3



B 1

What we heard, and what it means

WHAT WE HEARD

"At the core, | am a problem solver and a product builder."

"If it feels like work, a busy personis going to stop doingiit."

"Often wrong, never unsure."

Built and sold companies. Ran agentic Al at Amazon scale.

WMHAT IT MEANS

The through-line is the operator, not the technology. It travels past Al

He wins on usefulness, never pitch. The content should assume the reader is him.

Honesty over confidence is the standard he holds, and the flag he plants.

Proof no peer can borrow. Story as evidence, never resume.
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B 1 f FOUNDATION L BRAND DRNA

The operator who lives the problem, then builds the solution

One line runs through imaging, cloud, and now trustworthy Al. You do not study a problem from the outside and write about it. You hit it
yourself, in areal business, with real money on the line, and then you build the thing that fixes it. Photo finishing at scale. Data center waste. The
content that broke the agents at AWS. Each company started as a problem you were already standingin.

The brandis not a futurist, a pundit, or akeynote name who has never shipped, but the personin the room who has done the work, is doing it
again right now, and cantell a CEO the truth about what Al will and will not do for their business.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
Your market is full of people who talk about Al and never carried a P&L through it. You We plant the brand on one word you kept returning to: operator first. Everything
have, four companies over, and you are mid-build on the fifth. downstream points back toit.



B 1

') FOUNDATION . THE VERIFIED AR

The operator's arc

One career, told in the order it happened. One pattern across thirty years: hit areal problem, build the fix, watch it get acquired, do it again.

TI

ER ONE . THE PROOF THAT LEADS

Trovia now - rounde
The content problem he hit at AWS, built into a platform. Trustworthy Al for mid-market
companies. The current proof.

Seven counting the pre-close period. A director role building agentic Al Watched Jassy run
the business from 28 to 108 billion.

TSOI.ogic Founded ~28108, built from 2812
Data-center efficiency, piveted hard to cloud migration ecenomics, sold to Amazon. The
pivot is one of the strangest stories inthe set.

PhotoChannel - PNl ¢ cciacne o con

Rebuilt the online photo business into real revenue. The Costco relationship at operating
scale. Peter Fitzgerald was chairman and CEQ for most of these years; Kyle Hall was CEC at
the Staples acquisition.

YPO Bullt the company that gualifed

eany that met

A

EARLY CAREER ' THE FOUNDATION

RIT, Rochester - -:art
Anentrepreneurial town and awork ethic set early, The material is this chapter forward, the
businesses.

Applied Graphics - Fujifilm - o0 - icoe oo

Employee three or four, Into digitalimaging at scale. The New York Dally News image vault. Builtit up
until Fujifilm acquired the company, the first of the multiple exits

Microsoft i ox 2oz

Recruited into the Longhorn era. Big-company scale, learned from the inside. A long time ago now,

butreal

Stanford Executive Program o in: the o
An B-week Stanford executive program in finance and entrepreneurship, not a full MBA. Sharpened
the operator's read of the numbers behind the build.
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61 / FOUNDATION . THE PATTERN & VALUES

The same three moves, four companies deep

@ THE MOVE ® THE MOVE @ THE MOVE

Live the problem Architect the foundation Strengthen the solution

Every company began inside a business he was He does not build one-off fixes. He looks for the He builds on anidea to make it stronger, and says so
running, not on a whiteboard. Photo orders that foundational piece everyone needs and builds that. up front. People who want that grow with him.
would not scale. Servers burning money. Content An Amazon habit he named directly on July 13. People who do not, do not last.

that made the agents lie.

HIS WORDS -+ "a primitive, not a vitamin" HIS WORDS -+ "I dive deep"
HIS WORDS + '"the company started me"

The values in every call: curiosity as the engine, building as the instinct, frugality from a retail operator's brain, and a refusal to reduce people to headcount. On
July 13 he drew the line himself. Fewer non-domain experts, but more real experts, grown inside the business. The value of the core people goes up, notdown.
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81 / FOUNDATION . GOALS

Three goals: pipeline, authority, separability

® YOUR GOAL + PIPELINE ® YOUR GOAL + AUTHORITY ® YOUR GOAL - SEPARABILITY

Trovia deals, faster trust Speaking and advisory A brand beyond the company

You want the person deciding on a six-figure check Invitations to the room: keynotes, executive Whatever this is, you want it to live beyond Trovia.
to trust you fast. briefings, PE advisory.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL

We serve authority first, because it produces the other two. The speaking and writing

The credibility accrues to your name, which is separability. One engine, three outputs,
build the credibility that makes a CEO trust you fast, which is pipeline.

and the long-run asset stays protected.
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01 / OUNE TION . THE OPENING

The crowded field, and the open ground

Frame of reference: the Al-advice field. We recommend claiming the operator's standard, held with real proof.

CROWDED OPEN

Hype and futurism, selling tomorrow. The line between hobby Al and production-grade Al.
Al doom, trading on fear. Honest about what Al knows, and what it doesn't.
Theory with no P&L and no scars. An operator who shipped it and tells the truth.

The model labs, talking models. Broaderthan Al, soit travels.

Empty, and exactly where Aaron lives.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
Pure hype is crowded. Pure caution gets dismissed. The operator's standard, held with A position no competitor can copy compounds. Operator, seller to AWS, and Amazon-
real proof, is open ground. scale Al togetheris a position, not a tagline.
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B2

Who needs to hear from you

The mid-market CEO

QUR ICP DECIDES

A CEO orowner of a $20M to $400M company, often newly
PE-backed, told to use Al to grow and unsure how. An
operator under pressure who needs someone who has done
it. Pete, the New York CEO, is the archetype

SMALLER BUCKET SPEAKING

Event organizers & editors The people

The operator / tech leader

FOLLOWS * TRUSTS

A builder or senjor techn ng whether Al is

real for their business, and who to trust on it. Respects

people who have shipped over people who narrate.

opens once the brand is stood up and findable, so

book stages and source expert voices, the 5] pickup o
it

The investor / portfolio owner

REFERS COMPOUNDS

Aninvestor backing portfolio companies through the Al

question: PE partners and principals ly offices,

angels. The higher-signal referral, and the door to advisory

and diligence work. PE firms find advisors through

recruiters like NewcoTalent, so being findable matters as

much as being followed

ffthe Stanford re

=arch is the model, This one only

comes after the platform exists, not before.



@3 / POSITI

[ AaronRallo ]

The operator who lives the problem, then builds
the solution.

Four companiesin the operator's seat, and now building the fifth, he can tell a CEO the truth
about Al, prove it before he says it, then teach it. The company is the current proof, not his

identity.
FOUNDER + OPERATOR + BUILDER
Serial entrepreneur - AWS, Microsoft . Founder and CEO
Trovia - TSO Logic
WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
This is the one-line position a stranger could repeat back, and it holds him at the high A position people can restate is a position that spreads. The founder who has beenin the
level: bigger than any single technology or company. Earned and specific, not an seat is the part they repeat first,

everyman claim that fits any founder.
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03 / POSITIONING & ETHOS . TWO TRACKS

One position, two parallel tracks

The umbrella message carries the person. The Trovia track expresses it for the buyer deciding right now. Same operator, both directions, separable by design.

® TRACK 81 - AARON, EVERYWHERE ® TRACK 82 - AARON, FOR TROVIA

The operator who lives the problem, then builds the The operator who makes Al trustworthy by
solution. improving accuracy.

The all-encompassing message. It travels past Al, carries the speaking, advisory, For mid-market operators adopting Al faster than they cantrustit, Aaron Rallo is
and writing, and holds no matter what he builds next. the operator who makes Al trustworthy, because he has built and sold

companies, sold one to AWS, and led agentic Al at Amazon scale. He takes on the
problems others only complain about, including the ones AWS could not crack,
and reads clearly what overwhelms a traditional enterprise. Trustworthy is the
broad promise; accuracy is Trovia's wedge, sharper once the research backsit.

OPEN DECISION + PENDING ANDREA

Hope signed off on the combined line. Andrea engaged warmly but neverlocked it, so
this closes on the thread, not here.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
You want the two brands to travel together without collapsing into one. One umbrella The "why him" a buyer repeats is the Trovia line. The claim that outlasts any company is the
position, one Trovia expression, each doing its own work. umbrella. Locked together, they stop drift across every channel.
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B3

The Builder, working as an Operator

Aaron's core is the Creator, and he lives it as the Operator: he builds to a P&L, not to a demo. His supporting archetype is the Sage and
Truthseeker, the one who demystifies.

THE CREATOR, AS OPERATOR THE SAGE & TRUTHSEEKER, THE DEMYSTIFIER
Experience it, envision a solution, build it. He builds to a business, notto a He tells nervous Al committees what is ready. Truth over performance, in the
demo. A skeptic at the core: he questions everything and asks the right product and in the room.

questions, because how he solves a problem matters as much as that he
solvesit.

"lam not physically able to see a problem and leave it unsolved."

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL

The archetypeis drawn from his own words and record, so it reads as true, not assigned. It tells every writer how he shows up: the builder who has done the thing and will tell you
the truth about it, never the prophet on the mountaintop.
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B3

I

The beliefs that drive him

Honesty over confidence. Experts get amplified, notreplaced.
Say 'l don't know’ rather than fake it. Answer confidence from 80% to 98%. There is no substitute for twenty years on the job.
Usefulness wins. Differentiation is worth protecting.
He eams the room. He never pitches it. How many flavors of vanilla do you need?

Ship before perfect. Human-made matters.

Reps beat polish. Atypois fine. A fake sentence is not. He will not pass Al-written words off as his own.

Efficiency and frugality.

Aretail operator's instinct to take the cost ocut of everything, from photo
imaging to data centers to Al inference.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL

These are his convictions, on tapeand in the product, not values invented for a deck. The ethos is the filter for every post. It keeps the brand honest and unmistakably his.
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B3

Vision & mission

VISION

A world where any business can trust Al, where the uniqueness of every business is celebrated rather than averaged
away by general models, and where the people who hold its expertise are amplified — not replaced.

MISSION

Aaron builds Trovia, finds and solves operators' million-dollar problems, makes their knowledge accurate and
accessible, and teaches leaders how to adopt Al without getting burned.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL

Avision stated as a positive future gives people something to move toward, which It sets the direction every quarter's content ladders up to, so the work stays coherent as
motivates more than a problem to escape. it scales.



B3

Core offering statement

Aaron helps operators turn hard-won knowledge into an advantage, building the systems and making
the calls that let a business move faster without losing what makes it trustworthy or distinct.

His time in the operator's seat, a company sold to AWS, and Al run at Amazon scale back a simple

promise: the truth about what is ready and what is not. The company is the vehicle. Aaron is more than
the company.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
Stated plainly in his own terms, it reads as conviction, not a positioning exercise done to Motice Trovia is not in it. This is the sentence that still works if he starts a sixth company,
him.

which is why the personal brand can compound on its own.
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B3 f POSITIONING & ETHOS . THE OWNABLE IDEA

Make it true before you claimit

EXPERIENCE THE PROBLEM > BUILD THE SOLUTION m » CLAIM

This is your line, drawn from your own operating rule. At TSO Logic you did not claim the cloud-cost result, you ran the research with Stanford and
proved it, then wrote about it. At Trovia you refuse to state the accuracy numberuntil the research backs it. Vision can run ahead, spoken as the
journey and kept conditional, the way every builder talks the future before it ships. The claim comes after the proof, never before. The vocabulary
you own: prove it first, then claimit, then teachit.

WHY WE RECOMMEND IT WHY IT'S IMPACTFUL
Plenty of people could say be honest about Al. Almost no one can say it from four Itis hard to copy, since a competitor would need the same history to make it credible.
companies of shipped proof and mean it as a method. and it aligns you with Trovia's stance without leaning on Trovia.



@3 [ POSITIONING & ETHOS - THE EDGE

Whatitis, and whatitis not

® THIS BRAND IS

An operator's point of view. Earned inreal businesses with money at stake.

Honest aboutlimits. Clear onwhat Al will and will not do.

Useful before it sells. It teaches firstand lets trust do the rest.
Quietly confident. Authority that doesnot need volume.

Built to outlast Trovia. Anchored to the person, not the company.

Rootedin thearc. Imaging to cloud to trustworthy Al, one line.

Sharing the stage. The team stays visible, with room for their contributions and

credit.

® THIS BRAND IS NOT

A futurist or hype account. Mo predictions untethered from what he shipped.
A guru performance. Mot the loud style he unfollowed on purpose.

Trovia's marketing feed. The company is proof, not the subject of every post.
A personal memeir. His history is the material. His family is not.

Selling headcount reduction. He rejects the cut-your-team pitch outright.

Polished into hollow. Mot so finished it stops sounding like him.
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G4 f EXPRESSION . DIGITAL TONE OF VOICE

Amazon-crisp, with a storyteller's warmth

Short declaratives. Decisive and accommodating in the same breath. No filler. A warm one-line close. Plain words over jargon. Hyphens, not em
dashes. Comfortable shipping before it is perfect. And the edge under the crispness: you tell the story. The people and the stakes stay in the frame,
which is what makes the technical land.

® SOUNDS LIKE YOU ® DOES NOT SOUND LIKE You

"Most Al projects fail. Here's the part nobody says.” "Intoday’s rapidly evolving Al landscape, organizations must navigate
unprecedented complexity.”

"The product needed rebuilding. | funded it myself, on a hard deadline.”

"I'm thrilled to share some exciting learnings from my entrepreneurial journey!”

Yougaonitneed ewar peaple. Youneed yourbest pegple tocountiormors. "Alis a game changer that will revolutionize how you unlock business value.”

"We proved it first. Then we saidit." "It's not about the technology, it's about the people.”
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G5

Five subjects, every one already yours

Teach the operator's view of trustworthy Al, fromreal experience, on a steady cadence, and let trust convert. Every piece proves the ownable idea and is written for the one

reader.

e1

02

e3

04

@5

Why Al projects fail

The pivot file

Crisis, managed

Building and exiting

People and the machine

Most pilots never reach production, and the reason is content, not the model. Yours because you hitit at
AWS and built Trovia te fix it. The anchor essays and most shareable posts.

TSO Logic from efficiency to cloud economics, and the $300K on three months of runway. Proves
conviction and operator judgment under real pressure. The signature story pieces.

The Costco delivery under lim Sinegal, over-promised and clawed back through effort. Proves resilience
and standing behind the work. The human content that builds trust fast,

A multi-exit operator's view of building companies people want to buy. Proves credibility to the PE and
advisory reader. Pulls advisory and speaking inbound.

Al should make your best people count for more, not cut your team. Proves the human-centered ethos, Your
most distinctive point of view,

NEWSLETTER * LINKEDIN

LONG-FORM * TALK

STORY POST -

NEWSLETTER

ADVISORY-FACING - PE

POV ESSAY -+ KEYNOTE

20



@5 / CONTENT & ACTIVATION CHANNELS CADENCE TEF

Whereitruns, and how often

® CHANNEL ® CHANNEL

LinkedIn - three a week Newsletter - monthly

Your proven room. One honest post already produced Short and scannable, a few sections perissue, notlong
three sales calls in a day. Three perweek: one pillar essays. On Beehiiv, sent fromyou, not from Trovia, so it
idea, one story, one sharp take. First KPI raise the lives beyond the company. Launched with the site.

reaction floor off 36-48. FROM AARON, NOT TROVIA

CONTRACTED CADENCE

® CHANMNEL

aaronrallo.com - the base

The durable home you own. Speaking booking, PE
advisory, a migration FAQ, and pages indexed so the
right searcher and model find you.

COMPLEMENTARY BUILD
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@5 / COMTENT & ACTIVATION

A newsletter name that survives Trovia

Ten starting points, none locked. The name should feel like an operator wrote it, and outlive any single company.

e1 Rallo's Read Name-anchored and alliterative. You hear his voice when e2 The Builder's Honest Read The honest read, in the builder's voice
youseeit
sz The Operator Desk A standing dispatch from inside the work. sa The Operators Inthe spirit of the YPO show, plural and peer-to-peer,
o5 Million Dollar Problems Thereal problems operators are actually solving o Make It True His method, stated every time it lands.
o7 The Operator's Log Day-in-the-life of a building CEO, short and current. ess Field Notes Observations from the seat, not the sideline
pa  Built, NOtBOUth The builder’s view, plain and earned 10 The Honest Read The truth about what Al will and will not do.

OPEN DECISIONS C TO SETTLE TOGETHER
81 The usage split. How much of the content speaks as Aaron versus as Trovia, and where the line sits between the personal platform and the company voice.
82 The positioning. Applying the lessons from the past to the current problem, the arc from the earlier companies and AWS carried into what Trovia is solving now.

83  The newsletter origin. Whether it launches from Trovia, from Aaron, or as a hybrid with him in the CEO seat speaking on Trovia. The Arcbound view is that long term there may be a
need forboth as separate deliverables,




@5 / COMTENT & ACTIVATION

How your message extends into everything you do

Writing, speaking, podcast, outreach, advisory, and product. The full suite, and not separate efforts. Each generates the raw material for the next.

® SURFACE

Speaking

Keynotes, executive briefings, YPO rooms, Every talk is built
from the pillars and sends listeners back to the site and
newsletter.

FEEDS + WRITING

® SURFACE

Outreach

Founder-led notes to the exact reader, warmed by the writing.

The content makes the introduction before you ever send
one

FEEDS + PIPELINE

® SURFACE

Podcast

Guest seats first, the fan Tien episode leading. An owned show
once the cadence proves out. Long-form trust at depth.

FEEDS + AUTHORITY

® SURFACE

Advisory

PE advisory and diligence, migration expertise. Al-readiness
for portfolio companies. Each engagement becomes a story
worthwriting.

FEED5S » PIPELINE

® SURFACE

Writing

Linkedin and the newsletter. The hub. [t captures what you
learn on the other surfaces and turns it inte the authority that
draws them

FEEDS =+ ALL

® SURFACE
Product - Trovia

The live proof that everything else isreal. The build generates
honest material no commentateor has. and sends theright
buyer back.

FEEDS + PIPELINE
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G5

The brand will always outlast the company

® SHORT TERM * NOW

Troviais the proof and the vehicle

The build gives you honest, current material no pundit can match, and the authority
sends your exact ICP back to the company. The personal platformis Trovia's front

doar.

SAME READER,

BOTH DIRECTIONS

® LONG TERM * SEPARABILITY

The operator outlasts any one company

Everything anchors to the person: the arc, the ownable idea, the newsletter and
site under your own name. If the company changes, the brand keeps
compounding.

HIS WORDS - "live beyond Trowia"
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@5 f CONTENT & ACTIVATION

Aaron'sroadmap: Trovia & beyond

8-3 MO Foundation live

3-9 MO Body of work

9-18 Mo Authority visible

18-36 MO Separable & compounding

Lock the strategy and the visual identity with Andrea. Stand up aaronrallo.com with the voice file behind
it. Launch the newsletter as Aaron Rallo. Begin three a week on LinkedIn. Release the lan Tien episode,

The cadence holds and the pillars rotate into a corpus, then a workshop, a keynote deck, and a speaker
one-pager for the PE Al-day circuit. Co-author with Charlene. The first inbound from content is
nameabile,

Speaking invitations traceable to the platform. Pipeline that opens with "l read your piece.” Firmup
advisory, put verticalized case pages on the site, and an owned show is finally worth the spend.

Acompany-independent authority, standing on your name. Speaking and advisory as standing
revenue, and a corpus deep enough to become a book. Whatever happens with the company, the
platform keeps working.

SERVES + AUTHORITY

SERVES 3+ AUTHORITY,
PIPELINE

SERVES » PIPELIMNE,
SPEAKING

SERVES + SEPARABILITY

WHY WE RECOMMEND IT

Deliberately patient, the way you were at TSO Logic. Enough signal before the big bet.

WHY IT'S IMPACTFUL

Mo reachin month one, no podcast before the base is proven. next. Scale on an unproven signal is wasted money.

Foundation, then cadence, then amplification, then permanence. Each stage earns the
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What happens next

o1 Website copy
02 Design

03 Newsletter

The words for aaronrallo.com, written in your voice from the pillars and the arc.

The visual identity and the site, led by Andrea from the visual discovery.

Launched from you, not from Trovia, alongside the site.
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ARCBOUND

Strategy isa set of ch0|ces about what to do, and just



