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Organic Growth Diagnostics

Organic Growth Diagnostics is a discipline created by Growth Forensics. It is not a new methodology for doing

SEO differently. It is a fundamentally different type of engagement.
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The Problem With How Organic Growth Is
Approached

Most organic growth failures are not execution failures. They are diagnostic failures. A specific constraint

exists somewhere in the organic growth system that nobody has identified because nobody has looked at

the whole system at once.

This is the gap that Growth Forensics was built to fill. Not a new approach to doing existing things better,

but a structurally different type of engagement: one that starts with diagnosis before any intervention is

recommended.

The discipline is built on a single premise: before any resource is committed to fixing an organic growth

problem, the structural cause of that problem must be identified through systematic investigation. The

investigation precedes the intervention. Always.

This distinction matters commercially. A company that fixes the wrong component first wastes the investment

and compounds the delay. A company that identifies the binding constraint first and addresses it in the

correct sequence produces compounding results from the same level of resource commitment. The

difference is not execution quality. It is sequencing. And sequencing requires a prior diagnosis.

Every existing approach to organic growth shares the same structural limitation. SEO agencies, growth

consultants, and content programmes all optimise individual components of an organic growth system. They

find technical issues and fix them. They build content and distribute it. They earn links and improve rankings.

All of that work can be done well and still produce no structural results.

The reason is straightforward. When the real constraint is demand match, fixing technical infrastructure

produces nothing. When the real constraint is authority flow, producing more content produces nothing.

Activities in isolation, however well executed, cannot compensate for a misidentified constraint.

The core insight Organic growth does not fail at the most visible component. It fails at the

weakest link. Finding that link requires a structured investigation of the

whole system, not an optimisation of the components that are easiest to

measure.
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The Organic Growth Engine

The diagnostic methodology is built on a proprietary ten-component framework: the Organic Growth Engine. It

models how organic growth systems work, where they fail, and why the failure is almost never located at the

component that appears broken from the outside.

Each component represents a distinct capability a company requires to grow organically at scale. The

components are strictly interdependent: each one depends on the components before it. When any

component fails, it limits the performance of every component downstream. The failing component is the

constraint. Every other component is context.

01

Narrative & Positioning
Before a search query is entered, organic growth is

shaped by how precisely a company understands its

market position. Which category does it occupy? Who

exactly is the buyer? What does it offer that no direct

competitor does? When the answers are clear and

consistent across every surface, the engine has a

foundation. When they are vague or contradictory, every

downstream component is working from a flawed brief.
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Category Presence
Category presence is the difference between a company

that buyers discover and a company that buyers only

find when they already know to look for it. Companies

with strong category presence are in the consideration

set before any specific vendor evaluation begins.

Without it, a company is only in the game when

someone already knows its name.
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Authority Flow
Most companies earn credibility through their content

and then fail to direct that credibility toward the

commercial pages that need it most. The result is a blog

with strong rankings and product pages that cannot rank

competitively for the queries that matter to revenue.

Authority flow is the mechanism that connects earned

credibility to commercial outcomes.
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Accessibility
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Demand Match

06

Conversion Architecture

 

 

 The organic engine's commercial output is determined

not only by who arrives, but by what happens when they

do. Conversion architecture is the design of the landing

experience: the clarity of the value proposition, the

alignment between what the buyer was searching for

and what the page immediately communicates, and the

friction or absence of friction in the path to conversion.

Organic traffic is not inherently valuable. The value

depends entirely on who is in it. A site with 100,000

monthly organic visitors is a strong asset if those visitors

are active buyers in the evaluation stage. It is a vanity

metric if they are researchers and curiosity-seekers who

will never become customers. Demand match measures

the degree to which organic traffic reflects the actual

buyer population.

Before rankings, before traffic, before any commercial

outcome, the site must be reliably findable, crawlable,

and renderable by the systems that determine whether it

appears in results at all. Technical failures here are

invisible to the naked eye but devastating in

performance data. A site that search engines and AI

systems cannot access reliably does not exist in the

index, regardless of what is on it.

03
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Trust
The decision to click, to convert, or to reach out is a trust

decision. Most of the evidence buyers use to make it is

not on the company's own site. It is in the review

profiles, editorial coverage, and brand presence that

appears when they search the company name. A

company with strong rankings but weak trust

infrastructure sends buyers to its site across a credibility

gap that many will not cross.
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Operating System
The internal infrastructure, skills, processes, and

prioritisation that allow the organic growth function to run

and improve over time. Without this, everything that is

built decays when priorities shift, budgets change, or

team members move on. The Operating System is the

component that determines whether organic growth is a

durable capability or a temporary result.
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AI Visibility 
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Expansion
An organic growth engine that is working in one market,

for one audience, has built a proof of concept.

Expansion addresses whether that engine can extend

into new geographies, audiences, and ecosystem

relationships without rebuilding from scratch.

Companies with a durable engine find that expansion is

an architectural exercise. Companies without one find

that each new market requires starting over at full cost.

 A growing share of initial buyer research happens

through AI assistants: ChatGPT, Perplexity, Gemini, and

AI-generated summaries in search results. These

systems form their representations of companies from

publicly available signals. A company that ranks well in

traditional search but is absent or mischaracterised in AI

systems is losing early-stage buyer attention it does not

know it is losing.

The engine only performs as well as its weakest component. Identifying that component is the purpose of the

diagnostic. Everything else is intervention.
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How Organic Growth Engines Fail

Organic growth engines do not fail randomly. They fail in recognisable patterns: combinations of component

failures that produce a specific commercial symptom. The six patterns below are the most common we

encounter in practice. They are not an exhaustive taxonomy. Every engine is different, and the diagnostic

frequently surfaces constraint combinations that do not map cleanly to any single pattern. What these six

represent is a starting vocabulary for recognising failure, not a complete picture.

The Fragile
Machine

The Invisible
Expert

The Authority
Leak

The Trust Drain

The Traffic Trap

The Conversion
Cliff

Organic results exist, but the function cannot sustain them.

Siloed teams, misaligned budgets, poor prioritisation, and skills

gaps mean the engine runs on effort rather than architecture.

Effort without architecture does not compound. The constraint

is the Operating System.

The content programme works and authority is building, but

commercial pages cannot rank for the queries that precede

purchase decisions. Three years of investment benefits the blog

while product pages remain invisible. The constraint is Authority

Flow.

The product is genuinely strong and wins deals when it gets into

them. But category queries return competitors who are less

sophisticated but more visible. The company is absent from the

consideration set before evaluation begins. The constraint is

Category Presence.

Traffic is growing. Pipeline is not. The engine is attracting the

wrong audience: researchers and informational browsers rather

than buyers in active evaluation. Every additional content

investment compounds the problem. The constraint is Demand

Match.

The right buyers are arriving. Traffic quality is not the problem.

Conversion rates on organic traffic are significantly below where

they should be, despite CRO activity. The landing experience is

answering the wrong question for the buyer's moment of arrival.

The constraint is Conversion Architecture.

The engine generates visibility and gets the company into the

consideration set. But buyers who validate their initial impression

by searching the brand and checking reviews find thin or absent

credibility signals. Deals die quietly during evaluation. The

constraint is Trust.

Primary constraint:
Demand Match

Primary constraint:
Authority Flow

Primary constraint:
Category Presence

Primary constraint:
Conversion
Architecture

Primary constraint:
Operating System

Primary constraint:
Trust
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The Diagnostic Methodology

A Growth Forensics diagnostic engagement runs over four to six weeks. The duration reflects the complexity

of the engagement, determined by three variables: the number of markets, the size of the content estate, and

the complexity of the technical infrastructure.

This is not an SEO
audit

An audit describes the state of visible components. The diagnostic

investigates the health of all ten components and the interactions

between them. The distinction is not semantic. The constraint is almost

never the component that looks broken from the outside. Finding it

requires a model, a methodology, and access to actual data.

The Four-Phase Process
Phase 1
Weeks 1–2

 

Phase 2
Weeks 2–3

Phase 3
Weeks 3–4

Phase 4
Weeks 4–6

We begin the moment we have full data access: Google Search Console, Google Analytics, the

content estate, the technical infrastructure, and the brand presence. The first phase assesses

Narrative and Positioning, Accessibility, and Category Presence. This establishes the foundation state

of the engine before examining where it breaks down. Findings from this phase frequently surface

constraints that the client had not identified as organic growth problems.

The final phase synthesises all findings into the Growth Forensics Dossier. The delivery session is a

live 60-minute walkthrough of every finding with the founder or growth lead. Dossier state tracking

continues for 90 days after delivery, with component states updated as evidence of remediation

accumulates.

The second phase moves into Demand Match, Authority Flow, and Conversion Architecture. This

determines whether the traffic the engine produces reflects actual buyers, whether earned credibility

is reaching the commercial pages that need it, and whether the landing experience is converting the

right visitors when they arrive. This phase triggers the first structured founder touchpoint: a targeted

conversation about what the data is showing.

The third phase assesses Trust, AI Visibility, and the Operating System. We examine the full credibility

environment a buyer encounters when validating their initial impression: review profiles, editorial

coverage, brand search results, and AI system representations. We then assess the internal

infrastructure sustaining the engine. This phase triggers the second structured founder touchpoint.

Foundation Assessment

Commercial Layer Assessment

Trust, Visibility, and Operating System

Synthesis, Dossier Build, and Delivery
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Trust

Expansion

AI Visibility

Narrative &

Positioning

Conversion

Architecture

Accessibility

Component

Authority Flow

Demand Match

Operating System

Category Presence

Mixed

Mixed

Mixed

Qualitative

Qualitative

Qualitative

Quantitative

Quantitative

Quantitative

Quantitative

Primary Signal
Type

Assessment Focus

Internal link architecture, authority

distribution to commercial pages

Intent distribution of organic query

portfolio, buyer vs non-buyer ratio

Indexation, crawl coverage,

Core Web Vitals, rendering fidelity

Review profiles, editorial coverage,

brand search environment quality

Consistency and precision of market

position across all organic surfaces

Architecture transferability, market

demand signals, authority ecosystem

Landing page alignment with search

intent, conversion path friction

SERP visibility for pre-evaluation

category queries, non-branded terms

Team capacity, skills, documented

systems, prioritisation, measurement

Representation accuracy in ChatGPT,

Perplexity, Gemini, AI overviews

For each of the ten components, the diagnostic assesses a combination of quantitative signals and qualitative

indicators drawn from the client's own data. The specific signals vary by component but the assessment

methodology follows a consistent structure across all ten.

What the Diagnostic Assesses



growthforensics.com · angel@growthforensics.com

GROWTH FORENSICS — ORGANIC GROWTH DIAGNOSTICS METHODOLOGY OVERVIEW

7

06

The Dossier

The output of a Growth Forensics engagement is a dossier. Not a report. Not a slide deck. Not a list of issues

ranked by an algorithm.

A dossier is a private, persistent digital workspace containing the complete structural diagnosis of the client's

organic growth engine. It is built from the client's own data and updated over time as constraints are resolved

and the engine state changes.

What the Dossier Contains

Pathway Options

Ten-Layer Diagnostic

90-Day State Tracking

Intervention Sequence

Engine Health Summary

Three options for continuing the work after the diagnostic: in-house execution

using the intervention sequence as the brief, a Build engagement with Growth

Forensics to construct the missing infrastructure, or a Retain engagement for

ongoing fractional leadership of the organic growth function.

A single-view overview of all ten component states, from Healthy through Fragile

to Blocking. The summary gives the leadership team an immediately legible

picture of the engine's current state without requiring them to read the full

diagnostic.

For 90 days following delivery, component states are updated as evidence of

remediation accumulates. The dossier is a living artifact, not a filed document. It

reflects the current state of the engine as work progresses.

A complete assessment of each component: the signals assessed, the findings,

the current state classification, and the evidence base for that classification. Each

layer is self-contained and can be shared with the team member responsible for

that component.

The sequenced list of constraints to address, from the binding constraint through

the downstream components that depend on it. The sequence is the practical

output of the diagnostic: the exact order in which work should proceed to produce

compounding results rather than isolated improvements.

What founders say The most common response we receive after a dossier delivery: "This is

the first time someone has shown me the whole system at once." That is

the gap the diagnostic exists to close.
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Growth Forensics is a diagnostic practice, not an agency. We do not produce content, build links, or run

campaigns. The practice exists to do one thing: investigate organic growth systems structurally and

produce findings that are grounded in evidence rather than assumption.

The Organic Growth Diagnostic is the primary engagement and the only one that is required. Build and

Retain are completely optional continuations that some clients choose based on what the dossier

reveals. The full value of the engagement is contained in the diagnostic. Clients who take the diagnostic

and execute the intervention sequence independently receive the same structural diagnosis as those

who continue with Build or Retain.

The Three Engagements

Build
Following the diagnostic, this engagement constructs the missing or broken infrastructure identified in the intervention

sequence: strategy documentation, content architecture, technical foundations, measurement infrastructure,

playbooks, and team onboarding. Fixed scope, defined deliverables, clear handover. The Build engagement ends

when the client's team can run the function independently.

Scoped per engagement based on dossier findings.

Retain
Ongoing fractional leadership of the organic growth function, acting as the client's senior organic growth lead on a

retained basis. Every Retain engagement has a defined capability-building plan and a natural end date. The

engagement is designed to build internal capability, not to perpetuate external dependency.

Minimum three-month commitment. Scoped per engagement.

The Organic Growth Diagnostic
The primary engagement and the entry point for all clients. A structured, evidence-based investigation of the complete

organic growth engine over four to six weeks. The output is the Growth Forensics Dossier. The diagnostic is a

complete, standalone engagement. It is not the beginning of a retainer, and it does not commit the client to anything

beyond the diagnosis itself.

Scoped per engagement based on market count, content estate size, and technical complexity.

07

Working With Growth Forensics
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To Request a Scoping
Call, Reach Out Via:

growthforensics.com

angel@growthforensics.com

LinkedIn: Angel Diaz, Founder of Growth Forensics

Every engagement begins with a 30-minute scoping call with Angel Diaz, the founder. The call covers what is

happening with the company's organic growth, what has already been tried, and whether the engagement

makes sense for the specific situation. If the fit is not right, we say so. No proposal is issued until both sides

agree the engagement is appropriate.

The Scoping Call
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	What the Diagnostic Assesses
	For each of the ten components, the diagnostic assesses a combination of quantitative signals and qualitative indicators drawn from the client's own data. The specific signals vary by component but the assessment methodology follows a consistent structure across all ten.
	Component
	Primary Signal Type
	Assessment Focus
	Narrative & Positioning
	Qualitative
	Consistency and precision of market position across all organic surfaces
	Accessibility
	Quantitative
	Indexation, crawl coverage, Core Web Vitals, rendering fidelity
	Category Presence
	Quantitative
	SERP visibility for pre-evaluation category queries, non-branded terms
	Demand Match
	Quantitative
	Intent distribution of organic query portfolio, buyer vs non-buyer ratio
	Authority Flow
	Quantitative
	Internal link architecture, authority distribution to commercial pages
	Conversion Architecture
	Mixed
	Landing page alignment with search intent, conversion path friction
	Trust
	Mixed
	Review profiles, editorial coverage, brand search environment quality
	AI Visibility
	Qualitative
	Representation accuracy in ChatGPT, Perplexity, Gemini, AI overviews
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	Qualitative
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	Mixed
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	The Dossier
	The output of a Growth Forensics engagement is a dossier. Not a report. Not a slide deck. Not a list of issues ranked by an algorithm.
	A dossier is a private, persistent digital workspace containing the complete structural diagnosis of the client's organic growth engine. It is built from the client's own data and updated over time as constraints are resolved and the engine state changes.
	What the Dossier Contains
	Engine Health Summary
	A single-view overview of all ten component states, from Healthy through Fragile to Blocking. The summary gives the leadership team an immediately legible picture of the engine's current state without requiring them to read the full diagnostic.

	Ten-Layer Diagnostic
	A complete assessment of each component: the signals assessed, the findings, the current state classification, and the evidence base for that classification. Each layer is self-contained and can be shared with the team member responsible for that component.

	Intervention Sequence
	The sequenced list of constraints to address, from the binding constraint through the downstream components that depend on it. The sequence is the practical output of the diagnostic: the exact order in which work should proceed to produce compounding results rather than isolated improvements.

	Pathway Options
	Three options for continuing the work after the diagnostic: in-house execution using the intervention sequence as the brief, a Build engagement with Growth Forensics to construct the missing infrastructure, or a Retain engagement for ongoing fractional leadership of the organic growth function.

	90-Day State Tracking
	For 90 days following delivery, component states are updated as evidence of remediation accumulates. The dossier is a living artifact, not a filed document. It reflects the current state of the engine as work progresses.
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	Growth Forensics is a diagnostic practice, not an agency. We do not produce content, build links, or run campaigns. The practice exists to do one thing: investigate organic growth systems structurally and produce findings that are grounded in evidence rather than assumption.
	The Three Engagements
	The Organic Growth Diagnostic is the primary engagement and the only one that is required. Build and Retain are completely optional continuations that some clients choose based on what the dossier reveals. The full value of the engagement is contained in the diagnostic. Clients who take the diagnostic and execute the intervention sequence independently receive the same structural diagnosis as those who continue with Build or Retain.
	The Organic Growth Diagnostic The primary engagement and the entry point for all clients. A structured, evidence-based investigation of the complete organic growth engine over four to six weeks. The output is the Growth Forensics Dossier. The diagnostic is a complete, standalone engagement. It is not the beginning of a retainer, and it does not commit the client to anything beyond the diagnosis itself. Scoped per engagement based on market count, content estate size, and technical complexity.
	Build Following the diagnostic, this engagement constructs the missing or broken infrastructure identified in the intervention sequence: strategy documentation, content architecture, technical foundations, measurement infrastructure, playbooks, and team onboarding. Fixed scope, defined deliverables, clear handover. The Build engagement ends when the client's team can run the function independently. Scoped per engagement based on dossier findings.
	Retain Ongoing fractional leadership of the organic growth function, acting as the client's senior organic growth lead on a retained basis. Every Retain engagement has a defined capability-building plan and a natural end date. The engagement is designed to build internal capability, not to perpetuate external dependency. Minimum three-month commitment. Scoped per engagement.
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	The Scoping Call
	Every engagement begins with a 30-minute scoping call with Angel Diaz, the founder. The call covers what is happening with the company's organic growth, what has already been tried, and whether the engagement makes sense for the specific situation. If the fit is not right, we say so. No proposal is issued until both sides agree the engagement is appropriate.

	To Request a Scoping Call, Reach Out Via:
	growthforensics.com
	angel@growthforensics.com LinkedIn: Angel Diaz, Founder of Growth Forensics



