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The Agency
Audit Checklist

Reporting, incentives, strategy, and accountability. For each question: what a
good answer sounds like, what a red flag sounds like - and an honest verdict
once you've counted.
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BEFORE THE QUESTIONS

Why your agency can't tell you the truth

Not won't - can't. The retainer model pays agencies to manage what's inside your ad accounts, and the
numbers that decide whether you can scale live outside them: real CAC by cohort, contribution margin by
product, true blended MER. So both sides settle on platform ROAS, because that's the only number the
contract can defend and the tool can produce.

One calibration point: in the accounts we've audited, Google Ads typically overstates its contribution by 80
to 90%, and Meta typically understates by 20 to 80%. If your agency's reporting starts and ends with
platform dashboards, several of these questions will go badly. That's the point.

HOW TO RUNIT

1. Book 30 minutes with your agency - or pull up your last three monthly reports. For most questions, you
already know the answer.

2. Check the box when the answer sounds like the red flag.
3. Count your checks and read the verdict on the last page.

4. Be fair: one red flag is a conversation. A pattern is a diagnosis.

ONE RULE WHILE YOU ASK

Most of what this checklist surfaces is not bad people. It's the agency model working exactly as designed -
which is also why switching agencies rarely fixes it. Judge the structure, not the person on the call.
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PART 1 OF 4

Reporting & numbers

Whether the numbers you get describe your business - or the inside of an ad account.

D 1. Do they report CAC on new customers only, or blended?

Good answer: both numbers, split without being asked - blended CAC hides what it costs to acquire a stranger.

Red flag: one CAC number, and they can't tell you which customers are in it.

D 2. Where do the numbers in your monthly report actually come from?

Good answer: your store's order data and your P&L, reconciled against the platforms, with the gaps explained.

Red flag: screenshots of Ads Manager. The platform grades its own homework and the report passes it along.

D 3. Does your report show contribution margin after ad spend - or stop at ROAS and revenue?

Good answer: you can see what the ads left behind after COGS, fulfillment, fees, and spend.

Red flag: ROAS and revenue only - you do the profit math alone at the end of the month.

D 4. Canthey tell youlast month's split between new-customer and returning revenue?

Good answer: the exact split, plus whether it's drifting - growth funded by repeat buyers isn't acquisition.

Red flag: a pause, then "overall performance is strong."

D 5. When their report and your bank account disagree, what happens?

Good answer: your P&L is treated as ground truth and the gap gets investigated until it's explained.

Red flag: the dashboard gets defended, and the bank account is dismissed as "attribution being hard."

The Agency Audit Checklist HoloGrowth - 3



PART 2 OF 4

Incentives & pricing

Not what they charge - what the agreement measures, what you own, and which direction their advice can point.

D 6. Which number does your agreement define success on?

Good answer: a number you can verify in your own books - profit, new-customer CAC against a target, contribution
margin.

Red flag: platform ROAS or "account growth" - numbers that live inside tools the platforms control.

D 7. Who owns the ad account, the pixel, and the creative - and what do you keep if you leave
tomorrow?

Good answer: everything is yours - account, tracking, creative files, historical data. Leaving costs you nothing but the
relationship.

Red flag: any of it sits in their Business Manager "for convenience." Leaving means starting over.

D 8. Have they ever recommended you cut or pause ad spend?

Good answer: yes - and they can name the month and the reason.

Red flag: never. In the entire relationship, the answer has always been more budget.

D 9. When the problem lives outside the ad account - offer, landing page, retention - do they say so?

Good answer: they've flagged problems they don't get paid to fix, by name, in writing.

Red flag: everything gets solved with a new campaign structure, because that's the only lever they hold.

D 10. When they propose a budget increase, which numberis it based on?

Good answer: what the incremental spend returns - contribution margin or payback on the next dollar, not the account
average.

Red flag: "ROAS is above target, so there's room" - the average hides that the next dollar performs worse than the last.
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PART 3 OF 4

Strategy & ownership

Whether there's a diagnosis behind the activity - and whether you'd keep anything if they left.

D 11. Can they name your single biggest growth constraint right now?

Good answer: a specific call - offer, creative, conversion, retention, or margin - with the number that points to it.

Red flag: "we need to test more creative" - for the third quarter in a row.

D 12. What changed in their plan after your last flat month?

Good answer: a diagnosis and a different plan you can compare against the old one.

Red flag: nothing. The flat month was seasonality, the algorithm, or iOS - and the plan rolled forward untouched.

D 13. If the agency disappeared tomorrow, could your team run the tracking and dashboards they
built?

Good answer: everything lives in your accounts, and your team could operate it by Friday.

Red flag: the reporting exists as their slide deck and their logins.

D 14. Do they know your gross margin and what a first order is worth after costs?

Good answer: they asked for COGS and fees in the first month, and their targets are built on your unit economics.
Red flag: they've never asked what a sale earns you - which means every target they set is a guess.

D 15. What's the plan beyond "more of what's working"?

Good answer: a sequence - what gets fixed next, why, and which number will prove it worked.
Red flag: scaling means duplicating campaigns and raising budgets until it stops working.
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PART 4 OF 4

Communication & accountability

How they behave when things break - the part no proposal ever shows you.

D 16. When performance breaks, who tells whom?

Good answer: they flag the bad week before you see it - with a cause and a fix already moving.

Red flag: you find the drop in Shopify and open the conversation yourself.

D 17. Can the person actually running your account explain the strategy?

Good answer: the operator on your account can defend every decision in it.

Red flag: strategy lives with the person who sold you - the one you haven't seen since the contract.

D 18. Ask what didn't work last month. What comes back?

Good answer: a straight list of failed tests and what each one taught them.

Red flag: a highlight reel. Somehow, nothing has ever failed.

D 19. Do actionitems from your calls get done without you chasing?

Good answer: promised, then delivered or flagged - in writing, before the next call.

Red flag: you keep a private list of things you've now asked for twice.

D 20. Do they put recommendations in writing before the results are in?

Good answer: a written call with an expected outcome you can check later - right or wrong, on the record.

Red flag: the story arrives after the numbers do, and it always fits.
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Countyourredflags

Keep your agency. This profile is rare. Raise the flags you checked at your next call - a partner this
® 0-3 good will answer them straight. Then verify the numbers yourself instead of taking anyone's word
for them.

Real gaps - but don't call the next agency yet. Most of these flags are structural: fire this agency,

e hire a better one, and the same flags come back. Get the numbers into your own hands first.

It's not the people - it's the model. A replacement agency inherits the same platform numbers and
9+ the same scope. The fix is a numbers layer you own, outside the ad platforms, that any partner has
to report against.

At 9+, and doing $1M+/yr with $30K+/month on ads?

Book a free Profit Clarity Strategy Call: 30 minutes with the founder, your numbers sanity-
checked, your most likely constraint named live.

Not at those numbers yet? Start with the free E-Commerce Scaling Scorecard - the 5-metric check we run before every
budget decision:
The full argument behind this checklist:

hologrowth.com © 2026 HoloGrowth




