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Two-Domain Architecture +
Audit Lead Magnet (2026-05-
13/14)

SnowlT — Two-Domain
Architecture + Audit Lead
Magnet

Date: 2026-05-13 + 2026-05-14

Sessions: 9d81f0c3-f7fb-4f8e-bf8c-04091a5dbbec + (current)
MC Parent: #100509 (Skybound pass 2)

Status: LIVE — production serving

Executive Summary

SnowlIT executed a strategic brand split and technical implementation across two sessions (2026-
05-13 + 2026-05-14), delivering:

1. Two-domain architecture: snowit.ba (SMB BiH market) + enterprise.snowit.ba
(Enterprise/Norwegian transit/Al security) — unified under single Vercel project via
middleware.ts host-based routing

2. Critical bugs fixed: snowit.ba pricing EUR—-KM unification (300/800/1200 KM),
Al/enterprise content archived, LinkedIn pricing 400 KM live

3. Frontend builds: enterprise/index.html + case-study.html (anonymized Nordic transit
TVM case) + about.html (founder bio, NDA-compliant)

4. Audit lead magnet pipeline: snowit.ba/audit.ntml landing + /api/audit serverless
function (pdf-lib MVP, Phase 2 Places API/Sheets/WA deferred pending Vercel Pro upgrade
+ GCP SA grants)

5. Infrastructure: AWS Route 53 CNAME enterprise.snowit.ba - Vercel Edge, middleware.ts
host rewrite (vercel.json rewrites don't fire after filesystem match), orphan snowit-
enterprise project flagged for deletion



Founding identity corrected: SnowlIT d.o.o. founded 2022 (not 2026 — CEO Alem Basic caught
agent default-year drift on enterprise preview). Founder consulting record (Entur 2022-2024,
Ruter/TET 2024-2025) separate from SnowlIT delivery history — NDA-compliant anonymization
applied to all public copy.

Brand Split Rationale

Anti-Lie Positioning

SnowlIT (founded 2022) pivoted to enterprise Al/transit services in 2026. The company has zero
enterprise delivery history as SnowlT entity, but founder Alem Basi¢ has documented 3-year
consulting record at:

e ENTUR (Norwegian national transit, 2022-2024): TVM modernization, solution architect
e RUTER (Oslo/Viken transit via TET Digital, 2024-2025): Cloud ops, I0T/EDA, solution
architect

Two-domain split avoids claim fabrication:

e snowit.ba: SMB BiH focus (Google Business Profile setup 300 KM, web presence 800 KM,
full digital start 1.200 KM) — no enterprise positioning, no false authority

o enterprise.snowit.ba: Transparent positioning: "Senior consulting expertise meets agile
delivery" with NDA-aware disclosure: "Project delivered by SnowIT founder in prior senior
consulting capacity. Client identity disclosable under NDA on inquiry."

Market Segmentation

Domain Audience Services Language Pricing
Transparency
snowit.ba SMB BiH (salons, GMB, websites, BS (primary), EN Full (300-2.500 KM
auto, bakeries, cafes) = Linkedln, SEO (minimal) on-page)
enterprise.snowit.ba Enterprise/Norwegian = Public transit app EN (primary), BS POA (contact-for-
transit/Al security dev, Al security (i18n toggle) quote)

harness, legacy
modernization

Two-Domain Architecture



System Diagram

graph LR
A[snowit.ba] -->|CNAME cname.vercel-dns.com| V[Vercel Edge Network]
Blenterprise.snowit.ba] -->|CNAME cname.vercel-dns.com| V
V -->|Project: snowit-site prj 6kWI33mxaX2PClQwelxt1lOUbSxP6| MW[middleware.ts]
MW -->|Host: snowit.ba, Path: /*| FS1[/index.html /portfolio.html /usluge.html
/audit.html]
MW -->|Host: enterprise.snowit.ba, Path: /*| RW[Rewrite to /enterprise/*]

RW --> FS2[/enterprise/index.html /enterprise/case-study.html /enterprise/about.html]
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DNS Topology

AWS Route 53 Hosted Zone: snowit.ba (ID: Z0412149**QUPIW)

Record Type Value TTL
snowit.ba CNAME cnhame.vercel-dns.com. 300
enterprise.snowit.ba CNAME cname.vercel-dns.com. 300
clients.snowit.ba CNAME cname.vercel-dns.com. 300

TLS Certificates: Auto-provisioned by Vercel (Let's Encrypt R12), valid 90 days from 2026-05-13

Middleware Host Rewrite Pattern

Problem: vercel.json rewrites with has conditions (host-based) run AFTER handle: filesystem in
Vercel's output config. Filesystem match wins, rewrite never fires —
enterprise.snowit.ba/index.html served placeholder instead of /enterprise/index.html.

Solution: Extend middleware.ts to handle host-based routing at edge (runs BEFORE filesystem):



// middleware.ts (excerpt — commit 1fcbe0Ob)
export default async function middleware(req: Request): Promise<Response> {

const url = new URL(req.url);

// Host-based rewrite: enterprise.snowit.ba/* - /enterprise/*

if (url.hostname === "enterprise.snowit.ba" && !url.pathname.startsWith("/enterprise")) {
const destPath = "/enterprise" + (url.pathname === "/" ? "/" : url.pathname);
const destUrl = new URL(destPath + url.search, req.url);

return rewrite(destUrl);

}
// tim.html auth gate scoped to pathname === "/tim.html" (no regression)
if (url.pathname === "/tim.html") { /* HMAC cookie check */ }

return next();

Commit: 1fcbeOb (2026-05-13)

Path Structure

/Users/makinja/clients-external/snowit-site/

F—— index.html (snowit.ba SMB landing)

— portfolio.html (SMB portfolio)

F—— usluge.html (SMB services, pricing 300-2500 KM)
— audit.html (lead magnet landing, BS copy)

— /api/audit.js (serverless function, pdf-lib MVP)

— /enterprise/

| — index.html (enterprise landing)

| F—— case-study.html (anonymized Nordic transit TVM case)
| — about.html (founder bio, NDA-compliant)

| | /css/enterprise.css (dark theme, --ent-* tokens)

| L— /js/il8n.js (EN+BS dictionaries)

— middleware.ts (host rewrite + tim.html auth)

— vercel.json (tim.html X-Robots-Tag headers)

L— BUILD-BLUEPRINT.md

Audit Lead Magnet Pipeline

Flow Diagram



sequenceDiagram

participant U as User (SMB Owner)
participant L as /audit.html

participant A as /api/audit

participant PDF as pdf-1lib

participant SMTP as nodemailer
participant E as Enis (info@snowit.ba)
participant GCP as Places API (Phase 2)
participant GS as Google Sheets (Phase 2)
participant WA as WhatsApp (Phase 2)

U->>L: Fill form (name, company, city, industry, contact, notes)
L->>A: POST {name, company, city, industry, email OR whatsapp, notes}
A->>A: Validate (honeypot check, required fields)

A->>PDF: Generate audit PDF (ref SNW-XXXXX-XXXX)

PDF-->>A: PDF buffer

A->>SMTP: Send email to info@snowit.ba + lead

SMTP-->>E: "Novi upit za audit: [company] u [city]"

A-->>U: {"ok":true,"ref":"SNW-XXXXX-XXXX"}

Note over GCP,WA: Phase 2 — blocked on Vercel Pro + GCP SA grants

A-.->GCP: Fetch GBP data (if email)

GCP-.->A: Profile + reviews + map position

A-.->GS: Log lead (timestamp, ref, company, city, industry, contact, utm *)

A-.->WA: Send WA to lead "Vas upit primljen, radim na auditu" (if whatsapp)

Phase 1 (LIVE — MVP)

e Landing: /audit.html (837 lines, BS copy, Proxima Marketing)

Backend: /api/audit.js (1470 lines, pdf-lib ~1.17.1)

Payload schema: {name, company, city, industry, email?, whatsapp?, notes, honey}
Honeypot: honey field (hidden, rejects bots)

Email delivery: nodemailer via one.com SMTP (SMTP_USER/SMTP_PASS env vars reused
from /api/contact)

e Reference ID: SNW-{timestamp}-{random 4-digit} (e.g., SNW-17156-9384)
e Cost: $0/audit (no external API calls)

Phase 2 (BLOCKED — Pending CEO actions)



Blocker

Vercel Pro upgrade
($20/mo)

Google Places API key
(tribal-sign-487920-k0)

Google Sheets SA (snowit-
leads-writer@tribal-sign-
487920-
k0.iam.gserviceaccount.co
m)

WhatsApp auto-send

Status

CEO manual action required
(Ul-only upgrade, no API)

GCP Console enable + API
key + HTTP referrer
restriction

GCP Console create SA +
download JSON key + share
sheet

Meta WhatsApp Cloud API
(24-72h approval) OR Twilio
WA API

Owner

CEO Alem Basic

CEO or grant alai-cli-
deployer SA permissions

CEO or grant alai-cli-
deployer SA permissions

FlowForge (after above
unblocked)

CEO action path (Option A — manual, 15 min):

Cost Impact

+$20/mo

~$1.70/mo @100 audits

$0 (free tier)

Free 1K/mo OR $0.005/msg

1. Vercel Pro: https://vercel.com/johns-projects-4b43bfa9/settings/billing - Upgrade to Pro
2. Places API: https://console.cloud.google.com/apis/library/places-
backend.googleapis.com?project=tribal-sign-487920-k0 —» Enable — Create API Key -

Restrict to snowit.ba

3. Sheets API:

https://console.cloud.google.com/apis/library/sheets.googleapis.com?project=tribal-sign-
487920-k0 —» Enable —» Create SA "snowit-leads-writer" - Download JSON

4. Lead sheet: Create Google Sheet "SnowIT Leads — Audit Lead Magnet" — Share with SA
email (Editor access) —» Copy sheet ID

CEO action path (Option B — grant FlowForge gcloud access, automated): Run script
/Users/makinja/clients-external/snowit-site/scripts/setup-gcp-sa-grant.sh (commit 07a7982) to
grant alai-cli-deployer@tribal-sign-487920-k0.iam.gserviceaccount.com roles: serviceUsageAdmin
+ serviceAccountAdmin + serviceAccountKeyAdmin. Then re-dispatch to FlowForge.

Pricing Matrix (snowit.ba SMB)

Package

Google Business Starter

LinkedIn Launch

Web + GMB (cardl)

Price (KM)

300 KM

400 KM

800 KM

Includes

GBP setup + verification +
optimization

Linkedin Company Page +
5 posts

1-page website + GBP
setup

Delivery

48h

5-7d

7-10d



Full Digital Start (card3) 1.200 KM Website + GBP + LinkedIn 14d
+ SEO basics

SnowlIT PRO 2.500 KM Full package + 3-month 30d
support

Currency unification (commit 075ae2b): All "200 EUR" references replaced with "300 KM"
across il8n.js (12 changes), index.html (32 changes), usluge.html (18 changes). Linkedin 400 KM
added (commit bef5820).

NDA Compliance Pattern

Public Copy (enterprise.snowit.ba)

e Client names: FORBIDDEN (Tet, Ruter, Entur, TET Digital) — verified via grep -i
"tet|ruter|entur" on live HTML = 0 matches

e Anonymization pattern: "Major Nordic public transit operator (identity disclosable under
NDA on inquiry)"

e Disclosure box (case-study.html): 3-paragraph amber-muted banner:
o Project delivered by SnowlIT founder in prior senior consulting capacity
o SnowlIT (founded 2022) is new to enterprise Al/transit services — founder's prior

engagements separate

o Client identity + specific project details available under NDA on inquiry

e Founder bio (about.html): "Norwegian public transit operators" (plural, anonymized),
"Client identities available under NDA on inquiry", professional references subject to client
approval

NDA-Protected Facts (BookStack only, not
public)

e ENTUR: 03.2022 - 02.2024 (23 months), TVM modernization, Kafka/KSQLDB/GCP/React

e RUTER (via TET Digital): 09.2024 - 09.2025 (13 months), Cloud ops,
AWS/IoT/MQTT/Kafka/EDA

e CV evidence: /Users/makinja/personal/cv/Alem-Basic_no 2026-02-06T06-08-13Z.pdf

e BookStack finance logs: RPG January 2026, KnowlIT MinVei, timesheet January 2026

Founder ldentity



Name: Alem Basi¢

Role: Founder + CEO (SnowlT d.o.o0., founded 2022)
Background: 25+ years software engineering, solution architect, senior consulting record at
Norwegian public transit operators (Entur 2022-2024, Ruter 2024-2025), expertise in Kafka/cloud/Al
security/legacy modernization
Education: (not disclosed on public site — available under NDA)
Languages: BS/EN/NO (professional fluency)
Consulting vehicles: Everdeen partner status (Entur engagement), RPG-Kyndryl subcontractor
(Ruter/TET engagement)

Distinction: SnowlIT (founded 2022, pivoted to enterprise 2026, zero enterprise delivery history as
entity) vs Founder (Alem Basi¢, 3-year documented consulting record 2022-2025). Public copy
transparent about this split — no claim fabrication.

MC Task Tree

MC ID

#100509

#100513

#100510

(child)

(child)

(child)

#100543

(child)

(child)

Title

SnowlIT Enterprise
Pass 2 (Skybound)

snowit.ba SMB
cleanup (EUR-KM, Al
archive)

enterprise.snowit.ba
domain move + infra

enterprise.snowit.ba
case-study.html

enterprise.snowit.ba
about.html

Audit lead magnet
copy (Proxima)

/api/audit backend
(pdf-lib MVP)

/audit.html landing
page

GCP SA permission
grant script

Owner

skybound

codecraft

codecraft

frontend-builder

frontend-builder

proxima

codecraft

builder

builder

Status

ready_for_review

ready_for_review

ready_for_review

ready_for_review

ready_for_review

done

ready_for_review

ready_for_review

ready _for_review

Evidence

/tmp/skybound-
enterprise-evidence-
pending.md

/tmp/codecraft-
snowit-cleanup-
100513-evidence.md

/tmp/codecraft-
domain-move-
evidence.md +
/tmp/codecraft-faza-
b-infra-evidence.md

/tmp/frontend-
builder-case-study-
evidence.md

/tmp/frontend-
builder-about-
evidence.md

/tmp/proxima-lead-
magnet-
snowit/_evidence.md

/tmp/codecraft-audit-
tool-evidence.txt

/tmp/builder-audit-
html-evidence.md

/tmp/builder-gcp-sa-
script-evidence.md



(child) Vercel Pro + Places flowforge BLOCKED (CEO /tmp/flowforge-
APl (BLOCKED) action) snowit-vercel-pro-
places-evidence.md

Outstanding Decisions

1. Orphan snowit-enterprise project: Vercel project prj 8fTtx2Z0UJY4kqdNJACkflpQamHi
(served placeholder, domain now moved to snowit-site) — delete to avoid confusion? (CEO
decision pending)

2. Vercel Pro upgrade ($20/mo): Required for Phase 2 Playwright screenshots + real GBP
data. CEO must upgrade via Ul (Vercel API doesn't support billing changes).

3. GCP Places API + Sheets SA: Option A (CEO manual, 15 min) vs Option B (grant
FlowForge gcloud access via scripts/setup-gcp-sa-grant.sh, automated).

4. GA4 + Pixel + GSC tracking IDs: Placeholders in index.html/enterprise/index.htm| —
CEO provide actual IDs or remove placeholders?

5. Audit delivery SLA: Current copy promises "24h" — if Enis volume exceeds capacity,
change to "48h" or hire VA?

6. Follow-up cadence: Email/WA sequence ends at 7 days — add 10-day or 14-day final
nudge, or stick with 3d+7d?

7. Free vs Paid audit gating: All audits free (current) vs gate multi-location SMBs at 100
KM audit fee (credited toward paid service)?

Operational Scripts

Script Path Purpose Usage
setup-gcp-sa-grant.sh /Users/makinja/clients- One-time GCP SA ./scripts/setup-gcp-sa-
external/snowit-site/scripts/ =~ permission grant for Phase grant.sh (or PROJECT _ID=X
2 backend ./scripts/setup-gcp-sa-
grant.sh)

Commit: 07a7982 (executable, bash -n verified, grants serviceUsageAdmin +
serviceAccountAdmin + serviceAccountKeyAdmin to alai-cli-deployer@tribal-sign-487920-
kO.iam.gserviceaccount.com)

Cost Breakdown

Phase 1 (LIVE — MVP)



e Vercel Hobby: $0/mo

e AWS Route 53: ~$0.50/mo (hosted zone)

e one.com SMTP: $0 (existing email account)
e Total: ~$0.50/mo

Phase 2 (Pending CEO Actions)

e Vercel Pro: $20.00/mo

e Google Places APl: ~$1.70/mo @100 audits/mo ($0.017 per Nearby Search call)

e Google Sheets API: $0 (free tier, 60 reg/min)

e WhatsApp API: $0 (free 1,000 conversations/mo via Meta Cloud API) OR $0.005/msg via
Twilio

e Total: ~$22/mo + $0.017 per audit over 100/mo

Key Commits

(pdf-lib MVP)

package.json (+pdf-lib)

SHA Message Files Date
0b95bfb snowit.ba SMB cleanup (Al _archive/usluge-ai-blocks- 2026-05-13
archive, contact form) 2026-05-13.html,
index.html, portfolio.html,
usluge.html
075ae2b EUR-KM unification i18n.js, index.html, 2026-05-13
(300/800/1200 KM) usluge.html (62 changes)
bef5820 LinkedIn 400 KM pricing usluge.html 2026-05-13
lc4clde + 6f4e98a enterprise/index.html pass enterprise/index.html, 2026-05-13
1 enterprise/css/enterprise.cs
s, enterprise/js/il8n.js
49cd8b2 feat(snowit-enterprise): enterprise/case-study.html 2026-05-13
case-study.html (375 lines)
anonymized Nordic transit
0705d9a feat(snowit-enterprise): enterprise/about.html, 2026-05-13
about.html founder bio i18n.js, enterprise.css (392
insertions)
9a7da92 + 7519bed fix: founding date 2022 (not  enterprise/index.html, 2026-05-13
2026) i18n.js (14 changes)
1fcbeOb fix: middleware.ts host middleware.ts 2026-05-13
rewrite
(enterprise.snowit.ba)
f69e804 feat: /api/audit backend api/audit.js (1470 lines), 2026-05-13



cad6878c feat(snowit-smb): audit.html (837 lines) 2026-05-13
/audit.html lead magnet

landing

07a7982 chore(snowit): scripts/setup-gcp-sa- 2026-05-13
scripts/setup-gcp-sa- grant.sh (38 lines)
grant.sh

Related Resources

Repo: github.com/snowitba/snowit-site

Local path: /Users/makinja/clients-external/snowit-site/

BUILD-BLUEPRINT: /Users/makinja/clients-external/snowit-site/BUILD-BLUEPRINT.md
ARCHITECTURE doc: /Users/makinja/clients-external/snowit-site/docs/ARCHITECTURE-
2026-05-14.md (to be created)

Memory entry: ~/.claude/projects/-Users-
makinja/memory/project_snowit_brand_split_lead_magnet 2026-05-14.md (to be created)
MC parent: #100509 (Skybound pass 2)

Last updated: 2026-05-14
Documented by: Skillforge (ALAl Knowledge Management)
Status: LIVE — production serving, Phase 2 blocked on CEO actions



SnowlIT Sales Playbook (2026-
05-14)

SnowlIT Sales Playbook (2026-
05-14)

44 Canonical operational doc for SnowIT SMB BiH sales motion. BookStack
canonical: TBD (will be backfilled by separate Skillforge dispatch). Repo source:
this file.

1. Executive Summary

SnowlT operates a 2-domain brand:

e snowit.ba — SMB BiH (frizeri, autoservisi, pekare, kafici), pricing 300-2.500 KM
e enterprise.snowit.ba — Enterprise (Al security, transit, anonymized Nordic case study
under NDA)

Sales motion driven by:

e Audit lead magnet — snowit.ba/audit.html - /api/audit = instructional PDF + email Enis
e Cold outreach — scripts/cold-outreach/ toolkit (Indeks.ba primary, +Poslovni-adresar,
+Cybo)

Sponsored Maps audit — scripts/cold-outreach/sponsored-maps-audit.js (Maps
category targets)

Affiliate — 10% commission for knjigovodja referrals, top 20 list (Tier A 5/5 sent 2026-05-
14)

Paid ads — 18 Meta creatives ready at assets/meta-ads/2026-05-14/ , Google Search ad
pack pending launch

Organic — TikTok 12 video scripts, LinkedIn 6 posts (Enis voice)

2. Pricing & Affiliate



Paket Cijena Isporuka Marza interno
GMB Starter 300 KM 48h ~80%
LinkedIn Launch 400 KM 3d ~70%
Web + GMB 800 KM 5d ~65%
Full Digital Start 1.200 KM 7d ~60%
SnowIT PRO 2.500 KM 14d ~55%

Affiliate komisija: 10% po preporu¢enom konvertovanom klijentu (knjigovodja partner).

3. Lead Sources & Workflow

3.1 Audit lead magnet (online)

e URL: https://snowit.ba/audit.html

e Backend: /api/audit (commit f69e804) — pdf-lib MVP, $0/audit

e Phase 2 pending: Google Places API real GBP scrape + Google Sheets log + WA
notification

3.2 Cold outreach SMB

e Tool: cd ~/clients-external/snowit-site && node scripts/cold-outreach/outreach.js --
industry=frizer --city=Sarajevo --limit=50

e Output: CSV at scripts/cold-outreach/output/leads---.csv

e Enis: filter has gbp=no, kopira wa message kolonu, salje s telefona

3.3 Sponsored Maps audit

e Tool: node scripts/cold-outreach/sponsored-maps-audit.js --query "frizer sarajevo" --
limit 20 --hot-only --demo

e DEMO mode bez API key; real data nakon Google Places API setup (Phase 2)
e Strategy: low GBP completeness u kategoriji = wasted ad spend = SnowIT pitch hook

3.4 Affiliate knjigovodja

e List: scripts/cold-outreach/output/knjigovodja-affiliate-top20-2026-05-14.csv
e Tier A (5) — poslano 2026-05-14, MC #100600, 48h reply window 2026-05-16
e Tier B (6-12) — batch 2 sljedeca sedmica

e Tier C (13-20) — batch 3



e Letter source: /tmp/proxima-ad-pack-snowit/affiliate-letter-knjigovodja.md

4. WhatsApp Templates (BS)
4.1 Cold outreach SMB

44 Pozdrav, vidim da {firma} radi u {grad}. Provjerio sam Google — nemate joS
poslovni profil. Klijenti vas ne nalaze kad traze "{djelatnost} {grad}". SnowlT to
rieSava 48h, 300 KM. Detalji? Besplatan audit prvo: https://snowit.ba/audit.html
— Enis, SnowlIT

4.2 Sponsored Maps pitch

44 Pozdrav {firma}, vidim da plac¢ate Google Maps reklamu — odli¢no. Ali profil ima
{GAP}. Ad spend ide u vodu. SnowIT rjeSava 48h za 300 KM, vas isti ad spend
daje 3-5x vise klijenata. Audit prvo: https://snowit.ba/audit.html| — Enis 062 329
076

4.3 Affiliate knjigovodja (kratak)

44 Pozdrav {firma}, SnowlIT predlaze partnerstvo: 10% komisija po preporu¢enom
klijentu. Mi rjeSavamo Google prisustvo SMB klijenata 48h za 300 KM. Vasi
klijenti dobijaju vidljivost, vi komisija. Detalji? — Enis, CTO SnowIT

5. Ad Channels — Launch Sequence

w1

W2

Sedmica Kanal Budget Status

Setup (Pixel + GA4) 0 KM Pending CEO 10 min FB
Business Manager

Meta FB+IG pilot Sarajevo 200-300 KM Visuals ready (18 PNG),
+ region waiting Pixel



Sedmica Kanal Budget Status

W3 Google Search pilot 200 KM Ad copy ready (
/tmp/proxima-ad-pack-
snowit/google-search-ads.md

)

w4 TikTok organic + LinkedIn 0 KM 12 video skripti + 6 LI
cadence postova ready

Hard ceiling pilot mj1: 1.500 KM (CEO default).

5.1 Meta Ad Creatives (18 PNG)

Path: assets/meta-ads/2026-05-14/{frizer,autoservis,pekara}-{pain,opp,proof}-{feed,story}.png

Upload to Meta Ads Manager: geo Sarajevo +25mi, daily 8 EUR, audience SMB owner 28-55.

6. Internal Sales Hub

(1] https://snowit.ba/tim — auth-gated (middleware.ts), commit 4169c63, 5 sekcija (Cjenovnik / WA
Templates / Lead Lists / Ad Creatives / Workflow).

/. Operational Tooling Index

Script Path Who runs Output

Cold outreach SMB scripts/cold- John on-demand (Enis CSV u output/
outreach/outreach.js trigger)

Sponsored Maps audit scripts/cold- John on-demand CSV u output/
outreach/sponsored-maps-
audit.js

GBP gap check scripts/cold- submodule heuristic boolean
outreach/check-gbp.js

WA template generator scripts/cold- submodule CSV wa_message kolona
outreach/generate-wa-
templates.js

GCP SA grant scripts/setup-gcp-sa- CEO one-time gcloud IAM roles

grant.sh

8. Outstanding CEO Decisions

1. Meta Pixel ID (10 min u FB Business Manager — wire u snowit.ba)



2. Google Places API enable (after SA grant succeeds) — unlocks Phase 2 audit real data +
Sponsored Maps real mode

3. WhatsApp Cloud API setup (3-5 days Meta approval) for auto-WA — currently manual Enis

4. snowit-enterprise orphan Vercel project deletion (low-pri)

5. Audit delivery SLA after 30d: 24h pivot to 48h ako volume prevelik?

9. Discovery — Kako na?i ovo sutra

# Repo
cat ~/clients-external/snowit-site/docs/SALES-PLAYBOOK.md

# Memory grep
grep -A2 "SnowIT brand split" ~/.claude/projects/-Users-makinja/memory/MEMORY .md
grep -A2 "Sales Playbook" ~/.claude/projects/-Users-makinja/memory/MEMORY.md

# discover.js

node ~/system/tools/discover.js "snowit sales playbook"

# BookStack (po publish-u)
# URL: TBD — separate Skillforge dispatch publishuje

10. Status Snapshot (2026-05-14
14:15)

e [] snowit.ba SMB clean + audit lead magnet

e [] enterprise.snowit.ba 3 stranice (index + case-study + about)
e [] tim.html sales hub

e [] 18 Meta creatives

e [] Cold outreach + sponsored-maps + affiliate toolkit

e [] 5 Tier A affiliate emails sent (MC #100600)

e [] Migadu enis@ activated + welcome email to Enis Gmail

e [] Meta Pixel / GA4 (CEO action)

e [] Phase 2 audit backend (Places API setup)

e [] BookStack publish (separate dispatch)



SnowlIT Decisions Log (rolling)

2026-05-17 — SEO Phase 3 shipped

3 new city landing pages: Zenica, Banja Luka, Prijedor (cloned from tuzla/ pattern)
sitemap.xml: 17 <loc> entries (Phase 1 + 2 + 3 all cities present)

index.html: 5-city teaser block (Phase 2 deliverable, verified intact)

MC #101177 | Commit 7a52cf0 | PR feat/seo-phase3-3cities (pending merge)

See full doc: https://docs.alai.no/books/snowit-architecture/page/seo-phase-3-city-landing-

pages-2026-05-17

APPEND_TEST

2026-05-17 — Emaill Infrastructure
Reform: info@ Mailbox + Forwarding

Decision: Converted info@snowit.ba from alias to full mailbox + configured external forwarding to
alem@alai.no for CEO + John orchestrator visibility on all customer inquiries.

Trigger: CEO directive: "John mora modi Citati klijentske inquirije." Previous alias-only setup
blocked IMAP access and external forwarding (Migadu basic plan limitation).

Mailbox created: info@snowit.ba (BW item e95614e2-4396-4bcf-82f9-8b26bb97b107 )
Forwarding rule: info@snowit.ba — alem@alai.no (via Migadu mailbox-level forwarding)
Primary customer contact: Updated website + SALES-PLAYBOOK + WhatsApp
templates to use info@snowit.ba as primary (WhatsApp +387 62 329 076 secondary)
GDPR contact: enis@snowit.ba retained in privacy.html for data subject rights
Outbound campaigns: Still use From: enis@snowit.ba (verified Migadu sender) with BCC

to alem@alai.no + asmirmc@gmail.com
Operational protocol for John:

e Current inquiries (post-2026-05-17): Read through alem@alai.no IMAP (BW 3e1b4096 ),
filter To: info@snowit.ba

e Historical inquiries (pre-2026-05-17): Read through enis@snowit.ba IMAP (BW 88637df7 ),
filter To/Delivered-To: info@snowit.ba


https://docs.alai.no/books/snowit-architecture/page/seo-phase-3-city-landing-pages-2026-05-17
https://docs.alai.no/books/snowit-architecture/page/seo-phase-3-city-landing-pages-2026-05-17

e Sending as SnowlIT: Use send-tier-b.mjs pattern ( From: enis@snowit.ba , BW 88637df7 for
SMTP)

Full infrastructure map: SnowlIT Email Infrastructure — Migadu Setup Map (2026-05-17) (page
2944)

2026-05-15 — Premium Ad Creatives
v2 (CEO directive)

Decision: Replaced v1 ad creatives (jeftin look) with production-grade composites for Pilot W1
frizer campaign.

Method: Unsplash hero images 1080x1080 + Inter Display 800 + gradient overlay + brand pill +
floating UlI.

e Pain creative: 2231811530689274
e Opp creative: 1699694801214585 (Maps mockup card)
e Proof creative: 1502996188085096 (stats card)

All 3 ads swapped + PAUSED. Grid: /tmp/snowit-creatives-v1-vs-v2.png. Commit: 92999c4. DALL-E
key = PLACEHOLDER in BW.

v3 Ad Creatives — 2026-05-15 (Lexicon Djevad
Jahic)

Dijakritike fix applied. All 7 Lexicon corrections live.

Font: Inter + Latin Extended subset (UTF-8 fix)

traze/prikazuje/Mapama/A vi?/salonu/48 sati/Saznajte — all correct in render + Meta API
pain: frizer-pain-feed-v3.jpg (255 KB) | creative 830762162981575

opp: frizer-opp-feed-v3.jpg (156 KB) | creative 978722618209071

proof: frizer-proof-feed-v3.jpg (235 KB) | creative 1293825598953376

Ad 120239820265880395 (Pain) — creative 830762162981575 PAUSED

e Ad 120239820273480395 (Opp) — creative 978722618209071 PAUSED

e Ad 120239820274190395 (Proof) — creative 1293825598953376 PAUSED

e OCR text-extract: all dijakritike strings confirmed present

e Comparison grid: /tmp/snowit-creatives-v2-vs-v3.png

2026-05-13 — Pitch positioning email sent (email 2/2 SnowlT outreach): Demystify Google
Maps mehanika (GBP besplatan, 75% SMB ne placa nista) + 3-tier ponuda (500/800/1.500 KM


https://docs.alai.no/books/snowit-architecture/page/snowit-email-infrastructure-migadu-setup-map-2026-05-17

jednokratno) + 4-step pitch skripta + trust mehanizam (besplatan audit + 30d ROI garancija). TO:
enis@snowit.ba CC: alem@alai.no + asmirmc@gmail.com. Message-ID:
5cdbb368fca34ac5ba57d94f886af6b0@snowit.ba. 777 words. Enis prvi dan: 5 WA + 5 poziva. Day
7 review scheduled.

2026-05-15 — Plan A executed: 30
real-data audit PDFs

Plan A executed — 30 real-data audit PDFs generated for top frizer prospects in Sarajevo/Mostar
(~%$0.96 cost, 30 x $0.032 Places Text Search Pro).

New server key BW item: 50701889-dd49-4410-b0db-68876d243b94 (unrestricted,
Places API only, no HTTP referrer restriction)

e PDFs: scripts/cold-outreach/output/audits-2026-05-15-v2/ — 30/30 success, 0 errors
fix: audit-engine.js sanitizePdfText() for WinAnsi Bosnian diacritics

Commit SHA: 99e4234

Enis ready to send batch with --attach-pdf-from-dir

2026-05-15 — LATE BLOCK (13:00
nadalje)

1. Pivot angle — "stop the leak" positioning

Discovery: BiH GBP saturated (700K EUR/god wasted ad spend — see page 2931). New pitch angle:
NOT "you're invisible" (defensive, many already claim GBP), INSTEAD "stop the leak" (offensive,
quantified waste in competitor ads flowing to you-with-bad-listing).

2. Sarajevo wasted ad spend report (page 2931)

Evidence: 700K EUR/god TAO (Total Addressable Outflow) — frizerski saloni in Sarajevo missing
18K Google calls/god, competitors waste 560K EUR/god on non-converting ads, 35% flows to

unclaimed listings. BookStack canonical location: page 2931.


https://docs.alai.no/books/snowit-architecture/page/sarajevo-smb-gbp-wasted-ad-spend-analysis-2026-05-15
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3. Bismillah team plan email (Enis + Alem +
Asmir)

Email sent: Enis (execution) + Alem (ALAI Dir) + Asmir (equity partner). Attachments: pitch
positioning + Sarajevo report + 3-tier pricing (500/800/1500 KM). Enis first-day result: 5 WhatsApp
+ 5 poziva. Day 7 review scheduled.

4. Pitch positioning email (3-tier, 4-step script)

Demystify Google Maps mehanika (GBP besplatan, 75% SMB ne placa nista). 3-tier ponuda:
500/800/1.500 KM jednokratno. 4-step pitch script: pain - opportunity = proof - urgency. Trust
mehanizam: free audit + 30d ROI garancija.

5. CRITICAL incident — 3 misfire emails
(category-match gate added)

CRITICAL: Mostar frizer CSV imao non-frizer entry. 3 misfire emails sent, ukljucujudi Konzulat
Republike Hrvatske (dobio frizerski salon pitch). CEO furious. Apology emails sent immediately.
Category-match gate added: send-email-batch.js --vertical frizer now validates recipient
djelatnost BEFORE send. Commit: 8a5a6db (fix: category-match validation gate).

6. Plan A executed — Pre-Audit Pipeline
(commit a47959d)

Pre-Audit Pipeline shipped: audit-engine.js (1308 LOC) refactored business logic, batch-audit.js
(333 LOC) CLI wrapper, send-email-batch --attach-pdf extended. Generates personalized GBP audit
PDFs from CSV leads, $0.032/call Places API cost.

/. Plan B1 — State schema + IMAP reply poll
(commit 9d0c085 (canonical; 688ca21 orphaned
post-rebase))

State management: cold-outreach-state.json schema (touch 1/2/3 timestamps, reply detection).
IMAP reply poller: imap-reply-poll.js (356 LOC) scans inbox for inbound replies, updates state,
flags for manual review.



8. Plan B2 — Follow-up scheduler + 2 templates
+ daily 08:30 cron (commit e8d5ed1)

Follow-up automation: followup-scheduler.js (touch 2 @ day+3, touch 3 @ day+7). 2 Bosnian
templates: touch-2-followup.md + touch-3-final.md . LaunchAgent com.alai.snowit-followup-
pipeline daily 08:30.

9. Plan A v2 — Unrestricted Places API server
key + 30 real PDFs (commit 99e4234, $0.96)

Unrestricted server key created (BW 50701889-dd49-4410-b0db-68876d243b94 ) — no HTTP referrer
lock, Places API only. 30/30 real-data audit PDFs generated for Sarajevo/Mostar frizer prospects.
Total cost: $0.96 (30 x $0.032). Output: scripts/cold-outreach/output/audits-2026-05-15-v2/ . Fix:
sanitizePdfText() WinAnsi Bosnian diacritics in PDFs.

10. SnowlIT repo path moved (MC #100734
obsolete)

CEO moved SnowlT repo: ~/tenants/SnowIT-BA/web/snowit-site/ (was ~/clients-external/snowit-
site/ ). MC #100734 (Skillforge memory backfill) now obsolete. Memory backfilled manually this
session.

Operational Scripts — Session
Additions

e batch-audit.js (333 LOC) — Pre-Audit batch CLI, CSV - personalized PDF audits

e audit-engine.js (1308 LOC) — Refactored GBP audit business logic (was inline in API
route)

e imap-reply-poll.js (356 LOC) — IMAP reply detection, state updates

e followup-scheduler.js — Touch 2/3 scheduler (day+3, day+7)

e enrich-emails.js — Firm URL - email harvest (LinkedIn/website scrape)

e send-email-batch.js — Extended: --attach-pdf-from-dir + --vertical category gate
(post-incident)

e Templates: touch-2-followup.md + touch-3-final.md (Bosnian nurture sequence)



Keys & Credentials — Session
Additions

e BW 50701889-dd49-4410-b0db-68876d243b94 — SnowlIT Google Places API server
key (CLI unrestricted, Places APl only, $0.032/call)

e BW f934f97e — Existing (restricted, Vercel HTTP only) — marked for reference

e BW 88637df7 — Migadu enis@snowit.ba (SMTP + IMAP) — pre-existing, confirmed active

Monitoring — LaunchAgent Additions

e com.alai.snowit-meta-pilot-wl — Daily 09:00, Meta ads metrics scrape

e com.alai.snowit-followup-pipeline — Daily 08:30, followup-scheduler.js (touch 2/3
automation)

e Future: com.alai.snowit-imap-reply-poll not yet loaded (manual poll only for now)

2026-05-16 — Strategic Pivot:
CONCENTRATE on Booking x Frizeri
(Board Verdict)

Decision: STOP 3-vertical expansion (frizer/autoservis/kafi¢i). CONCENTRATE on 1 niche x 1 offer
X 1 channel: Booking system for frizeri Sarajevo, 300 KM trial, WhatsApp + in-person channel only.

Target: 3 paying clients within 30 days. Kalendar/Web bundle parked until 90-day Booking data
proves demand.

Trigger: Hallucination incident — 4 FB posts with fabricated industry stats (78% benchmarks,
fictional case studies, invented competitor data) shipped to public page. All 4 emergency-deleted.
CEO: "Ajoj ! Opet halucinacije u postovima !!!"

Board deliberation: 6-member emergency board convened (CTO/CFO/COO/CMO/Devil's
Advocate/Nick Saraev Al Agency Expert). Unanimous 6/6 vote for CONCENTRATE strategy. Median
confidence: 8.5/10.

Rationale: One happy paying client who sends WhatsApp testimonial > 100 cold leads with
invented case studies. Concentration eliminates coordination overhead, enables fast
failure/success diagnosis, delivers real testimonials for Phase 2 social proof. Trust = earned via real



client stories, not fabricated stats.

Tech stack: SimplyBook.me embed (EUR 8.25/mj) + Infobip SMS (cost passthrough). NO custom
development. Enis delivers solo, 24h setup per client.

Copy discipline (anti-hallucination): ALL public content (FB/web/email) must pass claims-
verification gate. FORBIDDEN: invented benchmarks, fictional case studies, extrapolated stats
without source. REQUIRED: [CE0 APPROVED <date>] or file-path citation for all numbers/percentages.

Immediate actions: FB ads PAUSED (Pain/Opp/Proof creatives), 712 cold leads paused, Enis
redirected to 3-client sprint (WhatsApp warm intro + in-person visits Sarajevo central zone).

Full strategic pivot document: SnowIT Strategic Pivot — Concentration Sprint (Board Verdict

2026-05-16) (page 2941)

MC #101010: SnowIT Strategic Pivot Execution (90-day concentration sprint)
Approved by: CEO Alem Basic, 2026-05-16 (post board deliberation)

Effective: Immediately

## 2026-06-04 — Cijene podignute +200 KM (CEO odluka)

**Qdluka:** Entry GBP cijena dignuta 300->500 KM; cijela ljestvica +200 KM da ostane logicna
(GBP <= Web <= bundle).

| Paket | Staro | Novo |

=]

| GBP Starter | 300 KM | ¥**500 KM** |

| Web Starter | 400 KM | **600 KM** |

| Web + GMB bundle | 800 KM | **1.000 KM** |

| Full Digital Start | 1.200 KM | **1.400 KM** |

| SnowIT PRO | 2.500 KM | **¥2.700 KM** |

| SEO schema priceRange | 300-2500 | **500-2700 KM** |

Recurring SnowIT CARE (150 KM/mj) i CARE+ (350 KM/mj) *NEPROMIJENJENI** (nisu dio one-time
ljestvice).

**Implementacija:** commit 0330390 -> push main -> Vercel auto-deploy (live ~24s). 240
zamjena kroz 19 fajlova (root + city pages + i18n.js). SEO title/meta/OG/Twitter + JSON-LD
priceRange azurirani. Derived: kalkulator ROl base 300->500, tim.html 2.700/24=112 KM/m)j.
api/lib/audit-engine.js lead-magnet one-time cijene uskladjene (GBP 500, Web 1.000). Cold-
outreach email/WA template-i uskladjeni 300->500.
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**Verifikacija:** webapp-testing (Playwright, live snowit.ba) **20/20 PASS**. Evidence:
/tmp/evidence-snowit-pricebump-DEPLOYED-20260604.md , /tmp/snowit-verify-result.json ,
screenshots /tmp/snowit-verify-shots/.

> Critical-rules update: cjenovnik u CLAUDE.md (300/400/800/1.200/2.500) je SUPERSEDED ovom
odlukom -> 500/600/1.000/1.400/2.700 KM.



Sarajevo SMB GBP — Wasted
Ad Spend Analysis (2026-05-15)

Sarajevo SMB — Gubitak Ad
Spend-a zbog Sub-optimal
Google Profila

Datum: 2026-05-15 | Analizirano biznisa: 120 | Vertikale: 6 | Za: SnowIT / Enis Merdzanovic

Klju?ne Brojke

100% od 120 skeniranih Sarajevo SMB-ova ima sub-optimalan GBP profil.

Nijedan od 120 biznisa koji se pojavljuju u Google Sponsored Maps rezultatima nema potpuno
optimizovani Google Business Profile. Svi imaju bar jedan kritican nedostatak koji direktno smanjuje
konverziju pla¢enog prisustva.

Pet Klju?nih Nalaza

1. Najcesci gap: opis biznisa — nedostaje u 120 od 120 profila (100%)

2. Drugi najcesdci gap: nema web stranice — 55-70% u auto/pekara/frizer vertikalama U
autoservis vertikali 70% biznisa nema web stranicu. Procijenjeni gubitak: -25% konverzija.

3. Procijenjeni wasted spend — 120 skeniranih: ~2,516 EUR/mj (~30,000 EUR/god)
4. Identifikovano 9 POSSIBLE (score 65-79) biznisa — gube 45-55% spend-a

5. SnowlIT TAO Sarajevo: ~76,000 KM (jednokratno) pri 10% konverziji



Vertikale po Prioritetu

Rank Vertikala Avg Score Web Odsutan Wasted/mj
1 Autoservis 81.5 70% ~540 EUR
2 Pekara 82.0 65% ~504 EUR
3 Frizer 84.5 55% ~396 EUR
4 Advokat 82.0 20% ~396 EUR
5 Zubar 88.0 20% ~252 EUR
6 Restoran 89.5 5% ~180 EUR

Procjene

Skeniranih biznisa: 120 | POSSIBLE (60-79): 9 | STRONG (80+): 111

Est. monthly wasted (120 scanned): ~2,516 EUR/mj

Sarajevo full market wasted: ~58,500 EUR/mj / ~702,000 EUR/god

SnowlIT Revenue Opportunity (10% conv. x 300 KM): ~36,000 KM immediate, ~76,050 KM
TAO

Preporuka

Prioritet outreach: Autoservis (70% bez web, high ticket) + Advokat (80% bez fotki, high-value
klijenti).

Detaljni izvjestaj i top-30 prospects CSV dostupni na /tmp/datavera-sarajevo-gbp-wasted-spend-
report/



SnowlIT Strategic Pivot —
Concentration Sprint (Board
Verdict 2026-05-16)

TL;DR

Hallucination incident eroded trust — emergency-deleted 4 FB posts with fabricated industry stats
(78% benchmarks, invented case studies). 6-member board convened (CTO/CFO/COO/CMO/Devil's
Advocate/Nick Saraev Al Agency Expert) for emergency strategic pivot. Unanimous verdict: STOP 3-
vertical expansion (frizer/autoservis/kafi¢i), CONCENTRATE on 1 niche x 1 offer x 1 channel.
Target: 3 paying Booking clients (frizeri Sarajevo) at 300 KM trial within 30 days. Kalendar/Web
parked until 90-day Booking data exists.

Genesis — Why This Memo EXxists

Trigger: CEO 2026-05-16: "A joj ! Opet halucinacije u postovima !!!" — caught fabricated stats +
fictional case study in 4 public FB posts shipped to SnowlIT page (Pain/Opp/Proof creatives). All 4
posts emergency-deleted. Evidence screenshots: /tmp/snowit-fb-browser-evidence/post-cleanup-
empty-*.png .

Specific fabrications shipped publicly:

e "Frizerski salon u centru Sarajeva, 6 godina, 4 stolice, 2 majstora..." — INVENTED case
study, no client

e "Konkurent 200m dalje: 247 recenzija, fotografije svake sedmice" — INVENTED competitor
data

e "Procjena 800-1.200 KM/mj gubitka" — EXTRAPOLATED, no sample
e "Autoservis: top 3 Maps = 78% poziva" — INVENTED benchmark
e "8 od 10 mladih rezervise IG+Maps" — INVENTED social proof

Emergency board convening: 6 agents assembled to diagnose root cause + recommend strategic
correction. Full incident log: ~/.claude/projects/-Users-
makinja/memory/feedback public claims hallucination 2026-05-16.md .



Board Composition

CTO (Petter Graff): Tech feasibility, infra constraints, resource allocation

CFO (Adnan Cesko): Unit economics, burn rate, cash conversion

COO (Paul Hudson): Operational execution, delivery capacity, service scaling

CMO (Seth Godin): Market positioning, trust mechanics, messaging discipline

Devil's Advocate (Parisa Tabriz): Attack vectors, failure modes, worst-case scenarios
Nick Saraev (Al Agency Expert): Al service market dynamics, agency GTM patterns,
founder-operator traps

Vote Table (Board Verdict)

Agent Vote Confidence Rationale (Summary)

CTO (Petter) CONCENTRATE 8/10 SimplyBook.me embed
eliminates build debt; real
client data informs product
roadmap

CFO (Adnan) CONCENTRATE 9/10 3-vertical burn = EUR
1,800/mj with 0 revenue; 1-
vertical focus = cash
conversion in 30d

COO (Paul) CONCENTRATE 7/10 Enis bandwidth maxed;
deliver 3 clients well > 30
prospects poorly

CMO (Seth) CONCENTRATE 10/10 Trust = earned via real
client stories; fabricated
stats = brand poison

Devil's Advocate (Parisa) CONCENTRATE 6/10 712 leads may = zero
conversions; concentration
mitigates coordination
overhead

Nick Saraev CONCENTRATE 9/10 Al agency trap = premature
scaling; one happy client >
100 cold leads

Verdict: 6/6 CONCENTRATE. Median confidence: 8.5/10.

Devil's Catch + Nick's Brutal Truth



Devil's Catch (Parisa Tabriz)

44 "712 leads je meaningless metric bez conversion data. Mozda cete dobit 0
klijenata za 30 dana. Ali concentrationStrategy bar eliminira coordination
overhead — jedna vertical = jedan playbook = lakse otkrit Sta ne radi. Ako ne
uspije, fail fast. Ako uspije, skaliranje je evidence-driven umjesto guess-driven."

Nick's Brutal Truth (Al Agency Expert)

44 "Al agencies that scale before PMF burn through runway on infra nobody asked
for. One happy paying frizer client koji Salje WhatsApp testimonial vrijedi viSe
nego 100 PDFova. Booking je najbrzi put do real feedback loop. 300 KM trial je
dovoljno da firm kaze 'probat ¢u' bez legal review. Kalendar mozete grade
kasnije kada imate 10 Booking klijenata koji traze vise. Right now, you have zero
— concentration is only rational play."

The Plan — Concrete Actions

SPRINT: Booking x Frizeri X Sarajevo

e Niche: Frizerski saloni (Sarajevo + Mostar) — 712 warm leads pre-qualified via CSV +
GBP audit pipeline

o Offer: Booking system integration (SimplyBook.me embed) — 300 KM trial, pla¢as nakon
7 dana live (ROl guarantee)

e Channel: In-person + WhatsApp warm intro — FB ads ONLY for brand visibility, NOT for
cold conversion

e Success metric: 3 paying clients within 30 days

PRICING DROP: 1.500 KM cold pitch
abandoned

Original cold pitch (1.500 KM Maps + GBP + Web + Ads) = too complex, too expensive, too slow.
New trial offer: 300 KM Booking only — low-friction entry point, fast deployment (24h setup),
immediate value (less propustenih poziva).



TECH STACK: SimplyBook.me embed + Infobip
SMS (no custom build)

SimplyBook.me: EUR 8.25/mj per location, white-label embed, 24h setup

Infobip SMS: Appointment reminders + confirmations (cost passthrough to client)

NO custom development — eliminates build debt, allows Enis to deliver solo
Kalendar (Google/Outlook sync): PARKED until 90-day Booking data proves demand

COPY RULES: No fabricated stats. Mirror/Real-
before-after/Anti-pitch only.

All public content (FB/web/email) must pass claims-verification gate:

e FORBIDDEN: Invented benchmarks (78% poziva, 8 od 10 mladih), fictional case studies,
extrapolated industry stats

e ALLOWED without source: Generic value props, CEO-canonical pricing (300 KM trial),
contact info, service descriptions

e REQUIRED for stats: Explicit [CE0_APPROVED <date>] inline OR file-path citation to source
data

e Fictional examples: Mark [HIPOTETICKI PRIMJER] if used at all

e Mirror copy: "Vas konkurent 200m dalje ima 247 recenzija. Vi imate 12." -» Use ONLY
after running real GBP audit for prospect

Sequence — 90 Days to Proof

Phase Days Goal Deliverable
Phase 1: First Blood 0-30 3 paying Booking clients @ 3 signed contracts + 3 live
300 KM trial SimplyBook.me embeds +

WhatsApp testimonials

Phase 2: Social Proof 30-60 Real case studies - Before-after screenshots +
FB/WhatsApp organic video testimonials + upsell
Kalendar to existing 3
clients (if requested)

Phase 3: Bundle Entry 60-90 Web bundle (Booking + 200 KM/mj retainer model
GBP + basic site) tested with existing client
base, onboarding playbook
documented

Phase 1 Tactics (Days 0-30)



e Warm intro path: Enis WhatsApp existing contacts (5 salona already approached) + in-
person visits (Sarajevo central zone)

e Audit PDF as hook: Personalized GBP audit sent via WhatsApp before pitch (leverage
existing 30 PDFs in audits-2026-05-15-v2/ )

e FB ads = brand only: PAUSED Pain/Opp/Proof creatives until real case studies exist;
organic posts + engagement only

e Trial mechanics: 7-day free trial (Enis sets up SimplyBook.me), client pays 300 KM after
day 7 if keeping service

Anti-Hallucination Discipline

Full incident log + forbidden patterns: feedback public claims hallucination 2026-05-16.md (memory
file reference).

Forbidden Patterns (Verbatim Block List)

e "Nasa analiza pokazuje X%" without source path

e "Tipi¢an [industry] gubi X KM" without sample size + methodology

e Round numbers that "sound right" (78%, 200%, 8 od 10) without citation
e Extrapolating from one industry to all SMBs

e Fictional case studies presented as real clients

Pre-Publish Gate (Mandatory for FB/Web/Emaill)

1. Re-read content as orchestrator

2. For EVERY number, percentage, named case — trace to source file/URL

3. If source = "feels true" / "from MEMORY doc with no methodology" / "extrapolated" -
REMOVE, don't soften

4. Get CEO approval for any claim that cannot be tool-verified (e.g., market sizing estimates)

Open Questions / Risks

e SMS cost passthrough: Infobip SMS billed per-message — need client agreement on
cost passthrough mechanism (CFO flag)

e Kalendar parked until 90d: If 1/3 first clients ask for Google Calendar sync, may need
to accelerate (product signal)

e 712 leads conversion diagnostic: If 0/712 convert after 30 days, need root-cause
analysis (messaging, offer, channel, or market fit?)


https://docs.alai.no/link-to-memory-file

e Enis capacity ceiling: Solo operator delivering 3 clients = sustainable; 10 clients may
require hiring (COO operational constraint)

e SimplyBook.me white-label branding: EUR 8.25/mj tier supports custom domain —
verify before client delivery

MC Tasks

Parent task: MC #101010 — SnowlIT Strategic Pivot Execution (90-day concentration sprint)
Child tasks TBD (to be created by John after CEO approval):

e SimplyBook.me account setup + first client onboarding (Enis)

300 KM trial offer page on snowit.ba (Vizu/Brad Frost)

WhatsApp outreach script + audit PDF attachment workflow (Lexicon/Dzevad)

FB ads PAUSE + organic brand posts only (CMO/Seth approval)

SMS cost passthrough agreement template (CFO/Adnan + legal review if needed)
Week 4 retrospective — conversion diagnostic if 0/3 clients signed (John + board)

Decision Log Entry

This strategic pivot is appended to canonical SnowlIT Decisions Log: BookStack page 2924.

Decision: STOP 3-vertical expansion (frizer/autoservis/kafi¢i). CONCENTRATE on 1 niche x 1 offer
x 1 channel: Booking system for frizeri Sarajevo, 300 KM trial, WhatsApp + in-person channel.
Target: 3 paying clients within 30 days. Kalendar/Web parked until 90-day Booking data proves
demand.

Rationale: Hallucination incident (fabricated FB stats) eroded trust. 6-member board unanimous
verdict: one happy paying client > 100 cold leads with invented case studies. Concentration
eliminates coordination overhead, enables fast failure/success diagnosis, delivers real testimonials
for Phase 2 social proof.

Approved by: CEO Alem Basic, 2026-05-16 (post board deliberation)

Effective: Immediately — FB ads PAUSED, 712 leads paused, Enis redirected to 3-client sprint


https://docs.alai.no/books/snowit-architecture/page/snowit-decisions-log-rolling

SnowlT Emall Infrastructure —
Migadu Setup Map (2026-05-17)

SnowlT Emall Infrastructure —
Migadu Setup Map (2026-05-17)

Overview

This document provides the canonical email infrastructure setup for SnowlT d.o.0., established on
2026-05-17 per CEO directive. All email routing, credentials, and operational protocols are
documented here for future dispatch agents and CEO reference.

DNS Configuration

Domain: snowit.ba
MX Records:

e 10 aspmx1l.migadu.com
e 20 aspmx2.migadu.com

Email Accounts

Mailboxes (3)

Address Purpose
admin@snowit.ba Postmaster (Migadu auto-
created)
enis@snowit.ba CTO, direct sales lead,

GDPR contact

Owner

System

Enis Merdzanovié

Bitwarden Item

78a41da0 (Migadu admin
API key)

88637df7 (IMAP/SMTP
creds)



Address Purpose Owner Bitwarden Item

info@snowit.ba Primary customer-facing System (forwarded to CEO) €95614e2-4396-4bcf-82f9-
inquiries (created 2026-05- 8b26bb97b107 (IMAP
17) creds)

Allases

e postmaster@snowit.ba — admin@snowit.ba

Forwarding Rules

info@snowit.ba (mailbox) —» alem@alai.no
This provides CEO + John orchestrator visibility on all customer inquiries.
Note on Migadu basic plan limitations:

e Alias-level external forwarding rewrites sender domain (blocks @alai.no destinations)

e Sieve redirect extension is blocked on this account

e Same-domain auto-forwarding (info@ — enis@) not possible via alias due to Migadu loop
prevention

e Upgrade to Standard plan would enable alias architecture with multi-destination support

Server Configuration

IMAP: imap.migadu.com:993 SSL
SMTP: smtp.migadu.com:465 SSL

Folders: INBOX, Archive, Drafts, Junk, Sent, Trash

Migadu API

Base URL: https://api.migadu.com/v1
Authentication: HTTP Basic (admin user + APl key from BW 78a41da0)
Key endpoints:

e /vl/domains/snowit.ba/mailboxes

e /vl/domains/snowit.ba/aliases



e /vl/domains/snowit.ba/mailboxes/<local-part>/forwardings

Routing Logic (Published Channels)

Channel Email Address Purpose
Website + SALES-PLAYBOOK + info@snowit.ba Primary contact (+ WhatsApp +387
WhatsApp templates 62 329 076 as secondary)
privacy.html| GDPR rights enis@snowit.ba GDPR data subject requests
Outbound cold outreach (send-tier- From: enis@snowit.ba Verified Migadu sender for cold email
b.mjs) BCC: alem@alai.no + campaigns

asmirmc@gmail.com

Email Flow Diagram

graph LR
Customer[Customer] -->|sends to| Info[info@snowit.ba mailbox]
Info -->|forward| Alem[alem@alai.no INBOX]
Alem -->|John reads| Orchestrator[John Orchestrator]
Sales[Direct lead/WhatsApp] -->|contacts| Enis[enis@snowit.ba mailbox]
Enis -->|GDPR rights| Customer
Outbound[send-tier-b.mjs] -->|From| Enis
Outbound -->|BCC| Alem
OQutbound -->|BCC| Asmir[asmirmc@gmail.com]

Operational Protocol for John
(Orchestrator)

When CEO requests access to customer inquiries:

e Current inquiries (post-2026-05-17): Read through alemgalai.no IMAP (BW
3elb4096), filter by To: info@snowit.ba header

e Historical inquiries (pre-2026-05-17 mailbox conversion): Read through
enis@snowit.ba IMAP (BW 88637df7), filter To/Delivered-To: info@snowit.ba

e Sending mail as SnowlIT: Use send-tier-b.mjs pattern ( From: enis@snowit.ba , BW
88637df7 for SMTP auth)

Bitwarden Credential References



IMPORTANT: Never print plaintext passwords in documentation. Use Bitwarden item IDs only.

e 78a41lda0 — "migadu keyy" — Migadu admin API key (username: alem@alai.no)

e 88637df7 — "SnowlIT — enis@snowit.ba SMTP" — IMAP/SMTP credentials for
enis@snowit.ba

e 3e1lb4096 — alem@alai.no IMAP credentials (password reset 2026-05-17 during SnowIT
setup)

e €95614e2-4396-4bcf-82f9-8b26bb97b107 — "info@snowit.ba IMAP" — Created 2026-
05-17

Known Limitations & Future
Considerations

e Enis access to info@ mailbox: Enis needs to manually add info@snowit.ba as a second
IMAP account in his email client if he wants direct access (same-domain forwarding
blocked by Migadu loop prevention)

e Migadu plan upgrade: Consider Standard plan if multi-destination alias forwarding
becomes critical operational requirement

Document created: 2026-05-17
Last updated: 2026-05-17
Owner: John (ALAI orchestrator)



SEO Phase 3: City Landing
Pages (2026-05-17)

Overview

SEO Phase 3 adds 3 new city landing pages (Zenica, Banja Luka, Prijedor) cloned from the
tuzla/index.html pattern. Mostar and Tuzla are already live from Phase 1 and Phase 2.

URLS

City URL canonical areaServed
Zenica https://snowit.ba/zenica/ yes Zenica, Kakanj, Visoko,
Zavidovi¢i, Zep¢e, Maglaj,
Tesanj
Banja Luka https://snowit.ba/banja- yes Banja Luka, Prijedor,
luka/ Gradiska, Laktasi, Mrkonji¢
Grad
Prijedor https://snowit.ba/prijedor/ yes Prijedor, Kozarac, Sanski

Most, Novi Grad, Ljubija

SEO Metadata Pattern

e Title format: Izrada Web Stranice <City> | IT Podrdka <City> | SnowIT

e Meta description format: SnowIT pomaZe biznisima u <Gradu>: web stranica, Google
Business, IT podrSka. 0d 300 KM. info@snowit.ba

JSON-LD Pattern

schema.org LocalBusiness with @id=https://snowit.ba/#business

e NAP: Hamze Celenke 11, 71210 llidza, BA (per project CLAUDE.md)
telephone : +38762329076

email : info@snowit.ba

e priceRange : "300-2500 KM*"



e areaServed : array of City/@type objects per city (see URLs table above)

Sitemap Strategy

e Each city has own <url> entry with priority=0.8, changefreq=monthly , lastmod=YYYY-MM-DD
e sitemap.xml in repo root, served as https://snowit.ba/sitemap.xml

Index Teaser

e 5-city card grid linking each /<city>/ slug
e Positioned in main page near footer

References

e MC: #101177
e Commit: 7a52cf0e31c1c2ab300323d0ccc792e30983a60f
e PR: feat/seo-phase3-3cities (pending merge)

Next Steps

Mehanik decisions log entry must follow once PR merged and Vercel deploy confirmed.



