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CAVMIR - WESTERN MARKET STRATEGY GATHERN

A LETTER FROM THE AUTHOR

Why this report exists.

To the leadership team at Gathern,

A fewweeks ago we spoke about the West. You decided not to hire us, and that is a perfectly good decision. |
still wanted to give you something.

This report is that something. It is the document we would have written in the first forty-five days of an
engagement, and it comes with an invoice for USD 2,500 that | have paid myself. Nothing is owed. There is no
proposal at the back and no phone number to call. Iwanted you to have the work, and Iwanted it to be worth
exactly what the invoice says.

Why bother? Because what you are about to attempt is hard, and because we spend our days on the exact
piece of it you have not done yet: getting Americans and Europeans to trust, choose and return to a place
they have never been. Cavmir markets vacation rentals and boutique hospitality in the United States and
abroad, and that is the lens of every page here. We do not pretend to knowthe Saudi market better than you
do. Nobody does.

Some of what follows will be uncomfortable. | have written it plainly because a polite report is a useless
report. The bilingual identity, the App Store title, the Arabic greeting on your English homepage, the refund
complaints sitting on your US storefront: these are the first things a Western guest meets, and every one of
them is fixable. | would rather you hear it from someone who admires what you built than discoveritin a
funnel that never converts.

One idea runs through everything. Kevin Roberts, when he ran Saatchi & Saatchi, argued that the brands
people stay loyal to beyond reason earn both respect and love. He called them Lovemarks. Cavmir was built
on that idea. Gathern already has the love at home. In the West it has neither yet, and the order matters:
respect first, then love. The whole plan is organized around earning them in that order.

Please read it as it was written, with respect for what you have built and with real excitement about what the
Kingdom is opening up. If any of it helps, it has done its job.

Dan Ross

FOUNDER AND CREATIVE DIRECTOR, CAVMIR
MIAMI, SEPTEMBER 2026
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EXECUTIVE SUMMARY

Gathern is built for the Kingdom's growth and not yet
built for a Western guest.

The licence, the supply and the balance sheet are the hard part, and Gathern has them. The
Western-facing surface is the easy part, and it is where a first-time American or European guest
is lost today.

Everything a Westerner meets first is unfinished: a bilingual store title, an Arabic

greeting on the English homepage, categories no foreigner can read, no guest currency,
refund complaints atop the US storefront. None of it is structural. All of it is Fixable
within two quarters.

29.7m 0/ 36x 70

INBOUND VISITORS TO WESTERN COUNTRIES AMERICANS WITH A INTERNATIONAL VISITS

SAUDI ARABIA IN 2025, AMONG THE TOP FIVE FAVORABLE VIEW OF TARGETED FOR 2030

UP 8% GROWTH SOURCE SAUDI ARABIA (GALLUP, UNDER VISION 2030
MARKETS FEB 2026)

The Kingdom is adding hundreds of thousands of hotel rooms, Expo 2030 and the 2034 World Cup are onthe
calendar, and the Red Sea and AlUla are in every travel magazine that matters. The Western guest is coming
whether Gathernis ready or not. This report answers how Gathern becomes the place that guest books,
returns to and recommends, and what that should cost.

The answer has four parts. Brand: one English-only Western door and a Lovemark earned in the right order,
respect first. Guests: four distinct people, four messages, four products. Money: three budget gates from a USD
300,000 proof to a USD 3.5 million scale-up, measured the way an American growth team measures. Product: a
Western app and Western pages separated from the home product.

SUBJECT AND METHOD STANDARD
gathern.co in English, the iOS app on the US What a first-time Western guest must see
storefront and the public brand, reviewed as an before paying a stranger in another country

American sees them and read against Cavmir's
US and European practice
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SUMMARY OF RECOMMENDATIONS

The twelve recommendations.

Ranked by howmuch they change the outcome. The sectionreference points to the reasoning
and the detail.

# RECOMMENDATION WHY IT MATTERS WHEN SEE

1 Open one English-only Western door. A .com domain, an Unknown script on an unknown Q4 2026 83
English store listing, no Arabic script on any touchpoint brand reads as "not for me" in under
the guest meets first. a second.

2 Earn respect before love. A guest guarantee, a plain The US storefront complaints are Q42026 §3, 89
refund policy, 24/7 English human support with a phone about exactly this.
number.

3 Rent demand before you own it. A curated International The first booking happens where Q12027 §5
Collection on Airbnb, Booking.com and Vrbo as the first- trust already exists. The app earns
stay channel. the second.

4 Market to Four guests, not one. First-timer, repeat One message for everyone converts Q12027 84
visitor, digital nomad, luxury traveller: four messages, four  no one.
products.

5 Sell destinations, not property categories. The Western Nobody in Ohio searches for an Q12027 8§86
site opens with AlUla, Riyadh, Jeddah, the Red Sea, Abha, "istraha". Everyone searches "where
Taif and Diriyah. to stayin AlUla".

6 Price in the guest's currency, take the guest's wallet. Riyals only is a checkout abandon in Q12027 §6, §9
USD and EUR, Apple Pay, Google Pay, PayPal, Klarna for the US.
Europe.

7 Make the Founders' story the brand's mystery. An It rewrites the reader's Q12027 §3, 89
American- educated woman built the Kingdom's first assumptions, and journalists want
licensed home- sharing platform. to write it.

8 Turn the Saudi w elcome into a product feature. Coffee, This is the Lovemark's intimacy, and Q2 2027 §3, 810
dates and a host greeting on every international arrival. the most shared moment of the

trip.

9 Create an International-Ready host tier. English- fluent The guest is buying the host. The Q12027 §6, §9
badge, response SLA, Western-standard photos, instant badge makes 72,000 units usable.
book.

10 Stage the budget through three gates. Prove (USD 300k), Scale money before Prove numbers 2026 to §7
Build (USD 1.2M), Scale (USD 3.5M). is how launches die quietly. 2028

11 Measure like an American grow th team. Blended CAC, Every platform dashboard will claim Q42026 §8
marketing- efficiency ratio, payback in stays, weekly the same booking.

scorecard, geo holdouts.

12 Fix the small things this month. Typos, the 50,000 versus Small errors decide whether the big  Now §11
72,000 count, the store title, the ID-type order. promises are believed.
The one thing

If only one recommendation survives, make it the first. Without an English-only Western door with respect built in,
budget spent on the West buys traffic that arrives, hesitates and leaves.
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SECTION 1 - WHERE GATHERN STANDS

The hard part is done.

Every number belowis public. Together they describe a company that owns its home market and
has told its investors it will now go and get the foreign guest.

72,000+ 44% $266M

PRIVATE UNITS LISTED, 33,000+ SHARE OF SAUDI ALTERNATIVE VALUATION AT THE USD 72M
HOSTS HOSPITALITY; 53% IN RIYADH SERIES B, AUGUST 2025
FOUNDED Idea Formed in 2016 while Latifah Altamimi was studying at Wright State Universityin Ohio;

launched in Riyadh in 2017 with co-founder Eman Alsuwailem.

LICENCE First peer-to-peer accommodation platform licensed by the Ministry of Tourism (licence
73102999 in the site footer). Hosts do not need an individual licence to list.

GUESTS More than 5 million registered users from more than 150 nationalities; USD 533 million paid out to
hosts to date; profitable since 2023 on more than USD 2 billion of gross bookings.

INVESTORS Series B led by Sanabil Investments (a PIF company) with STV, Pinnacle Capital, Nuwa Capital and
Endeavor Catalyst. Series A of USD 6 million in 2021 led by STV.

STATED USE OF FUNDSPrepare a Tadawul listing, targeted for 2028; expand inbound travel; scale long-term stays; add Al
to the product.

IDENTITY Rebranded by Gene Branding: an English wordmark with an orange gate as the letter n, lavender as
the primary colour, and the essence "Hospitality, from us and for us."

Three of those facts matter more thanthe rest for the West. The licence is a trust asset no competitor can
copy, and it is invisible to a foreigner today because nothing on the English surface explains what it means. The
inbound mandate is nowa promise to investors, which means the international revenue line will be read by
analysts preparing the 2028 listing; a credible Western story is worth more thanits bookings. And the founding
story is, without exaggeration, the best marketing asset the company owns for an American or European
audience. Section 3 returns to it.

WHAT THIS MEANS

Gathern does not have a supply problem, a licence problem or a capital problem in the West. It has a

translation problem, in the widest sense of the word: the product, the brand and the promise have not
yet beentranslated into the way a Western guest decides.
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SECTION 1 - THE INBOUND PICTURE

GATHERN

The Western guest is not yet in the numbers.

Which is the point. The Kingdom's inbound growth is real and it is coming from the region and

South Asia. The West is the white space, and Gathernis one of very few companies positioned to

fill it.

122M

TOTAL VISITS IN 2025, UP
5% (MINISTRY OF
TOURISM)

£¥}7M

INBOUND VISITSIN 2025,
UP 8%

Where inbound growth came fromin 2025

The strongest gains were Egypt, Pakistan, Kuwait, India
and Indonesia, driven by Umrah travel and new air
routes. Not one of the top growth markets is in North
America or Western Europe. Leisure is a quarter of
inbound; the rest is religious travel and family visits,
which Gathern already serves well and which do not
need a Western strategy.

What the target implies

Vision 2030 nowaims for 150 million visits a year, 70
million of them international, with 320,000 hotel rooms
being built to house them. The Saudi Tourism
Authority runs offices and campaigns in Western
source markets. In plain terms, the government is
paying for the awareness. Gathern's job is to be where
a newly curious American lands when they ask "where
would I actually stay?"

The strategic read

Cavmir

SAR

3OOB

TOURISM SPEND IN 2025,
ABOUT USD 80 BILLION

24%

INBOUND VISITS THAT
WERE LEISURE; 48%
RELIGIOUS, 15% VISITING
FAMILY

The barriers that used to exist are gone

e Visa. Citizens of 66 countries, including the US, the
UK and the EU, get a one-year multiple-entry e-visa
online for about SAR 480 to 535 (USD 128 to 143), up
to 90 days per visit. Holders of a used US, UK or
Schengenvisa get a visa on arrival.

e Access. Riyadh Air, Saudia and flynas expansion, and
the Red Sea International Airport put the Kingdom
one stop from every US and European hub.

e Product. AlUla, Diriyah, the Red Sea resorts and
Riyadh Season give a Western editor something to
write about that did not exist five years ago.

The barrier that remains

Perception. In Gallup's February 2026 country ratings,
36% of Americans held a favorable view of Saudi
Arabia, against 59% for Egypt, 66% for Mexico and 85%
for Japan. A Western guest arrives curious and wary in
equal measure. Every page of this report is written for
that person.

Gathern does not need to convince Americans to visit Saudi Arabia. The state, the resorts and the events are doing
that at a scale no company could match. Gathern needs to be trusted by the ones who have already decided to
come. That is a narrower, cheaper and far more winnable job.
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SECTION 1

- THE CALENDAR

GATHERN

Eight years of reasons to come.

Western travel demand follows events and openings. This is the calendar a Western marketing

planshould be built around, because each date brings its own wave of press, search interest and

first-time visitors.

EVERY YEAR

Riyadh Season, Formula 1 in Jeddah, the
Esports World Cup, the Saudi Cup, Winter
at Tantora in AlUla

Recurring reasons to visit with fixed dates. Each one
has an audience in the US and Europe that already
books international travel around it.

2026
The Red Sea opens at scale

Red Sea Global brings its resort count to 16 with
3,000 rooms and about 300,000 expected guests,
including Four Seasons at Shura Island and Raffles late
in the year. This is the year the luxury press decides
what Saudi luxury looks like.

2027

AFC Asian Cup

Football across the Kingdom's cities. Arehearsal, in
operational and marketing terms, for 2034.

2029

Asian Winter Games at Trojena

An event whose novelty alone guarantees Western
coverage.

THE PLANNING PRINCIPLE

2030
Expo 2030 Riyadh

Six months, more than 40 million expected visits.
Expos historically draw a large, older, well-funded
Western audience and exhaust hotel supply. Private
stays fill the gap.

2034
FIFA World Cup and the Asian Games

The single largest inbound event the Kingdom will ever
host, with more than 230,000 hotel rooms needed.
Every World Cup has been a home-sharing boom in the
host country. This one is eight years away, which is
exactly how long it takes to build a Western brand
that people trust.

2028

Gathern's own date

The planned Tadawul listing. The international revenue
line, and the story behind it, will be part of the
prospectus.

Do not build the Western plan for 2034. Build it for the next date on this calendar, prove it, and let each
event fund the next. The 2034 guest will book with whoever was trustworthy in 2027.

Cavmir
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SECTION 2 - THE WESTERN GUEST

GATHERN

How the American guest thinks.

We market to this person every day. What follows is not a stereotype;it is the pattern of how
Americans behave when they hand money to a strangerinanother country.

Ol

02

03

04

05

Trust comes before desire.

An American decides whether a brand is safe
before deciding whether theywant it. Beautiful
photos on an untrusted surface produce
admiration and no booking.

Reviews are the product.

71% of US consumers read online reviews
regularly; 4% never do (BrightLocal). The review is
read before the description. No English reviews
means No reviews.

The card is a shield.

Americans pay by credit card because the card
company sides with them in a dispute. A checkout
that seems to remove that protection feels like
risk.

Refunds are assumed.

Free cancellation is the default expectation. A
strict policyis acceptable if stated plainly up
front. An unclear policyis not acceptable at any
price.

Someone must answer the phone.

Chat is fine until the door will not open at 3 a.m.
Then an American expects a human, in English, on
the phone. This is the complaint on your US
storefront today.

Cavmir
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10

Familiar means safe.

Americans book unfamiliar places through familiar
brands: Airbnb, Vrbo, Expedia, Google. Section 5
tells you to rent that trust before you own it.

Plain speech wins.

American copy sounds like a friend talking: short
sentences, second person, prices with no
asterisks. Ceremonial language reads as foreign or
evasive.

The three-second mobile test.

The guest arrives on a phone, from a link, and
decides in three seconds: Is this real? Is it for me?
What does it cost? One unanswered and theyare
gone.

They want to be a good guest.

The American who chooses Saudi Arabia is curious
and slightly anxious about dress, alcohol,
photography, greetings. Answer plainly and anxiety
becomes loyalty.

They tell everyone.

Get the above right and Americans post. Afirst
trip to Saudi Arabia is a story, and the platform
that made it easy becomes part of it.
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SECTION 2 - THE WESTERN GUEST

How the European guest thinks.

GATHERN

Europe is not one market, but Western Europeans share habits that differ from Americans in

ways that change the channel, the pricing and the copy.

Ol

02

03

04

05

Booking.com is home.

Booking.com holds about 48% of Europe's short-
term rental bookings. A German or Dutch guest
opens it first, compares, and expects free
cancellation as normal.

The price is the price.

European law and habit require the displayed price
to be the total price, taxes and fees included. A
price that grows at checkout is areason to leave
and to complain publicly.

Privacy is a right, not a setting.

GDPR is enforced and Europeans notice. A
truthful consent banner, a plain privacy policy and
no tracking before consent are part of looking
legitimate.

They have already been to the region.

Dubai, Egypt, Jordan, Morocco and Oman are
short-haul for Europeans. They compare Saudi
Arabia to Oman and Jordan, not to the unknown.

Longer trips, earlier planning.

Two-week holidays and 25 to 30 days of leave mean
longer stays, earlier booking windows and a natural
fit For the monthly-stay product Gathern already
runs.

Cavmir
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Winter sun is the motive.

Northern Europeans buywarmth from November
to March. The Red Sea, Jeddah and AlUla in January
compete with the Canaries, Egypt and Dubai, and
can be sold that way.

Language must be native.

English works for the Dutch and Scandinavians.
Germany, France, Italy and Spain convert far
better in their own language and notice machine
translation. Launch in English; localise two
markets in year two.

Klarna, PayPal, iDEAL, SEPA.

Cards are less universal than in the US. PayPal is
trusted everywhere, Klarna in Germany and the
Nordics, iDEAL in the Netherlands. Offer the local
method or lose the local guest.

Authenticity is asked about.

Europeans ask what a stay does for the place and
the people. "Hosted by a local fFamily" is a stronger
claim in Europe than "luxury", and Gathern can
make it truthfully.

Less patriotic, more sceptical.

Government-backed marketing lands with more
suspicion in Europe. Aprivate, founder-led,
licensed company with real hosts is the better
messenger. That is Gathern.
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SECTION 2 - THE WESTERN GUEST

GATHERN

American and European guests side by side.

A working reference for product, pricing and copy. Where the columns differ, the Western
product needs a setting, not a compromise.

DECISION

THE AMERICAN GUEST

THE EUROPEAN GUEST

WHAT GATHERN SHOULD

DO

First door

Currency

Price display

Payment

Cancellation

Trip length and
w indow

Reviews

Support

Main worry

Privacy and legal

correctly.

Cavmir

Google, Airbnb, Vrbo, Expedia, Apple
App Store

USD only. Riyals are meaningless

Tolerates fees at checkout, resents
them

Credit card, Apple Pay, PayPal

Expects free cancellation, will accept
clear strict terms

5 to 9 nights, booked 4 to 10 weeks
out, often paired with Dubai or Jordan

Reads star count, then the worst
review

Phone and chat, 24/7, English,
immediate

"Is it safe, and is it for me?"

CCPA; ADA accessibility suits; TCPA
text consent

The rule of thumb

Build the Western product for the American first: the harder guest to reassure, the easier guest to reach. What
satisfies an American satisfies a European once price display, payment methods and privacy behaviour are set

Booking.com, Google, Airbnb,
national OTAs

EUR, GBP, CHF, SEK; converts
riyals mentally to euros

Total price by law and habit; fees
at checkout are a dealbreaker

Cards, PayPal, Klarna, iDEAL,
SEPA, pay at property

Expects free cancellation;
Booking.com trained this

7 to 21 nights, booked 2 to 6
months out; monthly stays in
winter

Reads the score out of 10 and the
host's replies

Email and chat acceptable; wants
a written record

"Is it worth it, and is it
authentic?"

GDPR, enforced and noticed

Be listed where the guest
already is; own the second
stay in the app

Display in guest currency,
charge in guest currency
where possible

Show the all-in nightly
price everywhere on the
Western surface

Card plus Apple Pay and
PayPal at launch; Klarna
and iDEAL in the EU phase

A single, plain policy per
listing, shown before the
price

Itinerary bundles and
instant book for the US;
monthly product and longer
retargeting for Europe

Reply to every review in
English; surface host reply
rate

24/7 English chat plus a US
and UK phone number

Safety and belonging
content for the US; value
and authenticity for Europe

Consent before tracking,
WCAG accessibility and SMS
consent from day one

11
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SECTION 3 - THE BRAND

What a Western guest meets in the first minute.

Captured on 4 September 2026 from Miami, on a US-locale browser and the US App Store. This is
the product exactly as an American seesit.

gathern.co/en apps.apple.com/us - Gathern

Gather Apartments, Studios,... Chales,strahasand... Fams — Camps  Senvicsd Apariments  Blog ® wwe A EDE AT

thern ¢ Jia
A iments & Chalets for Rent

i < Apps

Where do youwantto stay?

@ Photo & Video

Property Type
ChooseaCiy Checkin Date Check-outDate

Apaniments, Studios, rooms, . a # Heslth & Finess
Vilas <4 Productivity

Friday,4 - aturd:

A place to stay, wherever you go < >

Monthly Stays Riyadh Jeddah Hail AlKhobar Abha AlUa Tait
—

Stay Near Qiddiya < The USApp Store listing. The title is"Gathern ] 315", the first
screenshot says 50,000 unitswhile the website says72,000,and the
first visible reviewsare refund and support complaints.

The English homepage.The wordmarkis English, the navigation says
"Chalets,Istrahasand..", and the greeting above the search boxisin
Arabic script. The sponsor line lower on the page reads " oyl (elyl
Official Sponsor".

Arabic script on English-language touchpoints.

The store title, the share card name ("Gathern | | ,315"), the home-screen app title (") ,3"), the homepage
greeting and the sponsor line all present Arabic script to a reader who cannot read it. The page also declares its
locale as ar_SA to Facebook and Google.

Category names that only a Gulf resident understands.

"Istrahas" is untranslated. "Chalets" means a beach or pool day-house in the Gulf and a ski cabin to a European.
"Farms" means a private garden estate here and agriculture in lowa. The Western guest cannot map any of these to
what theywant.

Guest verification puts the tourist last and misspells the button.

ID type offers "Saudi National", "Resident (Saudi)" and "Vistor/tourist", in that order, with a "VERFIY" button. A
foreigner reads: this was built for someone else, and nobody checked it.

Numbers that disagree, prices that cannot be read, support that cannot be
reached.
50,000 units in the store, 72,000 on the site, "more than 180 cities" in the search bar and "more than 200" in the

app. Prices are in riyals only. The visible US reviews describe chat-only support, refused refunds and a guest locked
out for eight hours. The App Store privacy label says the app maytrack the user across other companies' apps.

Cavmir .
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SECTION 3 - THE BRAND

GATHERN

Drop the Arabic script from every Western

touchpoint.

This is the recommendation most likely to be argued with inside the company, so it gets the

most careful argument in the report.

THE BOLD CALL

Keep the bilingual identity at home, where it is right and earned. In the United States and Europe, present

one English-only identity: an English store title, an English share card, an English greeting, English
category names and a .com domain. Not one glyph of Arabic script on any surface a Western guest meets
before they have booked.

Why

An American who sees a script they cannot read ona
brand they have never heard of does not think "how
authentic." They think "this is not for me," and the
thought takes under a second. It is not prejudice so
much as patternrecognition: unreadable text onan
unknown app is what a scam looks like to them. On a
brand they already trust the same script becomes
charm. Trust has to come Ffirst, and Gathern does not
have it yet inthe West.

The obvious objection

Emirates, Qatar Airways and Etihad carry Arabic
calligraphy in their marks and Americans fly them
happily. True, and each of them spent two or three
decades and billions of dollars in Western
sponsorship (Arsenal, Real Madrid, Formula 1, the US
Open) to make that script familiar. Gathern has
neither the time nor the budget for that road, and it
does not need it. The airlines earned the right to be
exotic. Gathern must first earn the right to be
trusted.

Cavmir

The precedent

ByteDance launched Douyinin China in September
2016 and, one year later, launched TikTok as a
separate app for everyone else. Same company,
same engine, different name, different store listing,
different content and rules. Toyota created Lexus for
the American luxury buyer. Sony chose a name in the
1950s that any Westerner could pronounce. None of
these companies became less Japanese or less
Chinese. They built a door their customer could walk
through.

What this is not

It is not "Disneyfication," the sanding-down of a
culture into a theme park. The stays, the hosts, the
coffee, the desert, the call to prayer at dusk stay
exactly as they are; they are the product. What
changesis the interface: the words, the currency,
the payment, the support, the name inthe store.
Translate the interface, keep the soul. Section 3
shows howthe soul becomes the brand.

What stays

The English wordmark and the orange gate are good.
The gate reads as a welcome to anyone, and
"Gathern"is easy for an American mouth. The
lavender works. The store title becomes "Gathern:
Stays in Saudi Arabia." The essence "Hospitality, from
us and for us" is inward-facing and should be rewritten
for the guest, which page 17 does.
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SECTION 3 - THE BRAND

GATHERN

Build a Lovemark, in the right order.

Kevin Roberts, then worldwide CEO of Saatchi & Saatchi, published "Lovemarks: The Future
Beyond Brands" in 2004. Cavmir was built on it. It is the most useful frame we know for what

Gathernhasto dointhe West.

Fads Lovemarks

High love, low respect. High love, high respect.
Loved for a season, gone Loyalty beyond reason.
the next.

Gathern at home @

Commodities Brands
w
S Low love, low respect. Low love, high respect.
| Chosen on price, forgotten Reliable, replaceable.

on arrival.

@ Gathernin the West today @ Step one: respect
RESPECT
"Loyalty beyond reason.”

Roberts' argument is that people are about 80%
emotion and 20% reason, and that the brands they
stay loyal to beyond reason sit high on two axes at
once: respect (performance, trust, reputation) and
love (mystery, sensuality, intimacy).

At home, Gathernis close to a Lovemark. Five million
users, the licence, the founders' story and
"Hospitality, from us and for us" put it high on both
axes. Inthe West it starts at the bottom left:
unknown, unread, with its first impressions working
against it.

The order is the strategy. Respect is earned first,
through performance: the refund that arrives, the
phone that is answered, the price that does not
change, the door that opens. Only then does love
become possible. Brands that try to be loved before
they are respected become fads, or worse, become
the brand a guest warns friends about.

The next three pages take the two axes in order: what
earns respect from a Western guest, then what earns
love, thenthe story that ties them together.

KEVIN ROBERTS, ON WHAT SEPARATES A LOVEMARK FROM A BRAND

Cavmir
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SECTIO

N 3 - THE BRAND

Earning respect first.

Respect is not a campaign. It is six operational promises, published in plain English, kept every

time, and visible in the reviews within two quarters.

Ol

02

03

The Gathern Guest Guarantee.

One page, one paragraph per promise: if the stay
is not as listed, we rehouse or refund you within
24 hours. Airbnb calls its version AirCover. The
Western guest looks for it by reflex and reads its
absence as a warning.

One cancellation policy per listing,
before the price.

The US review complaining of "some units partial
deposit, others full deposit, even if refundable"
describes the problem exactly. Three named
policies (Flexible, Moderate, Strict), one per
listing, on the card.

A human on the phone, in English, all
night.

AUS toll-free number and a UK number, answered
24/7 by people who can act. Chat-only support
with no escalation is the most repeated
complaint on the US storefront. Budget it under
marketing, because that is what it is.

HOW RESPECT IS MEASURED

SIGNAL

TODAY (US STOREFRONT)

04

05

06

GATHERN

The price that does not change.

All-in nightly price in the guest's currencyon the
card, on the listing and at checkout, the same
number in all three places.

Verification that treats the tourist as
the main event.

Passport verification first on the Western
surface, with one sentence on why it is asked and
what the licence means: every host operates
under the Ministry of Tourism's licence, which is
why you are protected.

A reply to every review, in English,
within 48 hours.

Especially the bad ones. A calm, specific replyto a
one-star review converts more Western readers

than ten five-star reviews, because it shows what
happens when things go wrong.

TARGET, TWO QUARTERS AFTER LAUNCH

App Store rating, US

Share of English reviews mentioning refunds or

support

First-response time, English support

Rehousing or refund resolution

ratings

negatively page

Cavmir

4.3 from about 7,000

Majority of the visible first

Not published

Not published

4.6 or better on the Western listing

Under 10%

Under 2 minutes chat, under 60 seconds
phone, published

Within 24 hours, published, audited monthly

15
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SECTION 3 - THE BRAND

Earning love.

Roberts gave Lovemarks three ingredients. Gathern has unusually strong raw material for all
three, most of it already sitting on the Arabic side of the product.

MYSTERY

Stories

What it is. Great stories, past,
present and future, myths and icons,
inspiration. The reason to lean in.

What Gathern has. Two women who
read a hundred business books in Ohio
and came home to build the
Kingdom's First licensed home- sharing
platform. Hegra, older than Petra and
almost empty. The fog of Abha, the
roses of Taif, a night in a desert camp.
The site already says "Stay Amid the
Fog" and "Stay Near the Roses."
Those are the right instincts, written
for the wrong audience.

THE RECOMMENDATION

SENSUALITY

The senses

What it is. Sight, sound, scent, touch,
taste. Roberts called the senses the
portals to emotion.

What Gathern has. Cardamom coffee
poured from a dallah. Dates on arrival.
Oud and bakhoor in the hallway. The
call to prayer over a Jeddah rooftop
at sunset. The silence of the Nafud at
night. Western guests photograph and
post these things because nothing at
home resembles them. The brand
should own them on purpose.

INTIMACY

The host

What it is. Commitment, empathy,
passion. The feeling that the brand
knows you.

What Gathern has. 33,000 hosts and a
culture in which welcoming a stranger
is @ matter of honour. This is the one
thing Airbnb cannot import into Saudi
Arabia and Booking.com cannot list. It
is also the thing a nervous first-time
American most needs: a person who is
glad they came.

Make the welcome a guaranteed product feature on every international booking: coffee, dates and a

greeting card from the host, photographed for the listing, mentioned in the confirmation, asked about in
the review. Call it what it is in English: "The Welcome." It costs a host a few riyals. It is the most shareable

thirty seconds of the trip, and it is the intimacy Roberts was describing.

Two cautions. Love in the Western market must never be claimed; it has to be reported by guests, which is why
the reviewreply and the welcome photograph matter more than any advertisement. And the raw material
above must be used with restraint. One camel, one falcon or one "mystical Orient" headline and the Western
reader files the brand under cliché.
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SECTION 3 - THE BRAND

GATHERN

The founders’ StOI’y and th€ promise.

Every Lovemark has a story a stranger canretellin one breath. Gathern's is true, public, and

almost unknown in the West.

The story, as a Western editor would tell it

In 2016 a Saudi student in Ohio watched her neighbour
sublet on Airbnb and realised her country had nothing
like it. She read a hundred books, made "the longest
call of my life" to a friend back home, and in 2017 the
two of them launched Gathern in Riyadh. Their first
customer was a co-founder's mother. Six years later
the company was the first home-sharing platform
licensed by the Ministry of Tourism, held 44% of its
market, and in 2025 became the highest-valued
venture-backed company in the Middle East founded
and led by a woman.

Everything in that paragraph is on the record
(Endeavor, Wamda). It also does three jobs at once for
a Westernreader: it makes the brand human, it
answers an unspoken question about who runs Saudi
companies, and it explains why the platform is safe
(the licence) without a legal paragraph.

How to use it
e Afounders' page onthe Westernsite, with
photographs, inthe first person.

e The lead of every US and European press pitch
(Section9).

e Two sentencesinthe app's onboarding, before the
first search.

e Latifah Altamimiontwo or three US travel and
business podcasts a quarter.

Cavmir

Rewriting the essence for the guest

"Hospitality, from us and for us" is a fine internal creed,
and in the West it reads as a closed circle: from us, for
us, not you. The Western promise must face outward.

"You are our guest. That is not a

slogan here."

WORKING PROMISE FOR THE WESTERN BRAND. THE
PROOF, NOT THE POETRY, IS THE GUARANTEE ON
PAGE 15.

Two alternative directions, for testing against the
first:

e "Ahome inthe Kingdom, and a host who is glad you
came."

e "Licensed, hosted, welcomed. Stays in Saudi Arabia."

What the identity keeps and changes

ELEMENT HOME WESTERN DOOR

Wordmark  Gathern, the gate Same
asn

Store Gathern ¢l )3 Gathern: Stays in Saudi

title Arabia

Greeting il > "Welcome. You are our

guest."

Essence Hospitality, from us  Faces the guest (above)
and for us

Colour Lavender, orange Same, plus photography-
gate led layouts

Domain gathern.co gathern.com or a .com the

company can own
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SECTION 4 - CONSUMER CATEGORIES

GATHERN

Four Western guests, four different sales.

A message written for everyone converts no one. These four people share a passport and
almost nothing else: different motives, different fears, different budgets, different doors. Each

needs its own product and its own page.

GUEST 1

The first-timer

Who. An American or European who has never been to the
Middle East, drawn by AlUla, an event or curiosity.

Wants. To be told it is safe, real and for them. Everything
explained once, plainly.

Fears. Doing something wrong. Being scammed. Being alone
with a problem.

GUEST 2
The repeat visitor

Who. Has been to the Gulf or to the Kingdom for work,
Umrah, family or an event. Comes back for more.

Wants. A better stay than last time, faster. Neighbourhood
knowledge. Recognition.

Fears. Wasting a trip on the wrong district; paying tourist
prices.

GUEST 3
The digital nomad

Who. Remote worker, 28 to 45, four to twelve weeks in one
place, winter- chasing, community- seeking.

Wants. Fast wifi, a desk, a monthly price, a coffee shop and
other nomads.

Fears. Isolation, visa confusion, a listing that lied about the
internet.

FIRST-TIMER

Typical stay 5 to 9 nights, two cities

Spend per night USD 90 to 220 USD 80 to 250

First door Google, Airbnb, press, Email, the app,
creators Booking.com

Decides on Safety, clarity, reviews Location, value, speed

Priority First, from launch Second, from month 4

Cavmir

REPEAT VISITOR

3 to 14 nights, one city

GUEST 4

The luxury traveller

Who. High- net-worth American or European, often booking
through an advisor, chasing the Red Sea, AlUla and privacy.

Wants. A private estate with staff, discretion, a concierge

who says yes.
Fears. Anything that feels amateur. Surprises. Being
photographed.

DIGITAL NOMAD LUXURY

28 to 90 nights 4 to 10 nights, one

estate
USD 40 to 90 (monthly rate) USD 600 to 3,000+

Nomad communities, YouTube, Travel advisors, luxury

Reddit press
Wifi, price, community Privacy, staff, taste

First, from launch Third, from 2027 H2
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SECTION 4 -

The first-timer.

GUEST 1

GATHERN

The largest Western segment through 2034 and the one most likely to be lost in the first

minute. Everything for this guest is about removing doubt before it becomes a question.

The trust ladder

A first-timer climbs five rungs before paying, in this
order. Skip one and they fall off.

1.1s this real? A .com, a licence explained in one
sentence, a founders' page, a US phone number in
the footer.

2.1s it for me? Photos with Western guests inthem,
English reviews from Americans and Europeans, an
"Your first trip to Saudi Arabia" guide answering
dress, alcohol, prayer times, tipping, photography,
women travelling alone.

3.Can I read the price? USD or EUR, all-in, on the card.

4. What if it goes wrong? The guarantee, the
cancellation policy in one line, the 24/7 number.

5. Will someone help me? The host. An English-fluent
badge, a photograph, a response time, and The
Welcome.

The product
e Destination pages first: AlUla, Riyadh, Jeddah,
Diriyah, Abha, Taif, the Red Sea.

e Curated "first trip" collections of 20 to 40
International-Ready listings per city, not 72,000.

e Airport pickup and eSIM as add-ons at checkout.
Both remove the two most anxious hours of the
trip.

e Anitinerary builder that pairs Riyadh and AlUla, or
Jeddah and the Red Sea, in one booking.

Cavmir

The message

"Your first time in Saudi Arabia,

with a host who has done this
before."

WORKING HEADLINE FOR THE FIRST-TIMER PAGE

Channels that reach them

e Google search ondestinationintent ("where to stay
in AlULa", "Riyadh apartment rental”, "is Saudi Arabia
safe for tourists").

e The OTA bridge (Section 5): an International
Collection on Airbnb and Vrbo, where the Ffirst
booking will actually happen.

e Earned press built on the founders' story and the
AlUla and Red Sea openings.

e Creators who film the trip end to end, with the
arrival and The Welcome as the mandatory scene.

e Meta and YouTube retargeting of guide readers
over a six-week window.

The offer

No discount. First-timers do not need a coupon; they
need certainty. The offeris the guarantee, the pickup,
the guide and the host.

How to know it is working

Guide-to-booking rate, share of first-timer bookings
with a review, and the share of those reviews
mentioning the host or the welcome by name. Target:
one in four.
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SECTION 4 - GUEST 2

The repeat visitor.

GATHERN

The cheapest booking Gathern will ever winin the West is the second one. This guest is where

the app earnsits keep and where the Lovemark is actually formed.

Who they are

e The Gulf-experienced. Europeans who have done
Dubai, Oman and Jordan and want the next thing.
Americans on a second regional trip.

e The business extender. In Riyadh for work, adding
three days for Diriyah or AlUla. Wants a home, not
another hotel.

e Family and friends of expats. Visiting friends and
relatives was 15% of inbound in 2025. Every Western
expat in the Kingdom has parents who will visit
once and then again.

¢ The event-goer. Formula 1, Riyadh Season, the
Esports World Cup, the 2027 Asian Cup. Same dates
every year, same guest.

e Gathern's own first-timers from the page before,
six to eighteen months later.

What they want

Speed, memory and neighbourhood truth. They know
the city; they want to knowwhich district, which host,
which building has the working lift. They want the app
to remember them, and they want to feel recognised
on arrival.

Cavmir

The product

e The app, not the OTA. This is the guest the OTA
bridge hands over.

e Saved hosts and "book again"in one tap. A
returning-guest note to the host so the welcome is
personal the second time.

e District guides written by hosts: Al Olaya versus
Diplomatic Quarter versus Hittin, in plain English.

e Event calendars with stays pre-filtered by distance
to the venue, opened for booking the day dates
are announced.

e Monthly stays for the business extender and the
visiting parent.

The message

"Welcome back. Your host

remembers."

WORKING HEADLINE FOR RETURNING GUESTS

Channels

Email and push, built on the Ffirst stay's data: the city,
the dates, the host. A returning-guest programme
with no points and no tiers, just a guaranteed better
room and a message from the host. Retargeting of
past guests around event announcements. Referral
credit, inthe guest's currency, for bringing a friend.

How to know it is working

Repeat rate within 18 months (target 30% of Western
first-timers), share of repeat bookings made in the
app rather thanonan OTA (target 80%), and referral
share of newWestern guests (target 10%).
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SECTION 4 - GUEST 3

The digital nomad.

GATHERN

Small in numbers, long in nights, loud online. Nomads are the cheapest Western guests to reach,
they book the monthly product Gathern already runs, and they write the blog posts and videos

the first-timers read.

The Facts that matter

e There is no dedicated Saudi digital-nomad visa. The
one-year multiple-entry tourist e-visa allows up to
90 days per visit, which is the nomad's natural stay
length. Say this plainly; nomads distrust vagueness
about visas more than anything.

e The winter season (November to March) is when
Northern Europeans and North Americans move
south. Riyadh and Jeddah in January are warm, dry
and cheaper than Dubai.

e Gathern's monthly-stay Filter exists today. It needs
a nomad's fields: measured wifispeed, a desk
photo, a washing machine, a quiet-hours note.

e Nomads move in packs by reputation. One well-
known nomad's honest month in Riyadh is worth
more than a campaign.

The product

e "Work from the Kingdom": 28-night pricing, verified
download speed shown on the card, workspace
photo mandatory, host confirms quiet hours.

e Nomad hubs: Riyadh, Jeddah, Al Khobar, AlUla in
winter. A city page each with coworking, cafés,
gyms and a cost-of-living sheet Gathern publishes
and updates.

e A 90-day itinerary: 30 nights inthree cities on one
booking, with a fixed total.

Cavmir

The message

"Ninety warm days. Fast wifi. A
host who knows where the good

coffee is."

WORKING HEADLINE FOR THE NOMAD PAGE

Channels

e Nomad List, Reddit's r/digitalnomad, the nomad
newsletters and Slack groups: paid placements and
truthful founder posts.

e YouTube: fund ten nomad creators for a full month
each, with editorial freedom. Their honest
complaints are the point; fix what they find.

e Google search on "Riyadh monthly rental", "Jeddah

coworking", "Saudi Arabia digital nomad".

e Partnerships with two coworking operators per city
for a bundled desk.

The offer

The monthly rate, honestly. A free week on stays of 60
nights or more in the first season, funded as
marketing.

How to know it is working

Nights per booking (target 35+), wifi complaint rate
(under 3%), and creator content produced per dollar.
Nomads generate the Western search content the
first-timers will read in 2027; count it.
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SECTION 4 - GUEST 4

The luxury traveller.

GATHERN

The Red Sea resorts and AlUla are creating a luxury guest who did not exist before 2024. Most of
them will sleep in hotels. Some of them want a private estate with staff, and no Western

platform has one to offer them.

The wave

Red Sea Global brings its count to 16 resorts and
about 3,000 rooms in 2026, with Four Seasons, Raffles,
Rosewood and Six Senses. Nujuma, a Ritz-Carlton
Reserve, opens at around USD 2,640 a night. AlUla has
Banyan Tree and Habitas. These properties set the
price expectation and pay for the Western luxury
press to visit. The guest they create thenasks a
travel advisor:is there avilla?

Who books

High-net-worth Americans and Europeans, 45 to 70,
travelling as a couple or a multigenerational family,
often through an advisor in a network such as Virtuoso
or Serandipians, or through a younger advisorona
platform such as Fora. They book six to twelve months
out, pay without discussion, and talk to each other.

The product

e A private collection: 100 to 200 estates, farms and
villas across Riyadh, Jeddah, AlUla and the Red Sea
coast, each inspected in person, each with staff (a
cook, a driver, a housekeeper) arranged by Gathern.

e Professional photography to the standard of the
resorts; a listing with phone photos is removed
from the collection.

e A named concierge per booking, reachable by
WhatsApp and phone, who arranges the AlUla
permits, the Red Sea transfers and the restaurant
tables.

e Discretion as a feature: no address until booked, no
guest photography without consent, no reviews
that name the guest.

Cavmir

The message

"A private estate in the Kingdom,
staffed, inspected, and hosted by
the family who owns it."

WORKING HEADLINE FOR THE PRIVATE
COLLECTION

Channels

e The trade first. Advisors are paid a 10% to 15%
commission and they are the door to this guest.
Attend Virtuoso Travel Week and ILTM Cannes; host
advisor familiarisation trips twice a year.

e Luxury press: Condé Nast Traveler, Travel + Leisure,
AFAR, the Financial Times' Howto Spend It, Robb
Report. The founders' story opens the door; the
estates keep it open.

¢ No paid social. This guest is not reached by an ad;
they are reached by a person they trust.

The offer

None. Luxury guests read a discount as a warning. The
offeris the inspection, the staff and the concierge.
How to know it is working

Average booking value (target USD 8,000+), advisor
share of bookings (target 60%), and re-booking
through the same advisor within 24 months.

Timing
Not before the second half of 2027. The collection
must be inspected, staffed and photographed before

a single advisor sees it. A luxury guest given an
amateur stay tells every advisor in the network.
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SECTION 4 - SUMMARY

One message per gll€St.

The working reference for creative, product and media. Every campaign, page and push
notification should be able to name which rowit belongs to.

FIRST-TIMER REPEAT VISITOR DIGITAL NOMAD LUXURY
Headline Your first time in Saudi Welcome back. Your host  Ninety warm days. Fast wifi. A private estate in the
Arabia, with a host who remembers. A host who knows where the  Kingdom, staffed,
has done this before. good coffee is. inspected, hosted.
Proof Licence, guarantee, Saved host, district Verified wifi speed on the Inspection, staff,
English reviews, US phone  guide, one-tap rebooking card, monthly price, cost- of- named concierge
number living sheet
Offer Certainty: pickup, eSIM, A guaranteed better Monthly rate; a free week on  None
guide. No discount. room, a personal 60+ nights in season one

welcome, referral credit

Door Google, Airbnb and Vrbo Email, push, the app Nomad communities, Travel advisors, luxury
bridge, press, creators YouTube, search press

Landing page /First-trip and the In-app home and the /work- from- the-kingdom /private, by invitation
destination pages event calendar and the city hubs and advisor login

Success metric Guide- to- booking rate; Repeat rate within 18 Nights per booking (35+) Average booking value
reviews naming the host months (30%) (USD 8,000+)

Starts Launch Month 4 Launch 2027 H2

ORDER OF ATTACK What not to ClO
First-timers and nomads from launch: the first

. . . Do not put four guests on one homepage. The
because the calendar is bringing them anyway, > £ .

Western homepage sells the destination and the
licence, then routes each guest to their own page

the second because they are cheap to reach and

they write the content the First group reads.
Repeat visitors from month four, when there are
guests to bring back. Luxury last, and only when
the collectionis ready.

within one tap. Anomad who sees a luxury villa first
assumes the platform is not for them, and the
reverse is worse.
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SECTION 5 - THE AMERICAN WAY OF MARKETING

How Americans market.

Ten habits of American consumer marketing that a Saudi platform entering the West needs to
adopt, with the thinkers behind them where there is one.

Ol

02

03

04

05

06

The promise is a guarantee.

American marketing is direct response at heart.

Every message has an offer and a next step, and

the promise is kept by operations: Amazon's

delivery, Costco's returns, Airbnb's AirCover. The

ad is the small part. 07

Be easy to think of and easy to buy.

Byron Sharp ("How Brands Grow", 2010) calls these
mental and physical availability. For Gathern:
distinctive assets (the gate, the welcome) and a
place on the shelves Americans already shop,
which is Section 5's bridge.

08

The long and the short of it.

Binet and Field's IPAwork argues for roughly 60%
brand-building and 40% activation over time;
Sharp disputes the ratio. For a new entrant we
advise 30/70 in the Prove phase, moving to 50/50
by Scale.

9

Test everything, kill fFast.

An American growth team runs weekly 10
experiments with a control group and a decision

rule agreed in advance. Opinions lose to datain

the meeting, everytime.

Guests do the selling.

Reviews, photos and posts by guests outperform
anything the brand makes. The brand's job is to
cause them: the welcome, the review request,
the reply.

The habit that matters most

GATHERN

Speak like a person.

Second person, short sentences, prices without
asterisks, a joke when earned. The brand behaves
like a competent friend, never like an institution.

The Funnelis a loop.

Awareness, consideration, booking, stay, review,

referral. American teams design the last three as
carefully as the first three, because that is where
the moneyis made. The Lovemark closes the loop.

Creative is the targeting.

Meta's Advantage+ and Google's Performance
Max find the audience; the advertiser's jobis to
supply many honest creative variants and let the
cheapest win. Ten ads beat one ad, always.

Own the customer.

Email, SMS and the app are owned land; OTAs and
platforms are rented. Rent to acquire, own to
retain, and never confuse the two.

Money is the language.

CAC, LTV, payback, MER. The board asks what a
Western guest costs and what theyare worth.
Section 8 defines each so the answer is the same
in every meeting.

The first one. Americans have been trained by two decades of Amazon, Apple and Airbnb to expect that a brand's

promise is operational. Gathern's Western marketing will be believed exactly as much as its refund desk deserves.

Cavmir
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SECTION 5 - THE AMERICAN WAY OF MARKETING

GATHERN

Rent demand before you own 1t.

The second recommendation most likely to be argued with. It asks a platform to distribute
through its global competitors, on purpose, for a defined period, because that is where its

future guests are.

THE BOLD CALL

From the first quarter of 2027, list a curated International Collection of 1,500 to 3,000 International-Ready
units on Airbnb, Vrbo and Booking.com through a channel manager, with Gathern as the operator of

record. Treat the OTA commission as a customer-acquisition cost. Win the first stay there; win the second
stay in the Gathern app.

Why

Airbnb held about 44% of global short-term rental
bookings in 2024 and, with Vrbo, dominates the United
States; Booking.com holds about 48% of Europe. An
American's first booking in a country they have never
visited happens on a platform they already trust.
Fighting that with advertising is expensive and slow.
Joining it is cheap and fast, and the OTA is paid only
when a booking happens.

The economics

An OTA takes roughly 15% to 18% of a booking: about
USD 105 to 125 ona USD 700 first booking, paid on
success. Cold paid acquisition of a first Western
booking will cost USD 60 to 150 with no guarantee, and
more while the brand is unknown. The OTA is the
cheaper, more certain door for the first stay; the

second stay, inthe app, carries no acquisition cost at
all.

The handover

OTA rules restrict external links in listings, so the
handover to Gathern happens in the real world: the
welcome card with a QR code to the app, the host's
post-stay message, the reviewreply, and a direct
price inthe app 5% belowthe OTA price for returning
guests.

Cavmir

Guardrails

e Only International-Ready listings (Section 6),
excluding hosts who already list onan OTA
themselves. One bad stay damages the brand on
three platforms.

e Price parity or a slight OTA premium, never an OTA
discount.

e Adefined period: reviewat 12 months against the
handover rate; shrink the collection as direct
demand grows.

e The app account is created at check-in, with
consent, so the guest is Gathern's from the first
night.

What it proves

Within two quarters: the first thousand English
reviews, the first Western repeat guests and a real
Western conversion rate, which is the evidence the
budget gatesin Section 7 require.

How to know it is working

TARGET, MONTH
MEASURE

12

OTA-acquired Western first stays 4,000+

Handover rate (app account created at 70%

check-in)

Second stay booked direct within 18 30%

months

Collection review score across platforms 4.8/9.2
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SECTION 5 - THE AMERICAN WAY OF MARKETING

Channels for the United States.

Every channel has one job and one guest. The share columnis the recommended split of US
working media in the Build phase (Section 7); benchmarks are US medians for 2025 to 2026 and

will move.

CHANNEL THE JOB GUEST SHARE BENCHMARKS AND NOTES

The OTA bridge The first stay, on Airbnb and First-timer Commission  Paid on success, 15% to 18%. Not a
Vrbo media line; an acquisition cost.

Google Search Catch destination intent: First-timer, 28% Exact and phrase match on destination
"where to stayin AlUla", nomad terms. Send to destination pages,
"Riyadh apartment rental", "is never the homepage.

Saudi Arabia safe"

Apple Search Ads Own the store results for Repeat, first- 8% US medians: about USD 1.91 per tap,
"Saudi Arabia", "AlUla", "Riyadh  timer USD 4.06 per install. Travel taps
hotel" convert well. Requires the English

store listing First.

Meta (Instagram, Retarget guide readers; First-timer, 20% US travel CPMs around USD 12, below

Facebook) prospect with guest video repeat the all-industry median. Advantage+

with ten or more creatives, guest
footage first.

Y ouTube and The full trip, filmed, including First-timer, 18% Fund creators for whole trips with

creators the arrival nomad editorial freedom. Cut the arrival and

The Welcome into 15-second ads.

Earned press The founders' story; AlUla and All 6% Fee for a US travel PR specialist, not
Red Sea openings ads. Targets in Section 9.

Reddit, nomad Truthful founder posts, paid Nomad, first- 10% r/digitalnomad, r/travel, Nomad List.

communities, TikTok placements, planning-stage timer Answer questions; never astroturf.
tests TikTok on test budgets only.

Email, SMS, push The second stay, referrals, Repeat 4% Tooling cost only. TCPA consent for SMS
event calendars is mandatory in the US.

Travel trade Advisors for the private Luxury 6% Virtuoso Travel Week, familiarisation
collection trips, 10% to 15% commission. From

2027 H2.
Sequencing What does not work
Month one: search, the store listing and the OTA Discount codes for first-timers, influencer trips
bridge, because they meet intent that already exists. without editorial freedom, stock desert
Month three: Meta and creators, once there is photography, and any campaign built around
guest footage. Month six: press, when the product "mystery" or "hidden gem". Americans have seen all
can survive a journalist. Nothing on television or out- of it, and none of it answers "is it safe and is it for
of-home before Scale. me".
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Channels for Europe.

GATHERN

Europe is entered in English through the United Kingdom, the Netherlands and Scandinavia, then
localised into German and French inyear two. The channels shift with the guest.

CHANNEL THE JOB GUEST
Booking.com bridge The Ffirst stay, for almost half  First-timer,
of Europe repeat
Google Search, per Destination intent in the First-timer,
country local language nomad
Winter-sun packaging Dynamic packages with First-timer
flights for November to
March
Meta Retargeting over the longer First-timer,
European planning window repeat

YouTube and creators  Full trips by UK, German and First-timer,
Dutch creators nomad

Earned press The Guardian, The Times, FT, All
Der Spiegel, Le Figaro travel
desks; Skift and PhocusWire
for the industry

Nomad communities The winter migration Nomad
Email and CRM The second stay Repeat
Travel trade Advisors and ILTM Cannes Luxury

Localisation order

1. United Kingdom. English, direct flights, the largest
Western outbound market to the Gulf.

2. Germany. Europe's largest outbound market;
converts in German; winter-sun habit.

3. France. AlUla is a French-Saudi project, so French
press already coversiit.

4. Netherlands and the Nordics. English suffices;
iDEAL and Klarna are not optional.

Cavmir

SHARE

Commission

30%

10%

18%

15%

8%

6%

4%

9%

NOTES

Europeans expect free cancellation and
total pricing; set both on the collection.

English for UK, NL, the Nordics; native-
language campaigns only after the pages
are localised.

Tour operators and airline holiday arms
(British Airways Holidays, TUI, DER
Touristik) package private stays; a real
channel in Europe with no US equivalent.

Consent- mode measurement only. Eight
to twelve week windows.

European audiences reward understated,
factual films. Same rules: freedom,
arrival scene mandatory.

European press will ask harder questions
about the country. Prepare the founders
for them.

Northern Europe is the nomad's home
market; Lisbon and the Canaries are the
competition.

GDPR consent at signup; double opt-in
in Germany.

Serandipians and Virtuoso Europe. From
2027 H2.

The European trap

Five languages by machine translation. A German who
finds one wrong sentence assumes the refund policy

is wrong too. Launch in English, localise one market
at atime, and pay a native writer before a native ad

campaign.
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Separate the Western pI’OdllCt from the home pl'OdllCt.

A language toggle is not a market. The home product was designed, correctly, for a Saudi Family
booking a weekend chalet. The Western guest needs different first screens, words, money and
help.Both canrunonone engine.

OPTION

A. Locale flag

B. One engine, two
products

C. A separate
international brand

WHAT DIFFERS BY

WHAT IT IS

Today's approach: the same app and site
with English strings and an /en path.

One backend, inventory and host base. A
second app bundle ("Gathern: Stays in
Saudi Arabia") with its own store listings,
and a .com site, each with Western
architecture, currency, payments, support

and legal pages.

A new name, a new app, a separately

reported unit.

LAYER UNDER OPTION B

HOME PRODUCT

(GATHERN.CO, THE
CURRENT APP)

COST AND TIME VERDICT

Lowest. Already built. Fails the first minute.
Store listing, architecture

and payments stay Saudi.

Moderate. Three to five
months for the team that

Recommended. The Douyin
and TikTok model at the
product layer, without a
second company.

owns the codebase.
Configuration and content,
not a rewrite.

High. Twelve months and a
second marketing budget.

Only if the 2028 listing
wants an international
unit reported on its own.
Revisit at the Build gate.

WESTERN PRODUCT (GATHERN.COM, THE WESTERN APP)

Identity

First screen

Inventory show n

Money

Verification

Support

Legal and content

Bilingual, Arabic greeting,
"ol )3" in the store

Property categories: chalets,
istrahas, farms, camps

All 72,000 units

SAR; Mada, Tamara, cards

Saudi ID, igama, then tourist

Arabic and English chat

Saudi terms and PDPL; deals
and seasons

English only; "Gathern: Stays in Saudi Arabia"; the same wordmark

Destinations: AlUla, Riyadh, Jeddah, the Red Sea, Diriyah, Abha, Taif

International- Ready units only, by default (page 32)

USD, EUR, GBP display and charge; cards, Apple Pay, Google Pay, PayPal;
Klarna and iDEAL for Europe

Passport first, with the licence explained

24/7 English chat plus US and UK phone lines, escalation to a person who can
refund

Guest-jurisdiction terms, GDPR and CCPA, WCAG, TCPA consent; destination
guides, the Ffirst-trip guide, the founders' page, English reviews; its own
scorecard and P&L line

The principle. Share the engine, the inventory and the hosts. Separate everything the guest sees before theytrust you.

The engineering is small; keeping two products distinct is the real work.

Cavmir
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GATHERN

The Western app, screen by screen.

What changes for the guest at each step, and the store listing that gets them to install it.

Everything here is configuration of the existing engine.

@ STORE LISTING
Title, screenshots, privacy label

"Gathern: Stays in Saudi Arabia." Subtitle: "Licensed
homes, hosted." Screenshots show AlUla, a Jeddah
rooftop, a Riyadh apartment, a host pouring coffee,
with Western guests in frame. No Arabic script. A
privacy label that does not saythe app tracks the user
across other companies' apps; the Western app
should not need to.

@ ONBOARDING
Two sentences and a passport

Who built Gathern and what the licence means, in two
sentences. Currency choice. Passport verification,
explained. Then the first search, with no account
required until checkout.

@® HOME AND SEARCH
Destinations, a map, one price
Destination tiles, then a map. The International-Ready
filter is on by default. Every card shows the all-in
nightly price in the guest's currency, the cancellation
policyin one word, the host's language badge and the
wifi speed.

@ LISTING

The host before the amenities

The host's photograph, name, languages, response
time and years hosting sit above the fold. Then The
Welcome, the guarantee in one line, English reviews,
then the amenities.

Cavmir

CHECKOUT

No surprises

The same total the card showed. Apple Pay, Google
Pay, PayPal or card in one tap. Airport pickup and eSIM
as optional add-ons. Confirmation in English with the
host's message and The Welcome mentioned.

BEFORE THE TRIP

The good-guest guide

Ashort, plain section on dress, prayer times, alcohol,
photography, tipping, greetings, women travelling
alone and the e-visa, written by Gathern, read in the
app. Host chat with live translation both ways.

DURING

One button when something goes wrong
Ared button that reaches a human in English, day or
night, with the authority to rehouse or refund. This
single screen will earn more five-star reviews than any
feature on this page.

AFTER
The review and the return

Areview request that asks about the host and the
welcome by name. The Welcome photograph offered
for sharing. "Book again" with the host saved, and a
returning-guest note attached to the next stay.

THE TEST BEFORE LAUNCH

Ten Americans and ten Europeans who have
never been to the Gulf, recruited through a
research panel, each asked to book a real stay in

AlUla on the Western app while thinking aloud.
Fix everything they stumble on before a single
dollar of media is spent.
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The Western pages.

The .comis where search, press and creators send people, and where most first-timers will read
before they install anything. It is a destination site with a booking engine attached, not a
booking engine with a blog.

Architecture Standards
PAGE JOB ¢ Real photographs only, self-hosted, with
. ] ] descriptive alt text. No stock desert, no camels, no

/ The destination and the licence in one .

screen; route each guest to their page generated imagery passed off as a place.

in one tap ¢ Mobile first, with the three-second test on every
/destinations/alula Where to stay, what it costs, when to page: real, for me, what it costs, in the guest's
and nine more go, how to get there, 20 to 40 curated currency.

listings; Riyadh, Jeddah, the Red Sea, S oh b d ber in th
Diriyah, Abha, Taif, Al Khobar, Hail, * AUS phone number and a UK number in the

Madinah's visitor areas footer of every page. This one line moves

/[Ffirst-trip The good- guest guide: safety, dress, conversion more than any redesign.

alcohol, women travelling alone, the e- e Accessibility to WCAG 2.2 AA. Accessibility
visa, money, phones lawsuits against travel sites are routine in the US.

/w ork-from-the- The nomad product, city hubs, the e Consent before tracking, with a truthful banner.

kingdom cost-of-living sheet Europeans notice and regulators fine.

/private The private collection, by invitation e Page speed under 2.5 seconds on mobile. The
and advisor login current homepage loads a 2,800-pixel logo

/how -it-w orks The licence explained, the guarantee, fourteentimes.

cancellation, support, verification
Domains and languages

/Founders The story, first person, with
photographs gathern.com serves every visitor outside the Gulfin
N English reviews From Western guests, English; gathern.co keeps Arabic and the English
with host replies version for residents. Each page points to its
Jiournal Guides and answers: the search counterpart with hreflang tags so search engines
engine's way in (page 31) treat them as one brand, not duplicates. German and
/privacy, /terms, Plain English, jurisdiction-aware, French live onthe .com under /de and /fr when
/accessibility dated localised.

Copy voice

Second person, contractions, short sentences. No
"unlock your dream vacation," which is on the
current homepage's description tag and reads as
translation.
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Search engines and Al search.

When an American asks Google, ChatGPT or Perplexity "where should Istay in AlUla," the answer
today names hotels and Airbnb. Gathernis absent from the Western answer because the English
pages that would earnit do not exist. This is the cheapest durable channelinthe plan.

The fFour intent clusters

PAGE THAT
ANSWERS

CLUSTER

EXAMPLE SEARCHES

Destination  where to stayin AlUla; /destinations
Riyadh apartment rental;
Jeddah villa with pool; Red
Sea Saudi Arabia hotels
Safety and is Saudi Arabia safe for /[first-trip and
belonging tourists; what to wearin /iournal
Saudi Arabia; can women
travel alone in Saudi Arabia;
Saudi e-visa for Americans
Long stay Riyadh monthly rental; /work- from- the-
digital nomad Saudi Arabia;  kingdom
Jeddah coworking
Event where to stay Riyadh Event pages,

Season; Jeddah F1
accommodation; Expo 2030
Riyadh stay

opened the day
dates are
announced

The content plan

Thirty destination and district guides and forty
question pages in the first year, each written by a
personwho has been there, with real photographs
and the listings that answer the question. One writer,
full time, is cheaper than one month of paid search
and compounds for years.

Cavmir

Technical basics

¢ hreflang between.comand .co so the two English
versions do not compete.

e Structured data for lodging, FAQ and organisation,
with the licence numberin the organisation record.

e Asitemap that matchesthe live URLs; a real 404
page; no orphaned pages.

e Self-hosted images with alt text; no hotlinked
assets.

Al search

Al answers are built from consistent, cited facts.
Gathern's public facts currently disagree with each
other (50,000 units in the store, 72,000 on the site, 180
or 200 cities). Pick the true numbers, publish them
once on /how-it-works, add an lIms.txt file describing
the company in plain English, and earn citations from
the travel press. Within a year the answer to "where
should I stay in AlUla" caninclude "licensed private
homes on Gathern."

App store optimisation

The Western listing is indexed by the store's own
search. Title keywords ("Saudi Arabia", "stays"), an
English subtitle, localised screenshots for the UK and
Germany, and a steady flowof English reviews are the
whole discipline. Apple Search Ads then buys the
terms the listing cannot yet win.

The measure

Share of Western first stays that began with a
search on a destination or safety term. Target by
month twelve: 35%, at a cost per booking under half
of paid social.
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The International-Ready host tier.

The Western guest is buying a host, not a platform. Of 33,000 hosts, a few thousand canserve an
American well today. The tier finds them, trains them, badges them and rewards them, and it is

the supply behind every recommendationin this report.

Criteria for the badge

[] English Fluency confirmed in a ten-minute video call
with Gathern.

[[] Response within one hour, measured; instant book
switched on.

[] All-in pricing and one cancellation policyset on every
listing.

[[] Photographyto Gathern's Western standard, provided
free by Gathern for the first 2,000 hosts.

[] Wifi speed measured by the app at inspection and
shown on the card.

[[] The Welcome committed: coffee, dates and a greeting
on everyinternational arrival.

[[] Passport check-in flow completed once with Gathern
staff.

[[] Ashort course, in English and Arabic, on what an
American and a European expect: refunds, noise, keys,
privacy, reviews.

[] One mysterystayby Gathernin the first six months.
What the host gets

e Placement inthe International Collectiononthe
Western app, the .com and the OTA bridge.

e Free professional photography and a listing rewrite
in English.

e A lower commission oninternational bookings for
the first year.

e A host support line, in Arabic, for the moment a
foreign guest confuses them.

e The badge itself, which Western guests will filter
by.

Cavmir

Targets
Y 8
2,000  60% 4.
BADGED OF THEM MINIMUM
HOSTS BY IN WESTERN
END OF RIYADH, REVIEW
YEAR ONE JEDDAH SCORE TO
AND KEEP THE
ALULA BADGE

Why it is the whole plan

Every promise on the Western surface is kept or
broken by a host. The guarantee is a host who answers
the phone. The Welcome is a host with a coffee pot.
Airbnb's Superhost programme is the reason
Americans trust strangers' homes; Gathern's tier is the
same idea, built for this guest, on top of a licence
Airbnb does not have.

The first 500

Start in AlUla and Riyadh, where the first-timers and
nomads will land, and hand-pick the Ffirst 500 from
hosts who already have English reviews. Photograph
them, train them, and put themin the collection
before the OTA bridge opens. The collection's first
reviews set the brand's Western reputation for years.

WHAT TO SAY TO HOSTS

"A guest from Ohio pays more, stays longer,

reviews in English, and comes back. Here is how
to host one." Hosts will join for the guest, not
the badge.
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Three budget gates.

Do not fund the West with one number. Fund it in three stages, each with a result that must exist
before the next stage's money is released. This is howan American growth team would present
it to a board, and it is howthe 2028 prospectus will want to read it.

GATE 1 - Q4 2026 TO Q2 2027
Prove - USD 300,000

Buys. The Western store listing and
.com, the guarantee and phone
support, the first 500 badged hosts,
search and store ads in the US and
UK, ten nomad creators, the OTA
bridge opened in AlUla and Riyadh.

Unlocks Build if. 1,500 Western stays,
a review score of 4.7 or better, first-
stay CAC under USD 90, and a
Western repeat intent survey above
60%.

WESTERN
GATE BUDGET
STAYS
Prove USD 300,000 1,500
Build  USD 1,200,000 12,000
Scale  USD 3,500,000 55,000

Ifa gate fails

COST PER FIRST

GATE 2 - Q3 2027 TO Q2 2028
Build - USD 1,200,000

Buys. Full US and UK media, Meta and
creators at scale, PR retained, 2,000
badged hosts, Germany localised, the
private collection inspected and
photographed, the measurement
stack complete.

Unlocks Scale if. 12,000 Western
stays, blended CAC under USD 70,
repeat rate above 25% at 12 months,
and the international line visible in
management accounts.

REVENUE PER STAY
(AT 12% TAKE)

USD 90 or less uUsD 84
USD 70 or less uUSsD 84
USD 55 or less UsD 84

GATE 3 - 2028 ONWARD

Scale - USD 3,500,000 a

year

Buys. Europe in three languages, US
brand campaigns on YouTube and
connected TV, the trade programme,
Expo 2030 and World Cup inventory
strategy, a Western team of eight to
ten people.

Sustains if. Marketing efficiency ratio
above 4, payback within two stays,
and Western revenue growing faster
than domestic.

WHAT THE NUMBER IS FOR

Evidence: conversion, reviews, repeat
intent, what breaks

Repeatable acquisition; second stays;
the private collection ready

Brand; Europe; the mega-event calendar;
the listing story

Where the numbers come from

Do not add money. Read the reviews and the support
tickets, fix the product, and run the gate again with
the same budget. A failed Prove gate almost always

means arespect problem, not a marketing problem.

Cavmir

Cavmir's US and international guest-acquisition work
and published 2025 to 2026 US benchmarks. Revenue
per stayassumes a USD 700 average booking and a
12% blended take rate; page 35 shows how to
replace both with Gathern's actual figures.
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Where the money goes.

The Build budget of USD 1,200,000, allocated. The shape holds for Prove and Scale; the amounts
move. Support and the guarantee reserve sit inside marketing on purpose:inthe West they are
the marketing.

BY PURPOSE usD BY MARKET SHARE
Working media (search, store, United States ] 55%
Meta. YouTub ] 600,000

eta, YouTube) United Kingdom [ ] 20%
Creators and content [ ] 144,000 Germany - 15%
24/7 English support and [ ] 120,000 Netherlands and Nordics [ | 10%
guarantee reserve
Product, localisation, host BY GUEST SHARE

m 96,000

photography First-timer [ ] 50%
Earned press and PR retainer [ | 60,000 Digital nomad I 20%
Measurement and tooling [ | 48,000 Repeat visitor [ 15%
Travel trade and events [ | 48,000 Luxury [ ] 15%
Host tier incentives [ | 48,000
Contingency | 36,000

QUARTER SPEND EMPHASIS

Q32027 USD 240,000 Search and store ads at full weight; creators briefed; press retained; Germany localisation starts

Q4 2027 USD 330,000 Winter-sun push in the UK, Netherlands and Nordics; Riyadh Season and F1 event pages; first creator
films live

Q12028 USD 360,000 Peak Western travel- planning season; Meta and YouTube at full weight; Germany live; private collection
soft launch to advisors

Q22028 USD 270,000 Repeat and referral programmes; summer slowdown; Scale gate review

Tl'lC rule

Nothing is spent on a channel until the page or screen it lands on passes the three-second test. Media buys
attention; the product converts it. Money that lands on an unfinished page is the most expensive moneyin
marketing.
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The unit economics of a2 Western guest.

A model with the assumptions exposed, so Gathern's finance team canreplace every input. The

logic matters more than the numbers.

Assumptions (replace with actuals)

INPUT

Average nightly
rate, Western guest

Average nights per
booking

Average booking
value

Blended take rate

Revenue per
booking

Stays per Western
guest over 3 years

Lifetime revenue
per guest

Contribution
margin on revenue

Lifetime
contribution per
guest

Cavmir

ASSUMED

USD 155

4.5

usD 700

12%

UsD 84

2.2

UsD 185

65%

usD 120

BASIS

International- Ready
collection, blended cities

First-timers 5 to 9, nomads
28+, blended

Rate times nights

Assumption; use Gathern's
actual host and guest fees

Booking value times take
rate

Target repeat rate of 30%
at 18 months, 45% at 36
months

Stays times revenue per
booking

After payments, support
and guarantee costs

The ceiling for acquisition
spend

What the model says

e The CACceiling is about USD 120 per new Western
guest at these assumptions, if the target is to
break even over three years. A sensible target is
half of that: USD 55 to 70 blended at Scale.

e The First stay does not pay for itself at a USD 90
Prove-phase CAC. It never does in a new market.
The second stay is where the money is, which is why
the repeat programme and the app handover are
not optional.

e The OTAbridge is cheaper than it looks. A 15% to
18% commission on a USD 700 booking is USD 105 to
125, paid only on success, with a reviewattached.
Against a USD 90 to 150 cold CAC with no
guarantee, it wins the first stay in the first year.

e Nomads change the average. A 35-night stay at
USD 60 is a USD 2,100 booking and USD 250 of
revenue, acquired through communities at a
fraction of a first-timer's CAC.

¢ Luxury changes it more. One USD 8,000 estate
booking at 12% is USD 960, acquired through an
advisor at a 10% to 15% commission.

Sensitivity
IF THE TAKE RATE REVENUE PER CAC
1S BOOKING CEILING
8% USD 56 USD 80
12% USD 84 USD 120
15% USD 105 USD 150
The discipline

Publish the CAC ceiling internally and never bid above
it. Every channel either beats it or is switched off at
the monthly review.
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The measurement stack for the United States.

American marketing is accountable because it is instrumented. Build the stack before the first
dollar of Western media, or every later decision is a guess.

LAYER TOOLING WHAT IT ANSWERS OWNER
Guest identity One guest ID across the .com, Is this the person who read the AlUla guide in March, Product

the Western app and the OTA  booked on Airbnb in May and rebooked in the app in

handover (email or phone at November?

check-in)
Web analytics GA4 with server-side tagging  Which pages, campaigns and sources lead to a booking, for Marketing ops
and tagging and consent mode; a written which guest, in which market

UTM convention (source,
medium, campaign, guest,
market) enforced by a link
builder

App attribution A mobile measurement Which ad produced the install and which install produced Marketing ops
partner (AppsFlyer, Adjust or a booking, within Apple's and Google's limits
Branch); deep links from .com
to app; SKAdNetwork; Play
install referrer

Conversions back  Google Ads offline import; Lets the platforms optimise toward stays, not clicks Engineering
to platforms Meta Conversions API;

booking value net of

cancellations, server-side

Revenue and Bookings, cancellations, What a Western guest is worth, after everything Finance
margin refunds, guarantee payouts

and OTA commissions in one

table, by guest and source

Respect and love Review scores, support and Whether the brand is moving up the Love/Respect axis Guest experience
signals refund times, repeat and

referral rates, welcome

mentions
Scorecard and One weekly dashboard with The single truth the team and board share, and what Head of Western
experiments the numbers on page 37, one would have happened without the spend (page 38) growth

owner, read every Monday;
geo holdouts, lift studies, a
testing calendar

The privacy reality, and the one rule

Most iPhone users decline app tracking and European consent rules hide more; the stack will see well under all of
what happens. Model the gap, lean on the scorecard and the experiments, and never let a platform's dashboard be
the final word. And every link, ad, creator and OTA listing carries a tag before it goes live: untagged traffic is spent
money with no receipt.
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The weekly scorecard.

Twelve numbers, one page, every Monday, the same definitions in every meeting. The board
numberis the first one; the rest explainit.

MEASURE DEFINITION TARGET AT BUILD READ
1. Marketing efficiency Western net revenue (Gathern's take) divided by all 3.0, rising to 4.0 at Scale Weekly
ratio (MER) Western marketing spend, including OTA commissions on

first stays, creators, PR and support reserve

2. Western stays Completed stays by guests resident in the US, UK and 1,000 a month by Q2 2028 Weekly
EU, all channels

3. Blended CAC Acquisition spend (media, creators, OTA commissions on USD 70 or less  Weekly
first stays, PR) divided by new Western guests

4. CAC by channel The same, per channel, using the scorecard's attribution Each under the USD 120 ceiling Weekly
rules (page 38), never the platform's own claim

5. Payback Stays needed for a guest's contribution to cover their Within 2 stays  Monthly
CAC
6. Visit-to-booking rate Bookings divided by unique visitors to the .com and the 1.5% web; 6% app Weekly

Western app, by guest segment
7. Checkout completion Bookings divided by checkouts started 65% or better Weekly

8. OTA handover rate OTA-acquired guests with a Gathern app account at 70% Weekly
check- out, divided by OTA-acquired guests

9. Review score and Average Western review score on the app and the OTA 4.8; 45 per 100 Weekly

volume collection; English reviews written per 100 stays

10. Respect times Support first response (chat, phone); refund or rehousing 2 min; 60s;24h  Weekly
resolution

11. Repeat rate Western guests with a second stay within 18 months, by 30% Monthly

acquisition channel

12. Love signals Referral share of new guests; share of reviews naming 10%; 25%; 60+ Monthly
the host or The Welcome; net promoter score from the
post-stay survey

Howtoread it THE MONDAY QUESTION

"Which channel would we cut if we had to cut one
Measures 1 to 5 are the money. Measures 6 to 8 are

the product. Measures 9 to 12 are the Lovemark, and

this week?" If the scorecard cannot answer it, the
stack is not finished.

theylead the money by two quarters: when review

scores and repeat rates move, CAC follows.
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Attribution, holdouts and the truth.

Every platform will claim the same booking. Add up what Google, Meta, Apple and the creators
report and the total will exceed the bookings that actually happened. American growth teams
handle this with four habits.

O1

02

03

04

Treat platform numbers as directional.

Use Google's and Meta's reported conversions to
optimise inside each platform. Never use them to

decide between platforms, and never present
them to the board as results.

Run holdouts.

Switch a channel offin a matched set of US states
or UK regions for six weeks and compare bookings

with the regions where it stayed on. The
difference is what the channel actually causes.
Meta and Google both offer lift studies that do
this inside the platform; run your own as well.

Ask the guest.

One question in the post-stay survey: "How did
you first hear about Gathern?" In travel, this
answer correlates with true incrementality
better than any pixel, because trips are
remembered.

Watch cohorts, not months.

Group guests by the month theywere acquired
and follow each group for 18 months: stays,
revenue, reviews, referrals. Achannel that looks
expensive in month one and cheap in month
twelve is the channel to keep.

Cavmir

GATHERN

The scorecard's attribution rule
One rule, written down, applied every week:

e Afirst stay is credited to the channel of the Ffirst
tagged visit within 60 days before booking, with two
exceptions.

e An OTA booking is credited to the OTA, and its
handover to the app is credited to the OTA bridge.

o Areferral code always wins.

e Untagged bookings are reported as "unattributed"
and never redistributed. Their share is itself a
measure of the stack's health; target under 15%.

The testing calendar

DECISION IT

QUARTER TEST
INFORMS

Q12027 Search on versus off, matched Search budget
US states at Build

Q2 2027 OTA bridge open in AlUla only Collection size
versus AlUla and Riyadh

Q3 2027 Meta lift study, US Meta share of
media
Q4 2027 Creator films versus no Creator budget
creators, UK regions at Scale
Q12028 Direct- price incentive 5% Handover

versus 0% for returning guests  economics

What ROI means here

Return on marketing for a marketplace is
contribution from Western guests over their
lifetime, minus everything spent to acquire and keep
them, including the support that keeps the promise.
Reported that way, honestly, it is the number a
prospectus can carry.
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Trust infrastructure.

The unglamorous systems that decide whether a Western guest's money, data and safety feel
protected. Most are invisible when they work. All are visible, loudly, when they do not.

Money

Card disputes. Visa and Mastercard side with the
cardholder when a stay is "not as described." Keep
the dispute rate well under 1% by refunding fast,
within five business days, before a guest calls the
bank. A refund is cheaper than a chargeback and far
cheaperthanthe review.

Statement descriptor. "GATHERN STAYS" in Latin
letters onthe card statement. An unrecognised
descriptoris the first cause of accidental disputes.

Strong customer authentication. European cards
require 3-D Secure under PSD2; build it in so
European checkouts do not fail silently.

Currency. The riyal is pegged to the dollar, so USD
pricing carries no currency risk for Gathern. Euro and
sterling pricing does; hedge or reprice weekly.

The guarantee reserve. Fund it at 1.5% of Western
booking value inyear one and report the actual
payout rate onthe scorecard.

Data

GDPR and CCPA on the Western surface: consent
before tracking, a plain privacy policy, a data-
request process that works within 30 days, a data-
processing agreement with every vendor.
Dataresidency. European guests will ask where
their passport data is stored. Have a one-paragraph
answer.

The privacy label. The Western app should not
need to track users across other companies' apps.
Remove the requirement and the label improves.

Cavmir

GATHERN

Safety and the uncomfortable questions

Western guests ask about alcohol, dress, prayer times,
photographing people, women travelling alone,
unmarried couples sharing a room, and LGBTQ
travellers. Answer every one of them factually, in plain
English, with what the lawsays and what a guest can
expect, and without spin. A guest who is told the truth
about the hard questions trusts the platform on every
easy one. A guest who finds a vague answer assumes
the worst about everything.

Accessibility and consent law

e WCAG 2.2 AAonthe .comand the Western app.
Accessibility lawsuits against US travel sites are
routine; an audit before launch costs less than one
demand letter.

e TCPA. No text message to a US number without
written consent captured at signup, with the exact
wording a court will accept.

e Terms in plain English for the guest's jurisdiction,
dated, with the cancellation policy repeated word
for word from the listing.

Support as a product

PROMISE STANDARD

English chat, 24/7 First response under two minutes; a
person, with the authority to refund

US toll-free and UK Answered in under 60 seconds, around

phone lines the clock, in English

The red button in Reaches a human who can rehouse or
the app refund, day or night

Host support line, For the host whose foreign guest
Arabic confused them

Every review Within 48 hours, in English, specifically
answered
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GATHERN

Reputation and press in the West.

Earned mediais the cheapest respect Gatherncan buy and the only channel that reaches all

four guests at once. The founders' story opens the door; the product has to be ready when the

journalist walks through it.

The three angles

The Founders

Two women, an idea from Ohio, the Kingdom's first
licensed home-sharing platform, a USD 266 million
valuation, a 2028 listing, and now the West. Targets:
Fast Company, Forbes, Bloomberg, the Financial Times,
Skift, PhocusWire.

Where to actually stay

AlUla beyond the resorts; a Jeddah rooftop; a farm
estate outside Riyadh; The Welcome. Targets: Condé
Nast Traveler, Travel + Leisure, AFAR, The New York
Times Travel, The Guardian, The Times, Monocle.

m Riyadh in January

Ninety warm days, fast wifi, the cost-of-living sheet, a
nomad's diary. Targets: the nomad newsletters and
YouTube channels, Business Insider, Lonely Planet.

Podcasts

Latifah Altamimi on two or three a quarter: founder
shows such as How | Built This and Masters of Scale,
industry shows such as the Skift Travel Podcast, and
the travel shows nomads listen to. A founder's voice
does what no ad can.

Cavmir

Rules for earned media

e Retaina UStravel PR specialist by month six of
Prove, on a fee, not a campaign budget.

e Host press trips only after the International-Ready
tier and the support lines exist. A journalist who
cannot reach a human writes that down.

e Creators get editorial freedom in writing. Their
criticism is content; fix what they find.

e The founders answer hard questions about the
country plainly and return to the guest experience.
Never argue politics; state what a guest can
expect.

When the news is bad

At some point Western news will carry a story about
Saudi Arabia that has nothing to do with Gathern, and
bookings will dip. Have the statement ready before it
is needed: who Gathernis, what the licence means,
what a guest is protected by, and the phone number.
Say nothing about the story itself. Guests forgive a
company that is calm and specific.

Reviews are press

The first page of English reviews on the US App Store
is the most-read thing ever written about Gathernin
America. Reply to all of them, including the old ones,
as a person who cares and can act.

THE MEASURE

Twelve earned placements in Western outlets in
the Build year, at least four leading with the

founders. Share of Western first-timers who cite
press or a creator as how they heard of Gathern:
20%.
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The creative platform.

GATHERN

One idea that is also a product feature, so every ad is a promise the guest can check on arrival.
Cavmir's rule for every brand it works with:if the campaign cannot be experienced, it is not a

campaign, it is decoration.

THE IDEA

The Welcome. Every international arrival on Gathernis met with coffee, dates and a host who is glad you

came. The ads showreal arrivals. The product guarantees them. The reviews report them. The brand is the

moment a stranger becomes a guest.

FILM STILLS WORDS

Real arrivals Host portraits Three lines to test

Ten real arrivals filmed with the Every International- Ready host "You're our guest. That's not a slogan
guest's consent: the door, the host, photographed at their door with the here." / "Your first time in Saudi

the coffee, the first look at the view. coffee pot, in daylight, for the listing Arabia, with a host who's done this
Thirty-, fifteen- and six-second cuts. and the ads. The host is the hero of before." / "Ninety warm days. Fast
No drone- over-desert opening, no the frame; the property is the wifi. A host who knows where the
orchestral swell, no slow-motion background. good coffee is."

sand. The sound is the room.

Visual rules for the West

e The English wordmark and the orange gate are the
distinctive assets. Use them the same way every
time.

e Photography leads; typography follows. Real
guests in frame, with consent, at least half of them
visibly Western.

e Lavender and orange as the brand colours, with the
room's own light doing the rest.

e English only, in a plain sans-serif. No Arabic script on
any Western asset, per Section 3.

e One host, one guest, one moment per asset. Ten
assets beat one montage.

Cavmir

What to refuse

Camels, falcons, "mystical”, "hidden gem", "unlock",
"Arabian nights", "magic".

Stock desert photography and generated imagery
passed off as areal place.

Over-produced luxury that the actual listing cannot
match.

Any asset in which the guest could not tell what it
costs or howto book.

The Lovemark test for every asset

Does it earn respect (a fact a guest can verify) and
love (a feeling a guest will recognise)? An asset that

does onlyone is an ad. An asset that does both is the
brand.
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The first ninety days and the first year.

What to dointhe order that compounds. The ninety-day list costs almost nothing and removes

the reasons a Western guest leaves today. The year builds the door, the tier, the bridge and the

evidence for the Build gate.

Ninety days: the quick wins

[] Fix "VERFIY" and "Vistor" on the English site; move
"Visitor / tourist" to the top of the ID list.

[] Pick the true unit and city counts and publish them
once, everywhere.

[] Rename the US and UK store listings "Gathern: Stays in
Saudi Arabia" with an English subtitle and no Arabic
script.

[] Replace the Arabic greeting and the bilingual sponsor
line on the English site with English.

[] Translate the categories: "Istrahas" becomes "private
dayretreats," "Farms" becomes "garden estates," and
so on, with one line of explanation each.

[] Add USD, EUR and GBP display on the English site and
app.

[[] Reply, in English, to every review on the US App Store,
starting with the oldest.

[[] Publish the Gathern Guest Guarantee and one
cancellation policy per listing.

[] Open aUStoll-free number and a UK number, answered
24/7 in English.

[] write the First-trip guide: the ten questions Western
guests ask, answered plainly.

[] Register gathern.com or an equivalent .com and set up
the hreflang plan.

[] Hand-pick and photograph the first 100 International-
Ready hosts in AlUla and Riyadh.

[] Set the UTM convention and connect the booking data
to the ad platforms before any spend.

Cavmir

@® Q42026 - PROVE BEGINS
The door

The Western store listing live; the .com live with
destinations, first-trip and how-it-works pages;
guarantee, support lines, currency and Apple Payin
place; the first 500 badged hosts; search and store
ads on in the US and UK; the measurement stack
complete.

® Q12027
The bridge and the nomads
The OTAbridge opens in AlUla and Riyadh; the nomad
product and hubs live for the winter season; ten

creators in the field; the first geo holdout on search;
the founders' page and the first press pitches.

® Q22027
The evidence
1,500 Western stays; the first 1,000 English reviews;
The Welcome measured in reviews; the repeat

programme built; the Prove gate reviewed against its
four numbers.

® Q32027 - BUILD BEGINS
The scale-up
Meta and creators at full weight; PR retained; 2,000
badged hosts; Germany localised; the private
collection inspected and photographed for a 2027 H2
soft launch to advisors.

Who owns it

One head of Western growth, reporting to the CEOQ,
with a Western product owner who can veto any
change to the Western surface. Without that veto,
the home product's instincts will quietly reabsorb
the West within a year.
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Risks and caveats.

GATHERN

What could go wrong with this plan, what to do about each, and what this report does not know.

RISK WHAT IT LOOKS LIKE

A perception shock A news event about the country and a
sudden dip in Western bookings that has

nothing to do with Gathern

OTA dependency The bridge works so well that the direct
product is neglected, or an OTA changes its

policies

Host quality at scale The badge is handed out faster thaniit is
earned and the first bad Western review

goes viral

Spending ahead of proof Scale money committed before Prove
numbers exist, usually because an event is

coming

Measurement blindness Decisions made on platform dashboards;

untagged traffic above 15%

Regulatory change Visa policy, tourist licensing, tax on

international bookings

The Western surface drifts back toward the
domestic one, feature by feature

The home product wins

Too much translation The Western brand loses the coffee, the
host and the welcome in pursuit of
familiarity

Currency Euro and sterling pricing moves against the

riyal

WHAT TO DO

The statement on page 40, ready in advance. Keep
spending on search, where intent survives; pause
prospecting for two weeks; never argue in public.

The bridge has a defined period and a handover target.
Review at twelve months; reduce as direct demand
grows.

Mystery stays, the 4.8 floor, the badge removed on a
second failure. Growth in badged hosts is capped by
inspection capacity, not demand.

The gates. An event is a reason to prove faster, not to
skip the proof.

The scorecard, the attribution rule and the holdouts. No
spend without a tag.

A quarterly review with counsel; a plain update to guests
when rules change. The licence is an asset here, not a
risk.

The Western product owner's veto (page 42). Two
products, one engine, on purpose.

The Lovemark test on every asset. Translate the
interface; keep the soul.

USD is pegged; hedge or reprice EUR and GBP weekly.

What this report does not know

Gathern's actual take rate, margins, Western
booking history, host economics, technical
architecture and internal plans. Every figure built on
those inputs is labelled as an assumption and should
be replaced before it is used for a decision. Nothing
here required access to anything private, and
nothing here should be read as if it had.

Cavmir

What it is confident about

The first minute. The order of respect and love. The
four guests. The bridge. The gates. The scorecard.
These come from doing this work for Western
guests every day, and they hold whatever the internal
numbers turn out to be.
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Every figure in this report traces to one of the items below or to Cavmir's own practice, and is
stated as such. Web sources were read between 3 and 4 September 2026.

1. Gathern, gathern.co and gathern.co/en, homepage, footer
licence line, metadata and English category names,
captured 4 September 2026.

2. Apple App Store, United States storefront, "Gathern | ,35",
listing text, ratings, reviews and privacy label, captured 4
September 2026.

3. Wamda, "Gathern raises $72 million Series B ahead of Tadawul
IPO," August 2025: funding, valuation, units, share, users,
nationalities, host payouts, use of funds.

4. Endeavor, "She started with one room. Soon, Gathern captured
44% of Saudi tourism": the founding story, Wright State
University, the first customer, AlUla growth, profitability
and gross bookings.

5. The Real Deal, "Gathern, Saudi Airbnb rival, eyes 2028 IPO,"
September 2025.

6. Gene Branding, Gathern case study: the gate mark, lavender
palette and the essence "Hospitality, from us and for us."

7. Saudi Ministry of Tourism 2025 results as reported by Skift
(January 2026), Arab News and Argaam: 122 million visits,
29.7 million inbound, SAR 300 billion spend, purpose of visit,
source- market growth.

8. Saudi Tourism Authority, "Tourism sector in Saudi Vision 2030":
the 150 million target and the 70 million international
component; US International Trade Administration, Saudi
Arabia travel and tourism guide, on hotel-room pipeline and
mega-events.

9. Visit Saudi e-visa guidance as summarised by Simple Visa,

House of Saud and Explore Saudi (2026): eligible countries,
fees, validity, visa on arrival.

10. Gallup, country ratings, February 2026, as reported by Visual
Capitalist: favorable views of Saudi Arabia, Egypt, Israel,
Mexico, Canada and Japan among US adults.

11. BrightLocal, Local Consumer Review Survey 2025: share of
consumers reading reviews regularly and never.

Cavmir

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

Skift with AirDNA, "Short-term rentals: Airbnb's dominance
and Booking's gains in 1 chart," March 2025: 2024 global
booking shares.

AirDNA as reported by BnB News, on Booking.com's share of
European short-term rental bookings; Eurostat first-
quarter 2026 platform nights as reported by Tourism
Reporter.

Travel And Tour World and FACT Magazine on Red Sea Global's
2026 openings, resort and room counts, and Nujuma's
opening rate.

AppTweak, SplitMetrics and Business of Apps: Apple Search
Ads US medians for cost per tap and cost per install, 2025
to 2026.

SuperAds and Affect Group: US Meta CPM benchmarks for
travel and all industries, 2025 to 2026.

CNN Business, "TikTok is owned by a Chinese company. So
why doesn't it exist there?" March 2023, and Marketing to
China on Douyin and TikTok as separate apps.

Kevin Roberts, "Lovemarks: The Future Beyond Brands,"

powerHouse Books, 2004; saatchikevin.com, "Love/Respect
Axis" and "Believe in Love: The Lovemarks Effect."

Byron Sharp, "How Brands Grow: What Marketers Don't
Know," Oxford University Press, 2010.

Les Binet and Peter Field, "The Long and the Short of It," IPA,
2013; WARC and Marketing Science on Sharp's
disagreement with the 60/40 ratio.

CB Insights, ZoomInfo and Saudi Yellow Pages on Gathern's
Riyadh office address; Apple App Store seller record for
Gathern Holding LTD.

AFAR, "Alice in (a Saudi) Wonderland," and House of Saud, "Is
Saudi Arabia safe?" (2026), on first-time visitor and
women-traveller guidance.

Cavmir's US and international guest-acquisition practice,
2024 to 2026, for the channel shares, conversion targets
and cost ranges labelled as Cavmir's in the text.
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Glossary of Western marketing terms.

The vocabulary an American growth team, a US agency and a US investor will use inthe room.

Defined as they are used in this report.

Advantage+ / Performance Max. Meta's and Google's
automated campaign types. They find the audience; the
advertiser supplies creative and conversion data.

AirCover / Superhost. Airbnb's guest guarantee and its host-
quality tier. The reference points a Western guest carries into any
rental platform.

ASO. App store optimisation: the title, subtitle, keywords,
screenshots and reviews that decide store search rank.

ATT / SKAdNetwork. Apple's tracking permission prompt and its
privacy- preserving ad attribution. Most users decline tracking.

Blended CAC. Customer acquisition cost across all channels:
acquisition spend divided by new guests.

CAC ceiling. The most a new guest can cost before they lose
money over their lifetime.

CAPI / server-side tagging. Sending conversion data to Meta and
Google from the server rather than the browser, so it survives ad
blockers and consent limits.

Chargeback. A card dispute raised through the bank. Networks
favour the cardholder; a high rate brings penalties.

Channel manager. Software that pushes one inventory and
calendar to several OTAs at once.

Cohort. Guests grouped by the month they were acquired and
followed over time.

Contribution margin. Revenue minus the direct costs of serving
the guest: payments, support, guarantee payouts.

Dynamic packaging. A European tour operator or airline bundling
flights with a stay at a single price.

Familiarisation trip. A hosted trip for travel advisors so they can
sell what they have seen.

GBV. Gross booking value: what guests paid in total, before
Gathern's take.

GDPR / CCPA / PDPL. The EU, California and Saudi data-
protection laws.

Cavmir

Geo holdout. Turning a channel off in some regions to measure
what it causes in the others.

hreflang. A tag telling search engines which language and
country version of a page to show.

Incrementality. Bookings that would not have happened without
the spend. The only ROI that is real.

LTV. Lifetime value: revenue or contribution from a guest across
every stay.

Lovemark. Kevin Roberts' term for a brand high on both respect
and love, commanding loyalty beyond reason.

Mental and physical availability. Byron Sharp's two levers: easy
to think of, easy to buy.

MER. Marketing efficiency ratio: revenue divided by all marketing
spend, all channels, no attribution needed.

MMP. Mobile measurement partner (AppsFlyer, Adjust, Branch):
app install and in-app attribution.

NPS. Net promoter score: would you recommend us, on a scale of
0 to 10, scored as promoters minus detractors.

OTA. Online travel agency: Airbnb, Booking.com, Vrbo, Expedia.

Payback. How long, or how many stays, until a guest's
contribution covers their acquisition cost.

PSD2 / 3-D Secure. European payment rules requiring strong
authentication at checkout.

ROAS. Return on ad spend: revenue attributed to a channel
divided by its spend. Directional only.

Take rate. The share of a booking the platform keeps as revenue.

TCPA. The US law requiring written consent before marketing
text messages.

UTM. The tags on a link that record source, medium and
campaign in analytics.

WCAG / ADA. The web accessibility standard and the US law
under which sites are sued for failing it.
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The Western readiness checklist.

Fifty items. Score the Western product against it before launch and again at each gate. Every

item is either done or not; there is no partial credit, because a guest gives none.

Identity

[] English-only store title and subtitle in the US, UK and
EU storefronts

[] No Arabic script on any Western touchpoint before
booking

[] A.com domain with hreflang to the .co

[] Share cards and metadata in English with an English
locale

[[] The Founders' page live, first person, with photographs

[[] The licence explained in one sentence on the home
screen and /how-it-works

[[] One set of true numbers (units, cities, hosts)
everywhere

Product

[] Destinations-first home screen

[[] categorynames a Westerner understands, with one
line each

[] International-Ready filter on by default

[[] Host photograph, languages and response time above
the fold

[] Wifi speed on the card

[] Instant book on every collection listing

[] Passport verification first, explained

[] Host chat with translation both ways

[[] The good-guest guide in the app and on /first-trip
[ Airport pickup and eSIM at checkout

[] The red button that reaches a human

[] Book-again and saved hosts

Money
[] USD, EUR and GBP display and charge
[] All-in price, identical on card, listing and checkout

[] Apple Pay, Google Pay, PayPal, cards; Klarna and iDEAL for
Europe

[] 3-D Secure for European cards
[[] "GATHERN STAYS" statement descriptor

[[] Refunds issued within five business days

Cavmir

Respect
[[] The Gathern Guest Guarantee published

[[] one named cancellation policy per listing, shown before
the price

[] 24/7 English chat, first response under two minutes

[] ustoll-free and UK phone lines answered around the
clock

[] Everyreview answered in English within 48 hours
[[] Refund or rehousing within 24 hours, audited monthly

[] The uncomfortable questions answered factually

Love

[] The Welcome guaranteed on everyinternational arrival

[] The Welcome photographed, mentioned in
confirmation, asked about in the review

[] Host portraits at the door for every badged host
[] Returning-guest note passed to the host

[[] Referral credit in the guest's currency

Measurement

[[] One guest ID across web, app and the OTA handover
[[] UTM convention written and enforced

[] MMP installed; deep links from .com to app

[[] Booking value sent back to Google and Meta server-
side, net of cancellations

[] The weeklyscorecard live with one owner
[] The attribution rule written down
[] The first geo holdout scheduled

[[] The post-staysurvey asks how the guest Ffirst heard of
Gathern

Legal

[[] Consent before tracking, with a truthful banner

[] Privacy policy and terms in plain English for the guest's
jurisdiction

[[] WCAG 2.2 AA audit passed

[] TCPA consent captured before any US text message

[] Adata-processing agreement with everyvendor
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About this report.

This report was written by Dan Ross, founder and creative director of Cavmir, with the
Cavmir team, in September 2026. It was not commissioned. It was prepared as a gift to
Gathern's leadership after a conversation about the Western market, and it is
accompanied by aninvoice for USD 2,500 that has been paid in full by the author.
Nothing is owed, and nothing is offered for sale in these pages.

Cavmir is a marketing agency in Miami that builds and markets vacation-rental and
hospitality brands in the United States and abroad. Its own Riyadh guide already tells
Saudi hosts to list on Gathern, the licensed platform locals actually use. The opinions
here are Cavmir's alone. They rest on public sources, listed in Appendix A, on a review
of the live product as an American sees it, and on the daily work of winning Western
guests for the properties Cavmir represents. Every figure that depends on Gathern's
private numbers is labelled as an assumption.

The report may be shared freely inside Gathern and with its advisors and investors. It
should not be edited and republished as anyone else's work.

CAVMIR - 25 SE 2ND AVENUE, SUITE 504, MIAMI, FLORIDA 33131 - REFERENCE
CAV-2026-0904-GTH



